
Scaled 
DevOps

A Guide to 

https://www.thinkahead.com/


2  |  A Guide to Scaled DevOps

Digital Business Demands Better 
Software, Faster
In your organization, you’ve probably heard 
questions like these asked of the application 
development and/or infrastructure and 
operations organizations.

 > Why can’t our software development teams keep up with new business 
requirements?

 > Why are we always waiting on infrastructure teams?

 > Why do our business initiatives become outdated before their required software 
is even deployed?

 > Is our software development team aligned with corporate goals like engaging 
younger consumers on their mobile devices?
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FIGURE 1
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Software Development Is 
Still Monolithic and Siloed
Most enterprises still develop 
applications in large chunks and 
release them infrequently by throwing 
them over the wall to operations. 
The mega software either works or 
it doesn’t - there’s often no middle 
ground. These projects are historically 
associated with long timelines and 
traditional waterfall methods which 
don’t allow for rapid iteration and 
feedback. The infrastructure team then 
receives the commensurate requests 
for more servers, triggering a large 
capital expenditure request to the CIO, 
who isn’t always aware of what it’s 
for. In these situations, there’s often a 
divide between the Apps, Infrastructure  
and Ops teams, and these types of 
scenarios don’t help the situation.  
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Too Manual

Business 
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Software Development 
Is Still Manual
Despite the availability of multiple 
automation tools and methods to 
speed the delivery of code, software 
development still involves a lot of 
manual, non-value add work. The 
more manual things are, the more 
cumbersome and inefficient they 
remain, and the more prone they are to 
security holes showing up in our code.   
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Business Units Exacerbate 
Things by Trying to Solve the 
Problem on their Own 
We’ve seen several clients who recognize 
the above as systemic problems. In many 
cases, the business units who own the 
software application go around IT to get 
their own tools, hire their own developers, 
and set up their own development 
shops - with corporate IT being unaware 
or uninvolved. These shadow IT teams 
accumulate different tools, which when 
combined with other groups doing 
the same thing, drive tool sprawl and 
higher costs -- all without improving the 
underlying need for better software, faster.
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What is DevOps?
DevOps is the adoption of automation, combined with  
process and cultural changes, to develop and deploy better 
software, faster.

‘Better’ includes not just better quality, but 
better security engrained in applications and 
their underlying infrastructure. And ‘Faster’ 
stems from a commitment to automation, 
which underpins an effective delivery 
pipeline and feedback loop.  And in all cases, 
security, quality, and speed work together 
in a coordinated manner, across both the 
application and infrastructure domains.

What makes DevOps particularly challenging 
and unique is that the very things you’re trying 
to achieve through DevOps are the same 
actions that must be practiced in order to 
achieve them. 

Confused yet? You’re not alone. Many IT 
professionals have a difficult time wrapping 
their heads around the concept. That’s 
because DevOps is more concept than 
technology - a feedback loop that requires 
acting out a methodology through a delivery 
pipeline in order to eventually integrate it 
within your organization. 

But this can’t successfully happen overnight. 
In fact, DevOps is truly dependent upon 
continuous experimentation and learning  
as organizations strive to develop and 
maintain a collaborative culture and a rapid 
delivery process.
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Why Practice DevOps?
While the definition of DevOps may initially leave you scratching 
your head, the potential rewards are hard to ignore. You’ll be able to 
get more information from your customers back to your developers, 
enabling those developers to improve the time it takes to return 
features for increased customer satisfaction. Developers spend an 
inordinate amount of time preparing environments, but that time 
could be better spent focusing on code. DevOps is really about 
learning from your failures in order to improve your organization, 
which is a reflective model that everyone should follow.



