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Scaling performance engineering
through distributed ownership

WHITEPAPER

Why the central performance team can no longer
bethe gate, and how enterprises move performance
and reliability to the teams that build, without losing
standards, governance, or control.



THE STORYSO FAR

The day the wall came down

In 2006, Amazon·sCTO Werner Vogels described a quiet revolution inside the company.
Amazon had torn down the wall between the engineers who wrote software and the operators
who ran it. In its place was a single principle, four words long: ·You build it, you run it.·

The teams who shipped a service now carried the pager for it, owned its performance,
andfelt its failures directly. Vogels argued this brought developers into daily contact
withtheir customers, and that contact sharpened the service.

Two decades later, that idea has become the defining pressure on how large enterprises
organize performance engineering. The old arrangement put a small central team in the
middle of the road as a specialist gate, testing and approving releases for dozens
ofapplications.

In a world of cloud-native systems, elastic capacity, and microservices that multiply
bythe quarter, that gate now creates the very delays it was built to prevent.
The pressure is to push performance and reliability toward the teams that build
andrun services, the way Amazon did.

Yet most enterprises that try to copy Amazon discover the hard part. Handing teams
thepager without handing them the tools, standards, and support to succeed simply moves
theproblem around.

The goal is distributed ownership done right: product teams own the performance
oftheir services, a central platform team paves the road they drive on, and governance
livesin policy rather than in a review board. Distribution succeeds only when the tooling
onthe paved road was built for it, and that is the question this paper puts to the test.

$2.41T

Annual cost of poor
software quality in the US,
including $1.56Tin
operational failures.

CISQ,2022

$400B

Annual cost of unplanned
downtime to Global 2000
firms, roughly 9%ofprofits.

Splunk& Oxford Economics,2024

4×

Observability leaders
resolve downtime in
minutes & see 33%fewer
outages a year.

Splunk& ESG,2023

Performance stopped being an engineering preference a long time ago.
At enterprise scale it is a board-level risk, and the operating model that owns it decides
howfast that risk gets found and fixed.
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THE OPERATING-MODELSHIFT

From a central gate to a paved road

Vogels·principle did not stay inside Amazon.Gartner projects that 80% of large software organizations will run platform
engineering teams by 2026, up from 45% in 2022. Platform engineering is the mechanism enterprises use to give teams
ownership while keeping the estate coherent. It is how an organization distributes responsibility without distributing chaos.

Three models describe the spectrum. The distinction matters, because plenty of organizations claim distributed ownership
when all they have done is shift cost from a central team onto delivery teams with no platform underneath them.

MODEL

CENTRALIZED

DISTRIBUTED,

NO PLATFORM

DISTRIBUTED,

WITH A PLATFORM

DESCRIPTION

A specialist team designs tests,
approves releases, and owns
tooling for dozens of apps.

·Everyone is responsible.·
Ownership is pushed to teams
with no shared road underneath.

Teams own performance end to
end; a central platform paves the
road with standards, templates,
andgovernance.

Deep expertise; strong
consistency; easier
control in regulated or
legacy estates.

Best balanceof speed,
consistency and scale;
cuts cognitive load while
keeping local context.

Queueing delays, late
discovery, weak product
context, poor scaling.

Needs sustained
platform investment; fails
if the platform becomes
a new gatekeeper.

Legacy and mainframe-heavy
domains; early transformation.

Most large enterprises
modernizing into cloud
and microservices.

Mature product organizations
with strong internal platforms.

Strength RISK best fit

Maximumautonomy;
fast feedback; tight
code-to-customer
alignment.

Wide capability variance,
duplicated tooling, governance
drift, unstable delivery
ifplatform support is weak.
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THE STORYSO FAR

Ownership across the release cycle
The clearest way to tell the three models apart is to ask a single question: across the build-test-release-run
cycle, who actually owns load testing? Map the roles onto the CI/CD loop and the difference stops being
abstract.

In the centralized model one specialist team carries it while everyone else hands off and waits. Strip away the
platform and ownership scatters across every role at once, with no road to run on. Add the platform and the
picture resolves: the teams that build a service own its tests, while specialists and governance shift into
enabling roles that keep the road paved.

