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We are shaping the 
future of society 
through technology

190+ companies 
make up the Visma 
Group today

17 500 
Engaged employees

With more than 6 400 
developers

2 100 000
Customers

Running through Visma’s 
systems every month

11,2 million payslips
26,5 million e-invoices

We are where you are
Strong local presence with 
more than 265+
Locations, 34 markets



At Visma the 
only constant 
is change

Because you rely on our tech 
innovations, our world never stands still.

Transform fast and never stop evolving 
and innovating



When writing code, how many of you 
have considered the maintainability 

aspect?



“You cannot solve 
technical debt…

…but, you can manage it!

…and, not all technical debt is bad…



Lehman’s Law of Software Evolution

Law of Continuing Change
“A system must be continually adapted or it becomes progressively less satisfactory”

Law of Increasing Complexity
“As a system evolves, its complexity increases unless work is done to maintain or reduce it.”

Inspired by Adam Tornhill



Technical Debt definition
“Shipping first time code is like going 
into debt. A little debt speeds 
development so long as it is paid back 
promptly with a rewrite. Objects make 
the cost of this transaction tolerable. 
The danger occurs when the debt 
is not repaid. Every minute spent on 
not-quite-right code counts as 
interest on that debt. Entire 
engineering organizations can be 
brought to a stand-still under the 
debt load of an unconsolidated 
implementation, object- oriented or 
otherwise”

1992 Conference on Object-Oriented Programming, Systems, 
Languages, and Applications (OOPSLA)

Ward Cunningham

“In software-intensive systems, 
technical debt consists of design or 
implementation constructs that are 
expedient in the short term but 
that set up a technical context that 
can make a future change more 
costly or impossible. Technical debt 
is a contingent liability whose impact 
is limited to internal system 
qualities—primarily, but not only, 
maintainability and evolvability.”

Kruchten, Nord, Ozkaya (p.5)

Managing Technical Debt

Software systems are prone to the 
build up of cruft - deficiencies in 
internal quality that make it harder 
than it would ideally be to modify 
and extend the system further. 
Technical Debt is a metaphor, coined 
by Ward Cunningham, that frames 
how to think about dealing with this 
cruft, thinking of it like a financial 
debt. The extra effort that it takes to 
add new features is the interest paid 
on the debt.

Blogpost, 21.05.2019: 
https://martinfowler.com/bliki/TechnicalDebt.html 

Martin Fowler

https://martinfowler.com/bliki/TechnicalDebt.html
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Why should anyone care?





Aftenposten, 07.04.2025 https://www.aftenposten.no/norge/i/zA1AAw/fersk-rapport-med-kraftig-kritikk-av-politiets-digitaliseringsarbeid

https://www.aftenposten.no/norge/i/zA1AAw/fersk-rapport-med-kraftig-kritikk-av-politiets-digitaliseringsarbeid


Technical debt causes an average productivity loss of 36% 
(peaking at 90% in some projects)1, 

costing Visma 3 780 000 hours a year 2*

1 - T. Besker, A. Martini, and J. Bosch, ‘Software developer productivity loss due to technical debt—A replication and extension study examining developers’ development work’, Journal of Systems and Software, vol. 156, pp. 41–61, Oct. 2019, doi: 10.1016/j.jss.2019.06.004.
2* - 36% productivity loss of 6000 developers (2160), 1750 hours a year = 3.78m hours per year



https://survey.stackoverflow.co/2024/professional-developers#2-most-common-frustrations 

Technical debt is 
frustrating

https://survey.stackoverflow.co/2024/professional-developers#2-most-common-frustrations


https://getdx.com/report/state-of-developer-experience-report/ 

Technical debt is 

time consuming

https://getdx.com/report/state-of-developer-experience-report/


Technical debt is risky 

(and complex)!



Technical debt is 

affecting efficiency 

and satisfaction!



Recent studies from 39 commercial codebases

Implementing a feature or fixing a 
bug is twice as expensive in Red 
Code

More than 9 times longer 
average maximum time leads 
to uncertainty during 
development

15 times more defects compared 
to high-quality code

https://codescene.com/blog/measuring-the-business-impact-of-low-code-quality 

https://codescene.com/blog/measuring-the-business-impact-of-low-code-quality


The aforementioned definition of technical debt implies a careful consideration for each feature 
that we build. And this is exactly what we do. If we'd build a feature with 0% technical debt, then 

it would never launch. 

There are always compromises to be made. 

I think that the question that you have to ask yourself and your team each day is: 
Do we have the correct balance between moving forward with some compromises, and 

adding 'technical debt'? 

