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Internal Development Platform “Projects” tend to fail.

Adoption
Covering the needs and 

demands of its end 
users

Management 
expectations

Missing to meet 
promised value



Those failure is often caused by people, culture and processes

● No defined purpose
● Missing a vision
● Technical debts
● Over engineering
● No listening/measurement of acceptance & effectiveness
● “Randomeering”

AND a infrastructure-first thinking.



How infrastructure-first thinking kills your platform ambitions.



New Tech Stacks requires “Shifting Left”!
Teams taking on end-2-end responsibility 



When new tech stack adoption grows -
Teams start do things “their way”!



When new tech stack meets old stacks -
“their way” becomes “duplicated effort!”



Central Services became
the “Patch Solution”



Leading to Platform Engineering:
Git* & IDPs (Internal Development Platform)
for “Golden Path Self-Service”



A platform without adoption is just infrastructure. A product 
mindset is what turns platforms into indispensable tools that 
developers want to use, not tools they're forced to use.

“
”



The Importance of Purpose

A well defined purpose builds the bracket around business and technical demands giving to it 

sense and direction.

● Defining purpose ensures that the platform's realization stays on track.

● All features must ladder up to a clear purpose.

● It guides decision-making, as well as resource allocation.



Creating a platform for everyone is impossible



DORA Metrics: Measuring Development Performance

Deployment Frequency
How often code is deployed.

Lead Time
Time to production.

Change Failure Rate
Percentage of failed deployments.

Time to Restore
How long to recover from failures.



SPACE Metrics: Gauging Platform Adoption



Following a north star requires many disciplines

User Research

Tech Debt 
Management

Deliver a clear purpose

Measure and adept to the 
efficiency & adoption

Establish Principles

Challenge Conway’s Law Build a Community

The imperative of change



Manage Technical debt by building what matters



User Research:

    Conduct User Interview:
- Ask about current tooling
- What is the current workflow with the 

tool?
- What would be an ideal workflow?
- What are the existing gaps?
- What do they think a migration effort 

would look like?

Feedback Loops:
- What works and what doesn’t?
- Did anything you thought you wanted 

not work out?
- Have your requirements changed?



Manage Technical debt, by knowing when 
to change directions.

● Why was a decision taken? What would need to happen 
to trigger a new decision?

● Adjust to shifting requirements
○ As products change, developer workflows may 

change as well.
● Iterative design. Implement the Thinnest Viable Platform 

first, then incrementally add improvement, running the 
evaluation loop after each new implementation

● Avoid the Sunk Cost Fallacy



… and then there are the Depreciation Criterias



Platform Engineering is NOT

The latest K8s & tech

Backstage

GitOps

Rebranded DevOps

Infra departments believing to know what someone else needs



Platform Engineering and its success is defined by

People

Culture

Purpose

And anything else between the tech layers



Open Questions?

Free book give away:
● 2nd of April - Dynatrace S240 during booth crawl
● 3rd of April - Syntasso S641 during lunch break



SPACE Metrics: Examples

Source: Michael Kaufmann, Packt, Accelerate DevOps with GitHub


