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DevOps: an ideology,
a practice, a goal
Much has been written about the growing practice of DevOps, and a good
deal of that revolves around processes for automating and optimizing software
assessment, deployment, testing, continuous delivery and operations. This eBook
focuses on some of the “glue” that helps connect the two practices seamlessly,
including goal alignment, skills development, and KPIs to measure success.
Experienced leaders from the HPE ITOM Insiders, HPE Apps Insiders, and IT
consulting communities share best practices that have helped them shape a
successful journey towards DevOps. We hope these tips can help you on your
journey! We warmly thank the following leaders who contributed to this eBook:
Rafael Garcia, HPE IT
Mark Gebel, IT Operations Management Practitioner
Gary Gruver, Gruver Consulting LLC
Pankaj Jha, Staples
Craig McLaughlin, Sun Life Financial
Ajay Mishra, BPM Vision
David Snider, Optum Technology/UnitedHealth Group
André Tröger, Tröger Business Consulting GmbH
Jonathon Wright, Hitachi Consulting
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Goal alignment: What advice do you
have for aligning development and
operations teams to the same goals?
Tip 1: Focus on giving the customer a brilliant experience
Ensure you have the proper stakeholders. It is important that all perspectives are seen—from the end-user
experience, to sharing and empowering the developer—to understand what this experience is and what
it means to the overall success factors of the project. This feedback loop doesn’t need to be critical but
positive encouragement that users are the customer who want a brilliant exciting experience.

– Mark Gebel,
IT Operations Management Practitioner
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Tip 2: Success is everyone’s job
Move beyond technology, encompassing organization-wide innovation, with all internal stakeholders
focusing on the needs of the business, thus enhancing “business-as-usual.” The cross-organization
collaboration should remain essentially non-technical right up to the time when implementation begins.
Actively solicit and incorporate active and strategic input from across the entire organization, to define,
test, and live-release new solutions and capabilities into the digital core of the business. Provide the
opportunity for everyone within the enterprise to participate in evolving digital capability. Here, we have an
enterprise‑wide connected intelligence focused on tackling business challenges and goals in a holistic way.
It is vital that enterprises support and nurture progressive working approaches to create business-relevant
technological answers to both enterprise and customer-centric challenges.

– Jonathon Wright,
Director of Digital Engineering,
Hitachi Consulting
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Tip 3: Show and tell time!
Teams know their own world inside out, and often encourage other areas to make use of their tools,
processes. But then there is only a vague notion of how other teams leverage these processes, based in
part on disinterest, but probably due mostly to lack of time to actually learn stuff outside their world.
I’d facilitate a show-and-tell session, where each team can present an overview of its current processes.
It’s amazing how many wrong assumptions exist about other areas, and how many bad decisions can be
avoided through shared knowledge. In a large enterprise, you often find areas of concentrated expertise,
where people know exactly how their tools, processes, etc. work. This knowledge gradually diminishes as
you leave their core function and head towards any external integration points. By the time a handshake
occurs between two processes, each area of expertise is at the edge of their knowledge, meaning this
is the point of greatest risk for knowledge gaps, which can result in guesswork and assumptions. While
these assumptions may often be correct, it’s worth investing the time to have both areas walk through the
full end‑to-end process, including all integration points, to eliminate any potential risk of bad design and
execution. In addition, seeing the entire partner process from the beginning, as opposed to the integration
point, can often unearth hidden capabilities of value and potentially optimize performance.

– Craig McLaughlin,
Utilities Manager, Sun Life Financial
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Tip 4: Define a value chain
Create a delivery value chain for the service or product that the team is delivering. The team’s new goal
is to ensure this value chain has no waste. Consider the entire lifecycle from idea generation to run-time
and back.
Focus success measures on business value rather than internal operational metrics. Data is good to highlight
issues, provide context for decisions, and build a case for outsiders—so collect operational data everywhere
possible. However, measure the team’s success on the business value regardless of how good the internal
metrics look. The team equals every part of the value chain.

– Rafael Garcia,
Director, R&D IT, Hewlett Packard Enterprise
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Key performance
indicators: Which top
3 KPIs help you track progress
on your DevOps journey?
Tip 1: Map KPIs to your organization’s goals
Metrics need validity. What value does the key performance
indicator give me? Examine these questions. A KPI echoes
organizational goals, what value stream do I get from this goal?
A KPI leads to action!

– Mark Gebel,
IT Operations Management Practitioner
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Tip 2: How are teams connecting?
Our top 3 KPIs are:
1. Communication—How comfortable are the team members in
communicating?
2. Collaboration—How easy is it for the team to collaborate with the
others and produce the end results effectively?
3. Integration—When the first two KPIs have been achieved, how
seamlessly are you able to integrate your solution in the process?
One way to measure all these is to see how effective the end results
are and how smoothly they are achieved. This can be done by
setting and analyzing baselines, having fair and periodic feedback,
drawing clear expectations for everyone, effectively arriving at
mutual agreement, and defining accountability.

