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Prakriti Mateti, Director of Engineering
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“The familiar old axiom of software
development is that it takes three
times as long as you expect to
rewrite an existing system”

—M.A. Jackson
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“A rebuild is never
finished, only started.”

—A colleague
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c Culture Amp Platform Science Ideas, events & resources Community Pricing

An employee
experience
that people ove

Get the employee engagement,
performance and development
tools and insights you need to
build a category-defining culture.

4.6 % on G2 4.7 % on Capterra

Canva S®ULCYCLE Etsy M. o ke I inTercom




EMPLOYEE PERFORMANCE MANAGEMENT PLATFORM

EMmpoeR your
people to drive
performance at
scale

Make performance reviews fair and
effortless. Culture Amp’s performance
management solution enables managers and
teams to continuously align on expectations,
goals, and feedback.

Self-reflections

Employees review themselves,
fing on how they are

Manager feedback and where they can
ve
Managers assess their direct
s past performance and
Peer feedback st areas for future growth & E R
Peers & direct reports give \ S /
feedback on how an employee '} (] a
is doing and what they can | L)
improve on. \
}1@/\
D A% J



2018

Acquired Series A 6 years ago

Thousands

Of customers today

8950-1500

Performance review cycles
launched each month
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Technical Obstacles

Underlying domain
model and architecture

Other products in
the same codebase

Common shared
concerns

Enormous tech debt

Early stage decisions
right at the time

OROIONONG,




% Team Obstacles

High coupling
Mon

I/'\,_]

No domain

separation jﬂj\

Low ownership




Mon

lf" A

No domain
separation

:§

Poor ownership

Team Obstacles

©

i
High coupling

Couldn’t benefit
from shared tooling
and infrastructure

@

Teams moving
slow

il

Not a high
performance culture



-F IRST TLL TUS] REAG H
AND PULL MY CECSOUT.

The Simpsons (1989 - current)
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Deciding
to rebuild

Kicking off
strong

Getting
buy in

Measuring
as you go

Finishing
the rest

Rolling
out
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DECIDING
T0 REBUILD

Knowing when to burn it all
down and avoid sunk cost




We tried 3 approaches first N

&
Removing tech debt

Identify, prioritise,

and remove tech

debt one step at a
time

Ed

Rearchitecting in places

Identify and
re-architect one
domain at a time
inside the monoliths

XE
=
Extracting from the monoliths

Extract domains out
from the monoliths
one atatime
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We tried 3 approaches first

Extracting from the monoliths

Extract domains out
from the monoliths
one atatime
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Deciding
to rebuild




Deciding
to rebuild




GETTING
SUY IN

Validating our decision and
getting it funded




Administration improvements
- Expanded demographic filtering
- Edit review post launch

Roles & Permissions

- Scope HRBP to more than “Department”

- More nuanced permissions e.g. cycle creator
role, multiple managers completing manager
reviews

- Probation reviews
- Expanded collaborator access. e.g. viewing SR

- Goal based reviews

Roles & permissions

Question intent

- Trend performance data over time

- Insights about performance data, not just
reporting

- Better linkage of performance data to other
product data - e.g.. goals, develop, engage

- Group responses by question not just author

Up Next

@ Rebuild Manager Review
Updated UI and stable experience

. Unify Self Reflections & Manager Review *

@ Rebuild Calibrations @ Rebuild Insights

Question flexibility

- Question library

- Question branching

- Conditional questions

updates
In Progress

@ Rebuild Self Reflections
Updated UI
More stable experience

@ Editable self relfections

Bulk approve P&U nominations

*Note: Unified Self Reflections and Manager Reviews will only be available to customers who do not use Peer & Upward feedback.
Customers who use peer & upward will get access to the unified experience when we rebuild and unify peer & upward feedback

Flexibility in review types

- Anniversary based reviews

- Competency based reviews

Self reflections

Demographic snapshotting

- Performance data trended over time

- Remove need to freeze hierarchy during live
performance cycles

Self reflections updates

- Ability to toggle comments

- Comments included in SR export
- Self reflections landing page

- Edit SR after submitting

- Intro text to SR
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Converging on
an architecture
and tech




Getting Exec on board

Spoke to an external advisor

Increasing confidence
In our decision and
seeking advice on

direction

Exec presentation

Telling the holistic story
of the product including
what we can offer our
customers in the
meantime
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A lot riding on the start