10  |  A Guide to Scaled DevOps

Business REACH NEW CUSTOMERS
As the consumer landscape changes, 
you’ll be able to generate new features 
and new pathways to customers

ORGANIZATIONAL READINESS
With DevOps as the catalyst for change, 
you can surpass competitors and 
disrupt the industry with innovative 
ideas, enabling you to stay ahead of  
the curve

SPEED
When your business is fully committed 
to DevOps practices, innovation is at 
an all-time high, allowing you to provide 
customers with capabilities faster than 
your competitors 

Culture IMPROVE COMMUNICATION
When effective processes for 
communication are in place, employees 
can avoid the misunderstandings and 
missteps that often lead to initiatives 
falling flat  

CONTINUOUS LEARNING
Through more collaboration, cross-
departmental education can take place, 
spreading knowledge that will help 
develop operational efficiencies and 
allow for specialization instead  
of generalization

MORE MEANINGFUL WORK
Because inefficiencies are reduced, 
team members will have time to create 
and meet new goals and new talent 
will be drawn to your organization’s 
innovative environment

Operations AUTOMATE
Continuous integration and continuous 
delivery automate software releases  
to rid your organization of manual 
release challenges

CONTROL COSTS
As you move toward a consumption-
based economics model for things like 
public cloud, you can control costs and 
environments by alleviating unused tools

IMPROVE SECURITY
Compliance and control are still 
maintained while rapidly innovating 
through automated policies and 
configuration management



11  |  A Guide  to Scaled DevOps

Elements of an  
Effective DevOps Solution
For a completely functional DevOps practice, organizations 
should couple the DevOps Enterprise Toolchain with the DevOps 
Dojo concept, which is a place to foster learning and training 
around the practice and toolchain you’ve built. This will enable 
you to automate the build, test, and release cycle of your 
delivery pipeline while also receiving monitoring and planning 
feedback from your users and your business. 

The Enterprise DevOps toolchain enables application 
development, testing, and collaboration between infrastructure 
and apps teams throughout the development lifecycle by 
leveraging integrated toolsets (Figure 3). 



12  |  A Guide to Scaled DevOps

FIGURE 3

Elements of an Effective DevOps Solution
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Evolving to  
DevOps at Scale
The Scaled DevOps imperative is not a linear, 
short, or easy journey. Every organization will have 
its own distinct path, which is why some form of 
maturity model is the right framework to use to 
guide progress. 

For inspiration, we leaned heavily on “Accelerate: 
The Science of Lean Software and DevOps: 
Building and Scaling High Performing Technology 
Organizations” by Forsgren, Humble, and Kim. 

Building on the contents of that book, AHEAD 
identified 24 categories of progress to measure, 
and we subscribed to a simple Low Performer, 
Medium Performer, and High Performer 
designation for each. For the sake of brevity, we 
excluded the underlying metrics behind each 
category which lead to the High, Medium, or Low 
designation, but those are outlined in detail during 
AHEAD Scaled DevOps workshops.
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Maturity Model for Scaled DevOps
Tools and Automation
1. Version control-based source 

code management

2. Automated deployment

3. Use of test automation

4. Test automation including data 
refresh and sanitizing

5. Shift Left security

6. Loosely coupled architectures

7. Workflow visibility through value 
stream 
 

Agile Methods
8. Continuous integration

9. Trunk-based development

10. Continuous delivery

11. Process for customer feedback

12. Small batches using sprints

13. Intelligent monitoring informs 
decisions

14. Proactive health checks

15. Work-in-progress limits

16. Collaboration amongst teams

 
 

Culture of Empowerment
17. Teams empowered to make 

architecture decisions

18. Culture of experimentation

19. Lighter weight approvals

20. Visualize work to communicate 
and monitor quality

21. Support for “generative” culture

22. Learning support 

23. Resources for meaningful work

24. Support for transformational 
leadership
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Keys to a Successful DevOps Journey:  
Steady Wins the Race
When it comes to DevOps, being steady is 
more important than going fast or aiming too 
high at the onset. At AHEAD we’ve seen too 
many organizations try to do too much in a 
few months, and then because of a lack of 
perceived results, let things fizzle out.

We advise clients to avoid the scale debate 
that many companies get wrapped up in. 
Many think they have to identify what the 
scaled end state looks like before they can 
get approval to begin.  So, they never really 
begin the journey. This is bringing a waterfall 
mindset to what is an inherently agile 
activity. Organizations cannot worry about 
how to scale DevOps on day one because 
they have never done it and therefore cannot 
plan how to do it. When ready, use some 
of the personnel on the first DevOps team 
to seed a new team and then add in new 
members to scale efforts from there.

