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Michiel Sens
Tel: +31 6 -50 2431 50

Email: msens@xebia.com

Job (current):
» Solution Architect & Principal DevOps Consultant @ Xebia
» DASA “DevOps Fundamentals” co-author and master trainer

» DevOps Trainer @ Xebia

Main area of expertise

» Continuous Delivery, DevOps and Automation (the whole spectrum)

Previous
» InITindustry as of 1996, background in Java Development since 1999
» In 2004 move towards architecture

» Managing Consultant / People Manager @ IBM

Key working areas:

» Assessments, value stream analysis, hands-on-delivery, architecture,
conferences, presales and the whole shebang
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Donovan Brown — Principal DevOps Manager
Microsoft's Cloud Developer Advocacy team
https://twitter.com/donovanbrown

#LoECDA

“DevOps is the union of people, process and products
to enable continuous delivery of value 1o our end users”




While a lot of products have been
developed in the automation space ....
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You'd typically like to strike a balance
between other topics as well ...

T — To really benefit, we need the ‘right’ mix of..

& lean

Culture

Product
based

Organization - O rg O n iZO Ti O n

Scalable
Architecture

Architecture

High
Performing
Organization

Processes

Mb?%%:trari%sigo perg%ilr?:?rlgce - A U 'l-o m O 'l'l O ‘ ’; | . wm
Automated - MeQSU re menTS

SW Delivery

and
Automated
Platforms @ Often, the focus
Is only on this!!
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Technology provides the customer with
alternatives

Lifespan of S&P 500 companies has decreased from 67 to 15 years

d HALF OF THE EXISTING S&P 500 COMPANIES HAVE DISAPPEARED IN THE LAST 20 YEARS

70
S&P 500

60 Average S&P Company life-spain Years

50

40

30 Projects based on

current data
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1960 1965 1970 1975 1980 1985 1990 1995 2000 2005 2010 2015 2020 2025 2030
Year (each data point represents a rolling 7-year average of average lifespan)

Data: Innosight/ Richard N.Foster/Standard & Poor’s

S|L|CON VALLEY The average lifespan of an S&P 500 company has decreased from 67 years in the 1920s to just 15 years today1.
Of the 74 or so companies that have stayed in the S&P 500 for more than 40 years2.
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Who will be the next Kodak in your area of
operatione

» Many companies are ‘trapped’ inside their own
success ...... the horizon 1 dilemma
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Source: https://www.adformatie.nl/design/wie-wordt-de-kodak-jouw-branche
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Value A

N essence, each Product follows the Three
NOrizons model

Horizon 3 ] . E><
Visionaries create viable options

Horizon 2
Business builders develop new opportunities

Horizon 1
Operators extend the core
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't's no longer just about the product, it's
about the garden of products ...

» To be responsive fo continuous change, we need our garden o
facilitate speed in delivery — in this is where DevOps comes info play

Source: https://www.adformatie.nl/design/wie-wordt-de-kodak-jouw-branche
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What we need
to achieve
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Topics to address

Agile Process
& lean

Culture

e oosed. Organization

Organization

Architecture

High

Performing
Organization

Processes

Automation

Measuring to High
be able to performance
improve Culture

Measurements

Automated
SW Delivery
and
Automated
Platforms
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A high performance culture

‘Quality first’ ‘Experimentation

& & risk taking’
‘Taking ® ‘

responsibility’ N

-0

‘Continuous
Improvement’
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A product based orgapization

Business Value o ' ization Products

(i,e U &g)
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Ny
Softv@?\R{'ﬂ- oducts Softwo&‘Dgﬁ\‘e/r)Vr?oducts
(i.e. Taasjaas (i.e. Ruselbeas
Product Team Product Team
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An architecture driving feam autonomy

Infrastructure application(s)

%

P L
)
“Opﬁmi?e%\_

Integrations”

S = 2 uself-service, automated fulfillment”

Infrastrycture application(s) Infrastructure . application(s)
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Processes

VALUE DRIVEN
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Do the right things! Do ihe?\ings right!
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Every manual step automated

COMmNUOUS DEROYIACAT
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Automated (delivery of) IDE Automated delivery process Automated infrastructure
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measured
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« Deploy frequency
« Employee Satisfaction - Lead time for changes « Actual Value ($3$9%)

« DevOps Maturity « Change Failure Rates « Customer satisfaction (NPS, ..