Rebuild Goals

Rebuild the product

Domain Architecture  Ownership
model




Rebuild Goals

%\ Rebuild the product

Domain Architecture  Ownership
model

| also like olié’hgerously



Rebuild Goals

Rebuild the product Rebuild the teams

Domain Architecture  Ownership Culture Engagement | §0 growth
model and WOW opportunities | —







Rebuild Principles

)

Like for like

Stand up our existing
product



Rebuild Principles

Il I

Like for like Freeze and decommission

Stand up our existing Definition of done
product



]
Like for like

Stand up our existing
product

Rebuild Principles

I
Freeze and decommission

Definition of done

Holistic and deliberate

High engineering,
design standards and
ways of working
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Choosing the first slice

Usage

Well used by %

customers

Coupling

Relatively isolated
from the other
domains

o

AP

Condition

In the worst shape,
not touched for the
longest

Complexity

Representative of
challenges but not the
most complex
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Goldilocks timefram
commitment

e S
Setting the

first slice up

Vs

-

Set high standards to for success

build something we're
proud of

tart with a small strong
team

Internal PR campaign
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BY YOUR POWERS COMBINED: #8n

' MakeAGIF.com

Captain Planet and the Planeteers (1990-1996)



Goldilocks timefram
commitment

e S
Setting the

first slice up

for success

Adopting all internal
standards

tart with a small strong
team

Internal PR campaign







Kicking off
strong




Kicking off
strong




Kicking off
strong




MEASURING
SUCCESS

o through




- Mr. Bean (1990-1995)



Rebuild Goals

Rebuild the product Rebuild the teams

Domain Architecture  Ownership Culture Engagement | §0 growth
model and WOW opportunities | —




/ Largest Contentful Paint (LCP)

Min:2.7sec  Avg:33sec Max: 4.2sec

2.5 sec 4.0 sec

Min: 600ms Avg:15s Max:19s

2.5 sec 4.0 sec



Specific Feature Performance

0ld Self Reflections

New Self Reflections

Filtering employees 4 seconds 60 ms
Employee assignment 8 seconds 2 seconds
Async customer 1 minute 50 seconds
communications
Exporting cycles 1+ minute 8-10 seconds

(async email delivery)

(sync download)



Developer Productivity

Old frontend

New frontend

_ New backend

0 10 20 30 40 50

Old backend

Deploy time



Most of b60
UX / Ul issues fixed

Simplified overall page structure

(L

More consistency leveraging design

system &

Uplifted accessibility

More responsive pages which work on
smaller screens

Streamlined workflows with fewer clicks

All copy and content reviewed and
improved



Measuring
as you go




Measuring
as you go
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OW WE CAN RELAX RIGHT?
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The Plan ™
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Product opportunity radar

Administration improvements
- Expanded demographic filtering
- Edit review post launch

Roles & Permissions

- Scope HRBP to more than "Department”

- More nuanced permissions e.g. cycle creator
role, multiple managers completing manager
reviews

- Expanded collaborator access. e.g. viewing SR

Flexibility in review types

To prioriti t rebuil

- Probation reviews

- Anniversary based reviews
- Goal based reviews

- Competency based reviews

Roles & permissions

‘Question intent
- Trend performance data over time

- Insights about performance data, not just
reporting

- Better linkage of performance data to other
product data - e.g.. goals, develop, engage

Demographic snapshotting

- Performance data trended over time

- Remove need to freeze hierarchy during live
performance cycles

- Group responses by question not just author

Question intent Up Next

@ Rebuild Manager Review
Updated UI and stable experience

@ Unify Self Reflections & Manager Review *

@ Rebuild calibrations @ Rebuild Insights Self reflections updates
- Ability to toggle comments.

Self reflections
- Comments included in SR export
- Self reflections landing page

updates
I P - Edit SR after submitting
n Progress - Intro text to SR
@ Rebuild Self Reflections
Updated UI
More stable experience

Question flexibility

- Question library

- Question branching

- Conditional questions

@ Editable self relfections

Bulk approve P&U nominations

*Note: Unified Self Reflections and Manager Reviews will only be available to customers who do not use Peer & Upward feedback.
Customers who use peer & upward will get access to the unified experience when we rebuild and unify peer & upward feedback



