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Let’s migrate!
Or, why does this keep happening?



Broadcom Proprietary and Confidential. Copyright © 2026 Broadcom.  
All Rights Reserved. The term “Broadcom” refers to Broadcom Inc. and/or its subsidiaries.

33

Coté
https://www.cote.io/ | cote@broadcom.com

Tanzu

Catsup

https://go-vmware.broadcom.com/01-248_reg_the-business-bottleneck?utm_source=cote&utm_medium=presentation&utm_content=talk&utm_campaign=devrel
https://www.vmware.com/docs/ebook-monolithic-transformation?utm_source=cote&utm_medium=presentation&utm_content=talk&utm_campaign=devrel
https://learning.oreilly.com/library/view/changing-mindsets-the/9781098105839/?utm_source=cote&utm_medium=presentation&utm_content=talk
https://www.softwaredefinedinterviews.com/?utm_source=cote&utm_medium=presentation&utm_content=talk
https://www.cote.io/?utm_source=cote&utm_medium=presentation&utm_content=talk
https://www.youtube.com/playlist?list=PLAdzTan_eSPSlg3nySSAI7DjrbN2Bt56r
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“They hired me to make 

changes, so let’s make 

changes.”
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It works!
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- 350 apps / 7 ops
- 300 apps / 8 ops

- 30,000 devs / 50 ops
- 6,500 devs / 16 ops
- 2,500 devs / 5 ops
- 1,200 devs / 6 ops

- 45 app teams / 5 ops
- 300 app teams / 4 ops

Sources: Kroger, GAIC, Mercedes-Benz, conversations with FSI platform engineers; “Enterprise 

Grade Platform Engineering at Charles Schwab," Coté, September, 2024, based on Schwab's Explore 

2024 panel; Rabobank ops conversations, CF Day EU 2025,  Oct 7th, 2025; “3 Cloud Foundry 

Stories," Coté, CF Day EU, Oct 7th, 2025.

https://thenewstack.io/open-source-platform-engineering-a-decade-of-cloud-foundry/?utm_source=cote&utm_medium=presentation&utm_content=platform2026
https://tanzu.vmware.com/content/ebooks/platformengineering-whatyouneedtoknownow?utm_source=cote&utm_medium=presentation&utm_content=platform2026&utm_campaign=devrel
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://blogs.vmware.com/tanzu/enterprise-grade-platform-engineering-at-charles-schwab/?utm_source=cote&utm_medium=presentation&utm_content=platform2026&utm_campaign=devrel
https://blogs.vmware.com/tanzu/enterprise-grade-platform-engineering-at-charles-schwab/?utm_source=cote&utm_medium=presentation&utm_content=platform2026&utm_campaign=devrel
https://event.vmware.com/flow/vmware/explore2024lv/content/page/catalog?search=2089&tab.contentcatalogtabs=1627421929827001vRXW&_gl=1*145o0k2*_ga*MTAwOTQ3NzQ2Ny4xNzUyMDczMjMw*_ga_8VJHMNGE3E*czE3NTkyMjIwNjkkbzQ4JGcxJHQxNzU5MjIyMTE1JGoxNCRsMCRoMA..&utm_source=cote&utm_medium=presentation&utm_content=platform2026&utm_campaign=devrel
https://event.vmware.com/flow/vmware/explore2024lv/content/page/catalog?search=2089&tab.contentcatalogtabs=1627421929827001vRXW&_gl=1*145o0k2*_ga*MTAwOTQ3NzQ2Ny4xNzUyMDczMjMw*_ga_8VJHMNGE3E*czE3NTkyMjIwNjkkbzQ4JGcxJHQxNzU5MjIyMTE1JGoxNCRsMCRoMA..&utm_source=cote&utm_medium=presentation&utm_content=platform2026&utm_campaign=devrel
https://www.youtube.com/watch?v=OHM3EG4IiV0&t=8s
https://www.youtube.com/watch?v=OHM3EG4IiV0&t=8s
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Four multi-year success stories at large enterprises

!

Source: “Three Cloud Foundry Stories,” Coté, CF Day, October, 2025.

https://talks.cote.io/cfdayeu2025/
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Replace it with what?
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Starting over again

“Most rearchitectures 

take three to five years.”

