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The state of developer platforms

80%
of large software engineering 
organisations will have platform 
engineering teams by 2026

Gartner

Grown out of DevOps, or built from scratch

Self-service, so teams ship on their own

One side builds it. The other uses it.



Two roles, one 
platform



Why platforms fail

Developers

must learn the platform to use it

tickets, then waiting

so they use kubectl instead

Platform engineers

twenty tools to stitch

every team's exception

cannot change what is already 
exposed

Developers should not have to learn the platform to use it.



The wrong 
abstraction

Meant: image, port, database.
Got: 200 lines, six resources.
Infrastructure, not an application.



Kubernetes solved 
this for routing



A Deployment has 
two owners



The workarounds

Mutating admission

strip, then inject

GitOps

a base from dev, overlays 
from the platform

A chart — or an in-
house operator

values from the teams, or 
your own CRD

Same resource. Two sources of truth.



Kubernetes is not the 
problem.
Its abstractions solve a 
different problem.



Every layer gave 
us simpler words



What each side needs

THE DEVELOPER

“This image. An API on port 
8080. A database. Run it.”

THE PLATFORM ENGINEER

“Where it runs, with what limits, 
behind which gateway.”

Two languages. Neither speaks the other's.



Stilt fishing, southern Sri Lanka

THE STORY BEHIND THE MARK

Our logo is a fishing stilt from the south of 
Sri Lanka.
The mark is the handcrafted perch used in traditional stilt fishing — a single 
pole planted in the restless sea, with a fisher balanced calmly above the waves.

The waves are everything under the hood — Kubernetes, GitOps, networking, 
observability. Powerful, ever-moving, and not the developer's problem.

The stilt is the platform — just enough to perch on, keeping developers steady, 
focused, and above the chaos.

READ THE FULL STORY

openchoreo.dev/blog
How Sri Lankan stilt fishing inspired the logo



The developer's 
side
What I want to run



Developer 
abstractions



Everything the 
developer writes



Runtime 
semantics

Each project becomes a cell.
The developer sets visibility.
The platform writes the policy.
Routes come with the cell.

Standardized gateway 
topologies for network control

Projects and environments 
have isolation boundaries at 
runtime, defined via network 
policies

Full visibility into your 
system's overall 
architecture and component 
interactions



The platform 
engineer's side
What is allowed



The control plane 
compiles intent



Who decided what 
a service is?



What the platform 
team defines



Where the two 
sides meet
Release time



Release, binding, 
rendered



Declare a 
dependency once



One approved 
route to production



A system, not a 
stack



What else the 
platform owns



Three layers. One 
system.



You can change the defaults

Types, traits and workflows — all replaceable.

Go deeper

Custom Resources,
Not Custom Forks
Tishan — 11:00, this room

Try it

openchoreo.dev
github.com/openchoreo

Ask

CNCF Slack
#openchoreo

Scan for the docs

openchoreo.dev/docs

A CNCF Sandbox project.

Day 1's lab repo has the full walkthrough.



Thank You!

Kavith Lokuhewage
Associate Director & Architect
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