ackstage |coN

NORTH AMERICA

Yes, It Is Possible to Create
Stunning User Interfaces for
Backstage (and Mobile Apps Too!)

Ana Marques & Olivier Liechti, Avalia Systems
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Ready to rock and roll?

Our goals for this What was our starting What about Al,
presentation point? before we started?
How are you able to How much did you know How did you use Al before

prototype Backstage apps? about Backstage, frontend? we started the process?
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Agenda for today

What makes a good What happens behind
demo? the scenes
What ingredients do we What did we learn
need to gather? through the process?
How does the final Celebrate: Ana has officially

result taste like? become a geek
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What makes a good demo?

‘4

Clear story Polished UX/UI Beyond Lorem Ipsum
focus on personas and that audience can realistic data that
jobs-to-be-done relate to supports the story
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What story do we want to tell?

Team insights Tribute to Spotify 2 journeys
understand what bring the team health 1. answer surveys
happens across the org check in Backstage 2. get insights
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The ingredients we need...

User Journeys Design System Synthetic Data
design process, capture brand and create data to have an
sketches, wireframes, design guidelines in org chart, survey data
etc. components and interesting insights
Backstage Backend Plugin Data in Backstage
core features, e.g. auth, provides logic for synthetic data fed into

catalog, search jobs-to-be-done catalog and plugin DB
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® 0 ® v I cCapsulesdecafé Nespresso X+

« G M = hw

Jusqu'a 150 cafés offerts par an grace a 'abonnement café

'NESPRESSO

Abonnement

Accessoires

Café Machines Derniére chance

NESPRESSO * SWAROVSKI

CAPSULES DE CAFE NESPRESSO ORIGINAL
w A A A A

ORIGINAL PURE ORIGINE
COLLECTION ETBIO

Tailledetasse v | [ Type

CALENDRIER

coLLECTION
€

Vorlh
ISPRAZIONE i Guiions
toneo

CALENDRIER
DE L'AVENT 0
Nespresso x Swarovski [ T Tl
ovs

ORIGINAL CALENDRIER DE
L'AVENT NESPRESSO X
SWAROVSKI

Ce pack contient 24 café:

Fr. 49.90
24

Nespresso Club

CREATIONS

Découvrir

Q Or~v @® A

Recyclage et durabilité Professional

PAS ENCORE CLIENT(E) ?

20 % de réduction sur voure 1ére commande de café Nespresso® |

CODE PROMO : WELCOME20
Vot congans

Ane pas manquer (rier par «

0

) (A

WORLD
EXPLORATIONS
SPRESSO

A

BARISTA CAFE JOYEUX

UN CADEAU
SURPRISE

sur votre premiére

commande via I'app

Let's imagine* that we do the demo for George

Nespresso was not involved in the process and is used only for illustration purposes. Our goal is
to show that it is possible to apply the design guidelines of any brand on Backstage Ul, even

without having access to an official design system.
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Explorer ! app-config.yaml X ¥ ( ( 3 Avalia DX Hub Control ce... X

; e Backstane s It anb-canniaan = "
dx-hub-starter-kit [Dev Container: Avalia DX Hub @ deskto... ) K {} Avalia DX Hub Control center status

backstage app:
scripts title: Avalia DX Hub

baseUrl: http://localhost:3000 hey, is the Avalia DX Hub Control center up and running?
o listen:
.eslintignore host: 0.0.0.0
.eslintrc.js port: 3000

.dockerignore

e Yes, the Control Center is up and answering at httg alf ! . None of the

.prettierignore services it manages are running, though. All 13 report

packages: all
extensions:
- page:catalog:

SRl Core: Backstage (port 7007, Ul on 3000), Auth BFF dateway (7008)

Design systems: Avalia Storybook (6006), Nespresso Storybook (6106)

pp-con

app-config.local.yaml.example config: Apps: DX Hub Reference (3003), Spotlight (3002), Sovernance Console

app-config.prod 4 noHeader: (3004), Surveys (3001), Org Tower (3005), Team Health Review (3006), Team
path: / Health Review Nespresso (3009), Org Chart (3007), Survey Respondent
- catalog-filter:catalog/list: 3008)
config:
catalog-info.yaml 4 %g
initialFilter: all
{} knin.okr.ison

app-config.yam|
backstage.json

Outline organization: ® 55m Opus 5.5 Me

Timeline name: Avalia Systems

Terminal

node@38b55102b022: Dev Containers

r | # * Survey backs...
) Hey, can you explain in cne paragraph what the survey backstage plugin is going for us. Keep is simple L
and focus on_personas, jobs to be done and important business rutes # bash

