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THIS IS NOT (ONLY) 
KUBERNETES





KUBERNETES



does K8s 
Adoption Fail?

Why





Reasons

1Wrong Roles
DevOps? Bullshit! Most 

Orgs are heavily wrong



CloudFoundry
3.295 open questions on StackOverflow

People have the wrong roles & expectations

OpenStack
2.597 open questions

AWS
159.009 open questions

Vsphere+Hypervisor+VMware
4.032 open questions

*Kubernetes is at 58.176 open questions



Developer

● Try to run K8s to run software
● Need to understand often 

everything for just a lil code
● Even don’t get down to the 

relevant concepts that 
supports them

Ops

● Actually like the way how 
infrastructure was done

● Are not used to be in a close 
exchange with Devs

● Also have to learn how all works

Misalignment

There is a huge misalignment between Dev and Ops



You don’t ask a watchmaker 
to build global watch 

factories 



Reasons

1Wrong Roles
DevOps? Bullshit! Most 

Orgs are heavily wrong

Poor Support
No time/budget for training 

and wrong training 2



● No time
● No budget
● Fast, fast
● “We don’t want too complicated training”

*CNCF Report 2023

● Doing the wrong thing
● Having no idea of Dev/Security/Observability/Ops with Kubernetes & 

Containers
● Raising frustration

Trainings … or just time to learn



Reasons

1Wrong Roles
DevOps? Bullshit! Most 

Orgs are heavily wrong

Poor Support
No time/budget for training 

and wrong training 2
Over Engineering
Misunderstanding of K8s 3



Over Engineering Kubernetes

Because of the common rumors “Kubernetes is complex”, 
“add up additional costs” or “is unmanageable”, teams 
tend to over engineering Kubernetes.

This leads to exactly the named problem causing this 
impression.

KISS Kubernetes! 
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But what about?

Security

Operational 
Overhead

Complexity

…



No one ever says Kubernetes is the 
solution for everything!

When K8s is wrong



When you better don’t run on K8s

COTS
Commercial software 
often lacks support, in 

many ways

Large Monoliths
They could run on it, it’s 

just a bad idea.

Memes
Your team shares 
more memes on 

how bad K8s is than 
they actually work*

You run 
Container…
…elsewhere and 
you are happy. 

Why to change it?

*it’s a mindset thing, very difficult to change



More relevant: Stop thinking 
Small

Kubernetes
● Stop thinking 

K8s is the 
solution

● K8s alone 
never brings 
you any value

Platforms
● Think about 

platforms/IDPs 
with a clear 
target & focus

● Only a holistic 
approach bring 
you the value 
you are 
searching for



do I find out when 
K8s is right and 
what do I need?

How



Topics to answer to find 
the right puzzle piece to 
your situation

1: Do you introduce it for one  
app or the whole org?

2: How does your common 
application architecture look 
like?

3: What are your expectations 
for scalability?

4: Does your team have 
experience or capacity to 
learn?

5: Who will run the 
environment?



1: Do you introduce it for one app or the whole org?

One App

Whole Org

Hundreds of devs 
& services?

Simple web 
service, a hand full 
of people



Better use a Cloud service

● VMs
● App Engines
● Container Services
● Serverless

Single initiative, minor app



2: How does your common 
application architecture look like?

Micro/
-Monolith/ 
Distributed

Is fault resistant, 
can run multiple 
times accessing 
the same data 
source

Large 
Monolith

Requires long 
preheat time for 
startup

Needs stability but 
can run 
simultaneously



Monoliths can run in Kubernetes but

VMs or dedicated resources usually 
suits beter to the requirements.

Is Serverless the answer?

It is strong when you just need to get started.

Maybe for microservices it is good to, but I 
often see a de-migration to a container 
based solution. 

Monoliths, Microservices & co



3: What are your expectations for 
scalability?

From 0 to 100 
and back in 
a sec

Event, metrics, 
trigger based 
scaling

Can scale up and 
done in a second, 
also nodes etc.

Doesn’t 
need more 
than a 
container



The question is: How fast should it scale?

● Extremely fast: Serverless or Wasm based services
● Very fast: Container Services & Kubernetes
● Fast: VMs at some service provider
● Moderate: VMs at large cloud provider
● I really don’t care: Bare metal

Scalability isn’t anymore a factor



4: Does your team have experience 
or capacity to learn?

YES

NO



The learning curve of K8s is brutal

● After you mastered the 
basics, there will come 
so much more

● The high flexibility and 
extensibility, the 
hundreds of FOSS 
solutions and the 
changes every 4 month 
can be a killer

● We aim today for a 
Platform not a K8s

Kubernetes Learning Curve is hard



5: Who will run the environment?

A dedicated 
team

The team is 
responsible for 
feature development

The team just get 
a finished platform 
to operate

Someone who 
wasn’t fast enough 
running away



Future
The



Yet, many organizations fail in its adaption.

Cloud is a 
commodity



Evolution of “runtimes”

Source: Cosmonic



K8s is not the answer to 
everything

Cloud Provider
A resource & capability 

provider

Kubernetes
A standardization 
platform to build 

platforms

A
Streamlined
Same behaviour, 
same capabilities 
everywhere

B
User Focused
Continuous extension 
to end user demand

C

Platform 
Foundation
Lay the the foundation 
for a simple software 
delivery and runtime
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