
DevOps: Tracking  
Continuous Feedback

Presented By nClouds

March 20, 2017



Contents
01. Tracking metrics is key to business success

02. Case study: What metrics does IBM’s DevOps team use to track their 
continued progress?

03. Make collecting metrics easy

04. Final thoughts...

05. Resources

DevOps: Tracking 2017 2

3

9

13

16

18



Tracking metrics is key to business success
Tracking metrics is key to business success and implementing DevOps culture. In this whitepaper, 
we’ll talk about why tracking is important, what is the single most important thing you can do to 
build a better culture around tracking.  And how leverage metrics to have meaningful impact on 
your business.

“... You cannot improve what you cannot measure …”
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Tracking metrics for success

Keeping track of your data is the key to a successful DevOps operation. Without the right data, you 
can’t expect to make the right decisions. While that’s easier than done in most cases, there are 
three things you can do to ensure your business never gets bogged down by too much data. These 
include setting the right goals, asking the right questions, and learning. 

By setting specific milestones and shared KPIs, you’ll guide your DevOps adoption towards 
continuous improvement that improves your organization’s agility, speed, and product quality, 
which will ultimately lead to increased profitability and efficiency. 
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Questions to ask about DevOps metrics and measurement

Here are three questions you should start with:

1. Why are metrics important?
2. How should I decide which metrics are important for my situation?
3. What should I measure?

If you look at these questions, you’ll notice that they are all related to each other in one way or 
another. That’s because metrics and measurement are two sides of the same coin in a DevOps 
operation. Both help you measure the performance of your organization, but in different ways.
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Why are Metrics Important?

Most discussions about DevOps center around culture, automation and sharing. However, one 
piece that always seems to be missing from that conversation is measurement. Figuring out what 
to measure is just as important as knowing how to measure, and even though there’s a lot of value 
in measuring data, a lot of DevOps teams still seem to struggle with it.

Gene Kim, author of The DevOps handbook, suggests that “creating a culture that fosters two 
things: continual experimentation, taking risks and learning from failure; and understanding that 
repetition and practice is the prerequisite to mastery.” In other words, the only way to make 
progress to is to use continuously learn from your data. 

You should always measure and track your progress over time to determine whether what you’re 
doing is making a difference.  Start by setting a benchmark for your KPIs before you implement a 
change in your process. Once you’ve established your baseline metrics, you’ll be able to see the 
impact of your change over time and prove whether you’re doing the right thing.
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Which Metrics to Use?

Out of all the questions you can ask yourself, this is probably the most important one because it 
gives you a clear picture of which metrics your organization values the most. It’s extremely 
important that you factor in the goals of your company, the needs of your customers and team, as 
well as the overall big picture of your organization when deciding which metrics to use. 

The last thing you want to do is invest a lot of your time in measuring things that don’t provide any 
value to your business. More importantly, you should make sure that your software and IT teams 
work closely together with the rest of the business to understand how each metric ties into the 
company’s big picture.

By creating a culture based on open discussions between all teams, your organization will run as a 
single unit as opposed to a fragmented business with many moving parts. In the end, you’ll be able 
to measure the right metrics and fulfill the needs of all the stakeholders in your organization.
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What Should Be Measured?

Understanding the difference between metrics and measurement is critical to your success as a 
business. Metrics are the KPIS you show to your management team when explaining about how 
adopting DevOps makes a difference in the organization’s performance and not just for software 
and IT teams.

Measurement, on the other hand, refers to an ongoing activity that your team must perform to get 
a more detailed and granular picture of what’s going on. A tried and true philosophy in DevOps is 
that you should measure as much as you can for as long as you can. You never know how things 
will change in the future, and when you might need to refer to baseline measurements for things 
that you didn’t know were going to change. By constantly keeping track of performance 
measurements across several areas of your infrastructure, you’ll be able to monitor and predict 
trends, and find things to improve later on.
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Case study: What metrics does IBM’s DevOps team 
use to track their continued progress?
Payal Chakravarty from IBM was involved in her team’s transformation from Agile to DevOps. During 
this transition, her team was able to find a “more granular way to track success,” and “quantifiable 
success metrics that could be represented in a scorecard.” Below are the 9 metrics that Payal’s team 
used.
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1. Deployment Frequency – How often is the team deploying new code? “This metric should 
trend up or remain stable from week to week.”

2. Change Volume – How many user stories and new lines of code are being deployed? Payal 
suggests another important parameter to track around this metric is the complexity of 
change.

