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Coté – Civo Navigate London, September 30th, 2025

Platform Engineering
for Private Cloud
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of enterprise apps 
run on private cloud

50%
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- Needs apps (maybe)
- Brings new platform customers

AI:
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Coté
https://newsletter.cote.io/ | cote@broadcom.com

https://newsletter.cote.io/
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Where are the apps?



7Source:  IDC, IDC Cloud Pulse, 3Q24: Executive Summary — Vendor Perception, doc #US51134624, December 2024. n=1,724 IT decision makers, developers and 

LOB cloud influencers and decision makers; 35% tech companies, 25% 1k to 4.9k staff, 25% 5k+ staff.

44%
dedicated

environment
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Sources:  Flexera State of Cloud Report, 2018, 2019, 2020, 2021, 2022, 2023, 2024, 2025.

https://resources.flexera.com/web/pdf/report-state-of-the-cloud-2018.pdf?elqTrackId=cdc4b303277642ffb5861bb92a74a5f9&elqaid=8151&elqat=2&elqak=8AF54387AF95230A473F6EEC1CF933E879823C3A808F325CE06CEF42D52277B6C603
https://resources.flexera.com/web/pdf/report-state-of-the-cloud-2019.pdf?elqTrackId=138366dc1bbf4e67a1d80046d8973bc7&elqaid=8151&elqat=2&elqak=8AF5BE646950089E8B183E719CD69A4FC6A604120BABD70FC9703610085721D659D8
https://resources.flexera.com/web/pdf/report-state-of-the-cloud-2020.pdf?elqTrackId=5ead992452de4c0c9d9e878a80d5304f&elqaid=8151&elqat=2&elqak=8AF52F789F4A8D2ADB0A61A8B816151379A258A44F3FF1B7B730D80277569A5F8416
https://resources.flexera.com/web/pdf/report-cm-state-of-the-cloud-2021.pdf?elqTrackId=965fc916082e4d44ab796e27b932efe2&elqaid=8151&elqat=2&elqak=8AF51F542F3277C62D202A8AAEB68B7AD150C3E9CA0BF4EFAEFB14465A245989D024
https://resources.flexera.com/web/pdf/Flexera-State-of-the-Cloud-Report-2022.pdf?elqTrackId=83b5346cfa2d49a0a25bf5840fdc6508&elqaid=8151&elqat=2&elqak=8AF521ED3B3A239150624B04D967548339D312B5D97B859E8B86BEE6A8D94CB4650F
https://resources.flexera.com/web/pdf/Flexera-State-of-the-Cloud-Report-2023.pdf?elqTrackId=26531a2fbdb84516ae3ea15ef86fcb5b&elqaid=8151&elqat=2&elqak=8AF5F8166382911696749389B08F813CA2B612BCD40E2ACFCF067CA0259572168960
https://resources.flexera.com/web/pdf/Flexera-State-of-the-Cloud-Report-2024.pdf?elqTrackId=ddc46b19035d4d13893b9d98b9bcd6b6&elqaid=8151&elqat=2&elqak=8AF51D9C0CA72FB2E5584089CDD21D91176B50D242750B34636907CF630C68BA7E79
https://resources.flexera.com/web/pdf/Flexera-State-of-the-Cloud-Report-2025.pdf?elqTrackId=a7a9e020697145978644976469891ec7&elqaid=8151&elqat=2&elqak=8AF5B54919440EB9647097C0F9A9D524E5B073CA680F32B4ECF184E6F27169C29C9A
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Source: IDC White Paper, sponsored by Broadcom, On-Premises AI Infrastructure Balances Innovation and Security, doc #US52747024 December, 2024. Conducted July, 2024, n=411.

https://www.broadcom.com/company/industry-analyst-report/idc-on-premises-ai-iinfrastructure-balances-innovation-and-security
https://www.broadcom.com/company/industry-analyst-report/idc-on-premises-ai-iinfrastructure-balances-innovation-and-security
https://www.broadcom.com/company/industry-analyst-report/idc-on-premises-ai-iinfrastructure-balances-innovation-and-security
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Source:  AI generated Trump Cloud; “The Cloud Man,” found on Whoopah, does not appear to ben actual Rene Magritte painting.

🇺🇸 🇪🇺
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Where the workloads live, rough estimates

Source:  me!

50%50%
40%

60%?
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What is a platform?