Regd~1 file, ran 2 s Ll commands

The Surveys plugin (backstage/plugins/avalia-dxhub-surveys-backend) asks structured\guestions to the
right people about the right things and turns the answers into results you can compare, Today it covers a
single use case, the team health check. It serves four personas:

Template Authors write questionnaires. A survey template has dimensions such as "speed") rating
questions and text questions. Authors save it as a draft and then publish it as an immuthble numbered
version. The edit and publish permissions are separate, so an organisation can keep authprs and
approvers apart.

Coordinators run a campaign, which is one run of a pinned template version over a set of subjects (for
now, catalog teams). It moves from draft to open to closed.

Respondents are the direct members of each subject team at launch. Each gets an invitation in their
inbox, saves draft answers, submits, and can reopen until the campaign closes.

Results readers see the aggregated r 1 new message (ctrl+End) i osed.

[

auto mode on (shift+tab to cyclers girauth login for PR status

> Dev Container: Avalia DX Hub @ desktop-I...




® ©® v -} Avalia DX Hub Control Center X
€ > ¢ [0 @ ntpyflocalhost:4000

. ) Avalia DX Hub Control
Center

88 services [13]
APPS

Org Chart

Survey Respondent
Team Health Review (...
Org Tower

Team Health Review
DX Hub Reference
Spotlight

Governance Console

0000CO0O0CO0OO0OOD

Surveys

STORYBOOKS

() Nespresso Design Sy...
(] Avalia Design System
OPEN

5] Backstage

© Gateway health

5 pgAdmin

@ Avalia DX Hub | Avalia DX Hu' X | @ Org Chart x |+

Services

Start, watch, and open every part of your demo. Everything here runs inside the devcontainer.

Demo (all)  Dev (one app) O stopall

@ You are inside the devcontainer. Use the controls below to run your demo.

5 Your browser & External apps © Auth BFF gateway @ Backstage

One shared gateway serves every app. Add an app any time with "New app"

Demo apps
The apps we walk through on stage.

) Org Chart ~7» °up o Survey Respondent ##* ®up
Running - 13067 Running - :3008
Z Open C Restart & Open C Restart
O stop >_ Logs O stop >_ Logs
Key components

What the demo apps run on.

® Backstage ©AcKsTACE .up ® AuthBFFgate... cAteway e up
Running - : 7607 Running - :7608
& Open C Restart @ Open C Restart
O stop >_ Logs 0O Stop >_ Logs
R&D

Experiments we are still exploring.

© PostgresaL.

® Team Health Revi

Running
& Open

O stop

® Nespresso... SToRvEOOK e up

Running
@ Open

O stop

¥ @V O @ ¢

+ New app

3 of 3 running
APP e up
:3009
C Restart
>_ Logs
3 of 3 running

16106
C Restart

>_ Logs

10f 1 running
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® ©®® v — Introduction - Docs - Storyb: X 4+

€« > Cc 0 10 d Q¥ # O 0 A D@ ¢

23 @ YouTube © Maps [ News [J Sachaliechti [ Taxonomies () GitHub AMT @ SVG Crowbar @ SVG Crowbar2 (%) Codecept)S ®@ Argon Design Syst.. [B] Annoncer une entr.. [3J Switching Java (J.. ) everzet/metronom... »

k
8 o] ©0® v — pages/Orgina Copsuies -0 X |+

'NESPRESSO >0 0 a%x ®#0O0AKD @

23 @vombe © Maps E)News [J Sachaliechi [ Tawnomies () GiHubAMT @ SVGCrombar @ SVGCrowbar2 ) Codecoptss ea a 0 swi o »
Get started D 33% > 6 QuantityStepper QBB & a ® @ oow N B

> 8 RadioGroup
= NESPRESSO @ en- ® A

() Seewhat's new
() Change a story with Controls

(O Publish your Storybook for feedback

Q Find components ®r T+

[ Introduction

v (B Templates
[] Customer Dashboard
[1 Orders

[ Checkout

=

Account Settings

Pro B2B Portal

b

Login

=

Login (Professional)

pan}

To-do List

0

To-do List (empty)

=

Customer Dashboard (mobile)

~ FOUNDATIONS

Accessibility

]

Colors

Usage Guidelines

)

Iconography

]

=] Motion

]

Radii & Elevation

[

=] Spacing & Layout

@

Typography
v Ul

> BB Accordion

—-ERdiiaian

NESPRESSO S Wl e

> @ Slider
> @ Stepper

experiences — from pixel-perfect storefront S

> @ Tag

Subscription Nespresso Club Recycling and sustainibility

NOT A CUSTOMER YET?