CNCF Platform Engineering Maturity Model v1.0.0, 2023

Sources: CNCF Platform Engineering Maturity Model,2023; Platform Engineering, Fournier & Nowland, 2024.

Assuming it 

works!!

https://www.oreilly.com/library/view/platform-engineering/9781098153632/
https://tag-app-delivery.cncf.io/whitepapers/platform-eng-maturity-model/
https://www.oreilly.com/library/view/platform-engineering/9781098153632/
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The full cycle is much longer

Scrappy 

Platform
Run Scrappy

“Next 

budget 

cycle”

Build new platform, migrate apps

1 year 2 to 3 years 1 year 3 to 5 years

Sources: customer interviews; ”over drinks” confessionals; Platform Engineering, Fournier & Nowland, 2024.

https://www.oreilly.com/library/view/platform-engineering/9781098153632/
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1111Source: CNCF Annual Cloud Native Survey, 2023, 2024, 2025. Figure 6. n=522, 408, 365. 

https://www.cncf.io/reports/cncf-annual-survey-2023/
https://www.cncf.io/reports/cncf-annual-survey-2024/
https://www.cncf.io/reports/the-cncf-annual-cloud-native-survey/
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The Current New Thing

Needs a New Platform
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Use The Current Urgent Thing
…to promote the current platform
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Already and agentic platform
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Image

Registry

K8s VM

VPC

Object Volume

Data services

Push to Harbor

Git, Jenkins, Helm

Networking & 

Load Balancing Blueprint

Agents in your CaaS

Platform 

Engineer

App Builder(s)

Source: “Inside the Coding Agent-Powered SDLC,” Adib Saikali & Frank Denneman, Explore 2026.

https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
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Source 

Code

push

Platform as a Service

End User

service bind

scale

CF marketplace

app dns

url

service 

create

app

Keep agents out of your PaaS

Platform 

Engineer

App Builder(s)

Source: “Inside the Coding Agent-Powered SDLC,” Adib Saikali & Frank Denneman, Explore 2026.

https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
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What makes humans productive makes AI even more productive
…and, what makes your enterprise safe from human goofs, helps make it safe from AI goofs

Agent Provisions Infrastructure

● Agent must reason about infrastructure 

topology, sizing, and configuration

● Each agent can make different 

provisioning decisions

● Dedicated infrastructure can lead to over-

provisioning and resource sprawl

● More agent decisions create more 

opportunities for errors

Agent Consumes Services

● Agent selects from platform-defined 

service plans

● Platform team controls sizing, 

configuration, policy, and lifecycle

● Services can be backed by shared, right-

sized infrastructure

● Every agent gets a repeatable, governed 

service

Source: “Inside the Coding Agent-Powered SDLC,” Adib Saikali & Frank Denneman, Explore 2026.

https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
https://www.vmware.com/explore/video/6403822507112
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A working platform is 

invisible
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Seeing Platforms
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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
d
ic
a
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

❑ Volatility (std dev in 

velocity / mean velocity)

❑ # of defects generated per 

developer - year 

❑ % of software launches / 

upgrades delayed due to 

defects 

❑ 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
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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
d
ic
a
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 

❑ Minutes of prod outage 

per year 

❑ Minutes of dev outage per 

year

❑ Mean time to recovery 

❑ Mean time between 

failures

❑ # 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; “Common platform team mistakes and how to avoid them," Camille Fournier, PlatformCon 2025, July, 2025.

https://www.youtube.com/watch?v=kPXsk5-m1MM
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Platform marketing & community management

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); laptop picture cleaned-up 

in ChatGPT to unblur finger, original available upon request.

https://www.mercedes-benz.io/who-we-are/?utm_source=cote&utm_medium=presentation&utm_content=platform2026
https://www.youtube.com/watch?v=_FRaAC-smqI
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_medium=presentation&utm_content=platform2026&utm_campaign=devrel
https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW&utm_source=cote&utm_medium=presentation&utm_content=platform2026&utm_campaign=devrel
https://en.wikipedia.org/wiki/Kessel_Run?utm_source=cote&utm_medium=presentation&utm_content=platform2026
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Thanks!
"  cote@broadcom.com

​      TryTanzu.ai

Slides & stuff!

mailto:cote@broadcom.com
https://trytanzu.ai/?utm_source=cote&utm_medium=presentation&utm_content=talk&utm_campaign=devrel

