More than just YAML

SLOW DOWN



* FED portfolio (under Michelle H.)
* COMM/INTL portfolio (under Joel M.)

* PROFDEV
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IT but with a different title?
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<a href="https://www.flaticon.com/free-icons/monkey" title="monkey icons">Monkey icons created
by Freepik - Flaticon</a>
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1. quality

2. velocity
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4. we can choose 3!



Developers in Operations

1. developers HAVE to know how their code is used, and how it gets deployed
2. you can't bolt on delivery after building a product

3. you can't just "figure out ops later" just like you can't "do security later"

4. every developer needs to _know _

5. not expert tho

Photo by <a href="https://unsplash.com/@austriannationallibrary?
utm_content=creditCopyText&utm_medium=referral&utm_source=unsplash">Austrian
National Library</a> on <a href="https://unsplash.com/photos/grayscale-photo-of-man-
in-white-shirt-standing-beside-vintage-car-DZOLXbrFpQM?
utm_content=creditCopyText&utm_medium=referral&utm_source=unsplash">Unsplash<
la>



How to

1. **step 1: read the first few pages of this (ideally the whole thing)**
2. how to move your team to elite?



DORA ‘23 takeaways

Zilinears  digtalar Y0P SIRA | OO Dsuum

. establish a healthy culture
. build with users in mind
. unlock software delivery performance with faster code reviews
. Amplify technical capabilities with quality documentation
1. (gasp my agile!)
. Flexible infrastructure with cloud predicts success
. balance
. fair work
1. burnout is real and damages performance
8. if you have any responsibility for delivering software or managing those that do, you really owe it
to yourself to read this
9. you may not agree with everything, but they have a LOT of evidence to back up their findings -
even if they focus a bit too much on reverting problems rather than not pushing them to prod instead

A WN P
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‘23 takeaways

culture

users in mind

quality documentation — amplifies tech. ability
infrastructure flexibility (cloud)

Balance delivery speed, operational performance,
and user focus

Distribute work fairly

Zilinears  digtalar Y0P SIRA | OO Dsuum

1. I don't only want to pontificate...
2. rest of the presentation will be a bit more on the technical side
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3. 10 minute build upper limit

4. this is a spicy take



Review Speed

» 1 day review

1. we also call our work trunk-based development

2. Google says 1 business day or less |
https://google.github.io/eng-practices/review/reviewer/speed.html

3. 10 minute build upper limit

4. this is a spicy take



Review Speed

» 1 day review
e 10 min build

1. we also call our work trunk-based development

2. Google says 1 business day or less |
https://google.github.io/eng-practices/review/reviewer/speed.html

3. 10 minute build upper limit

4. this is a spicy take



Review Speed

» 1 day review
e 10 min build

1. we also call our work trunk-based development

2. Google says 1 business day or less |
https://google.github.io/eng-practices/review/reviewer/speed.html

3. 10 minute build upper limit

4. this is a spicy take



"How long should your CI take?”

@ Graphite

Blog post from graphite



Median Time to Merge by Cl Time

Median Time to Merge (minutes)
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graphite.dev

Their numbers



1. not same metrics as github

Sneak peak



Cl Speed
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CI Jobs

* 58% of MRs: 1+ pipeline

1. this gets better the longer a project exists (60% on projs with >100 MRs)
2. don't queue for long
3. but can take a while, with a LONG tail

1. partially due to hardware limitations (guessing, anecodotal)

2. instability cannot be solely blamed on ClI
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CI Jobs

* 58% of MRs: 1+ pipeline
e XX XX seconds queuing time
* XX XX minutes run time

1. this gets better the longer a project exists (60% on projs with >100 MRs)
2. don't queue for long
3. but can take a while, with a LONG tail

1. partially due to hardware limitations (queueing, anecodotal)

2. instability cannot be solely blamed on ClI



MR Lifetime: created — merged

1. longest was 272 days



CI/CD Pipelines: created — completed

314

minutes

1. a nice distribution
2. 1 didn't discriminate vs protected (main) branches, where a longer pipeline is more acceptable
(after merged!)
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SO WHAT



Actionakle 1deas

SO WHAT



The Merged YAML View

1. see what gitlab sees



The Merged YAML View

& Pipeline Editor - optix-ec X+
O 8 =¥ ht
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B Repository
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Pipelines te  View merged YAML

Editor
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Jobs

Schedules

st HEDULED_SECURITY"
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O Security and Compliance

® Deployments SHEDULED. RITY"
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k- Analytics
1w,

« Collapse sidebar

1. see what gitlab sees



The Merged YAML View

@ @ Pipeline Editor - optix-ed X  +

© &

Edit Visualize Validate View merged YAML

rged YAML s view only
- mvn install $HAVI

TLopnent

depl
: "$INAGE_MAVEN"

aring out local repo artifacts in the c

hich can be hard to figure

1. see what gitlab sees



Getting changes 1nto production




o000

deploy_to_prod:

script:
environment:
name: production

Free stats!!

