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You went Back
You Stared at scripts

Today we Fix that



Bulld Your
Golden Path

A Maturity-First Implementation
Approach
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Atulpriya Sharma

9 Hyderabad, India
Sr. Developer Advocate, Improving (formerly InfraCloud)

2l ¢ Co-Chair, KubeCon India'25, CNCF Ambassador, CNCG Hyderabad
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AmMmsterdam’s Golden Path

e Opinionated

e Self-service

e Safe by default

e Reduces cognitive load
e Bullt progressively



Golden Path - 10]

e A supported, opinionated way to build and
deploy software

e Makes the right way the easiest way

e Not a mandate - a product

e Reduces decision fatigue for developers

e Platform team's job: pave it, maintain It, evolve it



Where Do You
Actually Start?



ASPECT

Investment

Adoption

Interfaces

Operations

Measurement

How are staff and funds
allocated to platform
capabilities?

Why and how do users

agiscover and use internal

platforms and platform
capabilities?

How do users interact
with and consume
platform capabilities?

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

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

PROVISIONAL

Voluntary or

temporary

Erratic

Custom
processes

By request

Ad hoc

OPERATIONAL

Dedicated team

Extrinsic push

Standard
tooling

Centrally
tracked

Consistent
collection

SCALABLE

AS product

Intrinsic pull

Self-service
solutions

Centrally
enabled

Insights

OPTIMIZING

Enabled
ecosystem

Participatory

Integrated
services

Managed
services

Quantitative
and qualitative

The Platform
Maturity Model tells
you where you are.

Read more about the
Platform Maturity Model




The Maturity-First
Construction Framework

Phase O: Chaos
Phase 1. Standardize
Phase 2: Validate
Phase 3: GitOps
Phase 4: IdP



Time to Build

The Maturity-First Construction Framework

GitHub Repo



Phase O - The Chaos

e Every team has their own deployment script
e Same goal, zero consistency, ho standards

e |atest tags, missing limits, broken health checks



AL =S £ golden-path-construction-playbook 8- 03 -

@ $ team-alpha-deploy.sh X $ team-beta-deploy.sh
phasel-chaos > $ team-alpha-deploy.sh
/O 10 spec: -
15 template: -
19 spec: T
g" 22 image: nginx:latest # . latest tag
23 ports:
ﬁl> 24 = containerPort: 80
25 s ~#  no resource limitk @
26 # > no health checks .
_‘O]’ 27 # . no namespace
28 EOF
29
PROBLEMS OUTPUT  DEBUG CONSOLE TERMINAL  PORTS >_] zsh - phasel-chaos - v W - | I3 X

O atulpriyasharma@Atulpriyas-MacBook-Air phasel-chaos % []

®
%

X PPmaint & ®0AO0 testkube-atul default @  Ln 25, Col 28 (48 selected) Spaces:2 UTF-8 LF {} ShellScript & (2



Phase 1 - Standardize

e One script, one template, every team
e Resource limits, health checks, labels - enforced
by default

e Same command, consistent output, every time



& S £ golden-path-construction-playbook 8- I —

Q ! templateyaml X $ deploy.sh
phase2-standardize > ! template.yaml > {} metadata > {} labels > [J app

i0.k8s.api.core.v1.Service (vi@service.json) | io.k8s.api.apps.vl.Deployment (vi@deployment.json) S
apiVersion: apps/vl =
kind: Deployment I
metadata:
name: ${APP_NAME}
namespace: ${NAMESPACE}
labels:
app: ${APP_NAME}
managed-by: platform-team
spec: G
replicas: 1

11 selectors:

PROBLEMS OUTPUT DEBUG CONSOLE TERMINAL PORTS >.] zsh - phase2-standardize —+ v | JEEE | ea X

