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Content

*Day 1
= What is DevOps?
= Dev and Ops
= Which problem does DevOps solve
= Automation

=Day 2
= Performance
= Behavior and Attitude
= Organization
= Governance
* Transformation
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What is DevOps



Definitions of DevOps

‘DevOps (a portmanteau of "development" and "operations") is a software development
method that stresses communication, collaboration (information sharing and web service
usage), integration, automation and measurement of cooperation between software
developers and other information-technology (IT) professionals. DevOps acknowledges the
interdependence of software development and IT operations. It aims to help an
organization rapidly produce software products and services and to improve operations
performance - quality assurance’ (http://en.wikipedia.org/wiki/DevOps) The Free Encyclopedia

Jez Humble

DevOps 1s “a cross-disciplinary community of practice dedicated fo the
study of building, evolving and operating rapidly~changing resilient

systems at scale.” the agile admin

DevOps is the blending of tasks performed by a company's B>
application development and systems operations teams. TechTarget
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"DevOps is just the Agile principle taken to the full
enterprise”

DEVOPS IS
FOR THE REST

OF THE COMPANY

‘DevOps is just the Agile principle taken to the full enterprise. It provides a more
comprehensive end-to-end perspective that enables enterprise-scale transformation’

‘DevOps is just a natural extension of Agile. It takes the guiding principles and best

practices that Agile brought to developers and applies them on a much broader scale
across the organization.”

* DevOps is Agile for the rest of the company
Mar 4, 2015 Posted by Tony Bradley In Blogs, (http://devops.com/blogs/devops-is-agile-for-the-rest-of-the-company/)
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What is the current situation? We have built walls -
intentionally or not - that limit performance

Business Operations

To help Use
remove < DevOps

“DevOps is a response to the growing awareness that there is a disconnect between what is
traditionally considered development activity and what is traditionally considered operations
activity. This disconnect often manifests itself as conflict and inefficiency”

(What is DevOps? Dev2ops.org)
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The wall of confusion

Development

Extreme focus on change

Dare

More urgent, date/driven projects
Fragile code going into production
Releases with “turbulent installs’

Longer release cycles amortize “cost of
deployments’

Backlog of infrastructure projects that could fix
root cause and reduce costs

to Challenge

Operations

Extreme focus on stability

Fragile applications failing

Difficulties identifying root cause

Taking too long to restore service
Extensive firefighting and unplanned work
Unfinished planned project work
Frustrated customers

Market share decreasing

sint
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DevOps is ...

DevOps: A culture shift or movement that
encourages great collaboration (aka teamwork)
to foster building better quality software more
quickly with more reliability.

DevOps is NOT:

* Arole, person, or organization

Something only systems administrators do
Something only developers do

Writing Chef and Puppet scripts

Tools

L]

L]

L]

L]
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DevOps is a way
of building
software while
still getting a
speed to market
without
sacrificing quality
and reliability.
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What is DevOps

= DevOps is about
identifying bottlenecks The most fundamental goal of

and removing the DevOps — Remove waste.
waste from the system

to continuously

improve your
organization to deliver A B

better software.
Bottlenecks can be in A B
the form of long
approval processes,
manual processes, and

even certain resources.
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The market sees the solution from various points of

view

What are the points of view of DevOps?

Organization

Performance

Culture

Flow

Automation

Dare to Challenge

From functional siloes ...
To multidisciplinary customer-focused teams

From different KPIs for dev and ops ...
To common goals and measures

From “different” ...
To “together”

From complex and slow ...
To end-to-end and simple

From own tools ...
To integrative tooling

10
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DevOps helps to achieve the goals of IT

Quint Definition of DevOps:

DevOps (a portmanteau of development and operations) is an organizational philosophy that
stresses communication, collaboration and integration between information technology (IT)
software developers and IT operations professionals. DevOps uses the interdependence of
software development and IT operations to create higher quality products and services. It aims
to help an organization rapidly deliver the value sought by the customers of IT

DevOps is, in short, “movement” to bring Development and Operations
closer together to achieve four key goals:

* Improve Quality of delivery (First time right)
* Deliver higher Business Value (Customer)

* Increase Speed of delivery (Performance)
* Improve Efficiency (Reduce Cost)
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New Situation

Making life easier?

Business

Dare to Challenge

Culture

\

Performance

/

/
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DevOps
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Process

| \

Tooling Organization
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DevOps is the solution to a problem

Automation Performance

Organisation
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DevOps vocabulary

Continuous Delivery is a software strategy that enables organizations to deliver new features to
users as fast and efficiently as possible. The core idea is to create a repeatable, reliable and
incrementally improving process for taking software from concept to customer. The goal is to
enable a constant flow of changes into production via an automated software Continuous
Delivery pipeline.

Continuous integration is the practice, in software engineering, of merging all developer working
copies to a shared mainline several times a day. The main aim of Cl is to prevent integration
problems

Test-driven development is a software development process that relies on the repetition of a
very short development cycle: first the developer writes an (initially failing) automated test case
that defines a desired improvement or new function, then produces the minimum amount of
code to pass that test, and finally refactors the new code to acceptable standards.

Test automation is the use of special software (separate from the software being tested) to
control the execution of tests and the comparison of actual outcomes with predicted outcomes

(s
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DevOps adoption

The adoption of DevOps is being driven by factors such as:

1.
2.

Use of agile and other development processes and methodologies

Demand for an increased rate of production releases from application and
business stakeholders

Wide availability of virtualized and cloud infrastructure from internal and
external providers

Increased usage of data center automation and configuration
management tools

It has also been suggested that side-effect of the dominant, traditional US
management style (“the Sloan model” vs. “the Toyoda model”)
guarantees the development of silos of automation, thus creating “the
DevOps gap” that then requires DevOps capabilities to address
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DevOps Goals

= Better align IT responsiveness and capabilities to business
needs

" Produce smaller, more frequent software releases

» Reduce effort with software development, transition and
operation

" I[mprove time to market

" Improve quality of code

" Improve quality of software deployments

" Reduce cost of product iteration and delays

" [ntill a culture of communication and collaboration

" Improve productivity

" I[mprove visibility into IT requirements and processes
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Classic software development

The classic waterfall development model

1. Determine requirements Requirements/
analysis

2. Complete the design
3. Do the coding and unit testing

4. Perform functional and
integration tests and fix bugs

5. Perform acceptance and
deploy

Maintenance
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Agile Software Development

Most Agile implementations use a routine and formal daily face-to-face communication among
team members. This specifically includes the customer representative and any interested
stakeholders as observers.

Agile development emphasizes working software as the primary measure of progress. This,
combined with the preference for face-to-face communication, produces less written
documentation than other methods.

Agile methods are sometimes characterized as being at the opposite end of the spectrum from
plan-driven or disciplined methods. Agile methods lie on the adaptive side of this continuum.
Adaptive methods focus on adapting quickly to changing realities.

