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UNICORN 
THEISM



A WIDELY HELD BUT 
FALSE BELIEF OR IDEA

MYTH



BUZZWORDS ARE 
MYTHS



MICROSERVICES



DEVOPS





THE CLOUD



BEHAVIORS BASED ON MYTHS



TYPES OF 
ORGANIZATIONS 



SLOW == SAFE



ORGANIZATIONS NEED TO DECIDE WHETHER THEIR 
PRIMARY OBJECTIVE IS TO DELIVER LONG-TERM 
ACCURATE PLANS TO ITS EXECUTIVES  
OR  
IF IT IS TO DELIVER BUSINESS VALUE TO ITS CUSTOMERS.

Gruver, Gary; Mouser, Tommy 
Leading the Transformation: Applying Agile and DevOps Principles at Scale

PLAN OR BUSINESS VALUE









WARNING! 

DETROIT OF FINANCIAL 
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FAST == SAFE





https://xkcd.com/1428/



FAST && SAFE





The traditional model is that 
you take your software to 

the wall that separates 
development and 

operations, and throw it 
over and then forget about 

it. Not at Amazon.  

You build it, you run it.  

This brings developers into 
contact with the day-to-day 
operation of their software. 
It also brings them into day-

to-day contact with the 
customer. This customer 

feedback loop is essential 
for improving the quality of 

the service.

Werner Vogels, Amazon CTO 
(2006)



MAINTENANCE TYPICALLY 
CONSUMES 40 TO 80 PERCENT 
OF SOFTWARE COSTS. IT IS 
PROBABLY THE MOST 
IMPORTANT SOFTWARE 
LIFECYCLE PHASE.

Robert L. Glass



FAST  
&&  

SAFE  
&& 

 SECURE



DEVOPSEC™



KNOWLEDGE DOESN’T 
CHANGE BEHAVIOR



TELL ME WHAT TO DO…  
I’LL TELL YOU WHY I CAN’T





IT’S NOT 
KNOWING WHAT 
TO DO; IT’S DOING 
WHAT YOU KNOW.
Tony Robbins



OPERATIONS 
FIRST DELIVERY

Start with PRODUCTION and 
work backwards! 



DAY 1:  

EVERY VALIDATED 
CHANGE DEPLOYED 
TO PRODUCTION



NO USERS == NO RISK



REVERSE THINKING
START WITH THE OUTCOME



Compile & 
Package

Commit 
Change

Deploy to 
PROD



Compile & 
Unit Test

Version & 
Package 
Software

Deploy to 
TEST

Health Check

System Test

Deploy to 
PROD

Commit 
Change
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Pull Requested
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BUT TIM…  

WHAT DO WE DO WHEN 
WE HAVE REAL USERS?



LOSS AVERSION

LOSSES ARE TWICE 
AS POWERFUL





TOOLS &  
TECHNIQUES



OPERATIONS FIRST DELIVERY - TOOLS & TECHNIQUES

•CONTINUOUS INTEGRATION => CONTINUOUS DELIVERY 

•ARCHITECTURE => 12 FACTOR APPS 

•APP VERSIONING => SYSTEM VERSIONING 

•RELEASES => DEPLOY WITH FEATURE TOGGLES 

•SOFTWARE ENGINEERING => RESILIENCE ENGINEERING



CONTINUOUS INTEGRATION



Package

Commit 
Change

Compile & 
Unit Test



OPERATIONS FIRST DELIVERY

CONTINUOUS DELIVERY

▸ Deployment Pipeline 

▸ Every change set is a release 
candidate 

▸ Integrate FIRST



Compile & 
Unit Test

Version & 
Package 
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Deploy to 
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http://12factor.net/



12 FACTORS

10. DEV/PROD PARITY

Traditional App 12 Factor App

Time between deploys Weeks Hours

Code author vs code 
deployers Different Same

Dev vs prod environment Divergent Similar



12 FACTORS

11. LOGS

▸ Time ordered Event Stream 

▸ App not responsible for routing or storage 

▸ Aggregate across all backing service



LOGS - ELK STACK - ELASTICSEARCH/LOGSTASH/KIBANA



▸ Collecting 

▸ Collectd (CPU, Memory, 
NIC) 

▸ Coda Hale (App, Biz) 

▸ Routing/Storage 

▸ Visualizing 

▸ Alerting

12+1 FACTOR

12+1. MONITORING



VERSION ALL THE 
THINGS!



CODE?
WHAT VERSION IS YOUR…



DEPENDENCIES?
WHAT VERSION ARE YOUR…



  "dependencies": {

    "chalk": "^1.0.0",

    "date-time": "^1.0.0",

    "figures": "^1.0.0",

    "hooker": "^0.2.3",

    "pretty-ms": "^1.0.0",

    "text-table": "~0.2.0"

  },



DATABASE?
WHAT VERSION IS YOUR…



INFRASTRUCTURE?
WHAT VERSION IS YOUR…



IMMUTABLE 
INFRASTRUCURE

Randomize and discard 
admin credentials



SECURITY POLICY?
WHAT VERSION IS YOUR…



FEATURES?
WHAT VERSION ARE YOUR…



OPERATIONS FIRST DELIVERY - EXPLICIT VERSION

SEMANTIC VERSIONING

▸ Given a version MAJOR.MINOR.PATCH, increment the: 

▸ MAJOR when you make incompatible API changes 

▸ MINOR when you add functionality in a backwards-
compatible manner 

▸ PATCH when you make backwards compatible bug fixes



DON’T USE SEMANTIC 
VERSIONING… 

FOR CONTINUOUS DEPLOYED APPLICATIONS

Tim Gifford (2015)



NEVER QUOTE YOURSELF.

Tim Gifford



FEATURE TOGGLES







DISTRIBUTED 
MONOLITH



OPERATIONS FIRST DELIVERY

RESILIENCE ENGINEERING

▸ Timeouts 

▸ Handshakes 

▸ Circuit Breaker 

▸ Hystrix (Netflix)





OPERATIONS FIRST DELIVERY

HYSTRIX DASHBOARD



WHEN CALLING THIRD 
PARTIES, SERVICE LEVELS 
ONLY DECREASE.

Michael Nygard



90% 90% 90% 90% 90%

59%



SCIENTIST



OPERATIONS FIRST DELIVERY

REVIEW

▸ Behaviors based on beliefs 

▸ Change actions to change behaviors 

▸ Start with the customer and work backwards 

▸ Leverage Loss Aversion 

▸ Tools & Techniques 

▸ Final Thoughts….



CHALLENGE

PERFORMANCE METRICS

Puppet Labs 2015 State of DevOps Report (https://puppetlabs.com/2015-devops-report)



CHALLENGE

ZERO TO ONE

▸ Technology is going from nothing 
to something 

▸ Create something new is the 
greatest challenge 

▸ Current culture doesn’t support big 
ideas (Cults, Space) 

▸ 1 to N is globalization



UNICORN CHALLENGE



QUESTIONS?

OPERATIONS FIRST DELIVERY



THANKS

TGIFFORD@LEANTECHNIQUES.CO 
@TIMGIFFORD 

HTTPS://WWW.LINKEDIN.COM/IN/TIMGIFFORD 