13

PaaS

IaaS

2019?
I

2007?
I

Today?
I

CaaS

PaaS
Platform
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A digital platform is a foundation of self-service 
APIs, tools, services, knowledge and support which 
are arranged as a compelling internal product. 

[SO THAT] Autonomous delivery teams can make use 
of the platform to deliver product features at a 
higher pace, with reduced co-ordination.

Evan Bottcher, March, 2018

“

https://martinfowler.com/articles/talk-about-platforms.html
https://martinfowler.com/articles/talk-about-platforms.html
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What is a platform?

Sources: “CNCF Platforms White Paper,” March 2023; VMware Tanzu.

Centralized, standardized stack for building, running, and managing in-house apps.

https://tag-app-delivery.cncf.io/whitepapers/platforms/
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Rapidly respond to CVEs

Lifecycle automation & patching

Credential rotation

Automated compliance

Built-in Observability

Platform Teams

Bring their own framework

Simple command to push to production

Frictionless data services & content

Plug into any CI/CD

Self-service access

App Teams

Autoscaling & load balancing

Flexibility to run on any Cloud

Ability to curate services

AI & platform quota management

Zero downtime deployments

Platform Teams

OPTIMIZEOPERATEDEVELOPDEVELOP OPERATE OPTIMIZE

Developer productivity & all the ops -illities
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Adding AI…?
🤖
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Rapidly respond to CVEs

Lifecycle automation & patching

Credential rotation

Automated compliance

Built-in Observability

App, Platform/AI 
Teams

Bring their own framework

Simple command to push to production

Frictionless data services & content

Plug into any CI/CD

AI-Ready dev framework

App Teams

Autoscaling & load balancing

Flexibility to run on any Cloud

Ability to curate services

AI & platform quota management

Zero downtime deployments

Platform/AI Teams

Integrated model observability

Continuous model curation

Self-service model access

Integrate with enterprise data

Model running & updating

Control costs & policy with guardrailsAI

AI

AI

AI

AI

AI

OPTIMIZEOPERATEDEVELOPDEVELOP OPERATE OPTIMIZE

A platform treats AI like any other service, adding AI 
middleware & focusing on new models & frameworks



19Source: “How platform teams can help scale generative AI application delivery," Manjunath Bhat, Gartner, PlatformCon 2025, June, 2025 For another stack, see also “Can Platform Engineering Accelerate 
AI Adoption?", Jennifer Riggins, The New Stack, August, 2025.

https://www.youtube.com/watch?v=w5oI1og_oe8
https://thenewstack.io/can-platform-engineering-accelerate-ai-adoption/
https://thenewstack.io/can-platform-engineering-accelerate-ai-adoption/
https://thenewstack.io/can-platform-engineering-accelerate-ai-adoption/


20Source: “Tales from Production - Debugging LLMs and GenAI Apps on VMware Tanzu Platform,” Nick Kuhn VMware Explore 2025, No. CODEQT1641LV, August, 2025.

https://www.youtube.com/watch?v=lp1vGxDurOc
https://www.youtube.com/watch?v=lp1vGxDurOc
https://www.youtube.com/watch?v=lp1vGxDurOc
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How do you run a 
platform?

(in private cloud)
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We are building this 
platform not for us, 
we are building it for 
Mercedes-Benz 
developers.”
Thomas Müller, Mercedes-Benz

“

https://www.youtube.com/watch?v=gqKr-lK2Yyg
https://www.youtube.com/watch?v=gqKr-lK2Yyg
https://www.youtube.com/watch?v=gqKr-lK2Yyg
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Find the Developer Toil, Confusion, Blockers
Find the Developer Toil, Confusion, Blockers

- What are we making? 

- We have a strong vision for our product, and we're doing important 
work together every day to fulfill that vision. 

- I have the context I need to confidently make changes while
I'm working. 

- I am proud of the work I have delivered so far for our product. 

- I am learning things that I look forward to applying to future products. 

- My workstation seems to disappear out from under me while I'm 
working. 

- It's easy to get my workstation into the state I need to develop
our product.

- What aspect of our workstation setup is painful?

- It's easy to run our software on my workstation while I’m
developing it. 

- I can boot our software up into the state I need with minimal effort. 
- What aspect of running our software locally is painful? What could we 

do to make it less painful? 

- It's easy to run our test suites and to author new ones. 
- Tests are a stable, reliable, seamless part of my workflow. 

- Test failures give me the feedback I need on the code I am writing.
- What aspect of production support is painful? 