Individuals and Interactions — In agile development, self-organization and
motivation are important, as are interactions like colocation and pair
programming.

Working software — Working software will be more useful and welcome than
just presenting documents to clients in meetings.

Customer collaboration — Requirements cannot be fully collected at the
beginning of the software development cycle. Therefare, continuous
customer or stakeholder involvement is very important.

Responding to change — Agile development is focused on quick responses to
change and continuous development.
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Traditional versus Agile

Traditional Approach

Waterfall

« Start with a complete design

* Building is followed by testing the
final product

« Finally, testing in practice

* No feedback loops

* Plan-driven

Dare to Challenge

Atern Approach

Variable Features

Agile
« Every Sprint delivers working

« Starts with delivering basic
functionality to which features are
added

« Value-driven

software that can be used in practice




Traditional Approach and No Quality at the Source

= In traditional organizations IT processes are not automated.

» Thereis a long time between the update of a service and the moment problems
are uncovered and solved

= as shown in the following figure.

Uhfs Commit e anual up
Dev0ps Team “'

]
|
Check-in=—3" Approval :
1
1

:‘_Feed back

Problem-solving ™

Unhappy

Legend: Code . Code Failed Code Passed CLshormers
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= A DevOps team having the service mindset develops a product using the lifecycle
as shown in the following figure
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TRADITIONAL

o g

Maybe this was
already sufficient!!

First: completely work out an idea
Then: extremely accurate estimation

First: think of an idea - outline
Then: work out the idea, try out and adjust
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Dev and Ops Realities

Dev and Ops are each taking steps to improve their quality and
velocity

= Agile and lean software development practices

= Agile and lean service management practices

= Virtualized and cloud infrastructure from internal and external providers
" Infrastructure as a code

= Data center automation and configuration management tools

= Monitoring and self-healing technologies

Unfortunately, Dev and OPS are not working together on these

initiatives
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Lean is a paradigm shift

Traditional Lean

Managers have all the answers Manager should ask the right questions,
employees should have the answers as a
team

Managers do the thinking, workers Managers facilitate the workers to add

concentrate on doing value

Activities are done, because they are asked | Activities are only done if they add value

to be done for the customer
A certain rate of defects is unavoidable Defects can be eliminated
Knowledge is power Power comes from sharing knowledge and

applying it as a team

Customer |
Value
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Lean focuses on creating the value for customer,

@ ‘{ Assess if all the activities in the

process add value in the eyes of
the customer

First time right,

focus on quality

prevention of Customer

defects Value _
Create a continuous
flow in production

. h with the Just-in-Time
Demana triggers the approach and

process chain in reducing peak and
order to reduce stock NEP
low volumes

Lean is delivering value to customers and continuously
improving the ability to do this, by removing waste from the
entire system that produces the value.
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Lean IT, Agile, ITIL and DevOps

* LSD — “Lean Software Development” Application of Lean IT to Software Development — same
principles as Agile.

* “Since one of the Agile principles (and also very Lean) is to make business people and developers
work together daily throughout the project, shouldn’t we call it BusDevOps...or value stream
management

* Although they were independent approaches, they have lots of synergies. A DevOps team could
use:

* Agile approaches to accelerate TTM mainly in Dev side (use SCRUM and XP methodologies),
and involve business (use roles of “product owners” as “business ambassadors”)

* Lean techniques to create and evolve DevOps team both in Dev and Ops sides (Team Vision,
Visual Management, Team Leader Agenda, Retrospective Meeting, VSM, Vo(, ...)

* ITIL knowledge and best practice to speed up continuous improvement.

| Devops

Agile (Development)
Running Lean Product/Market Fit
(Finding & Validating ldeas)

Lean
(End-to-End Flow)

Matthias Marschal

How are Lean, Agile, and DevOps related to each other?, Matthias Marschall \
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Lean, Agile and DevOps - Similarities and
differences

Agile/Scrum

Main Focus Value for Customer Improve TTM Reduce silos inefficiencies
Organization All or a small process Business & Projects Projects & Operations
Visual Mgmt. Core Core Recommended

Project Management

[ D
And Devs Teams Join Teams (Dev and Ops)

People (B&A) Integral transformation

Project Management

Processes Value Flow (SCRUM, XP. ..) ITSM and PPM processes
Tools / CTQ, VSM, Team Vision, User stories, Kanban, Automatic Test. and Deploy.
Artifacts DILO, Kaizen, A3... Product Owner Continues deployment

% Initiatives for improvement % Successful projects % Post-release incidents

% Savings Time & Costs % User stories implemented % Successful changes/releases
GO?IS / by waste reduction Business satisfaction IT Team performance (E2E)
Indicators Customer and employee Satisf
Quality

Dare to Challenge 28 Quint



Lean, Agile and DevOps synergies

Dare to Challenge

29

There are synergies in the 3
approaches, although you can follow
your path independently.

There is no recommended path—
although abroad Lean focus could
guide you to cover the most urgent
necessities

They are no and end by themselves,
but they help you to obtain your goals
and fulfil your requirements (agility,
efficiency, continuous deployment,
continuous delivery, continuous
improvement, ...)

Lean is the most global approach, you
can use this philosophy both for a
particular department or the global
Enterprise



DevOps is an evolution

Continuous Continuous Continuous Continuous
Waterfall Agile Lean Integration Delivery Deployment Operations

sint
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DevOps an evolution

New Way of Delivering Software
Focus on Ship Date Focus on Working Software
Prolong Deployments Release More Frequently
Heroic Efforts Repeatable & Predictable Processes
Done when code is built Never done — Always On
Ops runs applications Everyone is responsible
Ops and Security dictate Ops and Security Participate
Story Points Customer Satisfaction
Handoffs Feedback Loops
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Evolution DevOps

Continous Deployment

Continous Delivery
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Integrate all the useful bits
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Integrate all the useful bits (continue...)

i) -Fri ironmerit
o i 9 e Fail-friendly envirormert Limted Blst Radivs e T Waste-repellett Culkure ek Lean
f mehnnwg)&mmm = Exptfm+- Mﬂﬁ Qul
SPO*I 9 e om o ok via, Docapled Actitectoe Vio Groduo\ Rollodt e s, \'@H’
sth!tS fuster wise.
Engincering Clfure | {Z=R= 2 iw U
Q o Ke
ef 5 .
‘Pﬂ\']L 20*2 +r§ bzh e &YUZP::S:S
ond @mpore) > Y
T . 8&3 Gy e byheisd " Onerrees
KGrst 38 o ) Skig/o
.- AJ =k uil w1y A D 5"&5&*”‘ Chacs > Bureoucray
Lean smw _...; Progle. ore natura irvitors L
Tosk estimates

Minimize the need ~Ustless meekings

; . 2 . = i = ‘(: ‘P CB .
- /i‘*“%‘ om0 oy Botes
anod 7V€\0(t9 5 . sl
Rrstotyp . -v@ = s .. . ’
2 \= Tnovation >’PV'A*C\'°b'U3 ; P
e 848

‘r:». vmu.*
I
.-’ b iy = SEHRE Spalify Hoak. Ulerk WecHy Dare
Uhghedert, Wik Wroever! ?ar\y
& D?» hakeser” way'

You are Hﬂ culfore.”