– Ajay Mishra,
Senior Technical Consultant,
BPM Vision
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Tip 3: Measure the basics!
The top three we use are:
1. Infrastructure build time
2. Application deployment time
3. Time to recover on a failure

– Pankaj Jha,
Senior IT Consultant,
Cloud Engineering, Staples
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Removing obstacles: What was your biggest
bottleneck in implementing a DevOps
methodology and how did you fix it?
Tip 1: Collaborate
The purist definition of DevOps is actually an ideology—it is the concept of two or more units (teams)
working together for a common success criteria. Originally DevOps was coined to specifically address
the growing gap of concerns between developers (the men and women who author code) and operators
(the men and women who keep that code running on production systems).
DevOps proposes more communication and collaboration between these highly related organizational
units—development and operations. While this may seem like common sense today, it was met with both
praise and harsh criticism.
In the end collaboration is DevOps, and this means that DevOps is just teamwork.

– André Tröger,
CEO, Tröger Business Consulting GmbH
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Tip 2: Provide self-service tools
For us it was simply understanding that old ticket-based methods
of interaction did not meet our needs. Our services and functions
all needed to be available via an API, and as much as possible,
executed without any human interaction. This is a tremendous
undertaking and we are nowhere near done. Start with something
simple, server provisioning for example, giving the developers an
API so that they can provision servers in their CI/CD pipelines.
Then move on to configuration, via an API (Chef, Puppet, etc.) then
continue down the list of heavy hitter services.

– David Snider,
Senior Director, Foundation
Engineering, Optum Technology/
UnitedHealth Group
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Tip 3: Begin testing earlier in the lifecycle
With DevOps, there is a strong focus on continuous testing
and continuous delivery. The emphasis is to fail fast, fail safely,
and learn rapidly by conducting experiments and proving the
hypothesis as early as possible within the solution delivery
lifecycle—as far back as the design thinking phase (i.e., DesignOps
also referred to as “shift-left”).
Techniques such as model based testing have been widely
criticized due to the complex and chaotic nature of applying
systems thinking (i.e., epistemic and systemic entropy). However,
the introduction of lifecycle virtualization technologies (such as
service, network, and data virtualization) now empower testing to
start from the first day to support the core principles associated
with lean software and digital engineering practices.

– Jonathon Wright,
Director of Testing Quality Assurance,
Hitachi Consulting
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Tip 4: Understand the business connection
Understanding the business and then converting business
requirements into valid technical requirements was the main
hindrance. To overcome, asking the right questions and using
a common requirements planning tool gave a heap of relief.
Doing live demonstrations, training and trying to align the
business and ourselves accordingly helped a lot.
All in all, it is the communication and collaboration that
eventually wins.

– Ajay Mishra,
Senior Technical Consultant,
BPM Vision
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Skills development:
What advice do you
have for managing
skills development as
you bring organizations
together through DevOps?
Tip 1: Get to know the end users
Bring the developers to a user-friendly experience where they can
really understand the end user’s wants, needs, and expectations.
Demonstrate why some things work great and what gives the
“wow” factor and let them see it in action.

– Mark Gebel,
IT Operations Management
Practitioner
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Tip 2: Engage the executives to lead the change
Most large enterprise organizations have more tightly coupled
architectures that require large numbers of people working
together to develop and deliver things together. I don’t think those
transformations are going to be effective until you find inspired
executives who are willing to lead the transformation and work
through the process. Organizations that are making progress have
an executive leading the charge, rallying the troops, and making
it happen. It requires coordinating work across a large number of
teams, and you need somebody who can look across the value
chain and muster the resources to make the technical and cultural
changes. Getting executives engaged to lead the change is the
key to getting the adoption going much better.

– Gary Gruver,
President, Gruver Consulting LLC
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Tip 3: Learn through communication
For me, communication is the key to everything. The more
emphasis given to communication the better the end result will be.
Apart from this, it is always good to ask the right questions rather
than assuming. Asking questions clears the confusion.
Let us consider we are developing new solution. A few important
questions to ask:
• End results—What is it that needs to be achieved?
• Benefits—What value will the solution provide?
• Expectation—What are the time frames and technical feasibility?
• Understanding the current solution/problem—What is currently
being done?
Another key aspect of skill development is people’s willingness to
develop multi-disciplinary skill sets. All lies with the attitude and
willingness to put in something extra.

– Ajay Mishra,
Senior Technical Consultant,
BPM Vision
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Tip 4: Learn through living it
Some DevOps skills can be taught (infrastructure orchestration, 12-factor development, bot scripting).
For these, build a curriculum that includes multiple delivery mechanisms (brown bags, formal courses,
white papers, CBTs, etc.) in order to capture the various learning methods. We are exploring gamification
approaches (i.e., badges) to drive adoption of these skills but so far our primary success has been organic.
Other “DevOps” skills have to be lived to truly internalize (transparency, collaboration across silos, team
level empowerment, seeing everything as an opportunity to automate). For these, establish an immersive
experience that allows teams to get a sense of the real magic and the extent to which this is a completely
different world. We call these DevOps dojos. In addition, leverage the passionate edge explorers as
evangelists. Embed them in teams that are looking to make the transition so they can raise the “DevOpsy”
opportunities as they surface. Many times the real value of some new way of doing things is highly
dependent on what’s happening in that very moment, so you need the evangelist on the front lines with
that team at that moment.

– Rafael Garcia,
Director, R&D IT, Hewlett Packard Enterprise
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HPE and your DevOps journey
As we’ve seen throughout this eBook, DevOps is more about communication and education than it is about
traditional approaches to IT. Breaking down silos across your organization can empower all players to work
together rapidly to build a better product. Enabling collaboration across business units can drive agility at
the enterprise level.
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