Env to “ production”



Example of env production

& CI/CD Analytics - optix-edc X
08
(022

Deployment frequency

The chart displays the frequency of deployments to production environment(s) that are based on the
value.

Last week = Last month | Last 90 days | Last 180 days Show forecast C’ E

Date range: Dec 7 - Mar 5

D
0.3 Iday

Deployment frequency Average (last 90d)



Provide flexibkility

not soclutions

Mission command

Give tools not answers



[ XN J
eoce include:
g - project: 'ccri/ccri-ci-templates'
include: A )
ref: '2.4.1
- project: "edge/common-cicd" file: 'maven/default-maven-build.yml'
nefis 0,13, 1" variables:

file: "gitlab-ci/job-templates/release.yml" CI_BUILD: 'false’
gitlab-release: CI_PAGES: 'false'
extends: .gitlab_release_job CI_GEMNASIUM: 'false'
stage: deploy CI_CONTAINER_SCAN: 'false'
CI_LICENSE_SCAN: 'false'
CI METRICS: ‘false!
CI_QUALITY: 'false'

We redesigned our Cl

Corporate Cl == mess if not standard workflow



Adding ancther job

make sure all builds compile




[ N
[ N J )
include:
- project: 'ccri/ccri-ci-templates'

include:
ref: '2.4.1'

- project: "edge/common-cicd"
ref:
file: "gitlab-ci/job-templates/release.yml"
project: "edge/common-cicd" CI_BUILD: 'true'
ref: "0.13.1" CI_PAGES: 'false'
file: "gitlab-ci/job-templates/maven.yml" CI_GEMNASIUM: 'false'
project: "edge/common-cicd" CI_CONTAINER_SCAN: 'false'
pefi: RT3 1L CI_LICENSE_SCAN: 'false'
file: "gitlab-ci/maven-settings.yml" CI_METRICS: 'false'

maven-build: CI_QUALITY: 'false'

extends: .maven_job SAST_DISABLED: 'true'

stage: build MAVEN_EXTRA_MAIN_ARGS: '-DmyParam

script: main_build:

- mvn clean compile -DmyParam $MAVEN_COMMON_ARGS variables:
gitlab-release: MAVEN_ARGS: 'clean compile'
extends: .gitlab_release_job before_script:

stage: deploy # overwrite the before_script

- 'true'

ng 137N file: 'maven/default-maven-build.yml'

variables:

35. add a few imports and declare job vs "knowing" which params to check
1. don't read into the length
2. 1 ran both of these pipelines, the left took me a lot less time to debug and add new job



variables:
- project: "edge/common-cicd" CI_BUILD: 'true'
FefiEOR 3
file: "gitlab-ci/job-templates/maven.yml"
- project: "edge/common-cicd"

nedi: O3
file: "gitlab-ci/maven-settings.yml"
maven-build:
extends: .maven_job
stage: build
script:
- mvn clean compile -DmyParam $MAVEN_COMMON_ARGS

SAST_DISABLED: 'true'
MAVEN_EXTRA_MAIN_ARGS: '-DmyParam'
main_build:

variables:

MAVEN_ARGS: 'clean compile'
before_script:

# overwrite the before_script

- 'true'

35. add a few imports and declare job vs "knowing" which params to check
1. don't read into the length

2. 1 ran both of these pipelines, the left took me a lot less time to debug and add new job



Share templates not jobs

36. here's the “.maven_job" | used before
1. ACTION: provide templates
2. ACTION: don't prescribe “script:” in job templates
3. By providing a template that doesn't automatically run, you make it an "opt in" rather than "opt
out"



Share templates not jobs

.maven_job: &maven_job Opt-in Over Opt'out

stage: main
image: $IMAGE_MAVEN
artifacts:
reports:
junit:
- "xx/target/surefire-reports/TEST-*.xml"
- "xx/target/failsafe-reports/TEST-*.xml"
paths:
- "kk/target/*"
expire_in: 2 weeks
before_script:
- 'echo "Clearing out local repo artifacts in the cache to avoid most cache curruption
issues which can be hard to figure out via maven logs"'
- 'mvn dependency:purge-local-repository -DactTransitively=false -DreResolve=false'