Mode\ Hhe henavior Yoo weet o see Fumse ;‘;‘;}‘fw\b,
= 8 Vaue deliery 7 Pan Fulfillmart
oot
HeaWny Cutture
heds, Brocen Process g ™
Cultoce Hocwsed Res Bre sz N::ﬁ m::* Kok
0~ *

Architecture

[impeoveMenT TRemME: §47 GIGTY

Lcan build. test, and ship
my feature within a week.

Coadnes

| ;‘3“ .
'Q@ P
Tip: View clips at ‘Google Spotify Agile part 2’

iy
FEEE =]

EED

<.\
Dare to Challenge 35 Quint



Which problem does
DevOps solve



Why did DevOps develop? It is the solution to
one or more problems ...

Which issues do we solve?

* Speed of delivery

e Quality of delivery

* Lack of understanding between developers and operations people
e Ability to ensure that customer requests are seamlessly processed
* Bring people who work on the same IT service closer together

* Preventing burnouts
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If you can't measure, you can't improve!

A successful DevOps implementation will measure everything it can
as often as it can... performance metrics, process metrics, and even
people metrics.
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Importance of Feedback: Three Ways Model

First Way: Systems Thinking

Dev & o 0ps

Second Way: Amplify Feedback

Loo ES

Dev, w Ops

N

————'

Third Way: Culture of Continual
Experimentation And Learning

qnp Ops

Souroe: hpoimevoiuion comhe-fMee-says-onnopkes

Dare to Challenge

“The Second Way is about
creating the right to left
feedback loops. The goal of
almost any process
improvement initiative Is to
shorten and amplify feedback
loops so necessary corrections
can be continually made.

The outcomes of the Second
Way include understanding and
responding to all customers,

internal and external, shortening

and amplifying all feedback
loops, and embedding
knowledge where we need it".

Source: Gene Kim, DevOps Guru

39
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The Three Ways

= The First Way — Flow

= Understand and increase the flow of work (left to right)

= The Second Way — Feedback

= Create short feedback loops that enable continuous improvement (right to left)

= The Third Way — Continuous experimentation and learning
= Create a culture that fosters

= Experimentation, taking risks and learning from failure
= Understanding that repetition and practice is the prerequisite to mastery

Performance

/
[ 1 A\
[

Process Tooling Organization

Culture

\

\2) “—| Business

Dare to Challenge



The promise of DevOps



DevOps increases Agility and stability

= Organizations that implement DevOps are more likely to be high performing
= Organisations are more agile

= Code is shipped 30 times faster

= Deployments are completed 8000 times faster
= Services are more reliable

" There are 50% fewer failures

= Service is restored 12 times faster

(source: 2013 State of DevOps Report — Puppet labs and IT revolution press)
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Same cadence between business and IT

Business processes change over time in a evolutionary way.
So the IT services that enable those processes need to change as well

Time Time Time
ClassicIT First Agile effect DevOps promise
(big gaps and big steps) (small gap, but lagging behind) (small gap, no lag)
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Who is best

NETELIN

amazoncom
N/

“Amazon has become famous for its high- @

velocity deployment of more than 2500
software releases per day across its various

:
Cloud solution offerings. And there are '1 -
similar storied successes at eBay, Etsy, t
Facebook, Netflix, Spotify, Twitter.” S
http://blog.saugatucktechnology.com/ -

ASaucaTUCK

an 15G business
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a The Flow Solution

The problem is because Dev and Ops use different processes

“The important theme of DevOps is that the
entire development-to-operations lifecycle
must be viewed as one end-to-end process.
Individual methodologies can be followed for

individual segments of that processes (such
as Agile on one end and Visible Ops on the

other), so long as those processes can be
plugged together to form a unified process

S

Culture

(and, in turn, be managed from that unified Key considerations
point-of-view). Much like the question of ) Development uses Agi Ie,
measurement and incentives, each

organization will have slightly different Scru m, TDD

requirements for achieving that unified * QOperations uses ITIL

process.” o
What is DevOps? Dev2ops.org

£
k
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Processes are seen to be
different, even incompatible

* Nobody takes an end-to-end
view
ot
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O Key aspects per dimension: Flow

Getting units of work to Flow through the team to deliver value

Knowledge of units of
work

What is it

The things the team spends
time on

Flow is about ensuring that units of work move swiftly through the
process

Why is it important

improve its performance on each
unit of work

Awareness of
processes

How each unit of work needs
to be processed

Developing successful habits
supports team performance

Documentation of
processes

How extensively processes are
documented

Helps to standardize the way of
working

Monitoring of progress

Understanding the status of
each unit of work

Encourages flow efficiency

Customer orientation

Dare to Challenge

Each process starts and ends
with a customer, and delivers
value

47

Focuses team on ensuring that
processes deliver value
guir}
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DevOps and ITSM

13l SEenvice o SEM{E DEEIETI
- i Senvice portfolio design
: ""-F',-:,:J __ Service catalogue
f:'?h management
' Service level management
Supplier management
Capacity management
Availability and service
continuity management
Information security
management

rviCe De Siey,

—

B

= fENuuo

L

Service Operations
Service request management
Event management e
Incident management - =12 Service Transition
Problem management Change management
Access management Service asset and

) configuration management
(Continuous) Knowledge management
Service Improvement Senvice release management

service Measurement Deployment, decommission,
Service Reporting T e
Lenice Improvement
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DevOps and ITSM (Contd.)

roduct Chwrnes Relevant topics managed within Product Team(s)

Define Implement (projects)

Service Strategies
service portfolio
SErvice economics
IT financial management

Service Transition
Change management
Service asset and
configuration management
Knowledge management

Service Design
Service portfolio design
service catalogue
management
IT demand management Service level management
Service strategies for
out-sourcing, insourcing, and
CO-50Urcing

Supplier management
Capacdty management
Availability and service
continuity management
Information seourity
management

Service release management
Deployment, decommission,
and transfer

Quality

(Continuous) Service
Improvermnent

ervice Measurement

Service Operations
service request
management

Event management
Incident management
Problerm management

T

-

service Reporting
Lendice Improvement
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Flow for Service Creation and Operation

Service Strategy

a®

PPM / SAFe [ Less
Demand Management

Main DevOps Focus Capabilities Enablers

* Recent disciplines and technology that |
enables DevOps automation pratices
* Traditional bottlenecks without DevOps

| Test Data Magmt. H Release Mgmt, | | Contalnerlzatlon
Continous Continous Continous
Integration Delivery Deployment

Auomated Regression |

Configuration Management and SCM (Source Code Management)

Other capability
enablers to
provide
governance and
scale DevOps

Agile / Scrum
Visual Mgmt

Project Mgmt.

