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The Scaling Problem

~400 developers ~6 SREs

Cloud Infrastructure

Observability

Git

Operations

Incidents

CI/CD
. . . . . . . . . .



The Bottleneck

1 database             ~1 week



Our Internal Developer Platform (IDP)



Our Internal Developer Platform (IDP)

VPC

Valkey

EKS
InfraKitchen

…

Golden Path



What Developers Get

Golden paths Self-service 
capabilities

Standardized 
workflows

Guardrails
& consistency



InfraAssistant



MCP Tools (PoC)

Read Tools Write Tools
(with gates) Docs Tools



The Complexity

Content



Let's Bring in an Agent

⁉



IDP as Context?



The Context Layer
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Infrastructure Graph



From REST to GraphQL

17k tokens

3.4k tokens

80%



Asking About Infrastructure



Making Infrastructure Understandable
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Ownership Context
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Experiments

vs.

GitHub only

GitHub + 
InfraKitchen



Experiment 1: Add Cache

How do I add cache to service X? Follow how other services do it.



Experiment 1: Add Cache

How do I add cache to service X? Follow how other services do it.

Search 
repositories

Locate cache 
(another team)

Add service 
account

⚠ already exists

Add IAM policy

⚠ 
bypass 
golden path

⚠ wrong cache



Experiment 1: Add Cache

How do I add cache to service X? Follow how other services do it.

Locate service 
account

Locate cache 
(same team)

Locate sibling 
service

Create IAM 
resource

golden path



Experiment 1: Add Cache

70 tool calls

1,969,938 
tokens

35 tool calls

680,194 
tokens

$2.71 $1.53

50%

65%

44%



Experiment 2: Kafka Maintenance

What is the blast radius if we do maintenance on Kafka Y?



Experiment 2: Kafka Maintenance

What is the blast radius if we do maintenance on Kafka Y?

Kafka YInfra
Docs

Service

7 services



Experiment 2: Kafka Maintenance

What is the blast radius if we do maintenance on Kafka Y?

Kafka Y Locate topics Locate ACLs Locate IAM

19 services

6 owners



Experiment 2: Kafka Maintenance

58%

36 tool calls

1,366,386 
tokens

17 tool calls

308,426 
tokens

$2.56 $1.08

53%

77%



Experiments

-44%
Tokens

-26%
Cost

-28%
Time
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Self-Service Infra Is Just the Beginning
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Developer Experience

Agent Experience

+



Your Platform Is Your Context



Connect



Feedback