Jo
5

&>

O O dOYWUD B W N B

-
S

O atulpriyasharma@Atulpriyas-MacBook-Air phase2-standardize % |}

P main* & ®0A0 testkube-atul default @ Ln7,Col21 Spaces:2 UTF-8 LF {} YAML &8



Phase 2 - Scalable

e Config-driven - declarative YAML, not CLI arguments
e Bad inputs are rejected before they touch the cluster

e Environment-aware defaults - dev, staging, prod



AL =S £ golden-path-construction-playbook 8- 03 -

E;j I bad-config.yaml ! app-config.yaml @ golden-path.py X
phase3-validate > ® golden-path.py

/O 1  #!/usr/bin/env python3 R
3  Phase 3°den Path — Validation + Standards + kubectl apply | T

g‘ 4  The 1091c is the same as Phase 2, but now: =
5 - Config is declarative (YAML file, not CLI args) ";;

|> 6 - Validation rejects bad inputs before anything is deployed -':_
7 - Environment-aware defaults (dev/staging/prod) _ E

e 9 import sys e e

] 10 import re e i g o

11 import subprocess o e

12 import yaml -"E-Z-:_ it

- - —

PROBLEMS OUTPUT  DEBUG CONSOLE TERMINAL  PORTS >.] zsh - phase2-standardize —+ v - | 23 X

© atulpriyasharma@Atulpriyas-MacBook-Air phase2-standardize % []

®
3%

- £ main* & ® 0 A 0 testkube-atul default @ Ln3, Col4(3selected) Spaces:2 UTF-8 LF ()} Python & (2



Phase 3 - GIitOps

e Same validation, same manifest - one change: git push instead

of kubect!/ apply

e Argo CD watches the repo and deploys automatically
e Every deployment is a commit - full audit trail, rollback is a

revert



= 2 ' Appications Tiles - Argo CD x techmahata
! s 4

LY 4 y U A 128.203.68.219

Applications

Qrgo

Applications

@ calculat
Project {
Labels

Status {
Reposito 1
Target R !
Path |
Destinat |
Namesp B
Created |
Last Sync i

Loading

foreground



= 2 ' Appications Tiles - Argo CD x techmahata
! s 4

LY 4 y U A 128.203.68.219

Applications

Qrgo

Applications

@ calculat
Project {
Labels

Status {
Reposito 1
Target R !
Path |
Destinat |
Namesp B
Created |
Last Sync i

Loading

foreground



Phase 4 - IdP, Self Service

e Same validation, same Git push, same ArgoCD sync -

underneath

e Developer fills a form - no YAML, no terminal, no kubectl

e Any developer can deploy. The platform enforces everything.



- ; U 0

12? 0.01 133% P - i;:' Sign in

| P Platform Portal leployments » Golden Path Template

Deploy an Application
Home it b | phieabiphoost
Catalog
APls

Docs
® Platform Standards

Application Details
Fill in the fields below. The platform handles validation, manifest generation, and deployment

Golden Path Namespace & demo

Settings ) ) ) Managed by platform-golden-path
riels o Application Identity

tOps engine ArgoCD

v ‘ T . r r
nage tag for your applicat

Wyne policy automated
App Name * |

Image policy no :latest

Health check: enforced

Image Tag *

® What happens when you deploy

] Validation — platform rejects bad configs

hefore anvthing run:

Ownership t anything

':v"j" ."'I-": .. -I;:,-:. )"j'

X

Manifest generated — standards enforced

" limits set per ¢
Team

3 Git push — manifest comm tted to apps/



Mapping the Journey

Phase

Phase 1: Standardize

Phase 2: Validate

Phase 3: GitOps

Phase 4: IdP

Maturity Level

Provisional

Operational

Scalable

Optimizing

What Changed
Nothing - this is your
starting point

Consistent tooling, standard
Interfaces

Self-service, guardrails,
config-driven

Integrated services, audit
trail, fully automated



What Next?

e Start with what you have - one script Is enough for Phase 2
e Standardize before you automate

e | et the platform carry the knowledge, not the developer

e Git Is your audit trail - not an afterthought

e The interface changes. The logic doesn't.
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Read more about platforms and security




