DevOps Roadmap:

Priorities, Milestones, and
Communication

& A practical method for sequencing
capability development across quarters

@ Priorities: what to do first, and why

F Milestones: how progress becomes
provable

00, Communication: keeping stakeholders
JMRT -
aligned when plans change
A From baseline assessment to
o1l

measurable delivery improvement




Why Sequencing Matters More Than Tooling

Unsequenced DevOps Adoption Sequenced Capability Roadmap

Tool sprawl. Partial automation. Unclear ownership. A clearer path. Measurable progress. Greater impact.
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Unsequenced DevOps Over 60% of initiatives Downtime exceeds Platform quality gates A roadmap never
adoption yields tool stall from planning $14,000 per minute; whether Al pays off — changed all year
sprawl, partial and cultural migrations missed RO, DORA's amplifier has not been used
automation, unclear misalignment MTTR, and time-to-value finding
ownership



Baseline: Assessing Delivery
Capability Without Assessment Theater

@ Score one product, platform, or service
boundary—never the whole company

— Dimensions: flow, deployment, lead time,
e== recovery, failure, rework, reliability, security, cost
29 Qualitative signals count too: handoffs, approvals,

on-call pain, repeated incidents

Evidence from Git, CI/CD, laC repos, incidents,
dashboards, security, cost

Four weeks for estates up to ~80 engineers;
six weeks max before findings age

L
Deliverables: scored baseline, value-stream map, 1_9 a > A 'l' a

=
@ prioritized gap list
VAN

Theater test: a spider chart alone means
the assessment isn’t finished



Reading the Numbers: DORA, Flow,
and What They Do Not Tell You

I DORA's five metrics split DORA Metrics
il into throughput and instability

«®  Only 16% deploy on demand; I A
@  ,yer 40% take a week H I

Throughput Instability

@/ DORA shows outcomes;
flow shows where work stalls

020 Flow metrics: time, efficiency,
velocity, load, distribution .
Flow Metrics

o Platform use: +8% productivity,

-8% throughput, -14% stability © O D S <

n R]S|ng |n5tab|||ty can mean Time Efficiency  Velocity Load Distribution
experimentation or untested changes



Priority Model: Choosing What Comes First

® Prioritize by business impact, risk From Priorities to a Plan
reduction, dependency unlocking,
effort, adoption readiness
’ O
il 9 < O &
@ Candidates: Cl/CD foundations, Business Risk Dependency Effort Adoption
environment automation, impact reduction unlocking readiness
observability, security integration, ' J

self-service

® Dependencies are non-negotiable:
telemetry before SLOs, Cl before CD, Prioritize
laC before self-service and sequence

@ Default sequence: stabilize, automate
the path to production, shift left,
then platform self-service

@ Publish decision rights and tie choices
to business language: incidents, Automate ) Platform

i : Stabilize T o
time to market, audit, cost the path to f self-service |,
production & /



Milestone Design:
Making Progress Provable

@6 Outcome, not activity:
“new service to production in 2 days, no ticket”

Reference progression:
C& automated build, repeatable deploy,

self-service env, SLOs, policy-as-code

and sponsor before the phase starts

Pair leading indicators (golden path
[I[I adoption, time to first deploy) with
lagging delivery outcomes

Golden path buys above-80%
#@R® \oluntary adoption; without it,
~70% of initiatives stall

® Ban vanity milestones
and plans the first quarter already disproved

ﬂ Exit criteria signed by engineers y
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Exit Criteria
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Engineers Sponsor




Phasing the Roadmap: From Foundation to Scale

Funding Funding Funding
Gate Gate Gate
a I @ |

Q Discovery ; @ Design | 000 Enablement ' Governance
(wks 1-3) | (4-6) N (7-10) | (11-12+)
Q1 unplanned work <25% Q2 lead time <1 week Q3 change failure <15% Q4 self-service environment in 1 day
Typical phases: stabilize and instrument; Plan in 90-day, 6-month, and 12-18-month
IlI automate critical paths; establish platform @ horizons; expect 6-12 months per

services; scale adoption maturity stage

- 90-day structure: discovery (wks 1-3), =) Fund quarter by quarter, release next
design (4-6), enablement (7-10), @5 tranche only on hitting prior measure
governance (11-12+)
Quarterly measures: Q1 unplanned work Slim platform team of 1-2 engineers is
@ <25%; Q2 lead time <1 week; Q3 change :‘; typical; re-plan quarterly and replace
failure <15%; Q4 self-service environment one theme

in 1 day °

@®



Operating Model: Teams, Ownership, and Decision Rights

Clear teams, defined ownership, and deliberate ways of working enable faster, safer delivery.

