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THE BIGGEST SOFTWARE COMPANY YOU NEVER HEARD ABOUT

METRO AG
more than 150.000 Employees

35 Countries
more than 1000 Locations

more than 37 Billion € Revenue…
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1. Journey
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3. Deep Dives
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METRO IT in 2014

- Waterfall

- Most development outsourced
- Mostly commercial software (highly customized)
- On-premise infrastructure
- Cost reduction is highest priority

= Not a good start for becoming digital 







What do we need to change?
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Small effective teams

https://www.fastcompany.com/50661/inside-mind-jeff-bezos



Integrate products 



Verticalized, autonomous teams 
and self-contained systems 



„You build it, you run it.“
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„We need a platform!“
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Pressure increases, external help
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Status Quo
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Iaas Adapter

Enables teams to provision infrastructure
on multiple IaaS providors
• Rackspace (Europe)
• Google (Europe)
• Metro.Cloud (Europe, China)
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> 70 clusters
> 1.000 nodes

> 20TB memory
> 6.000 cpu cores
> 500 namespaces
> 36.000 pods
> 4.000 applications
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> 700 nodes

Biggest cluster > 70 
nodes and > 7.5 TB 
data

> 100 clusters
> 200 nodes
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NoSQL Queuing LogMon SQL Pipeline SRE

> 70 clusters
> 870 nodes

~ 980.000.000 log messages / day
55 TB of log volume
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NoSQL Queuing LogMon SQL Pipeline SRE

> 50 teams
> 600 pipelines

> 800 deployments per day
> 4.000 deployments per week
> 1.000 production

deployments per week



CaaS

Runtime

harmonized CI/CD pipelines

IaaS

PaaS

IaaS Adapter

NoSQL Queuing LogMon SQL Pipeline SRE

Development teams (verticals)

> 75 teams
> 800 developers
• Internal & external
• Multiple vendors
• Heterogenous maturity in cloud

native application development

Platform teams
• 10 teams

• < 60 platform engineers



LESSONS LEARNED



Pipeline as architecture police
Story #1
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#TakeTheExit

https://commons.wikimedia.org/wiki/File:Fire_exit.svg
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IaaS

What would we do, if we were
outside of METRO?



IaaS

• Understand

customer needs

• Analyze competition

• Marketing

=> Productize
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Pipeline as architecture police
RECAP



DevOps in an enterprise context
Story #2



„You build it, you run it.“
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Who is doing on-call?
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- On-Call
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SRE Team
- On-Call
- Reliability
Experience
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SRE Team
- On-Call
- Reliability

Experience
- Opt-out

Application Team
- Close 

collaboration
- Reliability

Assessment
- SRE optional
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SRE Team
- On-Call
- Reliability

Experience
- Opt-out

Application Team
- Close 

collaboration
- Reliability

Assessment
- SRE optional

Platform Team
- self-service 



Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

O
S

Co
m
pu
te

St
or
ag
e

N
et
w
or
k

… … …



Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

O
S

Co
m
pu
te

St
or
ag
e

N
et
w
or
k

… … …

99.9% 99.9% 99.9%



Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

O
S

Co
m
pu
te

St
or
ag
e

N
et
w
or
k

… … …

99.9% 98% 99.9% 99.9% 99.99%



Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

Application

Data

Reliability

Deployment

O
S

Co
m

pu
te

St
or

ag
e

N
et

w
or

k

… … …

99.9% 98% 99.9% 99.9% 99.99%

Click icon to add picture Error Budget 
Monitoring
- Measure SLOs per 

Feature





Goal: „Make your application as
available as it needs to be.“



DevOps in an enterprise context
RECAP

Error Budget Monitoring

https://landing.google.com/sre/book.html https://github.com/metro-nom



Self-service PaaS
Story #3



TicketsTickets





Self-service without infrastructure



Incompatible architectures

Tickets



Step-by-step – iterative approach

Tickets









Self-service PaaS
RECAP



Good and bad abstractions
Story #4
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Good and bad abstractions
RECAP



Take aways

https://landing.google.com/sre/book.html

Check out SRE



Take aways

Small, iterative steps



Take aways

Productize



Take aways

Check your assumptions



Thank you for your attention.

Join us: 

https://www.metronom.com


