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There’s more interest than ever in “platform engineering”

4 Platform

< Engineering

val home for Platform E

platformengineering.org

Platform Engineering
2.87K subscribers

HOME VIDEOS PLAYLISTS COMMUNITY CHANNELS ABOUT

K Platform Engineering - The global home for Platform Engineers.
Platform Engineering - The global ho.. @

9,973 views - 4 weeks ago
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YOUR IDP ®©

SUCKS

SUBSCRIBE

The Magic of Platforms + What (really) is Kubernetes?  Cloud native developer Your Internal Developer Kubernetes Benchmarking
Gregor Hohpe * PIatformCo.. .o, engineering experience at Zalando Platform s*cks! 2022 - What we learned fro...
Platform Engineering 427 views + 1 month ago IO EMear Pitrom Engeattn Platform Engineering

3.5Kviews - 4 months ago 947 views - 5 months ago 431 views + 8 months ago 97 views - 5 months ago

Talks * Platform as a Product > PLAY ALL

INTERNAL

DevEX with

INFRASTRUCTURE 3L HI[H=Y
MongoDB

cLowD - 3

PLATFORMAS § '
A PRODUCT NATNERPPS o

The ins and outs of delivering
your platform as a product -...

What are composable
abstractions and why shoul...

Infrastructure GitOps for EKS  Best practices for creating

highly scalable platforms fo...

Astep by step guide to
Platform Engineering
Platform Engineering
787 views -

Streamed 3 weeks ago

Platform Engineering 273 views * Platform Engineering Platform Engineering

405 views + Streamed 2 months ago 336 views * 3 weeks ago 146 views - 4 months ago

Streamed 1 month ago
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DEVELOPER

platforming your delivery...

Mark O'Neill

The Gartner Hype Cycle for Software Engineering 2022
is published! Notable changes this year include
Machine Learning Code Generation entering the Hype
Cycle, many technologies at the Peak, and
Microservices finally escaping the Trough of
Disillusionment

Teme To Plateau Wil Se Reached

we Ergneerng

EXPECTATIONS

QCon San Francisco

InfoQ Homepage > News > Platform Engineering, D:

DEVOPS

A Summary Of Community Discussions

I nfo Q Development Architecture & Design Al, ML & Data Engineering Culture & Methods

NEw
DevOps  Events

The Software Archite
* Your monthly guide to all

Platform Engineering, DevOps, and Cognitive Load: a Summary

of Community Discussions

o uke  [Eoscuss @[]
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G Matt Campbell

Lead Editor, DevOps | VP, Cloud Platform @ D2L

FOLLOW

Operations engineering is moving in the direction of platform engineering according to Charity.
Majors, CTO at Honeycomb. Majors sees platform teams tending to work higher up the stack than
operations, DevOps, and SRE teams do. This shift in focus enables organizations to focus their

limited development resources on their core product to drive maximum business value.

Majors notes that the past three to five years have been focused on enabling software engineers to
own their code in production. This shift has seen a reduction in dedicated operations teams and a
move to outsourcing as much infrastructure as possible to third party providers. Shawn "Swyx"
Wang, head of developer experience at Airbyte, shared similar ideas in a recent podcast with InfoQ:

[

1 will give over control to someone who knows more than me, I'll pay them money, I'll exchange
fixed costs up front for variable costs that | know [are] higher in the long run, but total cost of
ownership is lower. I'll do all those trade offs for my size and until such time as | need to bring
itin-house.

This shift has seen a move from siloing developers from operations to engineers running the code
that they write. According to Majors, this has led to software engineers feeling that they have to
know everything about everything. Paula Kennedy, COO at Syntasso, shares that:

RELATED CONTENT

® Developing and Deploying ML
across Teams with MLOps.
Automation Tool

Building an Effective Platform by Focusing on
End-to-End Workflows

DevOps and Cloud InfoQ Trends
Report - June 2022

JUN 21, 2022

[

Sustaining Fast Flow with Socio-
Technical Thinking

Choosing the Right Cloud
Infrastructure for Your Saas Start-up

Employing Team-Based Agile
Coaching to Establish SRE in an
Organization

Microsoft Previews Azure Firewall Basic for Small-
Medium Businesses

0CT 11, 2022
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onversations #113, Sep 2018. Pic: Tyler Olson.



https://soundcloud.com/pivotalconversations/product-management-with-jonathan-sirlin-ep-113
https://www.shutterstock.com/image-photo/young-male-chef-using-digital-tablet-154354382

An exaggerated tale..

Vmwa l’e® ©2022 VMware, Inc. 5
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Platforms == Internal Developer Portals + CaaS

.more or less...

