Dr. Tim Payne | https://www.linkedin.com/in/tipayne/

DeVEX

How to Share & Enjoy the DevOps experience!

Version 1.2



Agenda

Here's what we are covering today...

What & Why of DevEx?
DevEx verses DevOps
Approaches for Implementing DevEx

Some implementation use-cases
Takeaways & Q’'n’A

...Warning — How you implement & use DevEx will be very
context specific. As such, your mileage from this session
may vary...
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a What is DevEXx?
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First off, what is “DevEx"?

“DevEx" is a new buzzword that has recently started to
circulate in the Development & DevOps community...

Simply put, “DevEx” means “Developer Experience” & is “mostly” about providing
automation frameworks, pipelines & environments in a shareable way with the
goal of making things simpler for Developers & Testers to deliver, e.g....

Enterprise
DevEx
Services

DevOps
Library

Projects

The goal of DevEx is to help developers do things like...

Facilitate the quick implementation of DevOps & Test
automation without starting from scratch

Optimise internal Dev & SRE (Site Reliability
Engineering) processes

Simplify code-bases

Use tooling & other methods which reduce cognitive
load for things like debugging, tracing etc.

Allow developers & testers the freedom to experiment,

refactor & cover tech-debt etc.




So, DevEx is primarily about...

Enhancing Development Culture & reusing other people’s work!



But why do it?

« Control — You can control & manage your central library of
DevEx services directly, applying any audit or approval
processes as required. Critical for Pharma, Defence, Fed etc.

« Speed — Any services developed can be reused within the
organisation without “reinventing the wheel” every time

« Delegation — Teams are empowered to enhance frameworks as
required, so can own their implementations

...Next, let’s look at how DevOps & DevEx work togetherm



a DevEx vrs DevOps - Separate or the Same?
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So, are DevEx & DevOps the same?

Yes & No. DeVEx is focusing on making developers & testers lives easier, but that also
touches on many aspects of DevOps, so many of their areas are common...

DevEx DevOps The devil is in the detall, e.g....

» DevEX service catalogue may also include
development tooling “golden images”, self-
service environments for debug testing etc.,
not necessarily needed for DevOps

» DevEx environment automation may be scaled
differently using different profiles & tooling from
DevOps laC (Infrastructure as Code) etc.

= Cultural priorities might also be different

...The goals are generally the same, just

the details might be different...




Ok, What are the key differences between DevOps & DevEx?

Key perspective differences between DevOps & DevEx

* Delivery Process — |dentify & optimise
product delivery bottlenecks

» Cl/CD/CV - Complete CI/CD/CV
pipelines for product teams

* Environments — Stable environments
that product teams can deploy to & test
on demand

* SRE - Solid SRE (Site Reliability
Engineering) & production management
processes for DevOps teams

» Observability — Ensure product teams
can monitor, alert & debug
applications/services

» Security — Ensure systems are secure
& regularly patched

» Cost controls — Optimise service usage
for “pay as you go” where appropriate

* Enablement Culture — |dentify &
deliver services that will enable product
teams to deliver quicker or more
smoothly

» Standardisation — As best as possible,
standardise on enablement templates &
technology so that all product teams are
working with the same approach or
tooling

» Service Catalogue — Put all
enablement services into SCM
managed catalogues, so that auditing &
version management controls can be
applied

 Self-service — Make services “self-
service” where appropriate, so use of
them is automated & can be controlled if
required (e.g. approval workflows)



e Implementation Approaches
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Different Models of DeVvEX

The following are some suggested approaches for
implementing a DevEx approach...

Central Enablement Team — One team or central group is
responsible for the DevEx backlog — both analysis &
implementation — with some assistance from product or
functional teams

Product Team Lead — Product Teams work together to
implement libraries of shared templates, services & WoW based
on their own needs

Hybrid — Central enablement team or group is responsible for
managing the DevEx backlog — but implementation is both
central & distributed with product teams helping as available



Team Ownership

*Perform VSM & CMMI analysis
to determine requirements

 Create DevEx Backlog
* Create DevEx Architecture
 Create DevEx Strategy

* Component teams implement
their own part of the backlog
against the architecture

* Teams share templates &
examples for common use

* Component teams
own/maintain their own
implementations

» Updates or changes done
against common architecture

...You use the approach which best suits the client’s culture...

Some suggested Implementation Roadmaps

Central Ownership

*Perform VSM & CMMI analysis
to determine requirements

* Create DevEx Backlog
* Create DevEx Architecture
 Create DevEx Strategy

*DevEx/Ops team creates an
open framework for DevEx/Ops
processes

*DevEx team works with
component teams to transition
them in

*DevEx team owns & maintains
implementations

*DevEx teams owns & maintains
services & ecosystems

Hybrid Ownership

*Perform VSM & CMMI analysis
to determine requirements

* Create DevEx Backlog

* Create DevEx Architecture

 Create DevEx Strategy

*DevEx/Ops team creates open
frameworks or templates for
DevEx processes

* Teams use as appropriate

* Component teams
own/maintain their own
implementations

*DevEx team maintains services
& ecosystem

AND



Things to be aware of...

Team Ownership

Central Ownership

Hybrid

e As implementations are done
by different teams, approaches
& technologies used may be
fragmented

e Reuse may be limited

e |t needs strong guidance as far
as how deliverables are
created, so reuse can be done

Implementation can get
bottlenecked by resource
availability in central team
Delegation & farming out of
some work will be required to
achieve milestones

If work becomes too
bottlenecked, teams may end
up implementing their own
“temporary solution” that
becomes permanent

It needs clear vision & a strong
PO to ensure priorities are clear

It needs clear vision & a strong
PO to ensure priorities are clear
It needs commitment from
teams to help deliver

It needs strong guidance as far
as how deliverables are
created, so reuse can be done
Teams need to adhere to
delivery standards, so those
standards need to be clear




° Sample Implementation Use-cases
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Some Implementation Examples..

The following are some common implementation models
that have been used in the past..

* Hybrid Team — Implementation at banking environment with
one central team analysing requirements, creating general
templates which are then used & customised by products teams
who feed their changes back to central service catalogue. Those
teams also worked with the central team to create new services
as required

+ System Team — SAFe orientated model with central team
creating frameworks which are then utilised & supplemented by
product teams



DevEx Hybrid Model Implemented for a Banking Group...
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System Team in SAFe..

SAFe is a scaled Agile process commonly used by many organisations to deliver large-scale
Agile projects. Release Trains deliver sprint team(s) outputs on a regular release cadence...

Agile Release Train >

The System Team in SAFe is...

» Responsible for delivering an
enablement backlog (i.e. DevEx)

» They work with Product Teams to
deliver DevOps & Pipeline related
enablers — like templates, laC,
pipelines — that allow teams to
deliver faster

» They can operate as either a central
implementation team or in a hybrid
mode

https://www.scaledagileframework.com



https://www.scaledagileframework.com/system-team/
https://www.scaledagileframework.com/

e Takeaways — Why DevEx?
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Key things to keep in mind for DeVEX...



Takeaways...

DevEx is there to allow other teams to “share
& enjoy” common services

It is primarily about creating reusable
services or automation that other teams can
reuse & stop “reinventing the wheel”
syndrome

DevEx & DevOps have many common
elements & goals, so the deliveries are very
much in synch with each other

DevEx services can be fully integrated into an
ITIL service catalogue or held in a separate

catalogue
...Any questions?