Centralized Distributed, no platform Distributed + platform
THE PAST THE TRAP THE DESTINATION

BUILD · TEST RELEASE· RUN BUILD · TEST RELEASE· RUNBUILD · TEST RELEASE · RUN

Software Engineer Software Engineer Software Engineer

SRE SRE SRE

Performance Engineer Performance Engineer Performance Engineer

Platform Engineer Platform Engineer Platform Engineer

QA QA QA

Eng / Product Manager Eng / Product Manager Eng / Product Manager

Security / Compliance Security / Compliance Security / Compliance

One specialist team owns it. Ownership is everywhere Teams own their tests;
Everyone else hands off and waits. and nowhere, with no paved road to run on. the platform paves the road they run on.

Owns load testing Supports / enables Bystander / hands off

Roles shown are illustrative; titles and boundaries vary by organization. The pattern is what matters: ownership moves to the teams closesttothe code, supported rather than gated by the center.

Be careful about these three antipatterns

Anti-pattern WHY IT Fails Better pattern

·Everyone
isresponsible·
withno platform

Work fragments; tools
diverge; teams reinvent basics

Build the platform and enabling functions
before pushing ownership out broadly.

SLOs as dashboards
only

No effect on planning
orrelease behavior

Attach error-budget policy, burn-rate alerts,
and a review cadence.

Averages instead
ofpercentiles

Hides tail latency
andreal customer pain

Use p95/p99 and journey-based SLOs.
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THE OPERATING-MODELSHIFT

A 24-month path to distributed ownership

The solid target is to move from centralized execution to platform-backed team ownership inside the first year, then scale
coverage steadily as platform maturity and governance evidence grow.

The goal is broad coverage that is also deep: every critical service with real SLOs,trace coverage, automated checks,
andpolicy behind it, not dashboards that light up green while nobody acts on them.

PILOT Months 3·6 Instrument 5·10 services; stand up
dashboards and burn-rate alerts; add
smoke tests to CI/CD

SCALE Months 12·18 Extend standards across critical
domain; tie release decisions to SLO
status

FEDERATE Months 6·12 Launch champion network & CoP;
publish self-service test templates;
automate evidence capture

Anti-pattern TIMING KEY MILESTONE

FOUNDATION Months 0·3 Inventory tier-one services and critical
journeys; name owners; agree SLO
standards

OPTIMIZE Months 18·24 One-click observability and test
capability prune low-value tooling

illustrative KPIs

100% tier-one services have a named
owner; baseline DORAmetrics
captured

70%+ trace coverage on pilot flows;
smoke tests in every pilot repo

25·40% of tier-one/two services have
SLOs;a champion in every product
area

60·80% SLO coverage; trace
coverage >80% on critical flows

80%+ SLO coverage; platform
adoption is pulled, not mandated
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DISTRIBUTEDOWNERSHIP,IN PRODUCTION

Good news: distributed ownership is a tooling problem

Distributed ownership only scales if the tools on the paved road are built for it. DORA·s2024 research
found that internal platforms improve productivity and organizationalperformance, yet can reduce
stability and throughput when built poorly. Readcarelessly,that sounds like a reason to hold back
fromdistribution. Readcorrectly, it says the opposite: distribution succeeds or fails on the strength
ofthe platform beneath it.

The job is to build a platform-and-enablement spine that makes team ownership safe: shared telemetry
standards, reusable test frameworks, coaching and communities of practice, service owners who hold
their own SLOsand load models, and policy encoded into pipelines so governancescales without
areview board. Get that spine right and distribution stops being a risk. It becomes the fastest, most
resilient way an enterprise can run

For load testing specifically, distribution sets four hard requirements.The tool must be developer-native
(tests written as code engineersalready use), CI/CD-friendly (fast enough to gate every change),
self-service(templates a product team can adopt without a specialist), and increasinglyAI-assisted
(soauthoring, migration, and result interpretation don·t bottleneck on scarce expertise).

Where Gatling fits the model
Distributed ownership only scales if the tools on the paved road are built for it. DORA·s2024 research found
that internal platforms improve productivity and organizationalperformance, yet can reduce stability and
throughput when built poorly. Readcarelessly,that sounds like a reason to hold back from distribution. Read
correctly, it says the opposite: distribution succeeds or fails on the strength of the platform beneath it.

The job is to build a platform-and-enablement spine that makes team ownership safe: shared telemetry
standards, reusable test frameworks, coaching and communities of practice, service owners who hold their
own SLOsand load models, and policy encoded into pipelines so governancescales without a review board.
Get that spine right and distribution stops being a risk. It becomes the fastest, most resilient way an
enterprise can run

For load testing specifically, distribution sets four hard requirements.The tool must be developer-native (tests
written as code engineersalready use), CI/CD-friendly (fast enough to gate every change), self-service
(templates a product team can adopt without a specialist), and increasinglyAI-assisted (so authoring,
migration, and result interpretation don·t bottleneck on scarce expertise).

