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WHAT DOES NOT CHANGE

Platform as product

TODAY ——

2026+ ——

Internal Developer
Platform (IDP)

. Golden paths, self-service.
. Humans as primary users.
. Platform team builds and runs it.

EVOLVED TO

Agentic Development
Platform (ADP)

. Agents as first-class users.
. Al-native, autonomous.

. Business-aligned.

WHAT DOES NOT CHANGE
Platform as product
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Mission

@ To understand the future, first we
need understand the past.

To see what is possible today.

And to understand:

How Agentic fits
in.




How it all began.

In 2017,
Alexis Richardson
gave It a name:

GitOps!

Alexis Richardson
CEO,ConﬁgHubgg



What problem did we want to solve in 2017?

Classic enterprise HA was reliable, but were complex, manual, and fragile.
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Enterprise HA Setup o (@
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Jumping from VM to VM via RDP or SSH.

Manual server-by-server changes caused drift, slow releases, and painful rollbacks.

httpd.conf
Enterprise HA Setup # — @

-

t
U I

pplication ™7
Server :

]—'——Q, = e
|

7

. httpd.conf
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Doesn’t scale!
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¥ And this led to Infrastructure as Code...

o puppet
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el ...and everything becomes as Code.

o puppet

Infrastructure as Code Policy as Code
ANSIBLE '_‘o@ )
\ ' S_V
N\a J . Network as Code Configuration as Code

CHEF Terraform

@ SALTSTACK ndsoe @« @ @ »




New tooling. Same challenge. 5.

Still running changes from somebody’s machine.

System Engineer:
Alex

on

System Engineer:
O © push changes T lex.

Config + Ops execute changes on

o
...running on my Pl peOps pu”?mﬁg

machine s
7777 : - Git | T,
System Engineer: VM

System Engineer: Localop VM Pipeline | | | oty ystem En i

Alice R L] I

? . )

’ . — «.,,__,:‘;:“i @ execute changes through (5 ) | I

| | e pull config | i
| Config + Ops execute changes on g
| ...running on my | _—

I

| machine ’

.1,\\;_

Tools doesn’t change Mindset.



From LocalOps, PipeOps to an Agent.

The user declares intent in Git. The agent keeps the target enviroment in sync.

User: | put everything in Git. Git becomes
the single source of truth for the contract.

Agent: | fulfill the contract by continuously
reconciling the desired intent in Git with
the actual state of the target environment.

Agent keeps the environment in sync

Git is the contract. The agent watches, pulls, and syncs.

Git as

=1k
Agent

provide changes to Q%‘? watch & pull
0 Contract E:b sync | “

P - :
' Environment

Target

I

Access: READ-ONLY



Basic Principles

Before we can evolve GitOps,
we need to agree on a few basic principles.
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Versioned and
Immutable

Declarative

The 4 Core Principles of OpenGitOps.

Declarative. Versioned. Pull-based. Continuously reconciled.

)

Pull-Based
=3 . Pul
0
N A

These four constraints make GitOps predictable.

Continuously
Reconciled
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The use of GitOps allows us to:



Not just to manage a single ship...




but a whole fleet.




By Creating a catalog...

Pull third-party tools into a control plane and reconcile workloads across clusters.

manage, 77777777
reconcile
workload-0
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__ | N0
. /" Controlplane or
pull third party | > P
Yools l‘ Cockpit Cluster }
)——=— “-
| );,: | workload-1
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...and combining different approaches.

—— base/ .

App of Apps

Apps

Apps/Staging

Apps/Production

i B

e

Apps/Location

.

&%
o

Helm Umbrella
Charts

ApplicationSets +
Clustergenerator

managed-service-catalog
Catalog

managed- service-catalog/helm
— argo-cd
— cert-manager
— envoy-gateway
— external-dns

| — external-secrets |
— homer-dashboard

—~ kube-prometheus-stack
apd AFgopra] . io/vialphal

Overlays

[—— cert-manager/ [

| F—— kustomization.yaml

| F—— upstream-v1.12.yaml

cluster-issuer.yami

external-secrets/ .

kustomization.yami

upstream.yaml

external-dns/ ()

—— kustomization.yam|

| L—— upstream.yam
overlays/ [

—— eu-production-cluster/ .

| F—— kustomization.yaml

| F—— cert-manager/ ()

| | F—— kustomization.yaml

| | L patch-replicas.yami

| external-dns/ ()

| —— kustomization.yaml

| L credentials.enc.yami
test-workload-0-cluster/ .

—— kustomization.yaml

ustomize

...and



Thinking in Planes.