« Mean Time to Recover

1/ 1/ 1/

Continuous Improvements COHD Strategic Direction
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SO

... HOW TO GET TEHRE?

18



Do noft treat this as a ‘change program’

@
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9

= Business Change Business Change Business
& as usual program as usual program as usual

Time
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Transformation 1 value:
“Business” “new scope of work!”
“*new culturel!”

_ Transformation 2 value:
“IT Delivery “new processes!”
“new architecturel!l”

Transformation 3 value:
“new systems!”
“new platform!”

Separated organizations
-> This drives three local KPIs

A practical guide towards becoming a high performance organization, Michiel Sens, © Xebia 2019

DO hot transform in isolation

Value:

“Business”

“IT Delivery”

“IT Run”

Organization with shared objecti
-> This drives end-2-end KPIs

S
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Starting point: (ambitious) KPls

Category What to measure High Performer Low Performer

Speed Deployment frequency “On demand” 1/wk. = 1/month
(SW to Ops)

Lead fime for changes Less than an hour 1 month — 6 months

Stability Mean time to Repair (MTIR) § Less than an hour 1 week — 1 month
(When live)

Change failure rate Between 0% and 15% §x 60%

*DORA, DevOps Research and Assessment “state of DevOps'” report: hitps://devops-research.com/
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Target — end 2 end responsible teams

[72]
(7]
O
o S - "Blueprintteams 1 & 2" § - “Team Run”
@ Multiple product teams respc . "Team DG“VGI’Y”
4 N ’ . .
_ - "Team Monitoring” b
(7]
£
S End user auser End user End user End user P End user
b Product Product Product Product Product aOct Product
é Team A Team B Team C Team D Team F Team F Team X
o
a
- @ Y N "4
PI.c11'form teams APIs Self Service Metering Automation Monitoring Traceability  security logging
with core goal | .
fo support the § Software ‘Run’ Products Software ‘Delivery’ Products Software ‘Monitoring’ Products
roduct teams Z
p 7 Delivering, maintaining and operating Delivering, maintaining and operating Delivering, maintaining and operating
- one or more operational environments. one or more CI/CD Pipelines for delivery of products related to monitoring and
SW product usage.
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Where each Product Team ...

V] Is End to End responsible,

V] Is cross-functional in nature

vl Operates value driven (mission command),

V] Strives for autonomy,

vl Focusses on automation, everything as code!

vl Applies measurements to improve product and process
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Start s

Current s

Delivering end-2-end
‘value' as we ‘slice’ along

3

Definition of - e on G

Definition of

7 Satisty acceptance criteriall

- Deaclint iacq § Product feam 8

\,

7

Synchronicity!! | s | proguct team 9

Product feam 7 Product feam x
Prep

phase

2UN Team Run Team Run

livery Team Delivery Team Delivery

itoring | Team Monitoring Team Monitoring

Z

JN\
II

S m---

-

Improving the current software delivery process by providing support to the teams and
working towards a clear set of technical KPI's

Optional:

|
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ally slice the transifion....

To be situation

Strategic track

Building a ‘blueprint’
and fransforming
towards end-2-end
product team situation

Tactical track

Prepare teams for
eventual move in to
strategic track
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Steer by objecftives - mission command

Current situation

“Decide where the
information is”

efinition of

Definition of Definition

V

Definition of

N

Prep
Phase

Blueprint team 1
objectives

Product team 5 T Product feam 8

W
Product team 4
objectives

objectives

Y4

Blueprint team 2
objectives

-1

““Decide where the |

- - - - - - - - - - - - -

Team Run
objectives

objectives

Team Run Team Run

Y

Team Delivery

objeciives Team Delivery

Team Delivery Team Delivery

Y

J\

Team Monitoring

objectives Team Monitoring

Team Monitoring

I Team Monitoring

\
>

Improving the current software delivery process by providing support to the teams and
working towards a clear set of technical KPI's
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To be situation

Strategic track

Building a ‘blueprint’

and transforming

fowards end-2-end
product team situation

Tactical track

Prepare teams for

eventual move in to

strategic track
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Steer by objectives - mission command