Automation for Cloud (laas / PaaS / SaaS$ [ Infraestructre as Code)

Monitoring

Application LifeCycle Management

Collaboration

Architecture

Security

ITSM
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Scrum Approach

CUOMER
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Scrum Approach (Contd.)

Artifacts
3X
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Scrum Approach (Contd.)

@“'Pﬂ’ -M‘E
o Yo

5

States ﬁ
72X
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Scrum Approach (Contd.)

PLANNING
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Scrum Approach (Contd.)

The Scrum Flow
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Scrum Approach (Contd.)

Social Objects

mp(omcw ) 3X
DATE N ;
-‘ ‘ CUSTOMER
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Scrum Approach (Contd.)

Dare to Challenge
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Improve Product
Backlog

CUSTOMNER



Scrum Approach (Contd.)

Dare to Challenge
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Improve
Process

CUSTOMER



Continues flow

Plan Monitor & learn

Dachiog

CLOoNtiNnuous eammng

A 1 improvement
Acceptance test and IMproverx

planning

ntegrated inCicent

nanagement

[ﬂ' JL-

Production

Development

won

ymance and

avariabiinty diagnostics

Develop & test °@DD &

l‘:!‘lt_‘dk L

Release

management
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Continues flow

Continuous value without barriers

REQUIREMENTS

- [ ] o fm
Ll ene
Users/ » Requirements toolbox ‘

SOl - User and stakeholder
engagement

it

Operations

Operate

» Continuously validate

Implement Monitor

i Develop

» Continuous testin
Development . g acceptance criteria
& testing » Continuous 'ktduak” e » Automated test lab
» Acceptance test driven management
development ] » Integrating incident
* Er "ud to-end traceability T systems
with PMO integration WORKING SOFTWARE + Actionable diagnostics
SHARED ARTIFACTS
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Performance

Performance
The problem is because Dev and Key considerations
Ops measure performance in a * Change vs. Stability
different way * Fast change vs. slow change
“DevOps promises more releases in a * Different KPIs used in development
short timeframe in order to adapt to and operations
problems or changes in the market * Dev and Ops have different goals

faster. [...] It also means that the metrics
defined by each team can be
automatically measured and
automatically communicated and shared
with everybody that relies on them to
make decisions.”

Best Practices for Performance-focused
DevOps, ampblog.compuware.com

t
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Key aspects per dimension

Performance

Performance is all about understanding how well the team is doing. Delivering value for the
customer; performance must be sustainable.

Key Performance
Indicators

What is it

Metrics for understanding
performance of the team

Why is it important

Show the team how it is doing.
Identify improvements

Technical Debt
reduction

Health of the service

Directs solutions towards
architectural choices

Level of performance (Inc,
SR, St. Ch.)

Understand performance on
small units of work

Basic hygiene factor for customers.

Level of performance
(creative work)

Understanding of performance
on larger units of work or
specials

Steer greatest business value

Time usage
(Earning/Burning)

Dare to Challenge

Understanding of how time is
used within the team

63

Steering the usage of time to
optimize the time available for
creative work

Can
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Performance

Measuring Success

Practice that enable organizations to understand and improve flow enable
improved IT performance

= |IT performance is measured in terms of throughput and stability

= Throughput is measured by deployment frequency and lead time for
changes

= Stability is measured by mean time to recover and the ability to
preemptively detect and mitigate problems

Deployment frequency — mean time between deploys

Cycle time — Time from start of work to ready for delivery

Change Failure rate
Mean time to detect incidents (MTTD)
Mean time to recover (MTTR) — Component

Mean time to restore (MTRS) - Service
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Behavior &
Attitude

Culture is all about

Communication

Honesty and

Transparency
openness

Rewarding
Collaboration good
behaviours

Grass root
innovation

Embrace
failure

Accountability

No blame
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The culture in Dev and Ops

The problem is a mismatch of cultures
between Dev and Ops

“DevOps is simply a culture that brings
development and operations teams together
so that through understanding each others’
perspectives and concerns, they can build
and deliver resilient software products that
are production ready, in a timely manner.
DevOps is not NoOps. Nor is it akin to
putting a Dev in Ops clothing. DevOps is
synergistic, rather than cannibalistic.”

Fresh Stats Comparing Traditional IT and
DevOps Oriented Productivity, DevOps.com

Dare to Challenge

Behavior &
Attitude

Key considerations

* Change vs. Stability

* Fast change vs. slow change

* Development people are different
from Operations people

(Mlfure \s the way
puh Thin | At and
NperAct
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Key aspects per dimension

Behavior &
Attitude

A team of skilled professionals with the right attitude, behavior and motivation to deliver excellent

performance

Team-forming

What is it

Understanding of where the
team is in its evolution

Why is it important

Helping a team to ‘gel’ to deliver
high performance

Collaboration

An environment in which people
are free to act together

This is the basis for continuous
improvement and learning

Problem-solving

A method and mindset for
resolving the issues

Ensure progress of and excellence
in the service

Leadership Fit

Leadership in relation to the
requirements of the team

Leader’s style must be compatible
with team needs

Motivation

Dare to Challenge

Understanding level of
motivation of the team

68

Only motivated people can
produce a sustained excellent
performance
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Burn down the old silos...

Burn down the silos and create
integrated cross functional teams

Overcome the challenge of change versus
stability

Create shared team responsibility for all
requirements,

analysis, design, engineering, testing,
integration, delivery

and deployment

both new development as well as
maintenance and support

Results:

Dare

shorter lead time!

no more walls of confusion
more trust and fun

higher quality, lower risk

to Challenge
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Behavior &
Attitude

Stable, co-located teams with a common
goal and enough mandate

Product teams and Platform teams
Team KPIs instead of personal KPIs
Speak the same language

Seek first to understand, then to be
understood

Tools (software; Scrum board)
Retrospective and daily stand-up:
honest and open feedback
Training, knowledge sharing
Team building events

Quint
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.. and create transparency

Transparency is about getting feedback
= from the customer / business
= from the team

= from the software / system in order to continually improve: inspect and adapt
= Transparency is about visualizing metrics
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Core of DevOps Culture

= The core of the DevOps culture is the emphasis on service.
= The following figure shows how this mindset help to deliver a high quality product.

[ ]
Core of |G Product Product Integral
DevOps . Usage Lifecycle Responsibility

Service High Quality Continuous QOverall Health

Mindset Product Support of the Product

t

3/

e
1=
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Cultural Elements of DevOps

DevOps is all about people, processes, and tools.

= People across the groups - working together - determine DevOps success.

The primary goal is to build a collaborative and respectful culture across the IT
organization, to bring a single piece of flow in software delivery.

A team cannot become a DevOps team just by using a set of tools.

= They need to ensure that tools support DevOps requirements and workflows.
A culture that supports the ideals of DevOps is crucial.