Internal Developer Portals Unify Disparate Platform Capabilities

Q 5 ®

Discover and Create Integrate and Deploy Operate and Improve

Search (Across IDEs/
Code, Docs, Development
Artifacts, Tools) @ Workspaces

Cl/CD Infrastructure Monitoring and Resource
Pipelines Automation Observability Utilization

Toolbox With Catalog of
Links to Team- Software
Specific Tools Components

Security and
Compliance
Automation

Data API Life Cycle
Infrastructure Management

Resilience
Engineering

API/Other Templates
Technical to Speed Up
Documentation § Development

Roles and Environment Configuration Incident
Permissions Management Management Management

Internal Developer Portals Enable Self-Service Consumption of Foundational Platform Capabilities

Source: Gartner

761445

Gartner’s IDP model

mwa re® ©2022 VMware, Inc.

Catalogs

Services Provisioning and Binding

API Portal

App and Workflows Accelerators App Live View
Tanzu CLI and IDE Plugins Dev Tooling Ul Plugins Self-hosted / SaaS

Pipeline Service Build Service Convention Service Security

ol App Delivery

Supply Chain Choreography

Koative Runtime kassoos | [NESERRGNGmENN [SEESRRSRGAme

Cloud Native Runtimes

Kubernetes ‘ Cloud Foundry Choose Your Own Adventure ‘

Infrastructure cloud VMs, bare metal edge Whatever 1

VMware Tanzu Platform Model

Source: Gartner, Innovation Insight for Internal Developer Portals, By Manjunath Bhat, Mark O'Neill, Oleksandr Matvitskyy 1 February 2022.



https://tanzu.vmware.com/content/analyst-reports/innovation-insight-for-internal-developer-portals?utm_source=cote&utm_campaign=devrel&utm_content=platformtalk

The most important part: product manage the platform

Ops people treating developers as customers

PLATFORM AS A PRODUCT

—

Design your platform around the needs of your

application developers, rather than seeking to

change user behaviour around how a platform
works.

Pivotal

““We are building
this platform not for
us, we are building
It for Mercedes
Benz developers.”

Thomas Muller,
Mercedes Benz.

Source: “Platform as a Product: How to Delight Your Developers and Deliver Value for Your Customers,” Paula

mwa re® ©2022 VMware, Inc.

Kennedy, Oct 2018; “Improve Developer Productivity with Platform as a Product,” VMware Explore, Nov. 2022.
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https://www.youtube.com/watch?v=ccKy6Np7Jxo&t=278s
https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW

Platform Engineering and Advocacy at JP Morgan Chase

Gaia Kubernetes Platform Speeds and Feeds Gaia Application Platform Speeds and Feeds
>100 >/00 TB >1522 € =08 >206k
GLOBAL —@x Memory Production womfm”v}:ﬂmv Container
CLUSTERS Capacity Applications Workloads

Deployed
>4000 >345 ~300 >331k 37 Pools ™15k
SERVERS PRODUCTION OS REPAVES ng Memory 16 Data Centers Deployments
SUPPORTED APPS PER DAY / 3 regions /Day

aaaaaaaaaaaaaaaaaaaaaaaaaa

Source: “Improving JPMorgan Chase’s Developer Experience on the Cloud,” Nadi Away, JPMC, June 2022.

Vmwa l’e® ©2022 VMware, Inc. 9



https://www.youtube.com/watch?v=QOvBWlf7Cgg

Building Your Platform
Engineering Strategy

&1
=



Platform as a Product

Lessons learned from supporting 1,500+ application at JP Morgan Chase

A Successful Developer Experience (1/2)

1. Customer Focus: Treat internal developers like clients
2. Build, nourish and embrace a community around your platforms
3. Focus on end-to-end & deliver an integrated experience
4. Culture is critical
CUSTOMER

5. Cloud Blueprints CENTRICITY

6. Cloud Parties

7. Self-service everything

Build a customer-centre culture.

“15 Proven Techniques to Improve Customer Experience (CX)"

Bl ha Patel on th h latf
JPMorgan Chase og by Snigdha Patel on the revechat.com platform

Source: “Improving JPMorgan Chase’s Developer Experience on the Cloud,” Nadi Away, JPMC, June 2022.

mwa re® ©2022 VMware, Inc.

A Successful Developer Experience (2/2)

8. Clear responsibility model, boundaries and platform contract

9. Operationally stable, reliable, and has well-defined SLOs

Product Experience
What do we How well
build? does it work?

ad

Engineering

How do we
build it?

10. Inherently secure

11. Streamline tooling for CI/CD

12. Enable innovation through managing risk
13. Automate, automate, automate!

14. Short time to Hello World!

15. Partner for success

JPMorgan Chase



https://www.youtube.com/watch?v=QOvBWlf7Cgg

Application developers build
application, not platforms

- Planning - selecting from all the tools
(e.g., CNCF landscape)

- Integration/Creation - making all the tools
work together.