Potential roadmap items

High Medium

Platform expectations Nominations
I ; ificati Customise terms
ustomise notifications Limit P&U Nominations nominations -
2andbox/ - exclude explicit Mass
Customise Masquerade feedback basadioh number of approve
Clmoroiss ey termsin e R el noms start date feedback nominations
communications communications product e.g. acknowledgement requests
cadence tex “manager”
2 way
Rl Flexibility to current process
sync
Roles & permissions Support change in manager
include hard  yianagers can Edit =
deadlines in choose to feedback Group P&U S5 EPhon
More granular Scope HRBP Previous Remveeed e it to not need
roles and. to more managers can 5 freeie HRIS addition to share SOME aftes eedbac to select peer
permission, e access current e soft e submitting by question
than sync when reviewers
oyde creatorroe, il a
wansiator role Departrent e oycle s live ——— e
Edit self Anon Remove 1-2  wowsinnsio
reflection P&U people oty for
after feedback from s it
submitting calibration 3 cycle has closed

Performance product expectations

Complete reporting - usage

Support more review types

Better support collaborators and matrix orgs

Admin Manager i
dashboard of dashboard of Multi Date T Expand
completion completion lingual based manager can existing
statsacrossall  stats across all 3 5 o T llab
units units reviews  reviews I manoger  colla Tramr
role

Custom

demographics

available in all
reporting

Have more
filter flexibility
in reporting &

insights

Goal and
competency

based
reviews

PIP or
coaching
plans

Data over time

Historic Trending

Question flexibility e, Trnding
perf
i i Export e o
Qu:;:m Question Unified combined reviews
template branching cycle report for
bt all units
library




Potential architecture options

|

Performance Cycle Ul monorepo
[Software system]

Manages and deploys individual Next.js Ul
applications/packages that provide the
functionality of the Performance Cycle

o )

Plan
[Container: Nextjs]
Copulfcatl

for cycle
creation, editing and
scheduling

Capture
[Container: Nextjs]

Ul application for cycle
feedback nominations,
requests and responses.

~—
( Manage \

[Container: Nextjs]
Ul application for managing a
cycle once it is has entered
and progressed pasta live

\status for the Casey journey /

View
[Container: Nextjs]
Ul application for viewing
shared feedback and cycles

(R

e e

Unidirectional data flow

Plan API
[Container: Ruby APl

Capture API
[Container: Ruby API]

Manage API

View API

1

1

1

| Perform Core

| [Software system] c"":‘;m"
3 services

[Container: Ruby API]

[Container: Ruby API)

Eachboxis  Eachcan be
itsown  owned

different

bya

Y

Database
[Container: Postgres]
Store for performance
related data

SR

Database
[Container: Postgres]
Store for performance
related data

Y

Database
[Container: Postgres]
Store for performance
related data

N/
Y

Database
[Container: Postgres]
Store for performance
related data

Assuming
these
databases are
keptin sync

Wrkes ae oty
ouningservice
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Potential team structures

Performance Cycle Ul monorepo
[Software system]

Manages and deploys individual Next.js Ul
applications/packages that provide the
functionality of the Performance Cycle

~

Plan
[Container: Next.s]

Ul application for cycle
creation, editing <

Capture
[Container: Nexts]

Ul application for cycle
feedback nominations,

requests and responses.
A\

nage
[Container: Nexts]
Ul application for managing a
cycle once tis has entered

and progressed past a
N asey g 4

[Container: Next.js]
Ul application for viewing
shared feedback and cycles

Multi-
lingual
reviews

In order

Red
team

Blue
team

Admin APl
[Container: Ruby API]

Provides Plan/manage specific functionality via

JSON/HTTPS API

Insights API
[Container: Ruby API]

Provides Capture/view specific functionality via

JSON/HTTPS API

Review Cycles API

Database
[Container: Postgres]

7 [Container: Ruby API}

APl

Store for performance
related data

N4
T\ e

Database
[Container: Postgres]

[Container: Ruby API]

Peer Feedback API
{Container: Ruby API]

Upward Feedback AP

Store for performance
related data

N

1

1

1

1

1

1

1

1

1

1

1

1

1

1

1

Database 1
[Container: Postgres] 1
Store for performance 1
related data \
1

1

1

1

1

1

|

1

1

1

1

1

1

1

1

./
S

ase
[Container: Postgres]

. [Container: Ruby API] Store for performance
1 related data
! . 7
1
1 ( \
1 Database
Manager Review API [Container: Postgres]
= [Container: Ruby API] Store for performance
! related data
! N
| Perform Core
| [Software system]
1
Render .
Allow admins o et Question
to enter ML I : branching
question text anguage Admin
question dashboard of Red and
completion —
— —
stats across all green A| | 3
Rend units
ender
—— teams
correct
language
question