If you want real scale, cut the platform into planes.

Platform divided in Planes
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Different approaches. Same idea.

Avoid repeating the same configuration across every cluster.

Provider

* N-Clusters - S

Umbrella /Wrapper |
N+1 Chart
~ values.yaml | J

S — e i

o lo

cluster-x | cluster-y | cluster-x
N+1+1 values.yaml | values.yaml values.yaml |
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We implement different architectures.

Example: Hub & Spoke

Hub & Spoke
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Or: dedicated instance per cluster.

Same target model - different operational trade-off.
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Or: combination of both architectures.
Hub & Spoke where it fits. Dedicated Instance where isolation matters.

Hub & Spoke x Dedicated
Instance

% workload-0 %‘"""’;‘::d 1
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With scale, sharding becomes intersting.

Split reconciliation work across shards as the fleet grows.

Hub & Spoke x Dedicated
Instance Horizontal Scaling through
| Sharding

— workload-1 !

v workload-0 G
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Agent-based Architectures evolved.

The hub stays central, while agents take ownership at the edge.

V
Hub & Spoke - Agent Push
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Pull-based Agents shine in restricted environments.

Instead of pushing into clusters, agents pull desired state from the control plane.

Hub & Spoke - Agent Push a/
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Gitless GitOps
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Flux v2 - Open Container Initiative (2022 - present)

desired state

Gitless GitOps with OCl rise

in 2022, desired state could move from Git-only workflows into OCI artifacts.

Plee"ﬂ state
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Git vs. OCI.

Git is great for human collaboration and intent.
OCl is built for immutable artifact distribution.

«

Mechanism: Stores intent as version-
controlled configuration (YAML, Helm,
Kustomize).

Acts as a collaboration and change tracking
system.

Best For: Capturing who changed what and
why (audit trail, PR workflows).

Challenge: Not a state store and not the full
Source of Truth. External dependencies
(images, charts) live outside Git and cluster
mutations can cause drift. Limited scalability
due to frequent polling and repo sync.

oo [

Mechanism: Packages fully rendered
manifests into immutable OCI artifacts
and distributes them via registries.

Best For: Scalable distribution of
deployment artifacts across many
clusters.

Advantages:
e Faster sync: pull artifact instead of
cloning repos
e Immutable releases via digests
e Reproducible deployments



WA\ Y VAUAY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VAU AY VS
ORI SIS NS NGNS NN

ANV * ‘AAA‘AAA‘AAA‘AAA‘AAA‘AAA‘AAA‘AAA‘AAA‘AAA‘AAA‘A

®
In the meantime.

WA\ Y WVWAUAY VAU AY VAU AY VAl AY VAU AY VAU AY VAU AY VAU AY VAU AY VAT AY VAU AY VA AY Vo AY V)
W00 AR OL 0L 0L AL AL 0 0L 0 AL 0 0L 0 QL 0 AR 0 QL 0 AP 0 AP o ¢

L 2 ‘A R A‘A R A‘A R A‘A R A‘A R A‘A R A‘A R A‘A R A‘A R A‘A R A‘A R A‘A



DevOps was declared dead.

docker
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MSradle

== Sonatype
== Nexus

/

Azure

Platform Engineering rises.

The DevOps toolchain expands into an internal platform ecosystem.

openstack.

HONITORING AND LOGGING DBSERVABILITY FINOPS

1l
:EiE:VABIlITY a i E U .'E Q " g :
Surms Logie Logemontor f . — :

DEVELOPER INTEGRATION AND DELIVERY PLA RESOURCE PLANE
CONTROL PLANE

ANSIBLE

5

kubernetes

CODE ANALYSIS SECRETS ID HANABEMENT
* O & VvV O B ® & &

SECURITY PLANE
NETWORK SECURITY SECURITY SUITES
¢ @ wm % D
Driema Cloud Cilham SentinalOng Sk Orea Socurity

Platform tooling landscape by g m:!":ﬁﬂﬂ

The challenge moved from individual tools to planes.
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Central platform teams
are created.
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Sorry...we mean relabeled.




Same Team. New Mission.

The relabeled DevOps team is now expected to build an Internal Developer Platform.

-

CALLING ALL rmronmmnuams
x> *

ngfiip.com



To increase Developer Experience...




...and provide Self-
Service.
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After years of failed attempts
and millions spent...

s

we still struggled to build platforms
developers would use voluntarily.

