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Psychological safety .
for your platform engineering

Shinya Yanagihara
— Developer Advocate, VMware Japan
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About me

PEN SOURCE SUMMIT

Shinya Yanagihara

e Company: VMware Japan

* Role: Developer Advocate

* Career:
S O» = 5 » vimware
* My motto:

“Work for the Developer Experience”



Introduction

Fostering Innovation and Adaptability through a Learning Organization



What is Platform Engineering?

Hype Cycle for Emerging Tech, 2022
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Gartner Hype Cycle

Foundation Models

Web3

Computational Storage
Superapps

Industry Cloud Platforms

Ex}

Decentralized Identity
NFT
Cloud Data Ecosystems

Internal Talent Marketplaces

Digital Humans
Dynamic Risk
Governance

Observability-Driven
Development

Expectations

9
Code Generation
Generative Design Al
ity Autonomic Systems
Innovation
¢ Trigger

Peak of
Inflated
Expectations

Trough of
Disillusionment

Enli¢

Time

Plateau will be reached:

(O less than 2 years ® 2to5years @ 51010 years A More than 10 years

SN o
JuUvVollialive

Observability-Driven
Development

Data Observability Cloud Sustainability

Platform Engineering

Causal Al
Open Telemetry

Minimum Viable
Architecture

Digital Twin of
a Customer

Metaverse

Augmented FinOps

Machine Learning
Code Generation

Generative Desian Al

gartner.com

Source: : Gartner

: G
© 2022 Gartner, Inc. and/or its affiliates. All rights reserved. Gartner and Hype Cycle are registered trademarks of Gartner, Inc. and its affiliates in the U.S. 1893703

Gartner
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What is Platform Engineering?
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OoenSo AglCenlrl%?'aaS Generative Al ° °
en-source ¥rogram ice
i e %\ Lo qcmanne Hype Cycle for Emerging Technologies 2023
Al TRISM {
WebAssembly (Walsm) 'Ot / r
Federated Machine Learnin | AP Rl TZISRA N ’
Industry Cloud Platforms Software Engineering Al l K 'bM \\ .
Internal Developer Portal ) \ v
% Homoresmi oo WebAssembly (Wasm) \ )
o Value Stream Management Platforms( ) .
= Reinforcement Learning
<
p=| Cloud Development Environments : :
5 GraphDaa Scence Federated Machine Learnin ,
& Softwi
b3 Al Slmulalllgrlw
- Postquantum Crypl%;trj::hy S p I
Internal Developer Porta
Neuro-Symbolic Al
Augmented FinOps Cloud Stalnab -
Su ity (
o Homomorphic Encryption
et Operecu t Stream Management Platforms!
ersecurity " ™
Reinforcement Leaming @
Innovation Peak of Inflated Trough of Slope of Plateau of T
Trigger Expectations Disillusionment Enlightenment Productivity
TIME
Plateau willbe reached: () <2yrs. ) 2-5yrs. @ 5-10yrs. A >10yrs. & Obsolete before plateau

Gartner
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/ Article Platform engineering is an emerging technology
approach that can accelerate

and the pace at which they produce

Platform engineering implements reusable tools

M 5 oNQn.o 5
(g v and self-service capabilities with automated
October 05, 2022 Contributor: Lori Perri mfraStrUCture operatlons, |mprovmg the

developer experience and productivity.

Platform engineering is an emerging technology approach that can accelerate

the delivery of applications and the pace at which they produce business value. This tech nology approach utilizes reusable
configurable application components and
Platform engineering improves developer experience and productivity by providing self-service se rvices_

capabilities with automated infrastructure operations. Platform engineering is trending because of
its promise to optimize the developer experience and accelerate product teams’ delivery of
customer value.

) . . . A . The benefit to users is in standardized tools,
Platform engineering emerged in response to the increasing complexity of modern software
architectures. Today, non-expert end users are often asked to operate an assembly of complicated com pOnentS and automated processes.

arcane services,” says Paul Delory, VP Analyst at Gartner. “To help end users, and reduce friction for
the valuable work they do, forward-thinking companies have begun to build operating platforms
that sit between the end user and the backing services on which they rely.”