Split responsibilities:

L 4 :
[ >4 ]
s 7Y platform team, enabling team,
Platform Team Enabling Team Stream-Aligned stream-aligned teams
Teams
Team Topologies modes:
. > . > . Cfg platform-as-a-service, enabling,
. . Enable . . Collaborate | . . collaboration — chosen deliberately
aln . a@n ... ala
support knowledge
Builds and provides Helps teams adopt, Builds and operates Write ownership boundaries:
core platform capabilities build capability, and products and services @ pipelines, environments,
and golden paths drive best practices using the platform observability, secrets, cost, on-call
] | Central standards only where
Ownership Boundaries o consistency is required:
security, pipelines, environments
= e e
e = = “@r .
Golden paths are the easiest
pipelines environments  observability secrets cost on-call route, not the only route

o® Platform teams shift from
a Contral'Standards Only where consistency is required: 2ah builder to enabler; golden paths
security, pipelines, environments need product ownership




Metrics and Feedback Loops for Roadmap Steering

I Balanced scorecard: flow, deployment,
rl reliability, security, cost, developer experience

’ M ur
0o Track four platform adoption numbers; e
f®*  oxclude mandated teams from voluntary adoption

@ DXI composite, recurring surveys,
H.E.A.R.T.-style retention tracking

aOp
: : amun
o SLOs and error budg_ets, progressive delivery " e-pl o Bet e
makes rollbacks routine S
Cadence: weekly delivery, monthly roadmap,
B quarterly business review, annual re-assessment P

@ Never use adoption or Al-usage metrics for
individual performance evaluation

I 30% of platform teams measure nothing;
nl 44.7% never measure Al impact



Communication Strategy for Each Stakeholder Group

a- Operations
:&% Managers i \-—} 0 Security

Clear

& Executives

Communication

o Architects

a Compliance

Map distinct messages for executives, managers, architects, operations, security, compliance
Frame by audience: business outcomes, delivery friction, technical trade-offs, control evidence
Channels and cadence: steering committee, all-hands, roadmap reviews, docs, live dashboards

Narrative arc: why now, what changes, what stays, how measured, what's next

Adoption is 20% technology, 80% change management; measured value beats mandates




Risk Register and Early Warning Indicators

Identify risks early. Track indicators. Take action.

o

@D Sponsor disengagement is the strongest

M) single failure predictor

E Formalize: 4-6 hours weekly, decision RISK REGISTER
rights, 30-day SLA :

= Budgets overrun ~27%; hold 15-20%

=

contingency
«@» Warning: under 50% active users at day 60

o Watch rollback rate, rework share,
PR queue time

Review register monthly; pre-agree
mitigation playbooks

ANTICIPATE | PREPARE | DELIVER



Worked Example: A Twelve-Month
Roadmap in Practice

ﬂ Scenario: mid-sized enterprise, level-two or level-three baseline, no single golden path
Funding Funding Funding
gate gate gate

B - B - o -
g @ & 9 e

Q1 stabilize Q2 automate Q3 quality and security Q4 platform

e fix top three incident e one pipeline for build, e automated tests i e golden templates
causes deploy, rollback e secret scanning e self-service environments

e one on-call rotation e environments into o policy checks that e explicit ownership

e record deployments code fail the build e re-run the same rubric

e freeze tooling buys

0 II Each quarter: one measure must move, funding gate, then approve, pilot, or defer



Avoiding the Predictable Failure Modes

Learn from common pitfalls to build a more resilient path forward.

Q@ O © O

Tools before Skipping Partial automation = Underfunded Mandated adoption = Counter-moves:
process: culture: and observability platform teams: and weak start with
automating a 60%+ of DevOps  blind spots: 47% run on sponsorship: measurable
broken pipeline initiatives stall long resolution budgets under forced use cut outcomes, pick
just runs from planning times, repeat $1M; 30% measure throughput 6% boring tools,
the chaos faster and cultural incidents nothing embed security

', misalignment day one

e A stronger outcome.



First 30/60/90-Day Actions for Your Own Organization

= 0, > fa
? dER»
Days 0-30 Days 31-60 Days 61-90

A4

e Days 0-30: document e Days 31-60: version e Days 61-90: progressive
ownership, repos, high-risk infrastructure delivery, policy-as-code
deployment paths, as code; add rollback, guardrails, review metrics
dashboards, on-call smoke tests, with all leaders.
contacts. verification.

e Days 0-30: standardize
PR checks; name top three
manual delay tasks;

add one SLI/SLO.
. e Turn repeated operational e Decision checkpoint: approve
> tasks into paved-road templates; now, pilot with two to three
~ re-score with the same rubiric. teams, or defer.

PLAN EXECUTE LEARN TOGETHER



Synthesis: One-Page Roadmap, Risks, and Next Steps

Align today. Make progress tomorrow.

- o -
@ Briorise @ Milestones ~o5  Phasing

with exit criteria with funding gates 2l SSengmealcs

.. Communication Layer Top Three Risks
o

Communication layer explicit: who hears what, channel,
cadence, and why now.

©-0-6-0

Channel Cadence Why now

[ ]
= Top three risks with owners and the early warning trigger
for each playbook.

hears what

L

= Next Three Sponsor Decisions @’ Goal

Record the next three sponsor decisions with evidence

; Goal: not a perfect three-year plan, but a defensible next quarter.
required and due dates.

Artifacts to Take Away

Artifacts to take away: baseline, prioritized backlog, milestone
o) set, phased roadmap, metric set, communication plan, risk register.
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PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/86262c53/public
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