THE ADOPTION CRISIS

64% $4 80%

of engineers spent on the IDP ot 1*1rge orgs will

bypassed the platform 18 sonshie ot work a platform tea

ran kubectl directly instead Gartner, by end of 2026

and most engineers ignored it

We Spent $4M Building an IDP.
64% of Engineers Ignored It.
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After years of failed attempts
and millions spent...

@ — OQG“Choreo

we still struggled to build platforms
developers would use voluntarily. M

SOFTWARE VALUE

$19.2M

THE ADOPTION CRISIS

TOTAL CONTRIBUTORS

64% $4.2M 807 [

of engineers spent on the IDP of large orgs will

bypassed the platform have a platform team

18 months of work

ran kubectl directly instead Gartner, by end of 2026

and most engineers ignored it

We Spent $4M Building an IDP.
64% of Engineers Ignored It.




Deploying Backstage # Building an IDP.

Backstage is a framework. The platform is still your job.

“Let’s just use Backstage—it’s production-ready, right?” —— = Portal framework

“Just deploy it, it’s just a Helm chart!” ——=> Not an out-of-the-box IDP
“It’ll cover everything we need... just check the docs!” ———=> Heavy customization
“Wait, we only get example Node.js setups?” ——> Example Node.js setups

“Where’s our stack? And who said we’re liking React?” ___—> Your stack, you integration work

What you have What you want at you get
by
BE.
A R || nL
R "‘ ")

Out of context, Backstage is great—once you understand why Spotify built it in the first place.




After years of failure, we finally got adoption.
Developers started asking new questions.
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Where can | connect m
Al Agent?

P8

) 2=

Developer

Wants to build great
things with Al.

-

' ; j// %

—_——

Al Agent

Needs to connect to
platform system.
A2A. MCP.

—_——

Questions like.

Platform Engineer

Builds the connections,
guardrails and enablement.



t becom

jus
tizen of your platform.

IS NO

Meanwhile...
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T .

=" Al SRE Agents like Holmes GPT don’t use your platform. "%
They operate it.

Large Language Model (Al) Runbooks & KnowledgeBases

@ OpenAl 2k @ % Confluence

Amazon Bedrock

INTERNET
oaMeta

A\ Azure ' C}rﬁ]ﬂi Llama 3
...and more
Alerting and On-Call .
bring your own Al model learns runbooks
PagerDu’[y (or use ours) and architecture

Root Cause Analysis

& Opsgenie - alerts to investigate

Y new relic ...and more

Root Cause Related Graphs Related Logs Evidence

(in closed beta)

Al Agent
(HolmesGPT)

ChatBot

Remediate with Pull Requests (8)

&
HrTe Ap query observability data o

questions from developers

(in beta - message beta@robusta.dev for access)

< slack GitHub

(in beta - message beta@robusta.dev for access)

Metrics, Logs and Traces Cloud Infrastructure
< new relic A 4
Grafana loki docker
kubernetes
"% Grafana Tempo (:\) Coralogix _ §g
53‘ Qrgo  Gorenshirr
M kafka
- <Y OpenSearch
A kubernetes elasticsearch
...and more

UtQ..



You will...

...need to integrate them.
...need to guard them.

...need to give them an identity.
...need to sandbox them.
...need to give them capabilities.

...need to observe them.
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OpenChoreo.

i OpenChoreo
£~ Control Plane

@ MCP server i; APl server

Experience Plane

VSCode [§

OpenChoreo Controllers

Authorization & Access Control
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Platform Interfaces

API Gateway Modules

/(/%‘ MCP server _‘L AP| server

®Ws02 () 2 A

kgateway API Platform envoy treefik

gateway proxy

Claude Code
Guard Modules Al Sandbox Al Gateway Modules

CNI, policies and eBPF-
powered observability @ WSO02 Al Gateway
* @Tetragon agent-sandbox l!l agentgateway

cilium with gVisor/KATA containers

System Agents I
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‘l FinOps
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: < Gemini CLI
6’; GH Copilot
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Observer API
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Put the Evolution together.

Built-In: Agents

External-Agents Interact & & ¢

n Fetch infos: l Provide 7

| Cupubllrl'y -0
g CRDS DOCS API — f
art o
veiopers v.

2' Capability-1
IDE Agentic

De

OpenChoreo |
External-Agents

? ﬁ Review

Pull Request (PR) Platform Engineer
IDE

Create Pull-Request
(CRD)




The Movement: From Internal Developer Platform (IDP)
to Agentic Development Platform (ADP).

“For a decade we enabled developers.

Now we have to enable their agents, because they're the
ones using the platform.“

Artem Lajko
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Questions?
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'* " Not covered topics.
\) Happy to discuss.
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