What is Platform Engineering?

Product and application teams

g >
Documentation and search User Interfaces (Web Portals) neg
platform
interfaces =
Project and environment templates " || APIs and CLIs = a
. . > R
provide environments and 8 O« 9 | YBREN
resources b4
: identify and .
(s /O] data: autho?ilze scan artlfaCFs A Fohaate
il O e enforce policy build, test &
platform CaCheS, \ 7 users and services d( l]\/( I\
ape.s - e v . ; 1elivery
capabilities @A ok @eonVv| Z:EHeC
. 5 RAS -
infrastructure: alvey %3 y » 9 0
FOmpLE me—sug bind services store artifacts )
network, queues, to workloads in registries and observe
storage brokers via secrets repos workloads

Capability and service providers

(CNCF Platforms White Pa per https://tag—app—deIivery.cncf.io/whitepapers/platforms/)
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Platforms provided by Platform Engineering

Web portals

“Golden path”
templates and docs

Automation for delivering
and verifying

Observability

Data services

(database, cache, object store)

ldentity and secret

Artifact storage

APIs

Automation for building
and testing

Development
environments

Infrastructure

(Compute, Network, block/volume)

Messaging

Security



The Dual Pillars of Platform Engineering gt e
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* Technology * Culture
* Software * feam

* Engineering
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Cultural Aspects of Platform Engineering == oo
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* Technology * Culture

» Software e Team
* Engineering

l
llaboration
Platform as a Product
Feedback and
Improvement

ContinUous Psychological Safety
Improvement

Innovation Mindset

Adaptability

Transparency

Diversity and
Inclusion

Ownership and Continuous Learning
Accountability
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Cultural Aspects: Platform as a Product
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* Technology * Culture

» Software e Team
* Engineering

l
llaboration
Platform as a Product
Feedback and
Improvement

ContinUous Psychological Safety
Improvement

Innovation Mindset

Adaptability

Transparency

Diversity and
Inclusion

Ownership and Continuous Learning
Accountability
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Cultural Aspects: Platform as a Product
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¥

Product

General Retailing JQB CD
y 0—07_con

o : ' S
: ser-Centric Focus : (Consumer)
| Feedback Loop |
: I
-----------------------
: I
- '
Platform I Branding |
Engineering r : 'I
Platform
(Internal Developer Platform, IDP) @
Platform Engineer Customer

(App Developer)
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* Technology * Culture

» Software e Team
* Engineering

l
llaboration
Platform as a Product
Feedback and
Improvement

Continuous Psychological Safety
Improvement

Innovation Mindset

Adaptability

Transparency

Diversity and
Inclusion

Ownership and Continuous Learning
Accountability




Platform Engineering
and
Psychological Safety




What is Psychological Safety ?
* 1 organization can express themselves, take risks,
and share ideas without fear of negative
Safety —
Risk-Taking

A shared belief that individuals in a team or
P h I : I conseguences.
sychologica
Learning Culture

Innovation and Creativity

Collaboration and Teamwork

\




What is Psychological Safety ?

=

Definition
A shared belief that individuals in a team or
organization can express themselves, take risks,
and share ideas without fear of negative

PSVChOlOgIC3| conseguences.

Open Communication

Risk-Taking

' Safety

Open communicati onest
discussions, helps res understandings, Innovation and Creativity
and encourages active | ing among team
members.

Learning Culture

Collaboration and Teamwork




A shared belief that individuals in a team or
P h I : I conseguences.
sychologica
Learning Culture
creating an atmosphe e individuals are

What is Psychological Safety ?

* 1 organization can express themselves, take risks,

and share ideas without fear of negative
Open Communication
Safety S—
Risk-Taking
Psychological safet es risk-takin
Innovation and Creativity

comfortable stepping o their comfort
Zones.