Current situation

O

Typical Objectives prep phase

Tn be situation

~

ek

Definition of “Safeguard Funding”
Done . .
N "Get commitment from all involved”
- D Gy “Establish boundaries for feams” (i.e. event storming)
\ objec,ﬁ/ “Set up communications”
y o000
Prep //A\ | PTOQUCT Tedm 7 PTOQUCT Tedm X
Phase - - - - - ey
objectives eam Run eam Run
l L objectives ) objectives TeamRun TeamRun
[ Team Delivery 1 Team Delivery . :
k objectives | objectives ) Team Delivery Team Delivery
[ Team Monitoring | Team Monitoring | o L
N Jl eo;w;je:i?\ll:snng egg?)jecof?\l:smg | Team Monitoring  Team Monitoring
. Improving the current software delivery process by providing support to the teams and
L working towards a clear set of technical KPI's

J
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Building a ‘blueprint’
and transforming
towards end-2-end
product team situation

Tactical track

Prepare teams for
eventual move in to
strategic track
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Steer by objecftives - mission command
Typical objectives (product teams 1 & 2) ﬁ

Current situation

Definition of Definition of

“Establish flow with business”

/

Qy \°e/ “Utilize products of Run, Delivery & Monitor feams
4 N Blueprint tfeam
objectives
Blueprint team Produc’r ’r\m —
k objectives ‘ objectives )\ Product feam 6 | Product feam 9 |
( - N
Prep Product team 7 l Product team x|
Phase | . e '
objectives Team Run Team Run
L objectives ) objectives ) TeamRun TeamRun
( Y N\
Team Delivery Team Delivery . :
k objectives | objectives ) Team Delivery Team Delivery
e Y N
Team Monitoring Team Monitoring o o
L Jl objectives | objectives | Team Monitoring  Team Monitoring
4 : : .
Improving the current software delivery process by providing support to the teams and
working towards a clear set of technical KPI's
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e

Strategic track

Building a ‘blueprint’
and transforming
towards end-2-end
product team situation

Tactical track

Prepare teams for
eventual move in to
strategic track
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Steer by objecftives - mission command

Current situation

To be situation

Definition of

e

product Tfeam situation

Tactical track

Prepare teams for
eventual move in to

Definition of Definition of Definition of Definition of
Done w Dol T ° ° ° 7] 1)
N —>— Typical objectives (Platform team “Run”) ™\
N ; ) . . .
g bt | Tosuel “Establish flow with Blueprint teams”
Blueprint feam 2 roduct | Productize laas (inifiate)”
__objeclives L obled “Blyeprint 1& 2 use first version of laas”
Prep
Phase -
objectives Team Run Tea
g objectives ) objectives )
( Y N\
Team Delivery Team Delivery . .
k objeciives | objectives ) Team Delivery Team Delivery
( . . Y . . )
L ) Teog;jz\:i?\',:)s”ng Tecg?)jz\;?feosmg Team Monitoring Team Monitoring
. Improving the current software delivery process by providing support to the teams and
working towards a clear set of technical KPI's

J
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strategic track
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Steer by objecftives - mission command

Current situation To be situation

Definition of Definition of Definition of Definition of Definition of
objectives ) objectiv \
Blueprint feam 2 r roduct ief “Establish flow with Blueprint teams”
L opjeciives A opjeclv . o ey
“Productize CDaas (initiate)”
ree _ "Blueprint 1& 2 use first version of CDaaS™
objectives r Ticm Run
g objectives
[ Team Delivery eam Deliv /
g objeci_ives Objec_l_ives J oAl rTI I_JVIIVVIY | I\ | i | I_J\.JIIVVIY
[ Team Monitoring Team Monitoring o o
L A objectives objectives Team Monitoring  Team Monitoring _ roctical ack
. Improving the current software delivery process by providing support to the teams and L Prepare teams for
. working towards a clear set of technical KPI's eventual move in to

— strategic track

29
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Steer by objecftives - mission command

Current situation To be situation

Definition of Definition of Definition of Definition of Definition of
4 N Blueprint team 1 ) Product feam 3 r Dy 1ot Fmoimn E T Brm s imb Fmrmimn O ] ;
objectives ) objectives . . . 0 o o v
oo ieors 1 Troduct 1ea Wf Typical objectives (Platform team “Monitoring”™) N
g objectives I objectives
i “Establish flow with Blueprint feams”
Phase | 5 “Productize Maas (initiate)”
N o '|' R o . .
oplectives | pjectives | TeamRw “Blueprint 1& 2 use first version of Maas$”
. Team Delivery ! coe
L objectives /
L Jl Teocr:;jlxé\g?\i,’fsring Og?)jz\;?\jgﬁ ~ J redn T VIONToTg rEeanT IVIOMNIToTT g
>

