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1. Introduction 

DevOps (a clipped compound of "development" and "operations") is a software development 

methodology that combines software development (Dev) with information technology operations (Ops). 

The goal of DevOps is to shorten the systems development life cycle while delivering software releases 

frequently in close alignment with business objectives in a faster, better, and cheaper fashion. The 

DevOps approach to work covers three critical success factors: cultural shift, improvement of practices 

and processes, and leverage of automation technologies. 

Due to the proven success of the DevOps approach to work, DevOps oriented roles have become a 

sought-after resource across industries by a constantly growing number of organizations, who need 

DevOps-savvy people to make the cultural shift, work comfortably in a DevOps environment, and 

manage an array of technology and tools —referred to collectively as "toolchain" – for process, including 

but not limited to, coding, building, testing, packaging, releasing, configuring and monitoring. 

It’s in this continuously evolving context, that PeopleCert designed a suite of DevOps qualifications that 

reflects the market need to close the skills-gap that many organizations are facing and support the 

realization of their business objectives and to improve communication, standardization, collaboration 

and automation for the delivery of quality software products better, faster and with a lower cost.  

To reflect the need of this evolving work approach, the PeopleCert DevOps qualification has been 

structured as follows: 

 PeopleCert DevOps Fundamentals (14-18 training hours) – Candidates gain practical guidance 

on how to deliver effective DevOps through 15 essential practices, especially in relation to well-

established ITSM practices. 

 PeopleCert DevOps Leadership (14-18 training hours) – Candidates get guidance on how to lead 

the implementation of DevOps practices and how to achieve a cultural shift for better collaboration 

and communication. 

 PeopleCert DevOps Engineering (coming soon) – Candidates will gain practical guidance on 

automation tools use and how these tools support DevOps culture and practices. 

The PeopleCert DevOps Fundamentals certification covers the fundamental knowledge required for 

a candidate to build their knowledge and skills regarding DevOps principles and practices.  In addition, 

the PeopleCert DevOps Leadership certification covers more advanced skills, practices and 

knowledge about DevOps.   

The body of knowledge underlying these skills are presented in the official courseware provided by 

PeopleCert to accredited ATOs. The primary purpose of the syllabus is to provide a basis for 

accreditation of people involved with DevOps. It documents the learning outcomes related to the 

qualification and describes the requirements a candidate is expected to meet to demonstrate that 

these learning outcomes have been achieved at the specific qualification level. 
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2. PeopleCert DevOps Leadership 

2.1. Purpose of the Leadership Qualification 

The purpose of this qualification is to confirm that a candidate has sufficient knowledge, 

understanding of fundamental DevOps skills and is able to work effectively with, or as a leading 

member of, a DevOps environment, analyzing and applying these skills and knowledge. The 

PeopleCert DevOps Fundamentals certification is a pre-requisite for the PeopleCert DevOps 

Leadership certification. 

2.2. Target Group/Audience 

This certification is the second (Leadership) level of the PeopleCert DevOps qualification scheme 

provided by PeopleCert and is aimed at anyone who wishes to become an efficient leading member of 

a DevOps environment and requires candidates to have and demonstrate a solid knowledge and 

understanding of DevOps terms, principles, tools and practices, as well as demonstrate their 

application skills of how to use tools efficiently and effectively. The certification can also cater for 

candidates seeking personal certification. 

This certification will provide the Leadership level of knowledge to its holders and will certify that they 

have a solid understanding of DevOps Leadership practices using various tools and are able to apply 

these in everyday work involving DevOps practices.  This basic level of skills & knowledge is covered 

in the PeopleCert DevOps Fundamentals level of the qualification scheme provided by PeopleCert.  

3. Learning Objectives 

At the Leadership level course, candidates will be introduced to concepts, terms, principles and tools 

used by DevOps Leadership to clarify, plan and approach a DevOps Transformation, validate and 

sustain a DevOps transformation, how the DevOps Full Stack approach can be engaged and 

implemented within the organization, as well as why DevOps Leadership is needed in modern 

enterprises, and how it can be aligned to value delivery.  In addition, Scrum methodology, people and 

culture implications as well as the practices, processes, automation and technology used for adapting 

DevOps within an organization. 

Holders of PeopleCert DevOps Leadership certification, will be able to demonstrate their knowledge, 

understanding and practical application of: 

 What is leadership and what is leadership for DevOps 

 How to lead an organization through a DevOps transformation 

 Establish the need for urgency for DevOps 

 Clarify & align business objectives 

 Create a vision and strategy for transformation 

 Identify and influence the vital stakeholders 

 Lead a culture of self-organized, cross-functional teams 

 Gather, broadcast and Implement feedback 

 Enable flow across the value stream 

 Break work into iterations to accelerate learning and experimentation 
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 Lead for continuous delivery 

 Lead a culture of continual improvement 

 Lead for innovation 

 Improve organizational resilience & sustainability 

3.1. Qualification Scheme Level 

Through the above learning objectives, candidates will demonstrate relevant knowledge skills in the 

following areas: 

Main Topics 

Introduction to DevOps Leadership 
Clarifying & Aligning the DevOps Transformation to Value Delivery 
Planning & Approaching the DevOps Transformation 
Engaging & Implementing the DevOps Full Stack 
Validating Results & Sustaining the DevOps Transformation 

4. Examination 

The PeopleCert DevOps Leadership certification exam is designed to validate a candidate’s 

knowledge, and understanding, of DevOps leadership principles, as detailed above as well as how to 

be able to apply and analyze this knowledge in real situations assisting DevOps transformation within 

a modern enterprise. 