- Product Managing - Incremental updates,
maintenance, and patching.

- Operating - Running the platform, diagnosing
problems, security.

« Funding - who pays for it? Right before the
check comes, developers always end up going
to the toilet.

All of these are a full time job on their own, esp. the last two.

mwa re® ©2022 VMware, Inc.




Avoid Building Your Own Platform, Start with
Existing Platforms & Components

API Portal

- There are many, many options.
® TanZU App|lcatlon Platform ;aprr];?cation Developer Productivity Tools
Platform

Tanzu Application Service.

Pipeline Service Build Service Convention Service Security .
i Tools App Delivery
Supply Chain Choreography

Knative Runtime KBs Jobs | BetchRunime  Streaming Runtime |

Cloud Native Runtimes

PaaSes like Cloud Foundry.

Catalogs
Services Provisioning and Binding

Tanzu Kubernetes Grid / Any conformant K8s cluster ‘

Hybrid Cloud Public Cloud Edge ‘

vmware vmware vmware aws b S e S e
I =Y /347 \ I =Y
aws A 2 3 tHy (E3

Cloud Foundation” vSphere* Vaware Clouet™ =’ Google Cloud o —e—* e*
on AW

Sources: Knative Fundamentals, Jacques Chester, 2020; "Recognizing and Removing Friction Points in the Developer Experience on Kubernetes," Nivedita Ghosh, Nov, 2021.

mwa re® ©2022 VMware, Inc. 13
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https://tanzu.vmware.com/content/ebooks/knative-fundamentals
https://tanzu.vmware.com/content/blog/removing-friction-points-developer-experience-kubernetes

Transform the ops culture

Traditional Approach

Platform Approach

KPls / OKRs based on customer

Success Measurement KPIs / OKRs based on uptime / capacity
engagement and value

Service reviews, roadmaps, feedback

Customer Interactions Reactive, be-spoke, repetitive loops, documentation

Manual ticket driven, built based on Automated, self-service platforms with

Demand Management customer demand well defined products

How to Scale Increasing FTE Creating champions within own customer

base
_ Considered as Cost Considered as Experts
Reputation and Bottle Neck that add Value
mware® ©2022 VMware, Inc. 14



Drive Platform Usage & Practices with Internal Marketing,
Consulting, Branding

e E & Focus on ways of working.....
Organizational Learning y .

INNC
AT C

- GUIDE TO
CHALLENGING EVERYTHING

VERSION 1.0
COLLABORATIVE

Sources: BT Canvas team; MB.io; Talanx; Duke Energy; Allstate; "Take DevOps to 11 and Sprinkle Cloud on it with Rainbows and Unicorns," Matt Curry, slp 2017; customer discussions.

mwa re® ©2022 VMware, Inc. 15



https://www.mercedes-benz.io/who-we-are/
https://www.youtube.com/watch?v=_FRaAC-smqI

Platform advocacy, developer

Developer centric platform

Internal Resources
e Social Intranet
* GitHub Pages

Developer Trainings

3 Day Mercedes Benz specific
developer training for Cloud
Foundry and K8s

Udemy Business

Developer workshops and
deepdives

‘News and Updates

* Regular newsletter
N N CIGEIR RIS
* Quarterly Update Call

Mercedes-Benz

mwa re ©2022 VMware, Inc.

relations, consulting

Feedback

* Internal Rating Portal with 5-Star
Rating and Net Promoter Score
* Follow-Up meetings after go-lives

“Communication

e Support via Mattermost, Teams
and email
Requests via GitHub issues
Changes and incidents via
ServiceNow

Consulting

* Weekly consulting and QnA
Session

* App cloud readiness scan

e App transformation consulting

Improving Developer Productivity with Platform as a Product | Mercedes-Benz

Source: “Improve Developer Productivity with Platform as a Product,” VMware Explore, Nov. 2022.



https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW

Getting started

mwa re® ©2022 VMware, Inc.




Starting Small, Seeding & Winning Trust

Home Depot Timeline

Bo
BoDo

\
\
\
\
\
\
\
\
BoDo

BoBo PBoBo PBoBo N8

2015: Handful of apps, e.g., paint desk, tool rental

2016: ~130 apps in production

BoBo PBoBo PBoBo Bo®e
BoBo BoBo BoBo Bo

BoBo BoBo Bopw

— 2018: “Every week, my product and design teams
are in people’s homes or [at] customer job sites,
where we are bringing in a lot of real-time insights

//. from the customers.”

# Als (cumulative)

2021: one customer’s spend from $100k to $300k.