- We collaborate well with the teams whose software we
integrate with. 

- When necessary, it is within my power to request timely changes from 
other teams. 

- I have the resources I need to test and code confidently against 
other teams' integration points. 

- What aspect of integrating with other teams is painful? 

- I'm rarely impacted by breaking changes from other tracks of work.
- We almost always catch broken tests and code before they're 

merged in.
- What aspect of committing changes is painful? 

- Our release process (CI/CD) from source control to our story 
acceptance environment is fully automated. 

- If the release process (CI/CD) fails, I'm confident something is truly 
wrong, and I know I'll be able to track down the problem. 

- What aspect of our release process (CI/CD) is painful?

- Our team releases new versions of our software as often as the 
business needs us to. 

- We are meeting our service-level agreements with a minimum of 
unplanned work. 

- When something is wrong in production, we reproduce and solve the 
problem in a lower environment. 

Sources:  "Developer Toil: The Hidden Tech Debt," Susie Forbath, Tyson McNulty, and Coté, August, 2022. See also Michael Galloway’s interview questions for platform product managers.

https://tanzu.vmware.com/content/white-papers/developer-toil-the-hidden-tech-debt?utm_source=cote&utm_campaign=devrel&utm_content=vEAPNL2024&utm_medium=presentation
https://github.com/cncf/tag-app-delivery/issues/282
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👨💼 Chat (for normals)…
- Your own ChatGPT.
- Customer service.
- Better search.
- Chat—as-UI

👩💻 Programming…
- New & old code.
- SDLC juicing.
- Trad’l “data science.”
- Making pptx?

💾 AI in apps…
- Sales assistants.
- Sloppy integration.
- Science-ing.
- ???

Note: audio, pictures, video are omitted.

Sources: Tanzu customers; AI at Goldman, FT, September 14th, 2025; “Leverage Generative AI to Streamline the Software Development Lifecycle," Banu Parasuraman, Andrew Berenato, 

Explore 2025, August, 2025.

https://cote.io/2025/09/15/goldman-sachs-bankers-explore-limits.html
https://www.youtube.com/watch?v=rZBMZyKOLkw
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Run and customize your PaaS, don’t build it

350 apps supported by 7 platform engineers

300 apps supported by 8 platform engineers

1,200 developers supported by 6 platform engineers

2,500 developers supported by 5 platform engineers

45 app teams supported by 1 ops team

Sources: Kroger, GAIC, Mercedes-Benz, two anonymized large enterprises. See also ESG ROI study.

https://thenewstack.io/open-source-platform-engineering-a-decade-of-cloud-foundry/
https://tanzu.vmware.com/content/ebooks/platformengineering-whatyouneedtoknownow
https://www.youtube.com/watch?v=lGBRWG6gK3E&t=613s
https://www.youtube.com/watch?v=lGBRWG6gK3E&t=613s
https://www.youtube.com/watch?v=lGBRWG6gK3E&t=613s
https://tanzu.vmware.com/content/blog/tanzu-platform-for-cloud-foundry-is-bringing-customers-faster-to-market
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Platform marketing

Sources: ING, 2023;BT Canvas team; MB.io; Duke Energy; Allstate; "Take DevOps to 11 and Sprinkle Cloud on it with Rainbows and Unicorns," Matt Curry, s1p 2017. “Improve 
Developer Productivity with Platform as a Product,” VMware Explore, Nov. 2022; Kessel Run Wikipedia page (circa Feb 2025); platform marketing whitepaper, Coté, 2025.

https://www.mercedes-benz.io/who-we-are/
https://www.youtube.com/watch?v=_FRaAC-smqI
https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW?utm_source=cote&utm_campaign=devrel&utm_content=platstrat2023&utm_medium=presentation
https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW?utm_source=cote&utm_campaign=devrel&utm_content=platstrat2023&utm_medium=presentation
https://en.wikipedia.org/wiki/Kessel_Run
https://cote.io/uploads/2025/internal-developer-platform-marketing.pdf
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What have 
you done for 
me lately?”
Tales of ROI, or,

Metrics == Money

“

Picture: Know Your Meme.

https://knowyourmeme.com/photos/112566-ha-ha-guy
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Speed Stability Scalability Security Savings

Velocity is a vector 
comprised of speed and 
direction. 

We bring a raw speed of 
advantage to the LOBs and 
also enable them to rapidly 
and reliably respond to 
changes in direction in the 
service of the business 
based on user feedback 
loops.

