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Hello!
I’m Stephen

@stephenjanaway.bsky.social

@stephenjanaway

linkedin.com/in/stephenjanaway



We’re Europe’s leading online
 flower delivery company, 
trading across 8 markets

Tech and data is at the heart 
of our business and use it to 

improve customer experience 
and to minimise waste and 

improve sustainability

We acquired two European peers 
in 2021 - bloomon (Netherlands), 

Bergamotte (France) and now 
have a multi-brand, singular 

European platform

About us…



I’m 
worried

I think we’re starting to value 
rockstars more than teams again



But first Let’s talk about money….

��



Me looking for an engineer in the 2010’s….



Lead engineer salary ranges - source itjobswatch



Google search trend for term ‘rockstar developer’ 





Our other rockstar 
just left and no one 

understands the code



Traits of a rockstar

× Writing unmaintainable 
code 

× Hoarding information

× Avoiding ‘boring’ work

× Strongly holding strong 
opinions



Strong opinions, 
weakly held



What he actually said….
“Allow your intuition to guide you to a conclusion, no matter how 
imperfect — this is the ‘strong opinion’ part. Then –and this is the 
‘weakly held’ part– prove yourself wrong. 

Engage in creative doubt. Look for information that doesn’t fit, or 
indicators that pointing in an entirely different direction. Eventually 
your intuition will kick in and a new hypothesis will emerge out of 
the rubble, ready to be ruthlessly torn apart once again. You will be 
surprised by how quickly the sequence of faulty forecasts will 
deliver you to a useful result.”



Traits of a rockstar

× Toxic Behaviour

× High blast radius

× Short Term 
Thinking



stakeholders love 
them because they 

get so much done….



Don’t confuse rock stars with great developers



Vulnerable

Constructive 
debate

Commit to decisions

Hold peers accountable

Focus on team success and 
achievement

Absence of trust

Fear of conflict

Lack of 
commitment

Avoidance of 
accountability

Lack
of

results

Conceal 
weakness

Avoid healthy 
debate

Doesn’t make decisions

Shuns responsibility

Prioritises individual goals and 
neglects team outcomes

High Performing Team Dysfunctional Team





Trust Mix of 
seniority

Autonomy purpose

respect

Ownership

support

principles DIVERSE



Rockstar Rant over, back to the story…..



It’s been a crap couple of years…..







Please can we 
stop turning the 

engineering managers 
back into developers



I’m back…..?
● Less money and growth
● Fewer, but more senior 

rockstar engineers
● Fewer managers



Job title inflation is back

Lead engineer roles posted - source itjobswatch



You are not google
Unless you are Google



Junior 
Software 
Engineer

Software 
Engineer

Principal 
Software 
Engineer

Director Of
Engineering

VP 
Engineering

Software 
Engineering Path

Junior Test 
Engineer

Test 
Engineer

Test Engineering 
Path

Lead
Software 
Engineer

People 
Management 
Path

Lead Test 
Engineer

Senior 
Engineering 

Manager

People 
Management 

Path

Individual 
Contributor 

Path

Senior 
Software 
Engineer

Senior Test 
Engineer

Engineering 
Manager

career paths



You can call 
yourself whatever

you like on 
LinkedIn 



I’m back…..?
● Less money and growth
● Fewer, but more senior 

rockstar engineers
● Fewer managers
● Fancier job titles





https://cacm.acm.org/research/measuring-github-copilots-impact-on-productivity



So is gen ai here to 
take software 

engineering jobs?
It’s more interesting than that…



Theory of constraints 
1. Identify the constraint
2. Exploit it
3. Subordinate everything 

to it
4. Elevate it
5. Move on with your life



Never a 
constraint here

Collect Shape
Prioritise 

& 
Commit

Deliver Launch & 
measure

Always a constraint 
starting here



Lead 
Engineer

Product 
ManagerEngineer

2 x productivity
● 50% cost saving
● 0% improvement in value 

generation
● Stressed out Product 

function

Squad

Squad

Squad

= more free time 
😁😁



Lead 
Engineer

Product 
ManagerEngineer

2 x productivity

Squad

Squad

Squad

Squad
● 50% cost saving
● >70% improvement in value 

generation

Squad

Squad



I’m back….?
● Less money and growth
● Fewer, but more senior 

rockstar engineers
● Fewer managers
● Fancier job titles
● AI driving a move to smaller 

