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Starting point

- Fast-growing company 🚀
- Many new projects 🏗
- Many newcomers every week 󰞵



Challenges



Release process

- CI/CD Pipelines non-standardized 󰷺
- App configuration coupled from build process



Release process



Autonomy

- Complex boilerplate process

- Many manual actions

- High friction between teams



Scalability

- Platform team becomes a bottleneck

- Difficult to keep up with number of projects



Our proposal



Adopting GitOps - Principles

- Declarative

- Versioned and 
Immutable

- Pulled Automatically

- Continuously Reconciled

Pull changes Reflect changes



Adopting GitOps - How we did it?

- Deploy ArgoCD

- Move k8s configuration to a mono-repo

- Start using GitHub reusable workflows



Adopting GitOps



Increasing Autonomy

- Automate component creation

- Automate standardization and good practices 
adoption



Increasing Autonomy



Our proposal - Final picture

Create repo 
and PRs! Pull / Push 

changes!

Create some 
IaC resources DEPLOY!



Increasing Autonomy - How we did it?

- Create our Internal Developer Portal using 
Backstage

“An open platform for building developer portals”

- Software templates to provide self-service 
boilerplates



Increasing Autonomy - How we did it?



TALK IS CHEAP!



Lessons Learned - GitOps

- Was it worth the effort?

- Separate config from application?



Lessons Learned - Backstage

- When? 🤔💭
- Does it make sense? 



Feedback is 
welcome! 🙏

Thank you!
Any 

questions?