The Leadership exam focuses on the following four (4) categories in the cognitive domain of Bloom’s 

taxonomy1 which is a reference for different levels of learning: 

 Knowledge 

 Comprehension 

 Application 

 Analysis 

4.1. Assessment Approach 

The assessment approach used for the PeopleCert DevOps Leadership certification focuses on the 

four basic categories of Knowledge, Comprehension, Application and Analysis.  

Knowledge is defined as recalling previously learned material, from facts to theories and represents 

the lowest level of learning outcomes in the cognitive domain.  Such learning outcomes are turned in 

assessment objectives that include knowing and recalling such as: 

 Common and/or basic terms, definitions, concepts and principles 

 Specific processes 

 Processes, procedures and project management methods 

Comprehension is the lowest level of understanding and entails the ability to grasp the meaning of the 

                                                 
1 The Bloom's taxonomy defines six (6) levels of learning in the cognitive domain (know, comprehend, apply, analyze, evaluate, 
create), which are both sequential and cumulative and move from the simple to the complex.  
In order to achieve the 6th level of learning, it must be ensured that the previous five levels have been mastered. 
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material taught, including some elements of interpretation, translation or estimation during the process.  

Such learning outcomes and in turn assessment objectives go beyond simply recalling information and 

may include: 

 Understanding facts, concepts and principles 

 Interpreting material (i.e. code, charts, graphs, text, diagrams) 

 Justifying a process, procedure and method used 

Application is a level where candidates need to combine their knowledge and 

understanding/comprehension on a subject and be able to create an abstraction. More specifically, 

candidates are expected to apply their knowledge and understanding so that abstractions, general 

principles, or methods to specific concrete situations are made. Such learning outcomes and in turn 

assessment objectives go beyond simply recalling information and may include: 

 Use ideas, principles and theories in new, specific and concrete situations 

 Being able to choose appropriate methods and tools, apply principles, use a specific approach 

or identify the selection of options at a given situation 

 Apply what is learnt into a new situation 

 Apply rules, methods, concepts, principles, and theories 

 Learning outcomes in this area require a higher level of understanding than those under 

comprehension  

Analysis is the level that goes beyond application as the candidates need to be able to break down 

information into its component parts so that its organizational structure may be understood and to 

make inferences. More specifically, candidates need to break down, discriminate, diagram, detect, 

differentiate and illustrate which are all important tasks at this level of learning and include the previous 

levels of knowing, comprehending and applying. Such learning outcomes and in turn assessment 

objectives go beyond knowing, understanding and applying and may include: 

 see patterns that they can use to analyze a problem 

 develop divergent conclusions by identifying motives or causes 

 make inferences 

 find evidence to support generalizations 

 identify parts, analyze the relationship between parts, and recognize the organizational 

principles involved 

The assessment incorporates the above learning outcomes as it uses assessment objectives that cater 

for the above cognitive domain categories. 
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4.2. Entry Criteria/Training Requirements 

For this examination, the candidate should hold the PeopleCert DevOps Fundamentals certification, 

however, there are no training requirements.  

In order to be eligible for the PeopleCert DevOps Leadership level examination a candidate must be 

able to demonstrate knowledge and understanding of basic DevOps Leadership terms, principles, 

processes, practices and be able to apply and analyze this knowledge in real situations assisting 

DevOps transformation within a modern enterprise and it is recommended that the candidate has 

received related Accredited Training by a PeopleCert accredited training partner.  

4.3. Examination Format 

The following table details the examination format for the Leadership exam: 

Delivery Computer (web proctored or classroom) 

Type 20 Multiple Choice Questions (MCQ) 
Each question is awarded one (1) mark 

Duration 1 hour (60 minutes)  
For non-native speakers or candidates with a disability, an 
additional 30 minutes of extra time is allowed. 

Pass Mark 70% (14 marks out of 20) 

Invigilator / Supervisor / 
Proctor 

Yes 
Physical or Online Proctoring 

Open Book No 
No materials are allowed in the examination room 

Prerequisites PeopleCert DevOps Fundamentals certificate holder 

Distinction N/A 

Certification validity Perpetual 

The tests are derived from a regularly updated question test bank (QTB) based on the test specification 

detailed below. Questions are used interchangeably among test sets. The overall difficulty level of each 

test is the same with any other test. A candidate is never assigned the same test in the case of multiple 

examination attempts. 
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5. Detailed Syllabus 

The syllabus is structured into sections relating to the major subject headings and numbered with 

a single digit section number. The recommended training hours, per Syllabus Category are also 

provided in this table.  A total of eighteen (18) hours of accredited training is recommended. 

