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Maximilian Marschadll

e Unit Lead
e CNCF Kubestronaut
e Development Lead
Charity Work
e Homelab Warrior o |




Homelab & < |

HOME

e 24 HE

e 4 Switches

* 6 Hosts

e 156 cores / 312 threads
e 2752 GB Memory

e 384 TBHDD

e 57 TB Flash
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Artem Lajk

e Platform Engineer and

Squad Lead

e CNCF Kubestronaut

e Ambassador
Published Author
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Why Internal Developer Platforms and Platform Engineering Matter
From Layers to Planes

Provide a Platform at Scale

Deep Dives into the Planes

Choreo | OpenChore by WSO2 - it’s already built
Demo

Recap & Learnings




Terminology
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Internal Developer Platform (IDP)
e Platform Engineering

e Planes

e CI/CD (Push based) (s

deploy

e GitOps (Pull based)
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Why IDP matters!

Kubernetes has become the standard for
containerization since 2014 (June 6, Joe Beda)

By 2027, 90% of G2000 companies will use
container management tools (Gartner).

In 2023, adoption was below 20% (Gartner) ,
Enterprises (62000) |

55% already use platform engineering; 90% plan to
expand it (Google Report)

Gartner

)

)

We made it!
Kubernetes adoption
is complete.



Why IDP matters! ~—

St
OpenChoreo

* POI‘TG'S ‘ * ' Where is
* Iﬂfer'\a' Deve|oper humanitec everyone?
Platforms

N port

* Frameworks

K
A

¥ Backstage

Congrats!

G

o peshy HELM

A

Compose

. Packag
=!

But remember — the world never stands still!

Automation progression




Platform Engineer

Average Salary

$184,000 ...

$149,000 $184,000

$232,000

Why IDP matters!

Platform Engineering vs DevOps salary

We spoke to 450+ platform engineering and DevOps professionals in
Europe and the USA about their salaries.

AVERAGE SALARY
Platform _

Engineering

$193,412.46

- $152,710.50

- ~63% NA

DevOps

| $96,132.15

$0 $50,000 $100,000 $150,000 $200,000

Platform team maturity

More than 55.84% of platform teams are between O and 2years old.



From Layers to Planes: N-Layers View

‘ APl etcd CNI CSi

r—

“ Talos Ubuntu Flatcar
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From Layers to Planes: N-Layers View

Pods Deployments
APl  etcd CNi

containerd CRI-O
Talos Ubuntu Flatcar
Storage Network

Secrets
CSi

kubelet cAdvisor  kube-proxy

runc

RAM CPU
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Why Is It So Difficult to
Understand?
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Integration and Delivery Plane
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Why Should We Think in Terms of Planes?

Platform divided in Planes

Control Plane Security Plane

D ¢ @»

N/ tonce Plena 1521
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Provide Platform at Scale
Workload Cluster -0

External-Secrets 0

Hub and Spoke

Control Plane .

_25': 4 ﬁ ApplicationSet

Kube-Prometheus-Stack Q

sveltos QrQo ClusterProfiles
Workload Cluster - 1
External-Secrets G S
g Kyverno rjl"‘r‘é m
$ o0
i&‘&%’ﬁﬁlﬁ:ﬁ - lx%:ﬂm::ﬂ‘x (dedicated) Ingress NGINX m ‘
500 Workload Cluster == 5000 Applications (dedicated) O

Kube -Prometheus - Stack 9

27



Provide Platform at Scale

Rule of thumb

Conservatively, expect at least
~1.5K apps,
~ 14k objects,

~50 clusters,

~200 devs,
whichever comes first.

With tweaking, you can go
far beyond.

28



Not Layer - But Planes Agentsless

Hub and Spoke
Agentless based Approach =~ e custer 0

manage secrets

L J

Control Plane e — ¢ Ingress NGINX m

; ApplicationSet
Qrgo ClusterProfiles

= Workload Cluster - 1

sveltos

— Ingress NGINX m

manage secrets

10 Central Apps (InfraStack) => 1 dedicated App
100 Workload Cluster == 100 Applications (dedicated)
500 Workload Cluster == 500 Applications (dedicated)




Not Layer - But Planes Agents

Hub and Spoke
AQQDI based Apprgoch Workload Cluster -0

Control Plane Ingress NGINX m

Sveltos Agent

Obs-Agent

% ol )
=~ Workload Cluster - 1 @

Th dNoOS sveltos

| | Ingress NGINX (N
Sveltos Agent
push
h
= Obs-Agent

10 Central Apps (InfraStack) => 3 dedicated Apps
100 Workload Cluster == 300 Applications (dedicated)
500 Workload Cluster == 1500 Applications (dedicated)




Hub and Spoke
Mixed based Approach

manage secrets o

Not Layer - But Planes - Mixed

Workload Cluster -0

Ingress NGINX

Sveltos Agent

Obs-Agent

argo

Tha‘nps sveltos

Workload Cluster - 1

Ingress NGINX

push manage secrets
push

Sveltos Agent

10 Central Apps (InfraStack) => 2 dedicated Apps
100 Workload Cluster == 200 Applications (dedicated)
500 Workload Cluster == 1000 Applications (dedicated)

Obs-Agent
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Sounds Like a Miracle?
Not at All!

34



Choreo | OpenChoreo by

e 20+ years of experience building APl management platforms at scale for
diverse systems

e Trusted by enterprises like BNY Mellon, which manages $50T in assets
(custody & administration)

e Choreo a secure-by-default SaaS platform built with an API-first mindset

e OpenChoreo the open-source version, released this year

Ok 10
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OpenChoreo - GitOps
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OpenChoreo

Data Pl
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OpenChoreo

; Data Plane

™ Opensearch Dashboard

identity provider

register Cert Manager Y
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OpenChoreo

‘m S
Data Plane
o build artifact
repo ¢ b < Buildpacks.io - A% s mon
Developer Component NS flent-bit




OpenChoreo

security issue
Data Plane ‘%
Sulld Plane | build artifact
Argo Weekfiows 430 "\ _deploy artifact 357 registry gateway -internal
repo ¢ W idpack ‘ 4 e icn
loper Component Ny T 7

OOrgq

security issue

o e

build artifact
Argo Workflows 2 ) // "\, __deploy artifact 357 registry gateway-internal
..v Buildpacks.io | )’ 4 sereaTn
fluent -bit
Organization
Project Data Plane(s) map to 1:1 or 1:N
Envi . Deployment
Pipeline
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OpenChoreo
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OpenChoreo

*  Data Plane (NA) KEDA

Data Plane (EV)

izati % -
Organization ~+ Data Plane (ASIA) ’ =

define
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Data Plane
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OpenChoreo Benefits A

e Scale seamlessly — Dataplanes

e Treat clusters as a herd and distribute deployments smartly
e Optimize utilization without replicating stacks unnecessarily
e Security by default, powered by standards (netpol, mTLS)

e Single Pane of Glass for unified visibility and control

e DeveloperExp focused

e Domain-Driven (Orga + Projects) with a Cell bases approach

e Easy to integrate into GitOps







e Internal Developer Platforms and Platform Engineering are here to stay — remaining key in
2026/2027 and beyond.
e Building platforms requires rethinking — simply scaling your current setup won’t be enough.

e Cost perspective: A Platform Engineering team can easily exceed $1M per year. The platform itself

must scale to justify the investment.
e True goal: not building a platform for its own sake, but enabling the business to scale. The platform
must flex across resources and requirements — security, compliance, observability, and operations.
e Thinking in Planes: Observability already works this way; applying the planes concept to platforms

creates clarity and scalability.
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