teams permanently

SquadSquad



All is not lost
We just need to 

prepare



Acquisition & Discovery Checkout & Payments Subscriptions & Retention

Range & Logistics Procurement & Production iOS & Android  Apps

Lead 
Engineer / 
Manager

Product 
Manager

Frontend / 
Apps 

Engineer

Bloom & Wild Product Engineering

Backend 
Engineer



Trust Mix of 
seniority

Autonomy purpose

respect

Ownership

support

principles diverse



communities

T shaped 
skillsets

inner source

Shared 
learning 



T Shaped skill sets

× Full stack

× Deeper knowledge area

× Used sparingly - 
generalists vs specialists 
(~50/50)



Cultural impact communication

collaboration Kindness (sic)compassion

capability

Hire for all the C’s (not just technical capability)

Coding skill



Don’t just optimise for what’s easy to test for

× Be specific and reasonable

× Curiosity and problem 
solving

× Assess cultural add not fit

✅ Not just technical capability



Don’t constrain 
your ic track

Offer more 
interesting 

work

Increase role 
span

Offer more time 
to learn

build connection 
& community

But Be honest 
about 

opportunities



Inner source - open source for your teams

× Coined in 2001 by Tim 
O’Reilly

× Flexibility

× Ownership & 
accountability vs 
knowledge hoarding



Squad A Squad B

Cross cutting initiative

Excessive waiting and coordination overhead

��



Squad A Squad B

Cross cutting initiative

MaintainerContributor

Pairing, learning and review



Inner source antipatterns vs the right way

× All the code at the last 
minute

× Not that way. Or that way

× No time to maintain

✅  Early pairing and daily 
review



Inner source - not free but then what is?

× Trading off efficiency for 
flexibility

× Maintainer Capacity

× Contributor Productivity

✅  But you get more flexibility 
and knowledge sharing



Focus More On Communities 

× Anchor knowledge

× Train and support

× Value coaching and coding

× External communities

✅  Even more important if 
teams are smaller



Share your learning - stop the information hoarding
× Shared learning goals

 
× Provide time and space to 

learn

× Learn by doing

× Encourage teaching of 
what you’ve learnt



Make space for learning with learning days

A learning day is a 
bookable day that anyone 

in the technology team 
can use for learning

Our team members agree 
with their manager on what 

the focus of the day should be

A person on a learning day is 
assumed slow to response 

much like as if they were at a 
conference

There will be no obligation to 
present anything back (but 

it’s amazing when people do!)

Pair up where possible, 
especially with others from 

your favourite CoP



Focus on measuring 
and rewarding the 

right things
Support those with less 

experience and don’t make the 
rockstars look good



Reward all the c’s - not just coding

× Team and culture impact

× Behaviours not just lines of 
code

× Anchor via a transparent 
impact framework



Expertise

The skills you 
require in order to 
work effectively in 
your role

Getting Stuff Done

How you work 
within your team 
and the 
responsibility that 
you take

Impact

Things that you’re 
doing which will 
have an impact on 
the team or wider 
business

Communication and 
Leadership
The communication 
and leadership 
qualities you need 
to be successful in 
the role

Much more inspiration at https://progression.fyi 

https://progression.fyi


Move from DORA to SPACE for team measurement

× Deployment Frequency

× Lead Time for Changes

× Change Failure Rate

× Time to Restore Service



SPACE - focus on who delivers and how they deliver

× Satisfaction

× Performance

× Activity

× Communication

× Efficiency



Let's remember, This won’t last forever...



“It is not the strongest of 
the species that survives, 
nor the most intelligent 
that survives. It is the one 
that is most adaptable to 
change.”

Charles Darwin



Teams are best Teams may 
get smaller

Focus on all 
the c’s

T shapes & 
inner source

Communities 
& learning

Reward the 
right things



Don’t let the 
rockstars 

back



thanks!
I’m Stephen

@stephenjanaway.bsky.social
@stephenjanaway
linkedin.com/in/stephenjanaway

Learn more about Bloom & Wild Tech 
https://www.bloomandwild.com/bloom-and-wild-technology 