Own your critical journeys Test on every change
Each team defines and owns the SLOsand load
models for the user journeys its services power,
rather than waiting in a central queue
forsomeone else to model their traffic.

Performance checks run in CI/CD on every pull
request, gating releases automatically. No Jira
ticket, no specialist hand-off, no late-stage
surprise before a launch.

Run on the paved road Answer to a shared scoreboard
Teams use shared templates, self-service load
generators, and central standards, so they get
autonomy without reinventing infrastructure
ordiverging into one-off tooling.

Ownership comes with common, visible
metrics, p95/p99, error budgets,
andcoverage, so the platform team
andleadershipcan see reliability across
everyteam at a glance.
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DI STRIBUTEDOWNERSHIP,IN PRODUCTION

What it looks like with Gatling underneath

Data proves the pattern is real. The teams below prove it is buildable on Gatling.
Each runs distributed ownership at scale, with Gatling Enterprise as the platform
that makes team autonomy safe.

Intuit

Serving 100 million customers and processing $2T+ in invoices, Intuit could not run performance testing
asa specialist function. Feedback arrived late, regressions reached production, and every team that needed
aload test joined a queue.

Four decisions made distribution work: performance test scaffolding ships automatically in every new service
repo; CI/CDpipelines onboard services and run tests on every pull request with no ticket and no specialist;
templates and libraries are pre-vended and centrally maintained; and one platform gives real-time visibility
into who is testing, what is failing, and where coverage gaps sit, across every team.

·Reliability is not an option. It·s a feature. Any developer getting started
can drive hundreds of thousands of transactions per second with ease.
You don·t have to tune it. You don·t have to call in an expert.·

Chaitanya Bhatt, Principal Engineer, Intuit

3,000+ 80,000+ 97% 30 · 1

Developers onboarded,
from under 100 in 2018

Load testsrunannually
Perf coverageoncritical services

Toolsconsolidated
100%CI/CD

InPost

Europe·sleading out-of-home parcel network coordinates billions of inter-service calls under strict latency
targets. Performance tests are a must-pass release gate, with teams codifying guardrails as assertions.

Gatling Enterprise replaced fragmented tooling with autoscaled Kubernetes load generators and Private
Locations, GitLab CI, and Dynatrace correlation. A five-day logistics simulation surfaced bottlenecks from code
to cables, helping the network scale its daily volume more than six-fold.

·With autoscaled generators we stopped maintaining boxes.
We likely saved FTEs,now we pay a subscription instead
ofpaying with people·s time.·

Mateusz Piasta, Site Reliability Engineer, InPost

10M+ 99% 1·5,000 60+

Parcelsper day,upfrom 1.6M
Successrate
gate

RPSservice
targets

Usersacross30teams
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RECOMMENDATIONS

Ten moves for the next twelve months

Make distributed ownership the goal, and the platform the way you reach it.
Centralizedexecution rarely scales; distribution without a platform spine is just cost-shifting

1

Define service owners and critical journeys before buying tooling.
Toolingwithout ownership produces dashboards without decisions.

2

Standardize instrumentation with OpenTelemetry.
Keepthe backend flexible; make telemetry shape, naming, and collection consistent.

3

Make distributed ownership the goal, and the platform the way you reach it.
Centralizedexecution rarely scales; distribution without a platform spine is just cost-shifting

4

Define service owners and critical journeys before buying tooling.
Toolingwithout ownership produces dashboards without decisions.

5

Standardize instrumentation with OpenTelemetry.
Keepthe backend flexible; make telemetry shape, naming, and collection consistent.

6

Make distributed ownership the goal, and the platform the way you reach it.
Centralizedexecution rarely scales; distribution without a platform spine is just cost-shifting

7

Define service owners and critical journeys before buying tooling.
Toolingwithout ownership produces dashboards without decisions.

8

Standardize instrumentation with OpenTelemetry.
Keepthe backend flexible; make telemetry shape, naming, and collection consistent.

9

Standardize instrumentation with OpenTelemetry.
Keepthe backend flexible; make telemetry shape, naming, and collection consistent.

10

Build the paved road on tooling that was made for it
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HOW GATLINGENABLESENTERPRISE-GRADETESTINGFORSOFTWARECOMPANIES

Gatling Enterprise Edition is built for distributed
ownership

PRIVATELOCATIONS
Deploy load generators inside
your VPC, your Kubernetes
cluster, or your on-premises
data center. Test traffic never
leaves your network.