Some cultural elements that can help develop an effective and successful DevOps
culture are:

Teambuilding and
Collaboration

Continuous
Improvement and
Problem-solving

Leadership

Courage and
and Feedback

Experimentation
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Changing the Culture

» Changing the culture is a collective movement in which behavior, attitude, and
mindset are adjusted through feedback. Using feedback, the team can move from
its current status to the desired situation, as shown in the following figure.

From (Current Culture) To (DevOps Culture)

W Group L Team

O Separate technical departments Q Integrated multidisciplinary

Q Turf conflicts regarding teams
responsibility Q Integral responsibility for a

O Large distance from the Service

customer O Close to the customer

Feedback

Q Specialist roles Q Generalist roles with specialism
Q Individual thinking Q Creative Action
4 Problem avoidance Q Fail fast

[ .

t

3/

e
1=
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Cultural Shift "Connect” your Teams

The problem is because Dev and Ops Key considerations

have artificially been organizationally * Traditionally, we have organized skills
kept apart in functional siloes

When we talk about “The Wall” between * Development people sit next to

development people, ops next to ops,
etc.

the Teams (Dev, Test, Ops, Business) — most
industry professionals we have conversed
with understand and recognize the

concept. So — these walls exist —and we
have to tear them down. The best way to
start is by inviting Testing and Operations
to your daily development Stand-Ups. Let
them listen in what you are currently
working on. Invite them to your sprint

reviews and planning meetings so that they ‘

see what is coming down the pipeline. - * ' ' l
Best Practices for Performance-focused DevOps, ‘ ‘ ; '
Quint

ampblog.compuware.com
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Key aspects per dimension

Team responsibilities and accountability are, and that it is capable of fulfilling them.

What is it Why is it important
Service Definition Unamblguous definition of the Sense of. p.u.rpose -
service Responsibility and accountability
Customer definition Clear definition of for whom Understanding of value of the
the service is provided service
Completeness of team Skills & knowledge and roles Ensure that the team can take full
to provide the service responsibility for the service
Dependency on other Understanding of shared Optimize freedom to act on behalf
teams resources and dependencies of the customer
Management practices Visual management and other Facilitate team in delivering
governance practices to value

facilitate the team
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Make it easy for customers to do business with you

Structure
a Organizing teams and
the governance

! Service

e Oriented IT a
(‘DevOps’)
High Performance
Integration High Performing
DevOps Integration : High Team model to
Model to guide the Integration Performance guide both

integration of Dev
and Ops teams

Management Team
and DevOps teams
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Define Service-oriented IT based on
customer, service and required skills

‘Technolegy Stack’ of the service

Presentation Layer
Security Layer
Desktop Infrastructure =
Application Layer
Development Platform
_ Dambase | Paas

Operating System
Server
Storage
laaS

Network

The customer IT Service(s)

e Person responsible e = All functionality that
for the business Business | supports business
process / _ process

* People using the = Deliver the value
service I\ N customers require

-

Release
Operations

DevOps Team
= Responsible for the ‘health’ of a service
= Contains all knowledge and skills required to

support and develop the service g
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Cloud Service

Infrastructure Platform Software
(On-Premise) (as a Service) (as a Service) (as a Service)
g . -
= )
= P |
g- Runtime Runtime ‘ Runtime {
3
>

Midd Middleware

Middleware

~ Virtualization |
| 2
Servers =
iy |£
3

Middleware

O/S

il

You manage

Virtualization

Virtualization

sabeuefy 13410

sabeuepy 12410

Cervers

Storage

I
1

S .

[ ————

Source: NpASownicad.mICrosof ComUoNnioad/ 2L/ 240 20CFD-0F 22-4880-A D00-A0044 3 308CFEMIcrosoft R 20PVate N 20Coua N 20Fa srX 20 Track
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Organizational Model: DevOps
Ahd Add Add AdA
Pes e

h A

-

Platform
Team

Business
System
Teams

Business System Team, manage end user (customer), services and products
(applications)
Platform Team, manage platform product used by Business System Teams
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Autonomy of Teams

hbd Add Add Add | s
> System
Self service! (Horizontal) API for Platform Team
PaaS Monitoring Deployment Logging Control ‘
ad Service discovery Auto-healing ‘ ‘
Security  Backup and Recovery  Auto-update ‘
__ Platform
Platform qualities! Team
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G Determining the scope of a DevOps teain

Dare

‘Technology Stack’ of the service

‘Team’ Presentation Layer
Security Layer
Saa$s
Desktop Infrastructure
Application Layer
Development Platform

Database PaaS

Operating System

Server
Storage
Network laaS

‘Cloud’

A DevOps team is responsible for all facets of:
- The ‘health’ of a service

‘Technology stack’

determines:

= The area of
responsibility of the
team

= The required skill set
of the team

- The continued match of the service with the business process it supports

to Challenge 82
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Focus on Products and Services

Features of product-focused approach:
= Responsibility of product-team extended all the way into production.
= All are responsible and accountable for a fully working product.

i I

m -

Specialty Oriented + Work Oriented
+  Functionally + Team Organized
Organized *  Product Focused
+ Project Focused +  Work with Teams

« Work with Individuals
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G Understand demand

Advice?

Change?

Disruption?

Service?

Plan

Change

» Operational
Activities

Q

Problems

Dare to Challenge

130 33388

-

Business

Operations
Engineer

User
Experience

!

\_

Team
Manager

DevOps
team

Release to
Operations

~

Architect

Developer

Tester

/

84
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Continues deployment within the

team

r‘ Continuous

Business Planning

(R Collaborative
=4 Development
N,

Continuous I ‘

Monitoring “.,D

Operate Continuous
Feedback

Continuous ( \
User Feedback
& Optimization

1N
(- Continuous
Testing

B;g; p.';c;_i_eos

(-ij—‘ Continuous Release

and Deployment
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G way of working within the teams

Agile Development _ Continuous Integration

Cl| Server
l—. Artifact
e

Repository
Manager y

Stories

Continuous
Feedback Continuous
Feedback
Continuous Testing
(i &
Continuous Delivery | Continuov® 1\ _ Test Test
. Testing il | Scripts Suite
Infrastructure as T _— Collaboration NG
st E Sl Ticket Creation

Provislonin Issue Cl Server
o Tracking

Soaioe (AT, . ;
N = " = [Testing] |[INT| [QA] [UAT];
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Create the structure with DevOps
teams and necessary governance

Organization

Team
777777 Manager

! Business V ) \IArch'nect

__;/_, \
pt

‘ Developer

/

Operations \|
Engineer

\

Tester

Release to
Operations

P —
: Business. Architect

‘Technolegy Stack’ of the service

‘Team’ Presentation Layer
Security Layer
Desktop Infrastructure
Application Layer
Development Platform
... Databese