A design system for building Nespresso 2 @ sk

> @ Table ( PROMO CODE: WELCOME20 )

pages to customer and business apps. s NESPRESSO ORIGINAL COFFEE CAPSULES

> @ Tedarea

Toast
8 M VERTUO Intensity
> @ Tooltip

Help me choose
> @ Typography

What is inside & !

> @ Global
> @ Home SEASONAL cReAmY T —_—_—
SECTION CONTENT 6 caos FLAVOURS MOMENTS
> @ Professional
Controls  Actions Interactions  Accessibility 3

Foundations  Colours, typography, spacing & layout, radii & elevation, iconography, motion, accessibility, usage gul > o app
src/styles/tokens. css , exposed as Tailwind utilities.

© paces s
ul Primitives: buttons, links, typography, form controls, navigation, feedback, overlays, data display. sl
1] Defaule
~ @ Origina Capsules
Commerce  Product card, intensity gauge, add-to-bag button, product labels and spec badges o
'
Blocks Page sections reproduced from nespresso.com (Global, Home, Catalog, ) and appli S
Pages Full reproductions of nespresso.com/ch/en , the Original capsules catalog and nespresso.com/pf ~ """ k4
> (B CapsuleDisc
- o 4 > 6 ProductCard
Templates  Application screens assembled from blocks: customer dashboard, orders, checkout, account settings,

v )(copsize v [ Type v | [ Highlights

n

semazione L WORD omciar
roramons  (SEeTIG

oL BARISTA
RIGHE AN CREATIONS

“This story has no controls
Storybook couldrit find or generate any controls fo thisstory. Define args
or argTypes. or configure docgen to let Storybook generate controls

sicall.

B Readdocs >

Professional

A A A A |

worLD.
EXPLORATIONS  CAFl
EsPRESSO.

1]

®

Using the system

import 'nespresso-design-system/styles/index.css'; // Tailwind v4 + NespressolLucas + tokens
import { Button, TextField, Modal, useToast } from 'nespresso-design-system/components/ui';
import { AppShell, DataTable, OrderSummary } from 'nespresso-design-system/components/blocks/app’';

<AppShell nav={nav} active="orders" user={user}>
<PageHeader title="My orders" actions={<Button variant="dark">New order</Button>} />
<DataTable columns={columns} rows={orders} rowKey={(o) => o.id} />

</ARBShe11>
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[ NN v ) Avalia DX Hub Control Center X | @ Org Chart X

< cm o 000) y-demo-org

GROUP — ORGANIZATION

Survey Demo Org *

Backstage

OVERVIEW

Relations

pareptOf / childOf
[E Dpocs

[h Enterprise arc..
parentOf / childOf

Q) Notificat

parefitOf / childOf

parentOf / childOf

parentOf / childOf

a. Survey Demo Org

parentOf / childOf

[Q Notifications

parentOf / childOf

@ survey-demo-org | Overview X

@© oOrgChart

&y Core Infrastructure tribe

&% Customer Care tribe

an Data Platform tribe

Growth tribe

a5 Identity tribe

&% Logistics tribe

as Mobile tribe

S Survey Demo Org

N/A
"5

Parent Group

2 Core Infrastructure tribe,
ax Customer Care tribe,
Data Platform tribe, &% Growth tribe

.
-

@ v ol e B Basalt <
: thetic team in the C Care
Org)
o group:default/customer-care-basalt
=

Entity Ref

2% Customer Care tribe
Parent Group

o
s

o0 N/A

e VORI
Child Groups

Basalt members (7 of 7)

2% Payments tribe, 2% Search tribe

Child

O, search members.
Logistics tribe, Anais Silva
Partner APIs trib & S
artner APIs tribe, Synthetic respondent (Survey Demo Org).
Ivan Tanaka
I N JT
Synthetic respondent (Survey Demo Org).
Riley Khan
RK. RM

Synthetic respondent (Survey Demo Org).

Sam Clarke
Synthetic respondent (Survey Demo Org).

SC

Grace Haddad
Synthetic respondent (Survey Demo Org).

Jamie Tanaka
Synthetic respondent (Survey Demo Org).