Tactical frack
Improving the current software delivery process by providing support to the teams and ] } Prepare teams for

working towards a clear set of technical KPI's eventual move in to
strategic track
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Talking about “pulling the pain forward”

Current situation

0 ] 2

Definition of
Done

/o

Definition of

3

Definition of

Definition of

To be situation

4 S

% jﬁﬂ“

Product team 3
objectives

Product team 5

Product tfeam 8

s :Jn

Prep
Phase

T

Product team 4
objectives

Product feam 6

objectives

Team Run

Team Delivery

J\

\ A

Team Monitoring
objectives

J\

Product team 7

Product feam 9

Z

Team Run
Team Delivery

Team Monitoring

..........................

Team Run
Team Delivery

Team Monitoring

Improving4h

” sftware delivery process by providing support to the teams and
; ?"‘ brking towards a clear set of technical KPI's

i ST =
%, e
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Definition of

e

X

Strategic track

Building a ‘blueprint’
and transforming
towards end-2-end
product team situation

Tactical track

Prepare teams for
eventual move in to
strategic track



Team profiles

Current situation To be situation

Teams decide which
Definition of Definition of Definition prOflleS are needed” ion of

4 N Blueprint team 1 Uctteam3 |
orofiles orofiles & Product team 5 Product team 8
Blueprint team 2 Product team 4 | . . A
| profiles I orofles |, P( Teams decide which
- | profiles are needed!! Strategic track
0 (- |\ = 0 ' Building a ‘blueprint’
Phase - . 5 and fransforming
profiles eam Rkun towards end-2-end
profiles Team Run Team Run product team situation
Team Delivery Team Delivery . :
k orofiles orofiles ) Team Delivery Team Delivery
a )
Team Monitoring I Team Monitoring T o o
. : eam Monitorin Team Monitorin
> A profiles profiles ) o ° = Tactical track
Improving the current software delivery process by providing support to the feams and L Prepare feams for
. working towards a clear set of technical KPI's eventual move in to

— strategic track
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Team profiles

Current situation

(Example) Profiles (teams 1 & 2) \
- Product Owner

- 2x Dev Engineer “NodeJS”
2 one 2 one - 3x Dev Engineer “Java”
N N - 1x Dev Engineer "ESB”
4 Y Blueprin’;.l’recml Y/Bw/ - Ix Test Eﬂgiﬂeer
profiles

Blueprint team 2

k profiles \hm Scrum Master=rotating role /4

Prep U L Building a ‘blueprint’
Phase - Ep— N S \ and fransforming
profiles U U towards end-2-end

profiles ) profiles ) Team Run Team Run product team situation

Team Delivery 1  Team Delivery

profiles orofiles Team Delivery Team Delivery

Y
J\

7
J\

feam Monitoring feam Moniforing Team Monitoring Team Monitoring

> A profiles ) profiles ) _J Tactical frack
Improving the current software delivery process by providing support to the feams and L Prepare feams for
. working towards a clear set of technical KPI's eventual move in to

— strategic track
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Team profiles

Current situation

(Example) Profiles (team Run)

- Product Owner
- 3x Ops Engineer “Ansibe”

—

_

Definition of Definition of . .
w w - 2x Ops Engineer “Linux”
- Ix Ops Engineer "K8S™
4 Y Blueprintteam 1 | Produ - Ix Test Engineer
profiles I
Blueprint feam 2 1 »r .
k profiles ) Scrum Master=rotating role
Prep L e T e T
Phase  {—————— —— T
profiles eam Run eam Run
L profiles ) profiles ) Team Run Team Run
[ Team Delivery 1 Team Delivery . :
K profiles | orofiles ) Team Delivery Team Delivery
[ Team Monitoring 1 Team Monitoring \ o o
N A profiles | orofiles | Team Monitoring  Team Monitoring
. Improving the current software delivery process by providing support to the teams and
working towards a clear set of technical KPI's
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L

Building a ‘blueprint’
and transforming
towards end-2-end
product team situation

Tactical track

- Prepare teams for
eventual move in to

strategic track
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Team profiles

