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Platform engineering at Cash App did not 
start with a platform team.



It started with volunteers.



The first full-time Android Developer 
Experience engineer.



This story is not about the role.
It's about the culture that made the role 

necessary.



The Problem



Who has filed a ticket to a platform team and waited weeks for 
something you could build yourself in a day?   

Show of hands



The more centralized, 
the more disconnected.



The Consequences

★ Platform teams → ticket queues

★ Tools drift from real needs       
                                                                                                                                                                                                          

★ Feature teams lose trust

★ Delivery slows



We crowdsourced platform 
engineering.



The Turning Point



20+ conversations 
across the mobile org
                                                                                                                                                                                                                                          
"What slows you down most?" 
                                                                                                                                                                                                                
"Which part of the codebase has the 
most dragons?" 



20+ conversations 
across the mobile org
                                                                                                                                                                                                                                          
"What slows you down most?" 
                                                                                                                                                                                                                
"Which part of the codebase has the 
most dragons?" 



 "I have to search through release 
branches to figure out where my 
code shipped."

"My previous company used release 
tags. I wish we had that here."   



 "Would you like to help build that?"



 Release tagging shipped.

 That engineer grew to staff level.   



Platform engineering doesn't scale because you hire more platform 
engineers.

It scales because you invite more engineers into platform work.



The pattern repeated



The pattern repeated



Dev Productivity Day
★ 20 volunteers

★ 60+ engineers 

★ Not a mandate



Five Components of Shared Ownership



Visibility



Visibility - What to Do
★ Write one short update.

★ Share it where stakeholders already spend time.                                                                                                                                                                                                                                                  

★ Do it again next week.                                                                                                                                                                                                                                                                           

★ Create the habit.



Contribution



Contribution - What to Do

Can a motivated mid-level engineer pick this up 
without asking for help? 

If not — that's the work to do first.



Recognition



Recognition - What to Do

Find the right venue.
  Use it every single week.                                                                                                                                                                                                                                                                        

  Consistency is what changes the culture.



Empathy



Surveys tell you what.
Conversations explain why.



Empathy - What to Do

Schedule three interviews this month.
Ask what scares them. What slows them. What they wish existed. 

Listen for: "oh, and one more thing."  



Rotation



You will never fully understand their pain until you feel it too.



Rotation - What to Do

Propose one rotation in the next quarter.
Two weeks transforms collaboration.

Rotation builds trust faster than documentation ever will.



What changed?



★ CI builds: 40+ min → 19 min   
                                                                                                                                                                                                                                                                   

★ Developer hours saved: ~4,000 / 
year
                                                                                                                                                                                                                                                             

★ Developer Productivity Day: 60+ 
engineers

★ Engineers promoted through 
platform work

The Numbers



The Real Result



The System 
in One Breath

Visibility

Contribution

Rotation

Recognition

Empathy



AI will write more code.
  It will not build the culture to own 

that code.



Would you like to help build that?