Ruth Moreau
Synthetic respondent (Survey Demo Org).
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® ©® v 3 AvaliaDXHub Control Center X @ Org Chart x (@ customer-care-basalt| Over. X | @ Org Chart x | +

¢ (0 @ httpyfiocalhost:3007 f @Y O ®

@ ORG CHART

2
l]. ﬂ m g ORGANISATION CHART

Who works where, one

ﬂ . ﬂ cup at a time.
\
& m Tribes, teams and the people in them, read live from the DX Hub
0 catalog

ApAAgp

( Sign in with Guest )
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® ©® v 3 AvaliaDXHub Control Center X @ Org Chart x (@ customer-care-basalt| Over. X | @ Org Chart x | +

C (0 © nhttpyflocalhost:3007 =

@ ORG CHART C  casey [» SIGNOUT

ORGANISATION CHART

Survey Demo Org

Synthetic organisation for the Surveys demo history. Not real teams.

574 10 100

PEOPLE TRIBES TEAMS

( ) basa ) & Coffee roulette

Basalt

Customer Care - Basalt

Jamie Tanaka
ORGANISATION Customer Care - Ba:

Ivan Tanaka

Customer Care - Basa

Ruth Moreau

Customer Care - Basa
Sam Clarke
Customer Care - Basalt
Data Platform 5y
0 teams - 59 people
Growth N
0 teams - 54 people
Identit:
¥ >
0 teams - 60 p
Si D O
Y. e g Choose a tribe to see its teams
Logistics
- >
0 veams s 57 eopi
Mobile
>
0 teams - 53 people
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@ ©® v 9 AvaliaDX Hub Control Center X @ Org Chart x (@ customer-care-basalt | Over. X | @ Org Chart x | +

« > cm o 007/2 43 jamie.tanaka ¥ @ VY O @

Jamie Tanaka X

Customer Care - Basalt

iy

er:d mie tanak

SIGNATURE CAPSULE .
Full and balanced S

BASALT TEAM - 7 PEOPLE

AS  Anais Silva Volluto
GH Grace Haddad Vienna Lungo
IT  IvanTanaka Colombia
RK  Riley Khan Arpeggio
RM  Ruth Moreau Nicaragua
sc  Sam Clarke Arpeggio
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@ ©® v 9 AvaliaDX Hub Control Center X @ Org Chart x (@ customer-care-basalt | Over:

x | @ OrgChart x |+
C [0 ® nhttp:flocalhost:3007/2focus=user%3Adefault%2Fjamie.tanaka P vy O ®
@ ORG CHART c casey O» SIGNOUT
G S
0 teams . 64 peopl
Payments >
0 teams . 57 people @
Search
earch >
0 teams - 51 people

COFFEE ROULETTE

Meet someone from another
tribe

Spin to pair two colleagues from different tribes. Everyone has a signature capsule,
and we pick the blend that meets you both in the middle.

MEET IN THE MIDDLE
T

zc
Jamie Tanaka

Zoltan Costa
Customer Care - Basalt Payments - Cobalt
. ROMA COLOMBIA

<./ Fullandba

. voiiuto
ced 6 Fruity and balanced 2

Sweet and light
Q_ FIND ON CHART Q_ FIND ON CHART
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® ©® v 3 AvaliaDXHub Control Center X @ Your Surveys x @ OrgChart x | (@ customer-care-basalt| Over. X | @ Org Chart x |+

¢ [0 @ httpyflocalhost:3008 f @Y O ®

e YOUR SURVEYS

SQUAD HEALTH CHECK

ﬂ- Tell us how your team is
ﬂ m really doing.
A few quick questions, one capsule each. Results are shared
per team, never per person.

Ruth Tanaka
Anchor team, Payments - drinks Ristretto

AT

m m -ﬂ- D Kofi Tanaka
«
E Nina Simi¢
] g @) Cobalt team, Payment enna Lungo

( Sign in with Guest )
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@ ®® v 9 AvaliaDX Hub Control Center X @ Your Surveys x @ OrgChart x | @ customer-care-basalt | Over. X | @ Org Chart x | +

& 5 C [0 O nhttpyflocalhost:3008 * @ VY 9 @

’ YOUR SURVEYS RT RuthTanaka  [» SIGNOUT

Hello Ruth

You are all caught up.

SUBMITTED, STILL OPEN

ﬂ Squad health check, November 2026 (Payments pilot)

Submitted 4 November 2026. You can change your answers until it closes.