Operating System
Server
Storage
Network laaS

SaaS

PaaS

‘Technology Stack’ of the service

‘Team’ Presentation Layer
Security Layer
Desktop Infrastructure
Application Layer
Development Platform
. Deoabase |

Operating System
Server
Storage
Netwark laasS

SaalS

PaaS

‘Cloud’

‘Cloud’

DevOps Team

DevOps Team

Governance

Dare to Challenge
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Architect

.
|

Release to
Operations

‘Technolegy Stack’ of the service
‘Team' Presentation Layer
Security Layer
Desktop Infrastructure =
Application Layer
Development Platform
| Database | ~ PeaS
Operating System
Server
Storage
Network laaS
‘Cloud’

DevOps Team

Team
Manager

Release to
Operations

‘Technology Stack’ of the service

‘Team® Presentation Layer
Security Layer
Desktop Infrastructure
Application Layer
Development Platform
... Detsbase |

Operating System
Server
Storage

Network laasS

SaalS

PaaS

‘Cloud’

DevOps Team

ou'in}
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Integrate Dev and Ops, based on a
holistic view, starting from the
current situation

5 DevOps Levels of Integration

—

Level 1: Low Level 2: Partial Level 3: Initial Level 4: Advanced Level 5: Full
Traditional IT Traditional IT Dev and Ops Dev and Ops DevOps teams
organization organization with closer together together in teams based on a
some DevOps; no based on benefits  based on vision integrated vision
clear DevOps of providing value
vision to customers

—

Automation Organization

Behavior & Attitude Performance
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Combine dimensions and integration
levels to achieve DevOps )

DevOps is characterized by integration rather than maturity

Level 1 Level 2 Level 3 Level 4 Level 5
Individuals, lack of High-performing integrated
Organization management and team with agreed practices

technical practices

Measures integrated into
way of working

No measures, no
steering

Performance

—
—

Behavior & Basic leadership, Facilitating leadership, high
e — motivation and continuous
—
—

Attitude low motivation
improvement

Processes are simple and
short, few descriptions

No customer
orientation, poor
processes

Flow

Fully integrated suite of
tooling for development,
testing, deployment and
service management

No or little tooling
for testing and
deployment

Automation
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Focus on turning the DevOps team
° into a High Performance Team that
delivers Customer Value

- o EEm s EE EEE S S M S S EEm EEE S EEE EEm MEE B EEm SEm B EEm MEe B M M M B M S O O O

¢t Team Development

Leadership
Vision & ‘ I k el

Measurement Flow Performing
Goals
Team

Collaboration

o o o T e e e R S S EEe S e EEe R S S S e S R S S EEe e S Eme e e e e s
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Governance
structures



Governance within Teams

Dare

Good governance within teams is the responsibility of everyone within the team.

What is the
countermeasure?
I have a problem Do we know | have a
the rootcause? " solution!
‘.ﬂ _:5'..._.';. . |
L — - ‘
11N = — A
’ .\m&lkfs : /@
0 P — Y Y
-~ Lo
: AN "7,
\NE a T
~\ —_—
-a . f

) /-:] —
11
5 minutes @
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BI Team use agile techniques to manage
workload

Product Backlog
INELES
Projects p—
Functional e

Ambassador /—\ SC"_-'"‘
h . Architect
changes |

Source changes ’ |
Problems . LB -

Advice
Technical debt

e .

~ Team - DW Engineer

.

IE Specialist Tester

Release to
Production

Bl Governance Team
e

Operational activities, /
service requests
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BIGT directly linked to teams

Bl Governance Team

Team Team Team Team
Customer and Asset Execution Optimization
Market Management
Architecture & Quality
IT Bl Delivery Group
BIGT:

* All changes according to architecture

e Checks execution with availability of
resources

* Changes allocated to most suitable team

Dare to Challenge
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Team

Service & Staff Network

Benefits
* Direct steering of delivery
reduces conflicting changes

Central quality check to avoid
new technical debt

guir}
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BI Governance Team: Way of Working and
Timing

Week k Week | Week m Week n Week o

(

Meeting 1 Meeting 2 Meeting 3

BIGT BIGT BIGT

backlog planning execution
IMs & Architects Scrum masters Scrum masters
& Architects

.
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Key part of improving the service: Knowledge
development

Team Team Team Team Team Service Team
Customer & Asset Mgmt Execution Optimization & Staff Network
Market

S

Knowledge meetings
“ (min. 1 x / sprint; 1 rep per Team mandatory)

Benefits
Up-to-date-knowledge
Solution architect Experts discuss Common technical way
determines * Knowledge & learning of working
* Knowledge and goals Prevents solutions that
learning goals * Technical do not fit in
* Technical Guidelines coordination architecture
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Transformation



Approach creates predictability and stability in
a changing organization and space for
realizing ambitions

Analysis and

definition

“Current state?”
“Future state?”
“Commitment?”

= Service Oriented IT analysis

* Agreeing design principles for
DevOps teams and
governance

* Leadership workshop(s) on
DevOps principles, goals and
behavior

= Current state of Service =
Oriented IT

* Design principles

= Commitment leadershipto *®
DevOps principles and goals

®" Management =

Dare to Challenge

Structure

“Organizing teams and
governance”

= DevOps training

* Detailed team and
governance designing

= Defining technology stacks

Transformation roadmap

workshops

Detailed definition of
customers, services, teams
and technology stacks
Roadmap and
communication plan

Management, Architects,
Lead technologists, Team
leads, HR

e )

“Working in DevOps
teams”

®" Form DevOps teams

= Awareness and training

* Prepare Team for integration

* Analysis of improvement
potential on DevOps goals

= Detailed Integration plan per
team

" Trained employees

= Continuous service
improvement roadmap

®= Management, Teams in
scope

98

“High performance on
collaboration and technology

Intensify collaboration
Improve flow

Extensive automation
Multi-skilled team members
Focus on customer-oriented
performance

Improved Quality of delivery
Higher Business Value
Increased Speed of delivery
Improved Efficiency

®" Management,
DevOps teams

(e
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Getting DevOps to work

DevOps is an individual path per team

* Choose a common reference
framework (DevOps Integration
Model) to facilitate learning

Good p approach maturity level 1

e Assess the current situation per
team/department

e Create individual plan per team to
achieve the selected level of
integration —

sssssssss

3
i
bl
is
2
H

Deep diveankorsand.
metres

Othernecessary

e Pay attention to the governance of
the DevOps teams

g
H
H
5
EFS
H
‘ga
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Start with assessing the current situation of
the team, using the Quint DevOps Integration

Model

The Integration model from Dev and Ops to a DevOps team, and on to a high-performing

DevOps team

Organization

Performance

Behavior & Attitude

Flow

Automation

Dare to Challenge

Service Definition

Customer definition
Completeness of team
Dependency on other teams

Management practices

Key Performance Indicators

Technical Debt reduction

Level of performance (Incidents, SRs, St Ch.)