Category Topic Skill Set 

1.0 Introduction to 
DevOps 
Leadership 

1.1 What is Leadership? 1.1.1 What does it mean to lead? 

 1.2 Key Principles of 
DevOps 

1.2.1 Review: What is DevOps? 

  1.2.2 The DevOps Full Stack 

  1.2.3 Key Principles of DevOps 

  1.2.4 15 Essential DevOps Practices 

  1.2.5 Leveraging Technology & Automation 

 1.3 Leading the 
Organization through 
Transformation 

1.3.1 Lewin’s Model for Change 

  1.3.2 Continual Improvement 

  1.3.3 A Clear 20/20 Vision for 
Transformation 

  1.3.4 The 20/20 Change Model 

2.0 Clarifying & 
Aligning the 
DevOps 
Transformation to 
Value Delivery 

2.1 Establish the need 
for urgency for 
DevOps 

2.1.1 The IT Value Delivery Problem 

  2.1.2 Drivers of Change 

  2.1.3 Technology Adoption & Change 

  2.1.4 Complexity Creates Fragility & Debt 

  2.1.5 The Need for Standardization 

  2.1.6 Standardization vs. Complexity 

  2.1.7 Gleicher’s Formula for Change 

 2.2 Clarifying & Aligning 
Business Objectives 

2.2.1 Review: What is Business Value? 

  2.2.2 What Happens Without Value 
Alignment? 

  2.2.3 The Importance of True North 

  2.2.4 Establish True North Values & 
Principles 
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Category Topic Skill Set 

  2.2.5 Defining Mission vs. Vision 

  2.2.6 Building a True North Alignment 
System 

  2.2.7 Example of Business Objectives 

  2.2.8 The Planned Enterprise Backlog 

  2.2.9 Unplanned Work & the Team Backlog 

  2.2.10 Sources of demand 

  2.2.11 Building Visibility into All Work Types 

  2.2.12 Case Study of True North 

3.0 Planning & 
Approaching the 
DevOps 
Transformation 

3.1 Creating a Vision & 
Strategy for 
Transformation 

3.1.1 The importance of vision 

  3.1.2 The evolution of a DevOps 
transformation 

  3.1.3 Bi-Modal or Variable Speed IT 

  3.1.4 Patterns for scaling DevOps Teams 

  3.1.5 Communities of Practice to Bridge 
Silos 

  3.1.6 Clarifying your current state 

  3.1.7 Systems Thinking 

  3.1.8 Iceberg Model 

  3.1.9 Example of Current state 

  3.1.10 Current State Assessment 

  3.1.11 Example of Future state for the 
DevOps transformation 

  3.1.12 Mental models and structures for 
DevOps 

 3.2 Identifying & 
Influencing the Vital 
Stakeholders 

3.2.1 Map the critical stakeholders in the 
DevOps transformation 

  3.2.2 The stakeholder management 
process 

  3.2.3 Key considerations when identifying 
different groups of stakeholders during 
DevOps transformation 

  3.2.4 Ways to overcome resistance and 
influence critical stakeholders to 
participate fully in developing the 
vision and strategy for DevOps in your 
organization. 

  3.2.5 Estimating Stakeholder Support 

4.0 Engaging & 
Implementing the 

4.1 Leading a Culture of 
Self-Organized, 

4.1.1 Breaking Down the Wall of Confusion 
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Category Topic Skill Set 

DevOps Full 
Stack 

Cross-Functional 
Teams 

  4.1.2 Pathological culture, Bureaucratic 
culture and generative culture 

  4.1.3 Task Specialization vs. Cross-
Functional 

  4.1.4 The importance of cross-functional 
teams 

  4.1.5 Enabling Self-organization 

  4.1.6 Agile Scrum Teams 

  4.1.7 Agile vs. DevOps Teams 

  4.1.8 Leadership and Team Authority 

  4.1.9 The importance of balancing 
generalists and pure specialists within 
DevOps teams 

  4.1.10 Phases of evolution in DevOps 
teaming 

  4.1.11 The structure of a functional silo with 
platform and product teams 

  4.1.12 Teaming Changes 

  4.1.13 Cultural and Structural Changes 

  4.1.14 Trust-Ownership Model 

  4.1.15 Knowledge and Skills Planning 

  4.1.16 Knowledge and Skills 

  4.1.17 Workforce & Talent Management 

  4.1.18 Skills & Knowledge Matrix 
Development 

  4.1.19 Published IT competence 
frameworks: ECF and SFIA 

 4.2 Gathering, 
Broadcasting & 
Implementing 
Feedback 

4.2.1 Inputs for Identifying the Future State 

  4.2.2 Value as the VOC & CTQ 

  4.2.3 Measuring Critical to Quality 

  4.2.4 Variation Indicates Control 

  4.2.5 Customer Engagement Roles - 
Delivery 

  4.2.6 Product/Service Owner 
Considerations 

   