Moving forward = getting stuff done in a timely manner and launching cool new features that our 
customers like. There's always a certain amount of technical debt that's not worth it to iron 

out.

- Tech role from Visma



Raise the awareness 
of technical debt

Creating awareness and 
working with Technical Debt 

Create visibility of 
technical debt

Common process for 
dealing with technical 

debt

Keep a technical debt 
register

Ensure that technical debt 
is planned and repaid 

where reasonable



👀 Prevention
How is introduction of unintentional 

technical debt prevented?

✋ 
Identification

How, and where is technical debt 
identified?

📑 Documentation
How is technical debt documented and 

labeled?

🔍 Analysis
How is technical debt analyzed with 

emphasis on risk likelihood, impact and  
severity?

📉 Monitoring
How is technical debt monitored over 

time, f.ex. trends, top TD issues

📣 Communication
How is technical debt communicated 

outside the team, f.ex. towards 
stakeholders?

📐 Planning
How is technical debt included and 

prioritized in the improvement plans? 

💱 Repayment
How is technical debt repaid?

Technical Debt Assessment

This assessment is inspired by research done at the Lappeenranta University of Technology by Jesse Yli-Huumo. This research used Visma as the case study with contribution from Kari Ryynänen and 
Kurt Swakhoven
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Technical debt dashboard

Out of the box



Automatically track deviations



Visma Index



Technical Debt Assessment is associated with 
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● "Just Ship It" Hardcoded Configuration
● The Outdated Dependency
● Skip the tests
● Knowledge loss
● Multiple technologies



AI 
&
Technical 
Debt



AI-introduced Dependency Bloat

AI-generated Black Box

Well defined small, focused issues - AI can help here

Why can not AI just solve these issues?

● Usually not a coding decision but a business decision with a lot of context involved
● AI does not know the entire context or the intent
● Technical debt is not about fixing one function, it is often understanding components across the entire system, which is not possible to load 

into AI’s memory (although some possibilities exist)
● AI’s training data - trained on massive data amounts from the net, which is a mix of brilliant, clean code and abandoned messy and 

outdated code - it will generate what is statistically probably, not always the “best” solution. It often suggest older libraries, or suggest a 
popular-but-flawed pattern, and trade in a technical debt for another one.  



https://youtu.be/IS_y40zY-hc?si=DdbXPi4MdP9W3w4Y - Advanced Context Engineering for Coding Agents

https://youtu.be/IS_y40zY-hc?si=DdbXPi4MdP9W3w4Y


Workshop: Modernise large
codebases using GenAI

● Migrate 2M+ lines of code
from .Net Fw 4.8 to .Net 8

● Tightly coupled monolithic 
architecture, Windows OS

● Evaluate effectiveness of GenAI

Team / Challenge



0%

Estimated 
w/o LLM

Actual time 
used

25%

50%

75%

100%

Acceleration

● Project estimation ~20k hours (w/o LLM)

● Estimated time saving when using LLMs  ~40%

● Hosting cost savings: ~500k EUR / year



Innovation Project for the Industrial Sector

SINTEF, University of Oslo, Akva Group, KnowIT and Visma

Data-driven continuous 
management of technical debt 
for sustainable software 
development



● 3 years
● 15.2MNOK funding from Norwegian Research Council
● Visma, AkvaGroup, Knowit, UiO, SINTEF

Research 

● Novel data-driven methods and software tools aimed at aiding companies to control 
technical debt systematically and continuously

● Methods and software tools to improve current software engineering practices and validate 
the novel approaches, saving million of wasted working hours yearly, for many years to 
come

Data-driven continuous management of technical debt for 
sustainable software development



Research
● Knowledge sharing, webinars to raise awareness
● Guest lectures from University of Groningen, Rey Juan Carlos 

University of Madrid, University of São Paulo
● Presentations from companies in UiO, NTNU
● State of technical debt survey and perception of technical debt 

and how this is perceived and develops over 3 years
● Automated labeling of technical debt from project backlog
● Automated classification of technical debt
● Automated prioritization of technical debt
● Business Impact of Technical Debt
● debtGuardian - scan code repository for potential security and 

technical debt and suggest fixes using GenAI
● Exploring Arcan, Designite, DV8, CodeScene,- a tool focusing on 

identifying architectural debt → large-scale study on TD 
analysis tools

● Experimenting with using LLMs for refactoring
● Unify findings from different tools into one signal
● Visualization of Technical Debt
● Prompting strategies for better technical debt detection
● Technical debt in AI generated code
● …



Entrepreneurial
Responsible
Dedicated
Inclusive

Champions of business software