—_—

We don't
actually like
this
structure :P

Date
based
reviews

All 3
teams




Person 1

feature
delivery

Rapid
Codebase
feature —— . ainaomy
0 Ergineers lice
delivery workingn this
codedasein 2+
years tme
Change
confidence
—
Fewer Minimize Team Team agility
people/teams external . 5
neededtoship  dependences  CONESiON/  (canworkin
something for feature dev. coupling any part of
the system)
S
Stable Easy
codebase dependency
ownership updates
Known upper Cost
limits for i
o, effective
scaling

AWS
cost

Rapid

Change
confidence

Team agility
(can work in
any part of
the system)

Person 2

Codebase

sustainability

Fewer
people/teams
needed to ship

ainimize
external
sendencies
feature dev

something

AWS
cost

Stable
codebase
ownership

Known upper
limits for
customer size

Ergineers ke

working inthis

codebme in 2+
yearstime

Cost
effective
scaling

dependency
updates

Team
cohesion /
coupling

Clear
domain
ownership

Rapid,
independent
development

&releases

Ease of
onboarding
new
engineers

Knowledge

of the user

problems
to solve

What are we optimising for?

Person 3

Person 4

i at high
High Fast 8
performing  deli quality
teams elivery etc
|
Ownership: High
independent, engagement
clear, scores
sustainable
Evolve /
build on
domain
model
eratively
and regularly Easyto
nodernise iterate on 1
codebase tech rapidly 4 Fix tech
S— debt
Fewer teams e Team agllity
needed to weorkdng i s (can work in
ship conenasa n 21 any part of
something R the system)
| ———— "—




Releases

Team Review cycles
(aka SR)

Team Data

Team Post Review
(aka Xena)

Team Cont Perf
(aka Athena)

The Plan ™

Potentially EAP
Insights?

V2 rebuild complete and full

Perform v2 EAP started
CUSTOMER VALUE CUSTOMER VALUE
i A Technical rebuild
complete
518 (21%) 2 UX:100%

(v1 decommissioned)
ML: 25 customers (<2%) + Amway

Estimate coming s00n

SR GA MR Top secret project 1
SR v2 support SR and MR support
i i
£ £
Data Transformation and publishing ‘ | P&U or buffer ; Top secret project 2 i
{ '
Insights | Peer & Upward feedback ! c:::::‘z:s 5 : Top secret project 3 E
R N S S . |
‘ Support v1 shared 7 | I Insights and Calibrations v2 support
%
;
'
i
e .
‘ AF l E Calibrations }» 1 Top secret project 4 :

Support v1 shared

‘ I Support v1 solo




Slice 1 Slice 2 Slice 3

Manager
Reviews Peer
Feedback
Self — Calibrations —»
Reflections
Upward
Feedback

Insights

Looney Tunes



Saving Private Ryan (1998)



Finishing
the rest

+




Finishing
the rest

+




Rolling out

It's not done even though it's
finished



Perform Rebuild - GA Release plan

GA release As rollouts take time to migrate data,
s between SMB>MM>EN there will be a 1
W/C 27th January 2025 e beynln week interval after each segment

Customer Zero
tasting

Medium-High Confidence
Existing EAP
Sins —» SMB — MM —» EN
adopters

Unified Anytime
SR + MR + Calibrations + |nsights + Feedback New/Trial
+ PAUF 1.0 Accounts
Enterprise customers will have
the option to delay toggling on
Unified Cycles until end of April
Self Manager e 2025 here
Reflections Review Upward
Feedback
Stretch goal for w/c 16th e
R ustomer
December to release with Zero

Customer Zero

: Perform Rebuild Feature Change Log

Perform Rebuild - Change log = " .



The best-laid plans of mice
and mer engineering teams
often go awry

- Robert Burns @




Rolling
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. , Deciding
Domain model can't take the product

forward
Stuck with series A decisions bandaided over

Getting |/
.y buy in |\2/
Kicking off Y
strong

Teams are grinding to a halt

Tight coupling :
) ) ) 7% Measuring - -

Underperforming product in a huge potential \y/| asyou go Finisting Rallire

market the rest out

\ (”/6\')

You've tried everything else (5) P




Domain model can't take the product
forward

Stuck with series A decisioris bandaided over
Teams are grinding to a halt

Tight coupling

Underperforming product with ahuge
market

‘you've tried everything else

Mighty Morphin Power Rangers (1993-1996)



Thank
you!

Prakriti Mateti
Director of Engineering

Credits: This presentation template was
created by Slidesgo, including icons by
Flaticon, infographics and images by Freepik.
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