  4.2.7 Role of the Relationship Manager 

  4.2.8 Engagement Roles & Build 
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Category Topic Skill Set 

 4.3 Enabling Flow 
Across the Value 
Stream 

4.3.1 Complexity Impacts Flow & Time 

  4.3.2 The Three Types of Lean Work 

  4.3.3 A Strategic Perspective on 
Standardization 

  4.3.4 Complexity & Impact of Unplanned 
Work 

  4.3.5 Value Stream Improvement Phases 

  4.3.6 Value Stream Mapping 

  4.3.7 Waste in a Process 

  4.3.8 Metrics - What Should It Measure? 

  4.3.9 Leader's Use of Visual Management 

  4.3.10 Examples of Visual Management 

  4.3.11 Kanban with Scrum (“Scrumban”) 

   

  4.3.12 Making Unplanned Work Visible 

  4.3.13 The importance of creating common 
communication channels 

  4.3.14 Communication & Transparency 
Solutions 

  4.3.15 Communication Considerations 

 4.4 Breaking Work into 
Iterations to 
Accelerate Learning 
& Experimentation 

4.4.1 Agile vs. Waterfall Project 
Management 

  4.4.2 Iterative Product Management  

  4.4.3 The Pillars of Agile & Scrum 

  4.4.4 Scrum - A Leadership Perspective 

  4.4.5 Enabling the Shift Left with Agile XP 

  4.4.6 Agile XP Practices 

   

  4.4.7 Visualizing Velocity Improvement 

 4.5 Leadership for 
Continuous Delivery 

4.5.1 Requirements for Automation 

  4.5.2 Continuous Delivery 

  4.5.3 Applying Continuous Delivery at Scale 

  4.5.4 Continuous Testing 

  4.5.5 Component Testing 

  4.5.6 Subsystem or Application Testing 
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Category Topic Skill Set 

  4.5.7 End-to-End enterprise system testing 

  4.5.8 Isolated feature branch 

  4.5.9 Continuous Integration 

  
4.5.10 The importance of Continuous 

Improvements 

  
4.5.11 Trunk Management & Gated 

Commits 

  4.5.12 Release & Deployment Cadences 

  

4.5.13 Trunk Management & Release 
Strategies 

  

4.5.14 Blue-Green Deployment 

  4.5.15 The importance of understanding the 
capabilities and role of each tool in 
the DevOps toolchain  

  4.5.16 Features of DevOps Toolchain 

  

4.5.17 Orchestration & Integration 

  
4.5.18 Advantages and disadvantages of 

Open Source software 

  4.5.19 The Larger Tool Ecosystem 

  

4.5.20 Automation & Tooling Strategies 

5.0 Validating 
Results & 
Sustaining the 
DevOps 
Transformation 

5.1  Leading a Culture 
of Continual 
Improvement 

5.1.1 The Continual Improvement Mindset 

  5.1.2 Creating a Culture of Experimentation 

  5.1.3 Leaders & Employee Engagement 

  5.1.4 Lean Leadership & Gemba 

  5.1.5 Leading at Every Level 

  5.1.6 The Nature of Change 

  5.1.7 Proactive Problem Solving & 
Continual Improvement 

  5.1.8 The DMAIC Model 

  5.1.9 Kaizen Events 

 5.2 Leading for 
Innovation 

5.2.1 What is Innovation? 
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Category Topic Skill Set 

  5.2.2 The Paradox of Collaboration 

  5.2.3 The Paradox of Innovation 

  5.2.4 Leading Innovation 

  5.2.5 Innovation Continuum 

  5.2.6 Leadership Paradoxes of 
Collaboration 

 5.3 Improving 
Organizational 
Resilience & 
Sustainability 

5.3.1 Antifragility 

  5.3.2 From Response to Learning 

  5.3.3 DevOps Practices & Disaster 
Recovery 

  5.3.4 DevOps Practices & Resilience 

  5.3.5 DevOps Practices & Antifragility 

  5.3.6 Embracing Failure as a Learning Tool 

 

6. Test Specification 

The PeopleCert DevOps Leadership examination will consist of five (5) sections with the following 

structure: 

Category Description Exam (%) 

1.0 Introduction to DevOps Leadership 5.0% 

2.0  Clarifying & Aligning the DevOps Transformation to Value 

Delivery 

15.0% 

3.0  Planning & Approaching the DevOps Transformation 15.0% 

4.0  Engaging & Implementing the DevOps Full Stack 50.0% 

5.0  Validating Results & Sustaining the DevOps Transformation 15.0% 

 Total 100.0% 
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9. Glossary 

Term Definition 

20/20 Model The 20/20 Change Model from Pink Elephant uses widely accepted 
Organizational Change Management principles to define the steps 
needed to achieve true organizational change in a corporate IT 
environment.  

Agile Manifesto Individuals and interactions over processes and tools 
Working software over comprehensive documentation 
Customer collaboration over contract negotiation 
Responding to change over following a plan* 

Agile Principles The twelve principles that comprise the Agile Manifest. 