PAST SURVEYS

Squad health check, September 2026 (Survey Demo Org)
‘l Submitted >
Anchor team - sent 7 September 2026

ﬂ Squad health check, August 2026 (Survey Demo Org)

Anchor team - sent 3 August 2026

Submitted >

m Squad health check, July 2026 (Survey Demo Org) e % N
ubmitte

Anchor team : sent 6 July 2026

m Squad health check, June 2026 (Survey Demo Org) ) >
ubmitte

Anchor team - sent 1June 2026

Notanswered >

‘l Squad health check, May 2026 (Survey Demo Org)

Anchor team - sent 4 May 2026

n Squad health check, April 2026 (Survey Demo Org) =5 5 N
ubmitte

Anchor team - sent 6 April 2026
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@® v 9 AvaliaDX Hub Control Center X @ Your Surveys x @ OrgChart x | (@ customer-care-basalt| Over. X | @ Org Chart x | + ) OVO | Io

¢ [0 © httpyflocalhost:3008/i/INV-3448 * @Y OO

0 YOUR SURVEYS RT RuthTanaka  [» SIGNOUT

A-a-A-A-A{A)A-A-A-A-A

QUESTION 6 OF 11 - MISSION

We know exactly why we are here, and we are really
excited about it.

1 Not great, we have real problems here L]

2 Some problems, but nothing major

° Good, no major problems

Not applicable to my team
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®@O0® v 9 AvaliaDXHubControlCe X @ Team Health Review x @ Your Surveys x | @ OrgChart x | @ customer-care-basalt |0 X | @ Org Chart X |+

& 5 C (0 © httpflocalhost:3009 ¥ @ VY O 0

@ oy

09000000
- JoXOoNONOROX“ X XO Wh .

. S ere your teams stana,
Q Q exe @ . ' . and which way they are
- JONOXoJOX JOXOX“ ) moving.
- Y JoRoXeX yor°x | e e
@900 Q00000 ———

C . Q @ O Q O O . Campaign Coordinator, Survey Demo Org
( Sign in with Guest )
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®O® v 3 Avalia DX Hub Control Ce

x @ Team Health Review

< > ¢ [0 © httpyflocalhost:3009

o TEAM HEALTH  gupvey DEMO ORG

REVIEW

/1 Movers

oo
g8 Heatmap

@ Teams

+/ Datacheck

@ Team results only

Scores are aggregates. A team with
fewer than 3 respondents is
withheld, and no individual answer
s ever shown

x @ Your Surveys

ORG PULSE - APRIL 2026 TO SEPTEMBER 2026

Org health held steady at 2.13,
but half the teams moved

+0.05 since Apr. 30 teams improved and 21 declined by at least 0.05 per round; 45 held steady.

Org health, Sep

213

7 40,05 since Apr

1103 scale

Response rate

90%

516 of 574 invited

x | @ Org Chart

Improving 2

30

teams, six-round trend

x | @ customer-care-basalt |0 X | @ Org Chart x | +

Declining N

21

teams, six-round trend

58 of 95 teams score above 2 in Sep; none sit closer to real problems

Every team as one capsule, boxed by tribe and tinted by its score in September 2026. Replay the rounds, or select a capsule to

open the team

e

1 Real problems @ D 3 Good

Logistics 231

00000
Q@@00®

Growth m

00000
ool

7 Steepest climb: Flint +0.16 / round

Source: Surveys API, 6 closed rounds. Tribes and teams keep their Sep order in every round, b

Jun  Jul  Aug  Sep lul CHART  B§ TABLE

Search 222

00000
@000

Q000
OO

Data Platform 22

QO
@000

Q@O0
ojefole]

Basalt
Customer Care tribe

\u Steepest slide: Nectar -015, 2.10insep

60f 7 responded
Improving, +0.05 / round

Withheld (fewer than 3 respondents) 7 Improving v Declining (six-round trend)

00000
QOO

Core Infrastructure 205

000006
Q0O

* @V O30

€ casey [ SIGNOUT

Teams reported

95

of 100; 5 below 3 respondents

Payments 214

00000
OV
Q0000
000
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€« > cm o
o TEAM HEALTH
REVIEW

~
Q) Overview

A Movers
oo
88 Heatmap

+/ Data check

@ Team results only

Scores are aggregates. A team with
fewer than 3 respondents is
withheld, and no individual answer
s ever shown

® v 3 Avalia DX Hub Control Ce: X

@ Team Health Review x @ Your Surveys x | @ OrgChart

SURVEY DEMO ORG

Teams > Customer Care tribe > Basalt

TEAM REVIEW - BASALT

1.82in Apr to 2.10 in Sep. Largest gain: Value (+0.75).
HOUSE BLEND
NICARAGUA

Team health, September 2026 Improving 2

210 +0.05 / round

7 +0.28 since Apr fitted over 6 rounds

Org 213int

ame round

Basalt against the org, round by round

Mean of all answers on the 1to 3 scale. Gaps mark withheld rounds.