1258 1324

# Als (cumulative)

874
587

341
0 0 73 150 168 220

Sources: “From O to 1000 Apps: The First Year of Cloud Foundry at The Home Depot,” Anthony McCulley, The Home Depot, Aug
2016; “Cloud Native at The Home Depot, with Tony McCulley,” Pivotal Conversations #45; USAF presentations and write-ups; "Driving

Jun  Jul  Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun  Jul Business Agility Without Large-Scale Transformation Programs," Venkatesh Arunachalam, Sep 2021;_The Business Bottleneck, Coté.

2015 2015 2015 2015 2015 2015 2015 2016 2016 2016 2016 2016 2016 2016

mwa re® ©2022 VMware, Inc.



http://bit.ly/2EaaVSW
http://bit.ly/2EaiQQm
https://speakerdeck.com/cote/the-agile-warfighter-creating-better-software-in-defense?slide=19
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs
https://tanzu.vmware.com/content/ebooks/the-business-bottleneck?utm_source=cote&utm_medium=PowerPoint&utm_content=productresiliance&utm_campaign=devrel

Find the golden paths and platform requirements

Automated Path To Production

From Idea to Value Outcome

Lean Experimenting &) L 4
Validating H i g £ 1
. Balanced Design Research i i F B :
Business Idea —— . : : ; 5
Team H Barene [ Site ma_m_]m H i ] —
: i Enginesring : H : i i
! Coaching i Y n ;
.\' -,
validated e ; ; Validated 20
Y | [—— O
Container i g
Packaging = ; 1 i hivey —
Taowd i Open Source Tanzu App Catalog

Container
Image

==

Harbor + Trivy : Lavesena
I KBS as 4 service P
wiom /O\ ] Opan Source @)
Progressive N—rvt/ Rligned ConformantKas N/ .—
Delivery
Kapp / Argo / Flux CNCF Aligned Tanzu Kubernetes Grid
e Consistent Traffic . Visibility Across Apps g
(e::::eu /O\ [ ¢ and /O\ Foll Stack / \
i v | E e Y 2 O
Across Clouds s 1

Tanzu Observability

Backup & Restore Tanzu Mission Control SLO/SLA Monitoring Tanzu Service Mesh

mwa re® ©2022 VMware, Inc.

Orange= managed Saas services

Auto-Discover APls

S50 Integration

Ay
Q

API Portal

Developer
Focused

Programmable

Contour Ingress

-

Velere Backup and Restore

AVI Load Balancing




Ops meet, dev — Dev, meet ops

Find the Developer Toil, Confusion, Blockers

 What are we making?

+ We have a strong vision for our product, and we're doing important
work together every day to fulfill that vision.

« | have the context | need to confidently make changes while
I'm working.
« |am proud of the work | have delivered so far for our product.
« lam learning things that | look forward to applying to future products.
+ My workstation seems to disappear out from under me while I'm
working.

« It's easy to get my workstation into the state | need to develop
our product.

+ What aspect of our workstation setup is painful?

« It's easy to run our software on my workstation while I'm
developing it.

« | can boot our software up into the state | need with minimal effort.

« What aspect of running our software locally is painful? What could we
do to make it less painful?

« It's easy to run our test suites and to author new ones.

- Tests are a stable, reliable, seamless part of my workflow.

- Test failures give me the feedback | need on the code | am writing.
* What aspect of production support is painful?

We collaborate well with the teams whose software we
integrate with.

When necessary, it is within my power to request timely changes
from other teams.

| have the resources | need to test and code confidently against
other teams' integration points.

What aspect of integrating with other teams is painful?
I'm rarely impacted by breaking changes from other tracks of work.

We almost always catch broken tests and code before they're
merged in.

What aspect of committing changes is painful?

Our release process (ClI/CD) from source control to our story
acceptance environment is fully automated.

If the release process (CI/CD) fails, I'm confident something is truly
wrong, and | know I'll be able to track down the problem.

What aspect of our release process (CI/CD) is painful?

Our team releases new versions of our software as often as the
business needs us to.

We are meeting our service-level agreements with a minimum of
unplanned work.

When something is wrong in production, we reproduce and solve
the problem in a lower environment.

Sources: "Tech Debt Audit: How to Prioritize and Reduce the Tech Debt that Matters Most," Susie Forbath and Tyson McNulty, VMware Tanzu, 2022.

mwa re® ©2022 VMware, Inc.
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https://tanzu.vmware.com/content/webinars/may-6-tech-debt-audit-how-to-prioritize-and-reduce-the-tech-debt-that-matters-most

Learn More!
https://cote.io/platform/

Email cotem@vmware.com for slides.

mwa reﬂ ©2022 VMware, Inc
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