Agile Project Management  An adaptive approach to project management that implies that 
requirements – made at the very start of a project – are expected to 
change and evolve as the project advances. It uses continual iterations to 
adapt and incorporate these changes. 

Antifragility  The means to not only respond to and resist incidents and disruptions of 
all kinds but to use them as an opportunity for learning and adaptation. 

Automation The technique, method, or system of operating or controlling a process by 
highly automatic means, as by electronic devices, reducing human 
intervention to a minimum. 

Bi_modal IT From Gartner: Bimodal is the practice of managing two separate but 
coherent styles of work: one focused on predictability; the other on 
exploration. Mode 1 (Business As Usual) is optimized for areas that are 
more predictable and well-understood. Mode 2 is exploratory, 
experimenting to solve new problems and optimized for areas of 
uncertainty. Both play an essential role in the digital transformation.  

Blue-Green Deployment In DevOps, the concept of operating two identical cloud-based 
infrastructures, one designated as Blue, the other Green. To facilitate 
zero-downtime deployments, i.e., Blue is the current production 
environment while Green incorporates new changes & updates and 
allows for production-level testing. When the test environment is stable, 
the production environment is switched and the process repeats itself.  

Business Value Business Value is the level to which a service meets a customer’s 
expectations or exceeds them. 

C.A.L.M.S An acronym for the values of DevOps:  Culture, Automation, Lean, 
Measurement, and Sharing. 

Change Control The ITIL® practice of ensuring that risks are properly assessed, 
authorizing changes to proceed and managing a change schedule in 
order to maximize the number of successful service and product changes. 

† 
Complexity In the IT/DevOps context, complexity refers to much more than 

technology. Over time, IT has solved problems with a very narrow or local 
focus due to urgency and (often) customer pressure. This “quick fix” mode 
has resulted in entire systems that cannot integrate plus a patchwork of 
local and 3rd party suppliers that cannot integrate or even communicate 
effectively.  

Containerization The bundling of an entire runtime environment – into one package or 
"container" so that the application platform and its dependencies, 
differences in OS distributions and underlying infrastructure are 
abstracted away. 

Continual Improvement The practice of aligning an organization’s practices and services with 
changing business needs through the ongoing identification and 
improvement of all elements involved in the effective management of 
products and services. † 

Continuous Delivery A set of practices designed to ensure that code is always able to be 
deployed rapidly and safely throughout its lifecycle to production, 
achieved by pushing the executables into a production-like environment 
and conducting automated testing to detect problems. 

ITIL® is a registered trade mark of AXELOS Limited, used under permission of AXELOS Limited. All rights 
reserved. 
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Term Definition 

Continuous Deployment An extension of the concept of Continuous Delivery in which all changes 
that pass automated tests are automatically pushed into production. It 
automates the step that was previously manual in Continuous Delivery, 
and enables multiple deployments per day. 

Continuous Integration The practice of merging all developer working copies into a shared mainline 
(a code repository or a main code trunk) throughout the day. Within an 
automated Continuous Delivery process, continuous integration covers 
mainly the build stage. Usually, continuous integration applies to 
integrating, building and testing code within the development environment. 

Continuous Testing The execution of automated tests at every stage of the deployment 
pipeline. It provides immediate feedback at each stage to mitigate risk. 
Automated continuous testing is a key component of continuous 
integration and delivery. It ensures that the code and environment operate 
properly and remain in a deployable state. 

Conway's Law States that “organizations which design systems are constrained to 
produce designs which are copies of the communication structures of 
these organizations.” ‡ 

Critical To Quality According to the principles of Lean, the value items that should be 
prioritized and focused on. 

CSF Critical Success Factor.  Any team, process, outcome, etc. that must be in 
place to succeed.  

CTQ Critical To Quality.  From Lean VOC, which of the many items on the 
customer’s “wish list” are absolutely critical to achieve value for the 
customer.  

Daily Scrum A 15-minute time-boxed Scrum event for the Development Team to 
synchronize activities and create a plan for the next 24 hours.‖ 

Daily Scrum Board  A Scrum Visual Management tool that makes transparent what each team 
member is working on, and captures their attitude towards each day. 

Definition of Done In Agile/Scrum, the list of criteria which must be met before a product 
increment is considered "done". In DevOps, the product is error-free, 
deployed into production, released to the customer and is in use and 
providing value.  

Deployment Management 
 

The ITIL® practice of moving new or changed hardware, software, 
documentation, processes, or any other service component to live 
environments. † 

Deployment Pipelines Model your current delivery process as stages that then allow you to 
examine your end to end delivery for bottlenecks, opportunities for 
automation, and opportunities for collaboration. 

Development Team The Agile Scrum team which consists of professionals who do the work of 
delivering a potentially releasable Increment of “Done” product at the end of 
each Sprint. ‖ 
 

DevOps A coined noun used to describe an evolution of existing IT best practices 
from ITIL, Lean and Agile into a development and operations approach 
that supports automation and continuous delivery, and encourages a 
culture of collaboration and learning to help IT deliver business value 
better, faster and cheaper than ever before. 