Collaboration and Teamwork




What is Psychological Safety ?

‘ r

and share ideas without fear of negative
conseguences.

A shared belief that individuals in a team or
Psychological

organization can express themselves, take risks,
Safety

Open Communication
Risk-Taking
unities 1o Learning Culture
d team members ) w
eir experiences. Innovation and Creativity

g development and

Mistakes are view
growth rather than
actively seek to learn fr
This culture supports o
individual improvement.

Collaboration and Teamwork




Definition
A shared belief that individuals in a team or

What is Psychological Safety ?
organization can express themselves, take risks,

I and share ideas without fear of negative

PSVChOlOgIC3| conseguences.

Open Communication
' Safety

Psychological safet nnovation a
creativity by fostering ronment where Innovation and Creativity
diverse perspectives an el ideas are
embraced.

Risk-Taking

Learning Culture

Collaboration and Teamwork




What is Psychological Safety ?

=

Definition
A shared belief that individuals in a team or
organization can express themselves, take risks,
and share ideas without fear of negative

PSVChOlOgIC3| conseguences.

Open Communication

Risk-Taking

' Safety

Psychological safety collaboration
and teamwork by buil ust and reducing
barriers to effective co ication.

Learning Culture

Innovation and Creativity

Collaboration and Teamwork
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Four zones of Psychological Safety
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Learning Zone

 Team members feel valued, included, and respected.

* Individuals are comfortable contributing their ideas

* Mistakes are viewed as opportunities for learning, and
there's an open exchange of constructive feedback

Lea rn I ng Comfort Zone

ZO ne * Team members are willing to admit mistakes
* |Individuals might lean towards familiar approaches rather
than seeking out new challenges

ycological Safety

(7]
(=
N

High :
Anxiety Zone

 Team members are cautious about taking risks.

* Individuals may refrain from sharing their opinions

Apat hy AnX|ety * The fear of potential negative outcomes prevents open

communication and the free exchange of ideas

ZO ne ZO R[S Apathy Zone

* Team members are hesitant to express dissenting opinions
* There's a lack of willingness to propose innovative ideas
* Fear of negative consequences




lllusions in the Comfort Zone
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Even a team with open communication will
be in a Comfort Zone if it is not actively
Lea rning taking risks and participating in challenging

Zone initiatives.

Comfort
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Open Communication
High

Anxiety Learning Culture

one : w
Innovation and Creativity

Collaboration and Teamwork
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Reasons to Avoid the Comfort Zone
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Complacency

The Comfort Zone breeds complacency, where individuals
become comfortable with routine and avoid pushing their
boundaries.

Learning

ZO ne Staying in the Comfort Zone causes individuals to miss out on
valuable opportunities for personal and professional growth.

Lack of Innovation

When there's resistance to change or trying new things,
innovation tends to suffer

Reduced Resilience

Comfort

vlogical Safety

AnX|ety Individuals who haven't faced challenges or taken risks may
lack the resilience needed to navigate unexpected hurdles or
ZO ne setbacks effectively.

Lack of Adaptability

When the status quo becomes a priority, it's challenging to
adapt to new circumstances or market shifts.

Low




Comfort
one

Learning
Zone

High

Anxiety
/one
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Reasons to Aim for the Learning Zone == =
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Continuous Improvement

It encourages individuals to seek out new challenges,
experiment with different approaches, and learn from both
successes and failures.

Adaptability

It encourages individuals to be open to change, embrace
| uncertainty, and adjust to new situations.

‘ It encourages creative thinking and exploration of new ideas.

Resilience

Individuals develop resilience because they're accustomed to
facing challenges and learning from setbacks.

Engagement

When individuals are encouraged to take risks and contribute
their ideas, they feel more invested in the organization's
success.
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Learning Zone for Platform Engineering
Adaptation to
Technological Advances
Innovation and Creativity
Improvement:

c\ OPEN SOURCE SUMMIT

e Learning _
User-Centric Design Complex Problem-Solving
Zone
: Cross-Functional
Risk Management / \ Collaboration
Resilience in the Face of Future-Proofing

Change
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Learning Zone for Platform Engineering
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Platform Learning

Engineering /one

Platform Engineering involves creating tools for software developers, and it's always changing
because technology advances.

