
Platform 
Engineering 
at Lunar
And Why Backstage Is Not The Answer To Your Problems

Azure DevOps Community
March 6th, 2024



Bjørn Hald Sørensen
Head of Technology at 
Lunar
Joined in 2017
Engineer transitioned 
into management



Lunar
Quick facts

● Founded 2015
● Banking license 2019
● 900k customers
● 500 employees
● 110 in Technology
● 778 microservices
● 1300 Git repositories
● 57 daily production releases



Team 
Topologies

Stream-aligned team

Platform team

Stream-aligned team

Stream-aligned team
Complicated 
Subsystem 

team

https://teamtopologies.com/

Enabling 
team



What developers want What they don't want

Make decisions

Write code

Release code

Provision infrastructure 

Write Dockerfiles

Write Kubernetes yaml

Write Terraform 

Create databases



Abstract complexity away

Platform

shuttle

Templating

Developer

hamctl

Status

Release

Scripts (build, test, push…)

Pipeline

Rollback

GitOps

Security scan

Feedback

Compliance

CI



Abstractions like shuttle and hamctl enables us to build 
great experiences with minimal cognitive load for 
developers

1
Paved paths

Making conscious decisions for a safe development 
environment for everyone

2
Opinionated

Everything you need in one place to deliver value3 Developer portal

Open ended configuration enabling the future
4 Declarative



> What is an internal developer portal?

An internal developer portal is a centralized 
platform within an organization that serves as a 
hub for developers.

Its primary purpose is to streamline and enhance 
the software development process by providing 
access to various tools, resources, and 
information.
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engineers
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Fast
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micro 
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1000x 
micro 
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visible
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Organize
1000x 
micro 
services
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Unhappy 
engineers
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Lack of 
adoption
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Complex
adoption
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Simplify 
adoption



But then 
what?
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Platform Engineering Maturity Model
ASPECT PROVISIONAL OPERATIONAL SCALABLE OPTIMIZING

Investment How are staff and funds allocated to 
platform capabilities?

Voluntary or 
temporary

Dedicated 
team

As product Enabled 
ecosystem

Adoption Why and how do users discover and 
use internal platforms and platform 
capabilities?

Erratic Extrinsic push Intrinsic pull Participatory

Interfaces How do users interact with and 
consume platform capabilities?

Custom 
processes

Standard 
tooling

Self-service 
solutions

Integrated 
services

Operations How are platforms and their capabilities 
planned, prioritized, developed, and 
maintained?

By request Centrally 
tracked

Centrally 
enabled

Managed 
services

Measurement What is the process for gathering and 
incorporating feedback and learning?

Ad hoc Consistent 
collection

Insights Quantitative 
and 
qualitative

https://tag-app-delivery.cncf.io/whitepapers/platform-eng-maturity-model/
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