DevOps Team One view of DevOps re-structures existing vertical IT technical domains 
and departments into Product Teams, who create, deploy and manage 
the products and Platform Teams, who create and manage the various 
platforms necessary to deliver value to the business on a consistent 
basis.  

Digital Transformation A profound transformation that encompasses all organizational activities, 
processes, skills and cultural attitudes. 

Disaster Recovery The means to respond to worst-case scenarios and protect critical 
systems from incidents and disruptions. 

DMAIC From Six Sigma: DMAIC (Define, Measure, Analyze, Improve, Control) 
refers to a data-driven improvement cycle used for improving, optimizing 
and stabilizing business processes and designs.  
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Term Definition 

DMAIC Cycle  A model which provides guidance for continual improvement throughout 
five stages: Define, Measure, Analyze, Improve and Control. 

Feedback Occurs when outputs are routed back as inputs as part of a chain of 
cause-and-effect that forms a loop. 

Flow The way people, information and products move through a process. 

Functional Testing Testing of the features which are necessary for the product to work, 
including unit, API, integration or systems testing. 

Gemba From Lean: the place where work happens. Lean states that leaders and 
managers should perform a “Gemba walk” at least once a day. Go to 
where the work actually happens and learn what people actually do.  

Iceberg Model Most (80%) of an iceberg is invisible and below the waterline.  This model 
uses the iceberg as an analogy to understand that there is “far more than 
meets the eye” when examining a DevOps transformation.  

Incident According to ITIL® an unplanned interruption to a service or reduction in 
the quality of a service. † 

Incident Management The ITIL® practice of minimizing the negative impact of incidents by 
restoring normal service operation as quickly as possible. † 

ITIL Service Owner 
 

A role within ITIL® that is accountable for the delivery of a specific service. † 

ITIL® Best-practice guidance for IT service management. 

Kanban Kanban emerged in the 1940s as part of the initial evolution of Lean 
manufacturing. It provided a way for assembly line workers to notify 
downstream partners of demand for parts or other work. This allowed for 
transparency and increased communication, and it standardized 
processes. 

Knowledge Management  The ITIL® practice of maintaining and improving the effective, efficient, and 

convenient use of information and knowledge across an organization. † 

KPI Key Performance Indicators. Trends. Metrics taken over time and 
compared will generate trends. 

Lead Time  The time between input and output. It triggers the receipt of value. 

Leadership Leadership is the art of motivating a group of people to act towards 
achieving a common goal. In a business setting, this can mean inspiring 
workers and colleagues with a vision and strategy to meet the 
organization's needs.   

Lean A quality system focused on flow. It is all about increasing customer value, 
eliminating waste, and continuous improvement. 

Lean Kaizen  A structured approach for solving problems that is about improving flow and 
processes incrementally, with an attitude or mindset that encourages 
everyone at every level of an organization to look for small ideas which, if 
possible, can be implemented easily and quickly. Kaizen should be part of 
the daily culture of an organization. 

Local Optimization An environment that is structured and built to produce the best results for 
the individual or team. While it is important to create local efficiencies, you 
should be able to see how process design that is locally optimized within a 
silo can potentially be a problem. 

Metric  A data point. Metrics are a series of data points taken at specific times. 
Also referred to as a “snapshot”.  

Microservice Architecture 
(MSA) 

An architecture in which one function is associated with one service which 
is scaled by distributing services across nodes. 

Muda Waste in processes identified by Lean, including defects and rework, over-
processing and overproduction.  

Mura Variances and variation in processes identified by Lean, including variability 
in volume and spread in the outcome of processes.  

Muri Overburden and inflexibility in processes identified by Lean, including 
inability to scale up or down with demand. 

Necessary Non-Value Add 
Work 

According to Lean, work in a process that should be minimized. This is 
work that is not value-add, but that must be done. 
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Term Definition 

Non-Functional Testing Testing of system operation rather than specific outcomes, including 
performance, security, compliance or capacity testing. 

Non-Value Add Work According to Lean, work in a process that should be removed. 

Operational Level 
Agreement (OLA)  
 

A written agreement between an IT service provider and another area of IT 
that assists with the provision of services. Its targets should underpin those 
within a Service Level Agreement.  

Organizational Culture Organizational Culture is the pattern of shared assumptions and values 
learned within an organization. It takes its cue from observable patterns of 
behavior in an organization that are picked up on over time by those who 
work there.  

Potentially Shippable 
Product Increment 
 

A Scrum artifact – the items completed based upon the Sprint Backlog 
according to the agreed Definition of Done, the acceptance criteria around 
both functional and non-functional requirements. 

Problem According to ITIL®, a cause, or potential cause, of one or more incidents. † 

Problem Management 
 

The ITIL® practice of reducing the likelihood and impact of incidents by 
identifying actual and potential causes of incidents and managing 
workarounds and known errors. † 

Process  A structured set of activities designed to accomplish a specific objective. 
They take one or more defined inputs and turn them into defined outputs. 

