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Maturity Scores

p
Product Discovery & Development 000 3/5
Adaptive Planning & Execution 000 3/5
Team Enablement & Strategic Alignment 000 3/5
Team Foundation & Culture (X X J 3/5
Delivery & Operational Excellence 000 3/5
Technical Excellence & Engineering Practices 000 3/5

. J

Top Strengths

e Exceptional psychological safety foundation with team members comfortable admitting mistakes, challenging

ideas, and sharing knowledge gaps — a rare cultural asset that enables everything else

Mature deployment and operational infrastructure with elite deployment frequency, strong monitoring and
alerting, effective rollback capabilities, and a blameless post-mortem culture

Outstanding tooling ecosystem with highly integrated toolchain, developer autonomy in tool selection, and
strong hybrid work equity ensuring equal access regardless of location

Established measurement and learning mindset — the team tracks flow metrics, DORA metrics, runs
experiments, and demonstrates genuine curiosity about improving their practices

Key Growth Opportunities

e Close the learning-action gap: the team collects extensive data and reflects regularly but consistently struggles

to translate insights into sustained behavioral change — retrospective actions aren't creating lasting value

Rebuild code comprehension and quality discipline to match deployment velocity: Al-assisted development has
tripled output but degraded code readability, standards adherence, and collective ownership, creating
compounding maintainability risk

Strengthen automated prevention to match reactive excellence: elite deployment speed paired with
underdeveloped pipeline quality gates means preventable issues reach production, where the team's strong
incident response compensates rather than prevents
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Strengths by Category

Product Discovery & Development g @ @

e Established hypothesis-driven experimentation practices with multiple experiment types including feature
flags and prototype testing

e Direct access to customers and users without gatekeepers, which is notably strong for a platform team
serving internal developers

e Healthy learning response to negative results — analyzing learnings and iterating rather than abandoning
or blaming

Adaptive Planning & Execution g @@
e Strong mid-iteration adaptability — actively re-prioritizing and adjusting goals based on feedback
demonstrates genuine agile responsiveness
e Multiple flow metrics tracked including cycle time, throughput, and WIP, showing measurement maturity
beyond basic velocity
e Shared understanding of 'done' exists, enabling consistent quality expectations across work items

Team Enablement & Strategic Alignment g @ @

e Exceptional tooling effectiveness with significant team autonomy in tool selection — the team has both the
tools they need and the power to choose them

e Strong hybrid work equity ensuring remote and in-office members have equal access to information and
decision-making

e Well-integrated toolchain minimizing context switching and protecting developer flow state

Team Foundation & Culture g @@
e Psychological safety rated consistently at 4/5 across all assessors — team members feel comfortable
admitting mistakes, asking questions, and challenging ideas across power gradients
e Sustainable work pace with standard hours as the norm, protecting team energy and enabling long-term
performance
e Healthy failure analysis culture with root cause analysis and lesson sharing already embedded in workflows

Delivery & Operational Excellence g @ @

e Elite deployment frequency with multiple deployments per day, demonstrating mature CI/CD automation
and high confidence in the delivery pipeline

e Strong proactive monitoring and alerting that catches issues before significant user impact, paired with
effective rollback capabilities

e Exemplary incident learning culture with blameless post-mortems and action items systematically tracked to
completion

Technical Excellence & Engineering Practices g g @

e [Fast automated test suite providing rapid feedback across unit, integration, and end-to-end layers,
demonstrating mature understanding of the test pyramid

e Highly standardized and reproducible development environments eliminating environment-related friction
and supporting onboarding

e Advanced version control practices with trunk-based development and feature flags enabling true
continuous integration

Growth Opportunities by Category

Product Discovery & Development g g @

e Significant gap in outcome-focused measurement — currently prioritizing output metrics over business
outcomes, limiting ability to validate whether experiments deliver actual value for internal developer
customers

e Discovery practices exist but lack consistency and platform-specific adaptation — internal technical
customers require different engagement approaches than external product users
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Adaptive Planning & Execution g @@
e WIP limits lack empirical foundation and consistent enforcement, leading to context switching that likely
degrades throughput despite tracked metrics

e Historical velocity data exists but isn't being leveraged systematically for realistic planning commitments —
the team pattern-matches to perceived complexity rather than using empirical evidence