Learning Zones encourage us to learn and try new things, which is perfect for staying up-to-date

in platform engineering.




Organization with Learning Zone mindset

Lerning Organization / Platform Engineering Team

Lerning Zone mindset

Peter Senge's concept of a "Learning Organization”

REVISED AND UPDATED WITH 100 NEW PAGES

THE

FLFTH

DISCIPLINE

The Art & Practice of

the Learning Organization

PETER M. SENGE

is detailed in his book "The Fifth Discipline."

Systems Thinking Personal Mastery

&
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CloudNativeCon
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Mental Models Shared Vision Team Learning
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Organization with Learning Zone mindset -
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CloudNativeCon

Lerning Organization / Platform Engineering Team

Qning Zone mindD

Properties consistent with the concept of a learning
REVISED AND UPDATED WITH 100 NEW PAGES . . . .
= ' organization and platform engineering

FIFTH = Platform Contingous Sy..c,te.ms
DISCIPIINE o Engineering Learning Thinking

The Art & Praetice of

the Learning Organization

Collaboration Adaptability
PETER M. SENGE




Why Learning Organization is 6 o

KubeCon | CloudNativeCon

Appropriate for Platform Engineering Sl
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Why Learning Organization is L

KubeCon | CloudNativeCon

Appropriate for Platform Engineering it

o

Platform

(Internal Developer Platform)

Platform Engineering Team




Why Learning Organization is
Appropriate for Platform Engineering

Innovation and Experimentation Knowledge Sharing

Rapid Technology Changes Continuous Improvement
Complex Ecosystems

Platform Engineering Team




Platform Engineering
and
Systems Thinking
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Systems Thinking
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Learning Organization

Systems Thinking Personal Mastery

Mental Models Shared Vision Team Learning

Systems thinking is an approach that recognizes the interconnectedness and interdependencies
among various elements within a complex system.

1. Holistic Perspective 5. Complexity

2. Interconnectedness 6. Holistic Problem-Solving

3. Feedback Loops 7. Adaptation

4. Emergent Properties 8. Alignment with Learning Organization
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Systems Thinking with Loop Diagrams = =
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In this scenario, the reinforcing loop is
primarily focused on how positive

CPerformance Improvement) changes amplify each other, potentially
leading to escalating resource demand

\ and improved performance. y
CConfiguration Change

%creased Resource Demand)
Reinforcing Loop
Load RedistributiOD

Balancing Loop

CPerformance Impact on Other Microservices Monitoring and FeedbacD

The balancing loop is focused on restoring
equilibrium within the system when
C User Experience performance impacts on other microservices

and user experience become negative.




The Value of

Loop Diagrams to Platform Engineering

Reinforcing

Balancing

Balancing
Reinforcing



The Value of
Loop Diagrams to Platform Engineering

Identifying

lexity M
Complexity Management Feedback Loops

Root Cause Analysis \ Optimization

Platform
Engineering
Scenario Analysis Communication

Continuous Alignment with Learning
Improvement Organization




The Value of

Systems Thinking to Psychological Safety



The Value of

Systems Thinking to Psychological Safety



The Value of

Systems Thinking to Psychological Safety



The Value of

Systems Thinking to Psychological Safety



The Value of

Systems Thinking to Psychological Safety



The Value of

Systems Thinking to Psychological Safety



The Value of

Systems Thinking to Psychological Safety



Platform Engineering
and

Psychological Safety

& Systems Thinking




Platfrom Engineering 6 B

and Psychological Safety & Systems Thinkings-z

* Open Communication
e Risk-Taking
e Learning Culture

¢ Complexity Management
* Feedback Loops
* Root Cause Analysis

* Innovation * Adaptability
e Collaboration *...Optimization
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