Level of performance (Creative work)

Time usage (Earning/Burning)

Team-forming
Collaboration
Problem-solving
Leadership fit

Motivation

Knowledge of units of work
Awareness of processes
Documentation of processes
Monitoring of progress

Customer orientation

Automated Test

Development Tooling

Automated Deployment to Production
Service Management Tooling

Use of other tools

DevOps Integration

Low Partial  Initial Advanced Full
Level0 Level A LevelB LevelC LevelD Level E
1 2 5 4 5
1 2 3 4 5

1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 8 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5
1 2 3 4 5

O
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Integrate Technical and Management Methods

Ensuring the right habits makes the DevOps team more effective

Advice?
r Change?
» Disruption? orodut
Service? Backlo; . .
i e Standardize methods to encourage learning
Pla
g Chang * Define the interface with the customer,
W e together with the customer
Problems

* Define the flow of units of work through
the team, e.g. Waterfall, DSDM, Agile,

Objectives for the week

£
£

Define the management principles used by
WasKoard Performance & Progress Dy Board the team' e.g. Lean' TOC'

| T~ ]

Problems Board

Lean & Visual Management
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Success factors

= Start small with quick wins

= Attention to culture and tools

= Transparency and adoption

= Ensure the process is end to end

= The attitude of ‘doing it right now’

= Automation of testing and deployment

= Track and analyze impact of changes

= Constant cooperation within the teams and over the teams
= Get buy in from senior management
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Big Bang VS Snowball

Big Bang

Disadvantages
= Critical processes can’t be tested first

= Changes apply to all, could be difficult to master
and the impact could be huge

= No flexibility in scheduling

= |mpact of changes are difficult to measure, it all
comes at once

Advantages

= |t applies to everyone, no jealousy
= Requires little or no planning.

Dare to Challenge
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Snowball

Disadvantages

= Number of people are first and some are last,
jealousy my occur.

= Requires planning.

Advantages

= Changes only apply to small groups, impact is
small

= |ncidents can be sorted out and conquered first, to
stabilize before taking the next step

= The process are tested frequently and become
more and more reliable.

= The process is reviewed over and over,
inefficiencies could be optimized every time.

= Small changes early results

guir}
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Automation



“We find ourselves now with two camps in the DevOps
community: technical and non-technical. Either side shifts the
conversation to where they feel most comfortable: the domain
they work in and understand. Technical folks talk about tooling.
Non-technical folks talk about culture.”
http://dustinrcollins.com/devops-a-house-divided
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Continuous delivery covers the full
deployment pipeline

= Treating infrastructure as code by programmatically provisioning and
managing infrastructure resources

= Repeatable and reliable deployment processes

= Development and testing (preferably automated testing) performed against
production-like systems

= On-demand creation of development, test, staging and production
environments

= Proactive monitoring of infrastructure components, environments, systems
and services

Dare to Challenge 10 Quint



ENGINEERING FLOW OF CONTINUOUS DELIVERY

—Trigger—>  _Trigger—>

I 1 T
I

I I I I
—Check m% —Trlgger1 I I I I
I s | | | |
I%Feedback 0 I I I I I
. [ [ [ [ [ [
- Check in—>  _Trigger—> I I I I
| . > . | | |
l«——Feedback - L 1 1 1
| | | | | | |
Check in—> | _ | | | | |
- eckin —Trgger—=>-_ S I I I
I - - ag —Trigger—> —Trigger |
| | | - - |
(S—Feedback I I I I I
i _ | | | | | |
__—Checkin—>, —Trigger—> ! Trioger=> I I I I
I N —Trigger=> -~ _Trigger> ' I .
I I - - Trigger—> —Trigger1
| | | | T —
I%Feedback i i i i 7 I
_ [ [ [ [ [ [
- Check in—> —Trigger—> ! iy N I I I I
—Trigger Tri .
[ - g9 Trigger—=> —Trigger—> I I
I I T -
I | | | T -
I%Feedback 0 0 0 0
| | | | | |
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Continuous Integration, delivery &
deploy

Continuous Integration: Integrate early and often to minimize the gap between development
and operations to increase:

= quality assurance
= test driven development
= configuration management

Continuous Delivery: extension of continues integration and ensures that every change is
releasable:

= Automation to improve processes software delivery including integration and acceptance
testing.

= Release in one push on the button

Continuous Deployment: end to end software delivery which includes continues integration and
delivery:

= Automate the release of the delivered software
= Automated infrastructure, Release Management
= reduced lead time, earlier feedback, reduced risk

Continuous Integration Continuous Delivery Continuous Deployment
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Automation is vital for ensuring speed,
consistency and quality of work

What is it Why is it important
Service Management Tool in which all units of work Monitoring progress and data for
Tooling are registered the overall KPIs
Automated Test Tooling to ensure the quality, A tool can generally test more
completeness and speed of quickly and accurately

the test process.

Automated Deployment to Automated flow from dev Reduces the chance of mistakes;
Production through test and acceptance ensures the consistency of
to production environments
Development Tooling Tooling supporting the Reduces the time required for
development process developing working software
Use of other tools Non-technical tools e.g. Not everything is integrated
checklists, guidelines and into tooling, but does need to
architecture drawings. be available for the team

<.\
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Continues Delivery Implies: Software has to Flow

[ Traditional: A Process of Weeks or Fven Months ... ]

Vaste:

Waste: Waste:
= Handowerof ,, __. + Manual handovers + Manual handovers
documents E; Hl-d diffarent of code and of code and
I'.I'I'-'Iar_'p:E: . |-HLF.:I:IItﬂ.;’:|n |: ! ren ::I dO‘:UmEnE .'I.'Ih\'laEtE‘: dCICU ments ',I.".f'azte:
= Inventory o Manual handovers s Manual tests s Manual deployments
s Wait o Defects (through wait) (zpeed, defects, (speed, defects,
= Over processing timing) timing)
4 ) 4 Y @ 4
SiLoep ManuaL ManuaL Test ManuaL
“TEAMS" BUILDS (in the end) DEPLOYMENTS
~Weekly . - [ ~Quarterly
@ [ Integration @ static Tests @ handover of
* ] software )
Unit Tests
Manual 1 - *
distribution of f Manual
software y Functional Tests ] deployments of
. J \ J NS
Waste: ——
p s wese ©
# |nconsistent systems
Waste: Sll_[}ED anc@ (configuration drift, defects,
& Manual setup and MANUAL timing)
rmaintenance of
systems PROVISIONING
(speed, defects, timing) Server 1 Server 2 Server n
< /
110
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Waste:

o Marual handovers
of apps,
documents
and configurations
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Continues Delivery Implies: Software has to Flow

(Contd.)

[ Optimized: A Process of Minutes ...

Characteristics:
o Cutput: product

Characteristics:
» Continuous flow

Characteristics:
o Continuous flow

Characteristics:

e Deliver fast

e [Deliver often

e Do the nght things

-

AGILE TEAMS

s

Characteristics:

s Improve quality

e Compile and
construct
continuously

of code

of code

Characteristics:
= Improve quality
« Test continuously

#» Reduce defects and costs

Characteristics:

* Release continuously (trust!)