Team Enablement & Strategic Alignment g g @

e Significant onboarding challenges (rated 2/5) indicate systemic knowledge management gaps that slow
team growth and create single points of failure

e Cross-team dependency predictability is moderate (3/5), and as a platform team, unpredictable
dependencies cascade to all dependent teams with multiplied impact

Team Foundation & Culture g @@

e Team reflects and learns but struggles to implement improvements (rated 2/5 on applying learnings),
creating wasted improvement cycles where retrospectives generate insights that don't translate to action

e Minimal dedicated time for learning and skill development (rated 2/5) despite a strong learning culture —
organizational prioritization constraints limit proactive growth in a rapidly evolving platform engineering
landscape

e Permission-seeking behavior persists despite moderate autonomy, suggesting unclear boundaries about
what the team can decide independently

Delivery & Operational Excellence g g @

e Pipeline quality gates are significantly underdeveloped (rated 2/5), creating a dangerous gap between
deployment velocity and automated prevention — the team deploys faster than their safety checks can
validate

e Post-mortem action items aren't being systematically converted into automated preventive controls,
meaning the same categories of issues can recur

Technical Excellence & Engineering Practices g g @

e Critical comprehension debt across significant portions of the codebase where engineers cannot explain
code they merged — a 6-hour production incident resulted directly from inability to understand Al-generated
code

e Low adherence to coding standards (2/5) and poor code readability (2/5) compounded by elimination of pair
programming exactly when Al code generation scaled up, creating knowledge silos

e Reactive technical debt management allows debt to accumulate until it becomes problematic rather than
being systematically tracked and addressed

Recommendations

e Introduce a comprehension verification step for all code merges — before merging, the author explains the
logic to a peer in a brief review session, rebuilding collective ownership and catching quality issues early

e Close one learning loop per sprint: limit retrospective outcomes to exactly one concrete experiment with clear
ownership, a two-week timebox, and explicit review in the next retrospective before adding anything new

e Strengthen pipeline quality gates incrementally: analyze your last five production incidents to identify which
could have been caught by automated checks, then implement those specific gates first

e Define and exercise your decision-making boundaries: create a simple document distinguishing decisions the

team owns from those requiring escalation, then commit to making team-owned decisions without seeking
external validation

Improvement Suggestions
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Introduce a peer comprehension check before merging any Al-generated or complex code

Reduced comprehension debt, fewer production incidents from misunderstood code, and restored
collective code ownership within 4 weeks

The team tripled code output through Al assistance while eliminating pair programming, creating a growing body of code that
team members cannot explain or safely modify. A recent 6-hour incident traced directly to this comprehension gap.

Implement automated linting and code formatting in pre-commit hooks and ClI pipeline

Consistent coding standards enforced automatically without manual review overhead, reducing cognitive
load when reading code across the codebase

Coding standards adherence is rated 2/5 and code readability at 2/5, creating compounding technical debt. Manual
enforcement hasn't worked — automation removes the discipline burden entirely.

Build targeted pipeline quality gates based on your recent production incident patterns

Reduced change failure rate from 6-15% toward elite level (<5%) by catching preventable issues before
they reach production

The team deploys multiple times per day with excellent incident response, but pipeline quality gates are rated only 2/5.
Post-mortem action items reveal recurring incident types that could be caught by automated checks.

Define Service Level Objectives for your platform's most critical services

Shift from reactive incident response to proactive reliability management, with clear error budgets guiding
deployment risk decisions

The team excels at responding to incidents but lacks proactive reliability targets. Without SLOs, there's no systematic way to
balance deployment velocity with reliability expectations.

Close one learning loop per sprint by limiting retrospective outcomes to one concrete experiment
with clear ownership and review

Retrospectives begin generating measurable improvements rather than accumulated unfinished action
items, building team confidence in their ability to improve

The team has strong psychological safety and runs regular retrospectives, but consistently struggles to translate insights into
action (rated 2/5 on implementing improvements). This creates wasted improvement cycles and erodes trust in the
retrospective process.

AN J

+ 7 more suggestions available in Aurora Coach
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