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Loosely coupled 
architectures
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Empowered teams
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Autonomy
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Autonomy vs 
standardisation
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Benefits of autonomy
● can release on demand
● can choose optimal tools
● happier teams
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Benefits of 
standardisation
● less complexity
● lower risk
● lower cost
● easier to move between teams
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Paving the road



@sarahjwells

1. Our path to the paved 
road

2. Principles for building the 
paved road

3. Going off road
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Our path to the paved 
road
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Mandatory platform
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FT platform
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"You build it, you run it"
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Lots of decisions made for 
you
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All or nothing
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Teams chose other 
options
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Minimal platform
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Too much autonomy, 
too much risk
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What about higher level 
goals?
● Security
● Cost control
● Operability
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Guardrails
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Types of team:
● Stream aligned 
● Platform
● Enabling
● Complicated 

sub-system
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● Common platforms and 
services

● Expertise
● Insight
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What happens when 
another team has to take 
over a service? 
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If everyone works 
differently, moving people 
is hard
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"Full stack" has to stop 
somewhere
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Paved road
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Fully supported
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Not mandatory
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http://matt.chadburn.co.uk/notes/teams-as-services.html
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Teams can go off road
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Need to understand 
your estate
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Biz Ops: a graph of information
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● Clear ownership
● Unique codes for each system
● Can navigate the graph to 

answer interesting questions
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https://charity.wtf/2018/12/02/software-sprawl-the-golden-p
ath-and-scaling-teams-with-agency/
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Principles for building the 
paved road
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Build what people need
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Valuable
Solves a problem they have
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Give them something 
better - and make that 
clear
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Reduce the risk of adopting it



@sarahjwells

Owned and supported
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Don't make people wait
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Discoverable
Engineers can find out it exists



@sarahjwells



@sarahjwells



@sarahjwells

Documented
Step-by-step guides, explainers, reference docs
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Self-service
Most of the time, people don't need any help
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https://medium.com/ft-product-technology/cybernetic-meadow
s-how-a-bot-helps-engineers-at-the-ft-24636f6268e3

DNS changes are made 
through commits to a 
github repository
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https://medium.com/ft-product-technology/cybernetic-meado
ws-how-a-bot-helps-engineers-at-the-ft-24636f6268e3
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Make things easy to use
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Easy to get started
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Consistent developer 
experience
If you've used other tools, this should be recognisably 
similar
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Allow people to extend and 
adapt
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Independent yet 
composable
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Automation friendly
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Help people do the right thing
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People shouldn't need to 
read the guardrails
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You need to 
create a Biz Ops 
record to get to 
production
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Safe to use
Sensible defaults, small blast radius
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Secure and compliant
Security issues are fixed for you, policies complied 
with
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Reliable
The right level of availability, scalability, 
performance
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Going off road
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If the capability 
doesn't exist
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Must comply with the 
guardrails
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Need a plan for the 
long term
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log4shell 
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Wrapping up
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Paving the road helps 
balance autonomy and 
standardisation
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Focus on the most 
important work
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Focus on the most 
interesting work
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https://redmonk.com/jgovernor/2022/02/21/what-is-developer
-experience-a-roundup-of-links-and-goodness/

“organisations want developers to spend 
more time coding and less time thinking 

about and working on infrastructure”
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https://redmonk.com/jgovernor/2022/02/21/what-is-developer
-experience-a-roundup-of-links-and-goodness/

“Why would a developer put up with a 
poor developer experience when they 
can likely find a job that better aligns 

with their needs and preferences?”
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Principles for building the paved road
1. Build what people need
2. Support them long term
3. Don't make people wait
4. Make things easy to use
5. Allow people to extend and adapt
6. Help people do the right thing
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