ENTERPRISESECURITY
Plugs into the governance
frameworks your organization
already enforces.via SSO
(OIDC/SAML), role-based
access controls, and audit logs.

CI/CD INTEGRATION
Trigger runs, enforce
thresholds, and gate
promotions from GitLab CI,
GitHub Actions, or any pipeline.

SUPPORTEDPROTOCOLS
HTTP, WebSocket, SSE,gRPC,
JMS, and MQTT support APIs,
streams, messaging,
microservices.

INFRASTRUCTUREAS CODE
Spin injector fleets up and
down as IaC. Nodes appear
inyour VPC, disappear after
the run.

SLOs

Define p95 and error rate
thresholds in Gatling. Breach
them and the pipeline stops
automatically.

AI ASSISTANT

Accelerates how developers
create, explain, and optimize,
andunderstand performance
tests and Gatling simulations

TEST AS CODE

Write scenarios in Java, Kotlin,
JS/TS, or Scala using the same
toolchain your backend and
version control engineers already
use.

COMPARISONAND TRENDS

Run comparison and trends help
teams spot regressions, track
performance over time, and see
whether each release improves,
holds, or degrades under load.

OBSERVABILITY

Integrations with APM tools enable
you to correlate load test behavior
with infrastructure metrics
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HOW GATLINGENABLESENTERPRISE-GRADETESTINGFORSOFTWARECOMPANIES

Reliabilityis now a competitive advantage

In a marketwherealternativesarealwaysonesearchawayandsubscription churn is the
primary businessrisk, the organizationsthat win arethe oneswhosesoftware keepsworking
when it matters most.Functionallycorrect, yes,but alsoperformant, resilient, andreliableatthe scaleof realusage

Thefourdeliverymomentsmappedhere· productlaunches,CI/CDpipelines,API-firstarchitectures,
andlegacymodernization· arewherethat reliabilityadvantageisbuiltor lost.Theyarethemoments
whenassumptionsaboutsystembehaviormeettherealityof productionload.Andtheyarethe
momentswhencontinuousperformanceintelligenceis thedifferencebetweencatchingaproblemina
pipelineanddiscoveringit inacustomercomplaint.

GatlingEnterpriseEditionis theplatformbuiltfor thisreality.TestasCodemakesperformancetestsa
first-classengineeringartifact.CI/CDintegrationmakesperformancegatesa first-classdelivery
control.Privatelocations,distributedloadgeneration,andprotocolcoveragemakeit possibleto test
thearchitecturesmodernsoftwareactuallyuses· not thesimplifiedapproximationsthat fit insidea
singleloadinjectorSLOcompliancescoring,AIassistance,andobservabilityintegrationturntestdata
intothebusinessintelligencethatdrivesdecisions.

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29

import { constantUsersPerSec, scenario, simulation } from
"@gatling.io/core";
import { http } from "@gatling.io/http";

export default simulation((setUp) => {
// Define HTTPconfiguration
const httpProtocol = http

.baseUrl("https://api-ecomm.gatling.io")

.acceptHeader("application/json")

.userAgentHeader(
"Mozilla/5.0 (Macintosh; Intel Mac OSX 10_15_7)

AppleWebKit/537.36 (KHTML, like Gecko) Chrome/134.0.0.0
Safari/537.36"

);

// Define scenario
const scn =

scenario("Scenario").exec(http("Session").get("/session"));

// Define injection profile and execute the test
setUp(scn.injectOpen(constantUsersPerSec(2).during(60)))

.protocols(httpProtocol);
});

Summarizeresultswith AI

· Regressiondetectedon Checkout

95th percentiles <2 seconds 99%of the time
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Gatling Enterprise Edition is the platform purpose-built to deliver Continuous
Performance Intelligence: transforming load testing from a technical activity into
an organizational capability that business leaders can govern, product teams can
engage with, and engineering teams can scale.

With its powerful open-source and enterprise platforms, Gatling empowers teams
to test APIs,microservices, and web apps in real-world conditions.

Trusted by thousands of companies worldwide, Gatling is the performance
backbone for development, QA,and DevOps teams building the next generation
of software.

Whether you·rescaling APIs,migrating to the cloud, or handling flash traffic
spikes, Gatling helps you deliver fast, reliable performance.

Ready to evaluate Enterprise Edition?Ready to impment continous performance intelligence?

See how AI-assisted performance testing
cantake you to the next level

Talk to an expert