Reality is a complex 
landscape of changing 
priorities, emergent bugs, 
evolving architectures, 
and staffing changes.

We help the LOB achieve 
resiliency and low volatility 
as they deliver customer 
value in the face of this 
complex reality. 

LOBs need to scale across 
two dimensions:

People - LOBs strive to 
attract developers and 
ramp productivity linearly 
with personnel.

Apps - LOBs need to 
rapidly scale their 
applications and their 
complexity to handle 
demand. 

To move rapidly the team 
needs to feel secure in making 
code changes aggressively. 
Automated test coverage 
provides this safety net. 

To rapidly search for customer 
value LOBs must adopt a 
learning culture that fosters 
psychological safety 
necessary to fail and learn 
from failure. 

Teams must reduce risk 
and waste through small 
batch delivery and fast 
consumer feedback.

This drives significant 
savings as use of the 
product grows and is key 
to maintaining their trust 
and enabling them to go 
fast, forever. 

In
di
ca

to
rs

MEASUREMENTS MEASUREMENTS MEASUREMENTS MEASUREMENTS MEASUREMENTS

❏ Time to value (cycle time) 
❏ Frequence of customer 

feedback
❏ Time between bug 

identification and fix 
❏ Time from feedback to 

deployment of change
❏ Customer satisfaction (NPS)
❏ Business satisfaction

q Volatility (std dev in 
velocity / mean velocity)

q # of defects generated 
per developer - year 

q % of software launches / 
upgrades delayed due to 
defects 

q Employee satisfaction 
(ENPS)

❏ # of products in development 
❏ # of products measuring 

business success
❏ Investment ratios: spend 

developing software vs 
operating and systems 

❏ Disruption caused by doubling 
workload

❏ Ability to attract and retain 
talent (# of internal referrals)

❏ % teams using CI
❏ % teams doing TDD
❏ Time from commit to 

deployment 

❏ Fraction of developer time 
spend writing code and 
delivering value

❏ Product:dev ratio
❏ Business satisfaction
❏ # of go/no-go decisions based 

on business success 

Metrics for the LINE OF BUSINESS

Sources: Tanzu customer interviews and consulting, ~2015 to 2025; “Common platform team mistakes and how to avoid them," Camille Fournier, PlatformCon 2025, July, 2025.

https://www.youtube.com/watch?v=kPXsk5-m1MM
https://www.youtube.com/watch?v=kPXsk5-m1MM
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Speed Stability Scalability Security Savings

IT can efficiently upgrade, 
patch, and manage the 
platform. 

They rapidly onboard new 
application teams and 
provide the necessary 
services to quickly unblock 
teams and enable them to 
deliver consumer value. 

Our customers entrust us 
with their production 
workloads and their 
developer productivity. 

We must provide adequate 
SLOs to meet their needs 
and earn their trust by 
ensuring compatibility and 
uptime across platform 
upgrades.

IT needs to provide an “at-
scale” service on-demand 
at the whim of the 
business. 

They need to explore all 
options with minimal 
friction as they grapple 
with the mix of workloads 
on-premise and in the 
cloud. 

Security is a paramount 
concern for our customers. 
We earn their trust by 
providing a platform that is 
secure by default. 

We solve for security and 
reduce security-related 
friction and toil in order to 
enable our customers to go 
fast, forever. 

IT must meet the needs of 
thousands of developers 
within tight budgetary 
constraints.

We provide a platform 
that simultaneously 
reduces complexity and 
sprawl and improves the 
ops:dev ratio.

In
di
ca

to
rs

MEASUREMENTS MEASUREMENTS MEASUREMENTS MEASUREMENTS MEASUREMENTS

❏ # prod/dev deploys per 
month

❏ # platform upgrades per 
month

❏ Platform upgrade speed
❏ # of new apps 

onboarded/month
❏ Team distribution of skills 

q Minutes of prod outage per 
year 

q Minutes of dev outage per 
year

q Mean time to recovery 
q Mean time between 

failures
q # of upgrade-related 

failures

❏ Queries per second
❏ # of AIs per foundation
❏ # of SIs per foundation 
❏ # of foundations 
❏ # of teams using the platform
❏ Does increasing workload on 

existing 

❏ Time between identifying 
and patching a CVE

❏ Cost in person-hours or 
dollars of leaked 
credential 

❏ Fraction of operator time 
spent on security 
configuration 

❏ # of 
disruptions/suspensions due 
to security concerns 

❏ Operator:developer ratio
❏ # of apps per operator
❏ # of foundations per operator
❏ Degree of automation for 

provisioning, build, test, 
change approval governance, 
deployment, perf 

Metrics for the IT

Sources: Tanzu customer interviews and consulting, ~2015 to 2025.
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Scaling Phase – Pairing & Seeding to build trust & training

1. Create platform marketing program.

2. Find two to five more apps.

3. Pair & seed from first dev & platform team to new 
teams.

4. "Shift Left" - build golden paths for governance, 
security, etc.