3. Lead Time (from development to deployment) – This metric measures the cycle time from 
when new code starts development to when it successfully gets deployed into production. 
When tracking using value stream mapping, cycle time gives an organization an accurate 
picture into the efficiency of a process, and informs teams about areas that need to be 
improved. According to Payal, “Lead time should reduce as the team gets a better hold of the 
lifecycle.”

4. Percentage of Failed Deployments – The percentage of deployments which have caused an 
outage or negative user reaction is an indicator of a product’s quality. The lower the value, the 
better. Payal suggests that “If the change volume is low or remained the same but the percent 
of failed deployments increased, then there may be a dysfunction somewhere.”
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5. Mean Time To Recovery (MTTR) – When failure does occur, how long does it take the team to 
recover from the issue? According to Payal, this is a “true indicator of how good [the team is] 
getting with handling change.” It’s fine to have spikes in MTTR when dealing with complex 
issues that your team has never seen before, but the overall trend for this metric should 
decrease over time.

6. Customer Ticket Volume – “This is a basic indicator of customer satisfaction,” and an 
important metric to track. The goal of DevOps is to ship software frequently without causing 
customer outages, therefore this metric should indicate how well you’re achieving that goal.

7. % Change in User Volume – “Number of new users signing up, interacting with [the team’s] 
service and generating traffic.” Tracking this metric helps you determine whether your 
infrastructure can meet demand.

8. Availability – Were any SLAs violated, and what is the overall uptime for the product or 
service? If you can maintain healthy uptime even given fluctuations in user volume, you’re 
doing a good job.
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9. Performance (Response Time) – “This metric should remain stable irrespective of % change in 
user volume or any new deployment,” and indicates that the product or service is operating 
within predetermined thresholds.
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Make collecting metrics easy
An important part of implementing a DevOps culture is making sure that tracking metrics is as 
simple as possible. Otherwise, no one in your team will bother to measure anything. There are tools 
like Statsd simplifies the metric collection. 

As John Allspaw from Etsy described, “We designed StatsD to prevent any developer from saying, 
‘It’s too much of a hassle to instrument my code.’ Now they can do it with one line of code. We see 
some companies choose to use Statsd and some just send it to cloudwatch. Your primary goal 
should be to make it easy for any developer to graph anything. 
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Visualizing your data

Nowadays, a complete devops tool chain consists of many tools and services. Each of them has it’s 
own metrics and reporting. You can leverage tools like grafana, which allows to build beautiful 
charts, to correlate metrics across all these tools and services. You can also use something like 
Hygieia, an open source tool from Capital One, to create prebuilt dashboards that provide visibility 
across your entire delivery pipeline.  
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Final thoughts...
Once you’ve committed to adopting a DevOps culture, you need to make it easy for your team to 
graph data using tools like Grafana and Statsd. These platforms not only help you visualize your 
data, but they also provide valuable insight into the performance of your organization over time so 
you know what’s working and what’s not. We’ve helped several companies implement these tools 
into their infrastructure, and one thing we often hear developers say, “I can’t believe how i have been 
developing code all these years.”

 In addition to graphing your operations, you also need to graph everything from your deployments 
to customer drop-off, and correlate your data with feature roll out. If done correctly, you’ll notice 
better accountability between your software and IT operations, and less blame placed on other 
teams.
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When measuring productivity and performance, DevOps leads need to analyze how insights 
gleaned from data will be used. In real DevOps spirit, measuring people performance  should be 
used for continuous improvements, allocating appropriate resources and fostering increases in 
productivity or other goals, rather than “punishing” or “shaming” people.

Quality and speed are at the core of the DevOps approach, a key reason why leading enterprises 
across the globe leverage this synergy between development teams and operations teams with an 
integrated DevOps model. DevOps culture is majorly driven by not just the synergy, but also the 
undying need for continues collaboration and delivery.

So the real question is not whether you should measure people or a teams’ productivity. Rather, it’s 
about how you are using the data that was obtained by analysis. Without data, you have no insight 
and no way to track progress. So to end on a philosophical note, it’s not about the tool, but it’s how 
we humans are using it.
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Resources
List of resources used for this whitepaper.
https://www.agilealliance.org/resources/sessions/measuring-devops-the-key-metrics-that-matter/
https://thenewstack.io/devops-measurement-metrics/
http://www.datical.com/blog/9-metrics-devops-teams-tracking/
http://www.gallop.net/blog/6-devops-metrics-for-enterprise-dashboards/
https://www.splunk.com/blog/2016/06/17/devops-metrics-measuring-team-productivity-yes-or-no/
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