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The journey so far

Sprint 1
August 2010

Sprint 29
June 2012

VSTS Preview

Sprint 67
June 2014

1ES

Sprint 102
May 2017

Windows on Git Azure Pipelines

Sprint 140
Sep 2018

Sprint 159
Oct 2019

April 2015
VS Code

July 2014
Microsoft on GitHub

Nov 2016

Join Linux 
Foundation

Oct 2018

GitHub
AcquiredMarch 2010

400 Open Source 
Projects

8.8k open source projects
25k employees contributing



62% of CEOs have an initiative to 
make their businesses more digital



Modern app engineering is 
enabled by DevOps

DevOps is the union of people, 
process, and technology to 
enable continuous delivery of 
value to your end users.
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1ES Growth
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Engineer Users

Non-engineering Users



162K
Monthly Engaged 
Users (MEU)

27+k
Repos: GitHub 
& Azure Repos

13.3M
Builds per month

4.7M
Git commits 
per month 

425K
Pull Requests
completed per month

1.9M
Work items
created per month

5,600,000
Releases in August, 2021

Internal Microsoft Engineering System Activity, September 2021

DevOps across Microsoft in 2021 (Sep)

https://aka.ms/DevOps-Stories 



Be Customer Obsessed

Iterate over Pain

Production First Mindset

Team Autonomy + Enterprise Alignment

Shift Left Quality

Infrastructure as Flexible Resource

�'�R�Q�·�W���R�Y�H�U-think, learn how to fail fast
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Quantitively & Qualitatively





Value of 
improvement
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Find what hurts and keep doing it a bit better

Iterate over Pain

Find the part of your process in 
getting value to customers that 
slows you down or hurts the most. 
Make it incrementally better each 
sprint. Re-evaluate and improve 
the next most painful.
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Using Trunk Based Development to avoid Merge Hell

Release Flow
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You Build It, You Love It
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Live Site Incidents

On detection, 
�x Auto- �D�O�H�U�W���R�Q���F�D�O�O���'�5�,�·�V��
�x Auto-create conference bridge
�x Communicate externally and 

internally

Gather data for repair items & 
mitigate for customers
Record every action
Use repair Items to prevent 
recurrence

�x Create, track and timebox

Plan to rotate people during 
�O�R�Q�J���/�6�,�·�V
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�<�R�X�U���D�L�P���Z�R�Q�·�W��
be perfect.

Control the 
blast radius. 
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Security Mindset - Assume Breach
Started with war games to the learn attacks and practice response

�f Initially double-blind test
�f Over time, eliminated blue team
Our defenders need to be our 
defenders

Shifted left to prevent top risks
�f Credential theft
�f Secret leakage
�f OSS vulnerabilities

vs.



Securing the Software Supply Chain

of applications leverage 
open source software.

99%

of new code bases are open 
source components.

90%

Synopsys OSSRA 2019 report

https://www.synopsys.com/software-integrity/resources/analyst-reports/2019-open-source-security-risk-analysis.html
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Alignment

Autonomy

� �́/�H�W�·�V���W�U�\���W�R���J�L�Y�H���R�X�U���W�H�D�P�V���W�K�U�H�H���W�K�L�Q�J�V�¬����
�$�X�W�R�Q�R�P�\�����0�D�V�W�H�U�\�����3�X�U�S�R�V�H�µ



Planning

Sprint
3 weeks

1

Quarter
4 sprints

4

Semester
6 months

6

Strategy
12 months

Leadership is responsible 
for the big picture

Teams are responsible 
for the detail



Measure Outcomes not Outputs
OKR: Objective �o Key Results

1. Objective: Grow a strong and happy customer 
base

1.1 Increase external NPS from 21 to 35
1.2 Increase docs SAT from 55 to 65
1.3 New pipeline flow has an Apdex score of 0.9
1.4 Queue time for jobs is 5 seconds or less

KRs are measures for the quarter.

Best KRs are leading indicators

Encourage ambitious KRs:

70% of the improvement target scores green



Product OKRs

Service OKRs Service OKRs Service OKRs Service OKRs Service OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs

Team 
OKRs



�,�Q�V�W�H�D�G���R�I���+�R�U�L�]�R�Q�W�D�O�¬

UI

API

Data



We strive for Vertical

UI

API

Data









Shift in roles and accountabilities �² New way

Program Engineering Design

What �Z�H�·�U�H���E�X�L�O�G�L�Q�J
Why �Z�H�·�U�H���E�X�L�O�G�L�Q�J���L�W

How �Z�H�·�U�H���E�X�L�O�G�L�Q�J���L�W
Building with Quality

User experience is 
Pleasingand Usable

SRE

What we build is Reliable
and Available



Feature teams - Value focus



Teams

�x Physical team rooms
�x Cross discipline
�x 10-12 people
�x Self managing
�x Clear charter and goals
�x Intact for 12-18 months
�x Own features in production
�x Own deployment of features



Engineers Write 
Preferences for Teams

�‡ Opportunity to change team 
without formality

�‡ Employee choice, not 
manager driven
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�‡ Tests that anyone can run anywhere (inc production)