— Basalt — Org

220

x

Basalt is improving at +0.05 per round

Rank

5

of 95 in September 2026

200

isclo:

Dimension by dimension

Basalt in ink against the org in arav. Fach dimension js one guestion

@ customer-care-basalt |0 X | @ Org Chart

C  casey [ SIGNOUT

Find a team
@ Basalt
Response
86%1n Sep
lul CHART B8 TABLE
0213
° 210
Aug
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®O® v A AvaliaDXHubControlCe X @ Team Health Review x @ Your Surveys x | @ Org Chart x | @ customer-care-basalt |0 X | @ Org Chart 5 (| S ) OVQ | IQ
€« > cm e basal

*

o TEAM HEALTH  survey Mo ORG € casey [ SIGNOUT

@ Overview
A Movers Dimension by dimension
Basalt in ink against the org in gray. Each dimension is one question.
88 Heatmap
— Basalk — Org
Easy to release Suitable process Tech quality Valve Speed
30 30 50 30
/' Data check :' .
20 =0 20 ® 20 / 9 20 ® 20
/\/'
10 10 10 10 10
Apr sep Apr Apr Apr Apr
Mission Fun Support Pawns or players
30 30 30 30

I« 10 10 1 10
Apr sep Apr sep Apr Sep Apr sep Apr Sep
H h d Round
ow the team answere
Ratings per question for one round. Counts, never individual answers. September 2026 v
@ 1 Not great, we have real problems here 2 Some problems, but nothing major @ 3 Good, no major problems

Easy to release

[ o
Releasing is simple, safe, painless and mostly automated.

nfa

Svuitable process

’
Our way of working fits us perfectly.

Tech quality
We are proud of the quality of our code. It is clean, easy to read and has great s
test coverage.
& Team results only

Scores are aggregates. A team with Valve

fewer than 3 respondents is We deliver great stuff. We are proud of it and our stakeholders are really happy.

withheld, and no individual answer
is ever shown

Speed
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®O® v A AvaliaDXHubControlCe X @ Team Health Review x @ Your Surveys X | @ OrgChart

€« > C [0 O nhttpyflocalhost:3009/heatmap

. TEAM HEALTH  g,pvEy DEMO ORG.
REVIEW

x | @ customer-care-basalt |0 X | @ Org Chart x |+

* @V O30

C casey [ SIGNOUT

R Overview

7' Movers

@ Teams

+/ Datacheck

@ Team results only

Scores are aggregates. A team with
fewer than 3 respondents is
withheld, and no individual answer
is aver shown.

HEATMAP - SEPTEMBER 2026

3 teams of 95 report real problems
on three or more dimensions in Sep

2 of them are on a declining trend. A dimension counts when it scores below 1.5. Org-wide, Mission is
lowest (2.08) and Learning highest (2.17).

Round Tribe Group by
| September 2026 v All tribes /\) | Tribe v
' Alltribes
Septem ber 2026: ¢ Core Infrastructure tribe lension
Select a team to open its review Customer Care tribe

Data Platform tribe
Growth tribe

Identity tribe
Team

CORE INFRASTRUCTURE TRIBE Logistics tribe

Sable
Summit

Umbra

Keel

Zephyr

Pulse

Ultra

Wren

Granite

Smorgas

CUSTOMER CARE TRIBE

i

North
Zenith
Spruce
Fern
Quasar
Basalt

Bramble

(1 Show values

1Real problems @ "N 3 Good

Learning

Withheld (fewer than 3 respondents)

Pawns or players
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THE FALCON STATIC VIEW

Lenses, one gateway, headless Backstage

BROWSER AND LENSES

e >

Surveys

\ J

' \

Survey Respondent

- &

Team Health

Org Chart

\. J

and four more lenses

.........................................

i Backstage console
the stock app, unchanged

)

.........................................