36. here's the “.maven_job" | used before
1. ACTION: provide templates
2. ACTION: don't prescribe “script:” in job templates
3. By providing a template that doesn't automatically run, you make it an "opt in" rather than "opt
out"
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1. give consistency where you can



Reliakility unlecks performance

37. Now for managers and tech leads
1. give consistency where you can



Review

38. Examples that improve review speed
1. what is a reviewer looking at?
1. style? no
2. correctness? not really
3. better ideas? no
2. These things matter for the veteran engineer just as much as the brand new engineer
3. reduce "friction" to delivering value to the customer!
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39. ... references
1. Slack = skim it, takes a saturday afternoon - engineers are not fungible
2. DevOps handbook - for engineers AND managers
3. DORA -
1. this is what matters RIGHT NOW,
2. managers: at least read the first few pages you are doing yourself a disservice
3. very few things actually configured with YAML (i.e. team culture)
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Nest !reference tagsin script, before_script,and after_script
History

You can nest Ineference tags up to 10 levels deep in script, before_script, and after_script sections. Use
nested tags to define reusable sections when building more complex scripts. For example:

- Ireference [.snippets, one]
- echo "TWo!"

three:
- Ireference [.snippets, two]
- echo "THREE!"

nested-references:
script:

- Ireference [.snippets, three]

Inthis example, the nested-nefenences job runs all three echo commands

docs.gitlab.com

40. references cont.
1. GitLab-Cl is complicated and does weird things, but | learned everything from the docs and you
can too
2. google/meta/IBM spent a bunch of money to research write things, may as well read them
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& GitLab | Docs What'snew? | V1610 v | Getfree trial

Nest !reference tagsin script, before_script,and after_script

eng-practices

Google Engineering Practices Documentation

History

You can nest Ireference tags up to 10 levels deep in script, before_script, and after_script sections. Use Google has many generalized engineering practices that cover all languages and all projects. These documents

nested tags to define reusable sections when building more complex scripts. For example: represent our collective experience of various best practices that we have developed over time. It is possible that open
source projects or other organizations would benefit from this knowledge, o we work to make it available publicly when
possible.

Currently this contains the following documents:
- echo "ONEL"
+ Google's Code Review Guidelines, which are actually two separate sets of documents:
- treference [.snippets, one] The Code Reviewer's Guide
- echo "TWo!" The Change Author's Guide
- Ireference [.snippets, two]

- echo "THREE!" Terminology

There is some Google-internal terminology used in some of these documents, which we clarify here for extemal readers:

script

i + CL: Stands for “changelist”, which means one self-contained change that has been submitted to version control or
- Ireference [.snippets, three]

which is undergoing code review. Other organizations often call this a “change”, “patch’, or “pull-request”.

+ LGTM: Means “Looks Good to Me". It is what a code reviewer says when approving a CL.
Inthis example, the nested-nefenences job runs all three echo commands

docs.gitlab.com/ee/ci/yaml/yaml_optimization.html Google eng-practices

40. references cont.
1. GitLab-Cl is complicated and does weird things, but | learned everything from the docs and you
can too
2. google/meta/IBM spent a bunch of money to research write things, may as well read them
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Introduction

THIS 15 YOUR MACHINE LEARNNG SYSTET?.

YUP! YOU POUR THE DATA NTO THIS BG
PILE OF LNEAR ALGEBRA, THEN COLLECT
THE PNSLERS ON FE OTHER SIDE.

LHAT I THE ANSLERS ARE LRONG? )
JUST STR THE PILE INTIL

The goa /ou as a data scientist to develop a data science use caseina.
semi-profe e dy for production use. This means focusing on the versioning,

scalabilty, monitoring and engineering of the solution,

IBM GitHub.io
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© | introduction | 1BMDatas x| +
S
« > c (o ibm.github.io/ 08
|BM Data Science
Best Practices

What makes a diff review feel slow?

Introduction

IBM Data Science - Best Practices

Introduction

THIS 15 YOUR MACHINE LEARNNG SYSTET?.

YOPL YoU POUR THE DATA NTD TH BG The I;Pe cyc[e of a PP
PILE OF LNEAR ALGEERA, THEN COLLECT
THE ANSLERS ON FE OHER SIE.
VHAT F THE ANGLIERS ARE LRONG?
Reviewer requests i
JUSTSTR THE PILE INTIL Reviewer accepts
the diff

7 7
Diff lands into
the repo

Diff is published Author submits a
new version
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