�‡ Shifted to unit tests from automated functional tests

�‡ Core tests run before pull request

�‡ Fast and 100% reliable build and test is critical

�‡ Rolling tests run after commit







Pull Requests Control Code Merge to Master





Branching Structure
Using Trunk Based Development to avoid Merge Debt



Progressive experimentation



Do Not Incur Debt

�:�H���D�O�O���I�R�O�O�R�Z���D���V�L�P�S�O�H���U�X�O�H���Z�H���F�D�O�O���W�K�H���´�%�X�J���&�D�S�µ��

engineers on 
your team# 4 ?x =



Bugs



Stay Clean

�0�D�N�H���W�H�F�K�Q�L�F�D�O���G�H�E�W���Y�L�V�L�E�O�H���R�Q���H�Y�H�U�\���W�H�D�P�·�V���G�D�V�K�E�R�D�U�G



Shifting Right: Service Health Review

Kaizen Review
Incident response by month

Availability (per customer)
Automated detection
Time to detect
Time to mitigate

Every incident that affected 
users

Identify patterns
Ensure remediation

All customer support inquiries
Reduce incoming/000 

users
Costs of operation

Reduce $/000 users
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Shared abstraction layer
Single master branch, multiple release branches

Update 1

Update 2

Update N

Azure DevOps Services

Team Foundation Server

One code base with multiple delivery streams



Shared Platform Services (SPS)

North Central

TFS SU1

North Central

AT
AT

AT

JA
JA

JA

Blob

TFS SU7

Australia

TFS SU0

West Central

Containerized Services
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Sharing, not siloes

High-performing teams thrive when the culture 
enables inner sourcing - the sharing of knowledge, 
skills and code inside the organization.





�‡Goal: Chaos engineering by default across Azure services



Microsoft DevOps Transformation
The story so far�¬

4-6-month milestones
Horizontal teams
Personal offices
Long planning cycles
PM, Dev, Test
Yearly customer engagement
Feature branches
20+ person teams
Secret roadmap
Bug debt accumulated
100-page spec documents
Private repositories
Deep organizational hierarchy
Success is a measure of install numbers
Features shipped once a year

3-week sprints
Vertical teams
Team rooms
Continual Planning and Learning
PM and Engineering
Continual customer engagement
Everyone in master
8-12 person teams
Publicly shared roadmap
Debt paid as incurred
Mockups in PPT
Inner source
Flattened organization hierarchy
User satisfaction determines success
Features shipped every sprint

Before After

https:/ /aka.ms/DevOpsAtMicrosoft�Î



A journey of a thousand miles 
begins with a single sprint



DevOps Dojo



DevOps Dojo Approach
Feature Team

Application
of Learning

Continuous
Learning

Product Owner | Architect | Engineers | Security & Risk SME | Platform Engineer | SRE

�1�R�Z���W�K�H���V�W�X�G�H�Q�W���L�V�Q�·�W���O�H�D�U�Q�L�Q�J���I�U�R�P���R�W�K�H�U���S�H�R�S�O�H�����E�X�W���I�U�R�P��
his own practice. He creates his own approaches and adapts 
�Z�K�D�W���K�H�·�V���O�H�D�U�Q�H�G���W�R���K�L�V���R�Z�Q���F�L�U�F�X�P�V�W�D�Q�F�H�V��

RI

At this point the student begins to branch out. With the 
basic practices working he/she now starts to learn the 
underlying principles and theory behind the technique. He 
also starts learning from other masters and integrates that 
learning into his practice.

HA

SHU
In this beginning stage the student follows the teachings of 
one master precisely. He/she concentrates on how to do 
the task, without worrying too much about the underlying 
theory. If there are multiple variations on how to do the 
task, he/she concentrates on just the one way his master 
teaches him.

SHU

HARI

Immersive
Learning



Immersive Dojo Master Class
�µ�7�H�O�O���P�H���D�Q�G���,���I�R�U�J�H�W�����7�H�D�F�K���P�H���D�Q�G���,���U�H�P�H�P�E�H�U�����,�Q�Y�R�O�Y�H���P�H���D�Q�G���,���O�H�D�U�Q���µ���²Benjamin Franklin

Point of View Deck
(1 Team)

1 Hour: Theory/Concept 1 Hour: Discussion/Design

Continuous 
Planning

Continuous  
Quality

Continuous 
Integration

Continuous 
Security

Continuous
Delivery

Continuous
Collaboration

Continuous 
Improvement

Continuous 
Operations

Group A

Group B

Group C

Group D

1 Hour: Hands-on/Labs

Group A

Group B



Continuous  
Collaboration

Continuous  
Planning

Continuous  
Integration

Continuous  
Delivery

Continuous  
Quality

Continuous  
Security

Continuous  
Operations

Continuous  
Improvement

C u l t u r e A r c h i t e c t u r eL e a n  P r o d u c t Te c h n o l o g y

Dojo White Belt







Do you want to hear more around 
Agile / DevOps?

Register here for our next  Azure Operation Roundta ble 
�´��How to operate a Digital Product �µ

15.11.2022 �²14:00 �²16:30 
@Circle

More Information about  

Intro of DevOps Dojo - Azure DevOps Blog (microsoft.com) �´��How to operate a Digital Product �µ



kyle.kruesi@microsoft.com