Process Time  The total time spent actually creating products or services. 

Product Backlog 
(Scrum team) 

An ordered list of everything that is known to be needed in the product. It 
is the single source of requirements for any changes to be made to the 
product. 

Product Backlog The Scrum artifact consisting of an ordered list of everything that might be 
needed in the product which is the single source of requirements for any 
changes to be made to the product. ‖ 

Product Backlog Board A Scrum Visual Management tool that makes the project goal visible, and 
tracks the Work Items being moved to the top and which are completed. 
 

Product Owner The Scrum role responsible for creating and maintaining the Product 
Backlog. They are in constant communication with the customer and 
collaborate with the team. ‖ 

Product Owner (Scrum 
team) 

Scrum Product Owner is responsible for maximizing the value of the 
product resulting from the work of the Development Team and is is the 
sole person responsible for managing the Product Backlog. 

Pull System  A system in which products or services are pulled through the process by 
customer demand. This contrasts with a Push System, in which products or 
services are pushed through the process based on forecasted demand. 
Pull systems reduce waste in processes.  

Relationship Management Relationship Management stimulates, surfaces and shapes business 
demand for a provider’s products and services and ensures the potential 
value from those products and services is captured and optimized.  

Release Burndown Chart 
 

A Scrum Visual Management tool which shows the items at the start of the 
project and the progress of items completed on a Sprint by Sprint basis. 

Release Management 
 

The ITIL® practice of making new and changed services and features 
available for use. † 

Resilience  
 

The means to respond to, but also resist, incidents and disruptions of all 
kind. 

Scrum An adaptable Agile process framework within which various processes, 
tools and techniques can then be applied. It promotes the development of 
products in an iterative way that results in more frequent releases with the 
highest quality outcomes possible. 

Scrum Development Team A Scrum Development Team consists of professionals who do the work of 
delivering a potentially releasable Increment of “Done” product at the end of 
each Sprint. 
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Term Definition 

Scrum Master  The Scrum role responsible for ensuring Scrum is understood and enacted. 
Scrum Masters do this by ensuring that the Scrum Team adheres to Scrum 
theory, practices, and rules. ‖ 

Scrum Sprint The heart of Scrum, a time-box of one month or less during which a “Done”, 

useable, and potentially releasable product Increment is created. ‖ 

Service Configuration 
Management 

The ITIL® practice of ensuring that accurate and reliable information 
about the configuration of services, and the configuration items that 
support them, is available when and where needed. † 

Service Level Agreement 
(SLA)  

A documented agreement between a service provider and a customer that 
identifies both services required and the expected level of service. † 

Service Level Management  
 

The ITIL® practice of setting clear business-based targets for service 
performance so that the delivery of a service can be properly assessed, 
monitored, and managed against these targets. † 

Service Management 
 

A set of specialized organizational capabilities for enabling value for 
customers in the form of services. † 

Service Owner The person who is totally accountable for the success of a given service.  

Service-Oriented 
Architecture (SOA)  

An architecture style which separates functions into distinct units, or 
services, which developers make accessible over a network in order to 
allow users to combine and reuse them in the production of applications. 
These services and their corresponding consumers communicate with each 
other by passing data in a well-defined, shared format, or by coordinating 
an activity between two or more services.  

Shift Left Ensures that quality is built in earlier in the development process so that 
issues are detected earlier and can be resolved, and defects or errors don’t 
impact production. 

Silo Mentality Occurs when a team or department shares a set of common tasks but 
operates distinctly from other groups, with their power derived from 
association with a function or shared technical knowledge. 

Silos Tall vertical storage enclosures on most farms. In the corporate context, a 
vertically-based organizational structure with little or no crossover between 
each silo. In many cases, all improvements and communication takes place 
only within the silo.  

Sprint The heart of Scrum is a Sprint, a time-box of one month or less during 
which a “Done”, useable, and potentially releasable product Increment is 
created. 

Sprint Backlog The Scrum artifact consisting of a set of Product Backlog items selected for 
the Sprint, plus a plan for delivering the product Increment and realizing the 
Sprint Goal. ‖ 

Sprint Backlog Board 
 

A Scrum Visual Management tool that makes the Sprint goal visible, and 
tracks the Work Items in progress and which are completed. 

Sprint Burndown Chart 
 

A Scrum Visual Management tool used in Sprint Planning sessions to 
understand the pace of the Development Team and bring the correct 
amount of work into the Sprint. 
 

Sprint Execution The Scrum event that begins after Sprint Planning and ends when time for 
Sprint Review and Retrospective is subtracted from the overall Sprint. 
During Execution, items in the Sprint Backlog become WIP and are worked 
on until completed in accordance with a Definition of Done. 