session

cookie
_

Auth BFF gateway
localhost:7008

signs in through
Backstage auth

keeps tokens server-side

proxies allowlisted APIs as
the user

- Bearer user

token

sign-in,
refresh

direct sign-
in

Google identity provider

code
exchange

v

-
BACKSTAGE ON :7007

DX Hub plugins
surveys, access, EA, risk,
OKR, notes, relations

Permissions
httpAuth verifies the token,
the policy decides

auth backend
providers google, google-
falcon, guest, dxhub
issues user tokens (JWT)
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Agent skills

/avalia-dxhub-extract-design-system
/avalia-dxhub-generate-synthetic-data

/avalia-dxhub-design-backend-backstage-plugin
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Design & architecture

A
\‘ Database

Alberto Brandolini
e Tackling Complexity i the Heart of Software

iy L
POURELY exeesed : i
‘o]
SN\

Foreword by Martin Fowler
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DISCOVER WITH EVENT STORMING

The Surveys story on the wall

DESIGN

Template
Author

Publish draft

Survey
Template

Template
Version
Published

actor

SETUP

Coordinator

Draft
campaign

Campaign

Campaign
Drafted

command

Coordinator

Launch
campaign

Campaign

Campaign
Launched

aggregate

event

Whenever
launched

Invitation

Invitation
Issued

policy

ANSWERING
Respondent

Subwmit
response

Invitation

Response
Submitted

CLOSING

Coordinator
Close
campaign

Campaign

Campaign
Closed

time —



BUILD WITH HEXAGONAL ARCHITECTURE

The Surveys hexagon

APPLICATION
Falcon lenses ] HTTP 22 use cases
typed client — auth BFF y,
— HTTP

DOMAIN
pure functions
no I/O

Tests ]
BDD scenarios and )
plugin.test.ts drive the real .
HTTP API J \ 23 inbound ports

Every arrow points inward. bootstrap/create-surveys-module.ts wires the adapters into the handlers.

Driven side

14 outbound ports:
PostgreSQL, Catalog,
Access Governance,
permissions, templates,
codes, clock




Learnings



2} avalia

Lessons learned

Did you expect to How was it to work What do you still find
achieve this when we with Claude in our DX challenging in this
started? Hub harness? environment?

1331



2} avalia

//l-’éf/ﬂlc.(fo. n hal e ! .

4 one more thing...

"NESPRESSO
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®@O® v 9 AvaliaDXHubCont: X 3 Org Tower x @ TeamHealthReview X | @ Your Surveys x | @ OrgChart x | @ customer-care-bas: X | @ Org Chart x | +

€ > ¢ [@ O nttpyflocalhost:3005 *

H

==

Org Tower

Your organization, floor by floor

Continue with Guest

Member
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® v 9 AvaliaDXHubCont: X 3 Org Tower

> C [0 @ httpflocalhost:3005

Org Tower

x @ Team Health Review X

AAEEEREEEEEE T,
= EEEEEEES

FEEEEEEEEEEESSEE

AEREENRENEEEE =

AEEENNENNENENERED
PrEr EEEEEE

TINNNRRERENRARANN
AYENEENNRENNENEAN
pEEEEREERRERNEEED

bt | (111111
pEE===aEmEEE==

L LU
il e alndatatatutalotatsistii

= mm———mmmm— =

iidabadabdidids bobbaladudiliiadd

@ Your Surveys

x

e amEn N N

@ Org Chart

x

@ customer-care-bas: X | @ Org Chart x | +

* @V Ol e

your floor

Point at a floor and its rooms light up. Click it, or
slide fo a level and press Enter, and you step
inside.

Level

Team Leads

1361




®@O® v A AvaliaDXHubConti X -3 Org Tower x @ Team Health Review X | @ Your Surveys X | @ Org Chart x | @ customer-care-bas: X | @ Org Chart x | +

> ¢ @ o 00572 d * @V Ol e

Org Tower

Squad Members
The people in each squad. 1,894 people.

Strategic Accounts Il

Chiara Gongalves

Malik Rasmussen
Maria Mendoza nior Suppor
e St

MM, ﬁ_ﬂavla Mendoza

Customer Support S

Oluwaseun Miiller

Custom

Ryo Becker
Support Engin

Seoyeon Zanele Fernandez

Tomés Adeyemi

dge Manager

Zainab Liu

Anika Oliveira

Senior Support Spe

Astrid Andrés Rasmussen
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Demo auth

e YOUR SURVEYS

SQUAD HEALTH CHECK
Tell us how your teamis
really doing.