5. Add more infrastructure staff with pairing & 
seeding.

6. Do this for three months.

7. Repeat, growing number of apps as pairing & 
seeding allows.

Sources: “From 0 to 1000 Apps: The First Year of Cloud Foundry at The Home Depot,” Anthony McCulley, The Home Depot, Aug 2016; “Cloud Native at The Home Depot, with Tony McCulley,” Pivotal 
Conversations #45; USAF presentations and write-ups; "Driving Business Agility Without Large-Scale Transformation Programs," Venkatesh Arunachalam, Sep 2021; The Home Depot 2022[?]Q4 earnings call; 
The Business Bottleneck, Coté.

http://bit.ly/2EaaVSW
http://bit.ly/2EaiQQm
http://bit.ly/2EaiQQm
https://speakerdeck.com/cote/the-agile-warfighter-creating-better-software-in-defense?slide=19
https://speakerdeck.com/cote/the-agile-warfighter-creating-better-software-in-defense?slide=19
https://speakerdeck.com/cote/the-agile-warfighter-creating-better-software-in-defense?slide=19
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs
https://diginomica.com/digital-efficiency-focus-remains-track-lowes-and-home-depot-margins-come-under-supply-chain
https://diginomica.com/digital-efficiency-focus-remains-track-lowes-and-home-depot-margins-come-under-supply-chain
https://diginomica.com/digital-efficiency-focus-remains-track-lowes-and-home-depot-margins-come-under-supply-chain
https://diginomica.com/digital-efficiency-focus-remains-track-lowes-and-home-depot-margins-come-under-supply-chain
https://diginomica.com/digital-efficiency-focus-remains-track-lowes-and-home-depot-margins-come-under-supply-chain
https://tanzu.vmware.com/content/ebooks/the-business-bottleneck?utm_source=cote&utm_medium=PowerPoint&utm_content=productresiliance&utm_campaign=devrel
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Running a platform: Platform Engineering Maturity Model

Source: “Platform Engineering Maturity Model," CNCF Platforms Working Group, October, 2023.

https://tag-app-delivery.cncf.io/whitepapers/platform-eng-maturity-model/
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Getting ready for a long journey
Questions, topics, & analysis

1. Expect 3 to 5 years: “Small organizations might swim through level three, while large enterprise 
organizations with lots of heritage and legacy, might be here for years.”

2. Do you have and/or need microservices and 12 factor apps? How many new apps do you have?

3. How will you modernize your existing apps? Would lift-and-shift or leave alone be better?

4. How will you standardize & centralize infrastructure, [dev|ops|security|compliance] practices?

5. How can you make continuous learning stick? 

6. How will you change the organization and team definition, structures, and incentives?

7. How will you get The Business to work weekly with the developers?

8. Costs do not decrease until you decommission old infrastructure and legacy apps.



Get an AI App Up and Running in Under 2 Weeks

What is it:

Developed by innovators of Cloud 
Foundry, the AI Starter Kit provides a 
seamless path to your first AI application 
on Tanzu Platform. 

Who is it for:

Platform engineers, application 
developers and data teams can utilize AI 

Starter Kit to develop patterns for scaling 
AI apps.

Expected results:

● Frictionless AI Prototyping
● Forecast AI needs more accurately
● Identify optimal delivery strategies
● Optimize production performance
● Reduce GPU dependency

Why it’s needed:

● Take AI out of the shadows and support  internal 
innovation with minimal friction 

● De-risk AI exploration and prepare for scaled AI 
app rollout 

● Ensure your models are ready for primetime  with 
performance, accuracy and ROI 

TryTanzu.ai
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Thanks!
📨 https://newsletter.cote.io/

🏢 cote@broadcom.com

Slides & stuff

https://newsletter.cote.io/
mailto:cote@broadcom.com