Instead, start with a charter, assemble a 
dojo, and be sure to tie in leadership support 
with realistic expectations. Literally “the 
way,” the DevOps Dojo is both a physical 
place for practitioners to be immersed in 
DevOps and a set of processes, practices 
and ideals for the continued success and 
evolution of that practice. Your organization 
will need to build the DevOps Dojo that fits 
its unique capabilities, business drivers, 
and culture. Offering things like toolchain 
support, coaching, demo lounges, product 
development, hackathons, and DevOps 
huddles, the Dojo is essential in evolving the 
culture of DevOps at an organization. This 
leads to measurable success criteria, shared 
enterprise context, innovation, shorter lead 
time, and--most importantly-- improved hiring 
and retention rates for top talent. 



16  |  A Guide to Scaled DevOps

Use Cases
Some distinctive advantages of a successful DevOps Solution include: 

Continuous Integration / Continuous 
Delivery

 ■ Build a fully automated pipeline using a consensus 
driven approach from DevOps and Security

 ■ Implement CI/CD in phases in order to reduce 
complexity 

Application Release Automation
 ■ Enable your organization to perform Blue/Green, 

Canary, Shadow, and other highly efficient release 
strategies

 ■ Build dashboards to enable all levels of the business 
to better understand release cadence, defect 
resolution, and lead time 

Self-Healing Applications
 ■ At the nexus of effective monitoring and  

smart automation lies self-healing applications

 ■ Correct issues before they become large outages

 ■ Reduce operational cost using automation, enabling 
DevOps engineers to focus on more substantial and 
interesting work

DevOps Dojo
 ■ Build a cultural and technological center of learning 

customized for your specific organization

 ■ Design a space and coaches to enable teams 
to practice DevOps at ever increasing levels of 
effectiveness

 ■ Define and understand metrics to suggest and 
support improvement

 ■ Attract top talent 

DevSecOps
 ■ “Shift Left Security” engaging security and compliance 

teams in the planning, design, and testing phases

 ■ Decrease cost and improve efficiency by practicing 
continuous compliance earlier rather than waiting for 
the post-deploy audit and resulting rework 

 ■ Involve security and compliance teams in the 
development of Containers strategies and deployments
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What Outcomes Should You Expect From  
Scaled DevOps?

Demonstrated 
alignment with 

organizational goals 
and objectives

 

Highly visible 
measurements of 

success that enable 
the right decisions

 

Constant feedback 
means more 

transparency and 
communication, both 

of which facilitate 
rapid response times

Automated processes 
enable higher 

productivity, and 
decrease the time it 

takes to innovate

Momentum increases 
with proper practices 

that facilitate 
automated testing and 

deployment

Clear 
Roadmap & 

Priorities

Well 
Understood 

Metrics & KPIs

More Frequent 
Releases, Faster 
Issue Resolution

Reduced Time 
to Provision 

New Services
Faster Delivery 

of Features
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Don’t Go It Alone
AHEAD’s experience gives us the capability and expertise to 
bridge the divide between development and operations by 
using the following skillsets: 

 > Employ deep expertise in tools and processes that we know work well together 

 > Provide guidance on connecting development pipelines to infrastructure 
counterparts to complete a fully automated DevOps architecture 

 > Advise, design, and deploy integrations with these tools and Enterprise Service 
Management (ServiceNow) in order to shore up the Enterprise Operating model 
for DevOps 

 > Design and deploy pipeline tools (Jenkins) that start by integrating with code 
control (GitHub, BitBucket) 

AHEAD focuses on streamlining the development and deployment processes 
around a tailor-made combination of the DevOps Enterprise ToolChain and Dojo 
to help your organization successfully practice DevOps. We combine our breadth 
of knowledge with a variety of tools to create a cohesive and automated solution, 
ultimately driving value for your business. 



Scaled DevOps is one of five 
imperatives that comprise the AHEAD 
Digital Transformation Platform.  

The other imperatives are:

 ■ Enterprise Cloud

 ■ Intelligent Operations

 ■ Integrated Security

 ■ Relentless Automation

Learn. Grow. Achieve.
www.thinkahead.com
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