A few quick questions, one capsule each. Results are shared per
team, never per person.

CONTINUE AS

Ruth Tanaka
Anchor team, Payments - drinks Ristretto

AT

Kofi Tanaka
Bolt team, Payments - drinks Livanto

KT

ﬂ Nina Simié
3 Cobalt team, Payments - drinks Vienna Lungo

Sign in with Guest

( Sign in with Google

S AN

2} avalia

Sign in

Sign in as a demo persona. Each persona carries the groups of its role, which decide what it can see and do.

Persona
Alex (Admin) -
TEAM HEALTH
REVIEW
SIGN IN AS ALEX CONTINUE AS GUEST SIGN IN WITH GOOGLE
Persona sign-in is a local demo feature. Guest represents an outsider.

SQUAD HEALTH CHECK

Where your teams stand,
and which way they are
moving. For demos, user can login

Vit st ek e e e as any user/ persona,
without credentials

never individual answers.

Continue as Casey —>

Useful to walk through
user journeys

Sign in with Guest

( Sign in with Google )
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ZOOM OUT - AVALIA DX HUB

Surveys is one of seven bounded contexts

What every context shares

Each hexagon is a Backstage
backend plugin with its own
tables, events and API. Access
Governance sits in the middle:

Designed with Event Storming, modelled with DDD

The same hexagonal folder layout and five-beat handlers

five contexts plug their
capabilities into it.

Resource
Relations

Entity

The same conformance suite, run on every build
Notes

typed links reference plugin

12 use cases

4 use cases

L 2

E

L

@ BDD scenarios written in the domain's language

@ Its own tables, audit log and outbox, never shared

@ A package family: -contracts, -common, -node, usually -client
*

Backstage permissions; scoped grants from Access
Governance

Access
Governance

OKR

objectives, key
results, check-ins

Surveys

comparable answers
about teams

@ Ul in Falcon lenses, never in a Backstage frontend plugin

who may do what, where

18 use cases

35 use cases 22 use cases

Enterprise
Architecture

applications, capabilities

Risk
Management

enterprise risks

22 vuse cases

backstage/packages/avalia-dxhub-*

6 use cases

arch-test-utils - bdd-test-utils - contracts-core - event-
persistence : resource-identity - plugin-client-core



BUILD WITH GUARDRAILS

The architecture is a test

WHAT IT CHECKS

// architecture.test.ts

runBackendPluginConformance ({
pluginld: 'avalia-dxhub-surveys',
domainAreas: [

 The domain imports no framework

Routes authenticate first

'campaigns', 'invitations',
'results', 'shared', 'templates',
Il
1517

v
« Contracts drive the OpenAPI spec
v

Naming and folder layout

Breaking a rule breaks the build, for people and for agents.



Avalia Systems Backstage

Select a sign-in method
Guest Google

Enter as a Guest User. Sign in using Google
You will not have a verified identity, meaning

some features might be unavailable.

ENTER SIGN IN

BackstageGo!

Yo age Companion

Continue as Guest

Sign In with Google

2} avalia

React Native
application
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Avalia Systems Catalog

= FILTERS

All Components (22)

NAME SYSTEM LIFECYCLE

Admin

Console website production

API

production
Gateway broductio

Audit Log Platform

rvi production
Service service productioi

Authenticat

ion Service service

_ Configurati

service production
on Service ol HORHUEC

Developer "
Documenta A ; af website
tion Portal . e

production

example-

website website experimenta

Fraud
Detection
Service

 Identity

REST API production

KYC
Verification
Processor

production

Legacy -
Migration " service
Service Aot

Merchant

Portal website production

DESCRIPTION

Internal admin

Kong-based API.

Centralized audit

OAuth2/0IDC

Feature flag and

Internal and

Real-time fraud.

Public-facing.

Identity

Service handling

Web dashboard

TAGS

react
typescript
internal

kong
infrastructure
critical

g0

compliance
security

go | | oauth2
security-critical
go
feature-flags

configuration

docusaurus

documentation

python

real-time

typescript
rest-api
public-api
python
compliance
async
python
migration
legacy
react
typescript

Chant tacio

iPhone 16e

ACTIONS Your Services

ﬁ B

Your Attention Needed 1

L
Legacy Migration Service

Recent

@ 7]

Legacy Mi KYC Verifi

MY TEAMS

engineering

guests

nlatform-sauad

D

Payment

See All

React Native
application
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