+ Release consistently

#« Reduce costs and defects

BUILD

AuToMATED

o

Continuous
Integratlc:-n

i

: AUTOMATED ’

TEST

Static Tests

0

[ D:,marnlc

Software Library

Init Tests ]

(S

]
]
/

Functional Tests ]

%

J/

Characteristics:

e Increase setup speed
s Rzduce cost

s A=duce defects

AUTOMATED
PROVISIONING

Provisioning
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Characteristics:

s Consistent systems

P
AUTOMATED

DEPLOY

Release Man.
(Light)

J

Y

Deployment
Automation

-

J

Characteristics:
o Continuous flow

’ j_-_'f of apps and

co nﬂguratlc:-ns

Server 1 Server 2 Server n 9 O

Characteristics:

e Upto date end-product @ -::us.tu::-rner
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Type of Feedback

Feedback on Feedback on Feedback on Feedback
o - Build and Tests 9 - 9 - Runtime from the
Deployabilit Behavior Customer
D !

AUTOMATED

DEPLOY

Deployment
Automation

)

AUTOMATED

PROVISIONING

Provisioning

/
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TYPICAL TOOLS THAT SUPPORT THIS PRINCIPLE OF
CONTINUOUS DELIVERY

» Contin. .

VAR & JUm ) archiva ge'/ ™~ @uware

NOLIO

Y IRA

SUBVERSION

@ git Mmaven Q@ sonar | Nexus

Y Atiassian
bggg!_%{[ X Confluence

\]
P
-8 43
o0 ®m~ @ A [ iC) “ANetiQ
e - BAMBOO e artfactory oo Rommer adNetiQ.
Visual Studio F}n dBpgs Load R C h ef

Endevour \FORTIFY  Endevour 3:53,:: A %
| gt

— El E1 E3

TADDM IWD TBSM

Endevour

Dare to Challenge 113 Quint

Wellington Redwaad


http://findbugs.sourceforge.net/index.html
/wikipedia/en/9/91/Fortify_logo.jpg
http://archiva.apache.org/

Tools for automation

~ Develop ~ /—Test -~ Deploy . — Monitor ™~

®git || Jenkins Capistrano ﬂagiOS“
“~ PERFORCE Maven Am @ Jenkins GQUMYS-
Wersion everything. !
s (& gradle @ gq_gis#alit;;?iq - . W
\_ © Bitbucket ) \_ Y, \_ - < ICINGA Q%
- - duty
Log Configuration Management Peast
i N JETEE N o
(GRAYL0G2 A T @ oo G
papertrail puppet  CHEF  ansisLe CIC)UCJMm;;h
J logstash - %
B CFEngine v clouamas’ #: Lantana
loggly \ VAGRANT / \ /
splunk > —— Security ———  ~ Collaboration Platform —
@sumologic | | s.s.e T
23t threat stack */ L\
M Upstart i i wslack @Trelr RALLY,
ciovonmad| | MIID clovamar?| | s @, S
g RN J Y,
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Benefits of automation

Automation supports Automation enables

= Faster lead times computers to do rote tasks
= More frequent releases and allows people to

" Less turbulent releases = Solve problems

" Fewer errors = Make decisions based on feedback
= Higher quality = Use their skills, experience and

= Faster recovery Judgment

Business and customer satisfaction
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Considerations



Considerations with DevOps

= Legacy systems: first do DevOps then let the team clean up the legacy

= Team forming

= Short cycles of feedback from customer to DevOps team

= Short cycles of feedback from P to DTA

= Real service definition

= Encourage the self-cleansing capability of the team (“Eat your own dog food”)
= Sizing for DevOps — how big must my organization be?

= Shared resources or underutilized resources

= What happens to all the process management roles?
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Other considerations ... (1)

There are other details to be ironed out

How to deal with the old-school segregation of duties?

The release manager role ensures that there is no unauthorized access to the
production environment.

As a result of the increase in deployments, the need for quick, unauthorized
access is reduced as the process fulfills the needs of the team.

Tooling can also ensure that SoD is facilitated

How to deal with the ‘shared resources’ phenomenon?

“I have one DB expert who reviews all major queries on our database system.
But now | have 4 DevOps teams? In which one should he be?”

The key is to understand how much time the expert needs to spend per team.
If, for example, there is 1 day of work per team, then the shared resource
should focus on sharing knowledge and skills with people in the team. The
expert can then be used for the specialist tasks and project support.

This expert should be evaluated on flow efficiency rather than resource
efficiency.
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Other considerations ... (2)

There are other details to be ironed out

How to deal with the promise of increased efficiency?

« Since | get faster, automated and better at things..., | guess this whole
DevOps thing is a great way as a drastic cost saver, no?

» There is a basic minimum size to a DevOps team; below this level, the service
can no longer be guaranteed. The aim is to continually increase the amount of
value added by the team. The IT service can always be further automated and
improved.

» If there is truly too little work, expand the scope of the team.

How to deal with customers?

« “Since one of the Agile principles (and also very Lean) is to make business
people and developers work together daily throughout the project, shouldn’t
we call it BusDevOps...or value stream management?

» The intention of DevOps is to improve the flow efficiency of the units of work
that enter the team. Involving the customer gives a greater certainty that the
team is also dealing with the right things

A DevOps team must have its processes in place so that the customer is
enticed to join in
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Other considerations ... (3)

There are other details to be ironed out

How to deal with visualization?

* My Agile board starts with epics, to features, to sprint items, to stuff in integration
and then ‘done’...; so what columns do | add once Ops is in my team? Are we still
working on the same units of work?

* The units of work are identical only we use generic common names for them
(incident, change, project, service request, problem). These are used on the team’s
VM boards. The details per unit of work will differ

How to deal with governance?

*  “I'm currently a project manager. | already have two scrum masters on board of my
development team plus a product owner. And now there’s this team leader of the
Ops team. Who is going to be the appointed manager in this circus and what is its
main responsibility?

* It works the other way round. First, there is a service. Second, there is a team that
supports it. Within the team, all units of work are processed. The ‘project manager’
may have the role of team leader, or someone else may have the role. In this case,
the project manager reports to the team leader.
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Other considerations ... (4)

There are other details to be ironed out

How to deal with ‘interest’ or lack thereof?

* One of the traditional arguments against DevOps is that the people involved are not
interested in each other’s work: a developer does not understand and is not
interested in operations and vice versa

e Thisis the cultural change that needs to take place in the team: there isa common
goal — the health of the IT service and everyone plays an equally important part. It is
vital for the team spirit that each team member is aware of the contribution that
each of the team members makes.

* The lack of interest is something that we have created as a result of out way of
steering and structuring the organization and individuals
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You've been introduced to DevOps

Now what?

-
)
— f
S —
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