Current situation

(Example) Profiles (team Delivery) \

- Product Owner
- 2x Ops Engineer “Ansibe”
Definition of Definition of

Done bore - Ix Ops Engineer “Jenkins”
N N - 1x Ops Engineer "K8S”

4 N Blueprintteam 1 | Product] - 2X Test Eﬂglﬂeer L
profiles I prof
Blueprint team 2 | Product .
. profiles 1 profl - SCrum MGSTer:rOTOhng role /4
Prep = T L Building a ‘blueprint’
Phase - - . N ; and fransforming
profiles eam Rkun ea towards end-2-end
profiles J/ Team Run Team Run product team situation
Team Delive Team Delivery \

Team Delivery Team Delivery

profiles profiles

L J/

Y
J\

feam Monitoring feam Moniforing Team Monitoring Team Monitoring

> A profiles ) profiles ) _J Tactical frack
Improving the current software delivery process by providing support to the feams and L Prepare feams for
. working towards a clear set of technical KPI's eventual move in to

— strategic track
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Team profiles

Current situation

(Example) Profiles (team Monitoring)

- Product Owner
- 2x Ops Engineer “Ansibe”

- 2x Ops Engineer “ELK"

- 2x Engineer "AppDynamics”

>

J\

Z

Team Delivery

Team Monitoring

- Ix Test Engineer ** ...."

orof - SCrum Master=rotating role

\

_

- - - - - - - - - - - - -

Team Run
Team Delivery

Team Monitoring

Definition of Definition of
4 N Blueprint team 1 Product
profiles prof
Blueprint team 2 Product
L profiles I
Prep
Phase |- ~
profiles Team Run Team Ru
profiles ) profi
Team Delivery ! ry
. profiles )
Team Monitori Team Monitoring
\ A profiles ) profiles
>
\_

Improving the current software delivery process by providing support to the teams and
working towards a clear set of technical KPI's
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L_ Building a ‘blueprint’
and transforming
towards end-2-end
product team situation

= Tactical track

- Prepare teams for
eventual move in to
— strategic track
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DASA Principle 1:
Customer-centric action (Courage
to act, innovate)

DASA Principle 2:
Create with the end in mind
(Product & Service thinking,
Engineering mindset, Collaborate)

DASA Principle 3:
End-to-End Responsibility

( Live your accountability, concept
to grave, performance support)

DASA Principle 4:
Cross-functional autonomous
teams (T-shaped profiles,
complementary skills)

DASA Principle S:
Continuous Improvement (If it
hurts do it more often,
experiment fail fast)

Source, DASA. For more information on DASA: hitps://www.devopsaagileskills.ora/

A practical guide towards becoming a high performance organization, Michiel Sens, © Xebia 2019
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Business Value

s B Agile development
. (Continuous Delivery)

THINK BIG / START SMALL/ SCALE FAST B tradiional development
Approach from multiple angles Low risk, by starting small Delivers value straight away
(process, culture. Organization, architecture, (allowing the organization to learn!) (by applying vertical slicing of initiatives)

automation, measuring)

A 6
<
T Product 1
Mission Command Commondm % M
Q 2
supervision Comm?((d by Plan S feam Product
S
control Coprﬁnond by Directive S Platform Products
<
Taking responsibility as of day 1 Synchronicity helps collaboration Small enough to be treated as innovation
(mission command, decide where the information is, (takes a critical success factor like the alignment (can be started separately and be funded separately from
concentrate on the objectives instead of mechanics of requirements from business for defining a platform  day to day operational budget (BCG horizon 2/3 )
of how to achieve it) as a prerequisite)
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O

— —
A lot to absorb for one team Uncertainty for teams not Initial teams might grow large
(process, culture. Organization, architecture, pCIl'i' of first batches (as initially we need to work wit I-profiles, not yet being T-Profiles)
aufomation, measuring) (teams not part of first batch might feel left out)
Investiment in team & process will slow A certain level of seniority required Collaboration as of day 1
down “regular" pI'Od uct developmenf (As a starting point seniority in teams is required to (blueprint teams 1 & 2 + Platform teams might not be
induce and spark a new way of working) Used to working alongside one another)

(changing way of working, investing in process will
slow down regular product development for team)

40
A practical guide towards becoming a high performance organization, Michiel Sens, © Xebia 2019



Thank you!

Michiel Sens

msens@xebia.com

Questions? Join @ Slido.com with #devops2019
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