Sprint Planning The Scrum event that is where the work to be performed in the Sprint is 
planned. This plan is created by the collaborative work of the entire Scrum 
Team. ‖ 

Sprint Retrospective A Scrum event that provides the Development Team with an opportunity to 
reflect on the past Sprint and make any adjustments or refinements 
(inspect and adapt) to how they conduct the Sprint. ‖ 

Sprint Review A Scrum event that is held when Sprint Execution ends. All items 
completed in accord with the Definition of Done are demonstrated to the 
Product Owner, customer and other key stakeholders. This allows 
everyone to agree on accepting the final products. ‖ 
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Term Definition 

Stakeholders Any individual or group that will benefit or be affected by an initiative, 
project or change.  

Standarization Often used in the past to discuss technology, DevOps and Lean broaden 
the scope to include all aspects of IT value creation. Portfolio, Projects, 
Practices, Processes & Procedures should be standardized in addition to 
the technology. This provides an environment where there is a definition of 
Standard Working.  

Strangler Application A microservice application that is used to “strangle” or overtake a 
monolithic application. See also “Strangler Application pattern.” 

Strangler Application 
Pattern 
 

A monolithic application that is “strangled” over time by the iterative 
introduction of microservices—the Strangler Applications—to seamlessly 
replace its specific features and functions. 

Systems Thinking Understanding that your function is as an interrelated and interdependent 
part of a larger system, which is defined by boundaries and more than the 
sum of its parts. 

Technical Debt The accumulation of complicated workarounds and rework that occurs 
when easy solutions are consistently implemented instead of the best 
solutions. 

Test Driven Development 
(TDD) 

The practice of preparing test scenarios before a program is written so that 
the goal for the programmer is to write something that can pass the exact 
test. 

The Full Stack Represents the three core aspects of any DevOps implementation that 
represent critical factors for success: creating the right culture with the right 
people, putting the right processes and practices into place, and adding the 
level of technology and automation to that culture and those practices to 
streamline and accelerate them. 

The Three Ways Refers to the Three Key principles of DevOps:  Flow, Feedback, 
Continuous experimentation and learning. 

Theory of Constraints States that no complex system or process can be more efficient or stronger 
than its most limiting bottleneck or constraint. It helps organizations to 
identify and focus the one area that is the slowest and most inefficient, 
because that area constrains the entire system – it sets the speed for the 
entire organization. 

Total Cycle Time  The total time from the beginning to the end of your process. 

Transformation (DevOps) Changing the game.  DevOps is not about changing the rules of the 
existing IT game but rather it totally changes what game IT is playing. 
Culture & People, Processes & Practices, Technology & Automation are 
ALL completely transformed under a DevOps focus.  

Transformational 
Leadership 

A leadership style that shifts the organizational culture towards something 
generative, reinforces a shared set of priorities and goals and that supports 
DevOps. 

True North Where the compass should always point towards when moving forward and 
making decisions. They should be established in a simple and 
straightforward way, and be clear and easy to summarize.  

True North Values True North Values are where the compass should always point towards 
when moving forward and making decisions. They should be established in 
a simple and straightforward way, and be clear and easy to summarize.  

User Story An informal, natural language description of one or more features of a 
software system. User stories are often written from the perspective of an 
end user or user of a system. 

Utility 
 

The functionality offered by a product or service to meet a particular need. 
Utility can be summarized as ‘what the service does’ and can be used to 
determine whether a service is ‘fit for purpose’. To have utility, a service 
must either support the performance of the consumer or remove constraints 

from the consumer. Many services do both. † 
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Term Definition 

Value Delivery Value is made up of three major components: quality, speed & cost. In 
DevOps, delivering on all three of these is the ultimate goal. Projects, work 
activities and processes should all be assessed based on their contribution 
to the overarching goal of delivering value to the customer. In the final 
analysis, it is the customer who decides what is valuable to them.  

Value Stream Provides a holistic view of IT as delivering end to end business 
value. Understanding not only your own place within the value 
stream but the value stream as a whole is essential for leadership 
and governance. 

Value-Add Work According to Lean, work in a process that should be optimized. It is 
only work that the customer actually experiences and sees as value. 
It is what the customer is willing to pay for. 

Vision The future state of a project, an initiative or an entire organization. 
The long-term (years) direction that an organization needs to move 
in order to succeed.  

VOC Voice of the Customer. A key tool coming from Lean to help us 
understand just who the customer is and what exactly do they define 
as value.  

Wall of Confusion The virtual wall that exists between Dev and Ops. In IT, Dev and 
Ops often operate with completely different agendas and goals.  The 
term derives from the feeling that Dev “throws it over the wall” to 
Ops.  

Warranty Assurance that a product or service will meet agreed requirements. 
Warranty can be summarized as ‘how the service performs’ and can 
be used to determine whether a service is ‘fit for use’. Warranty often 
relates to service levels aligned with the needs of service 
consumers. This may be based on a formal agreement, or it may be 
a marketing message or brand image. Warranty typically addresses 
such areas as the availability of the service, its capacity, levels of 
security, and continuity. A service may be said to provide acceptable 
assurance, or ‘warranty’, if all defined and agreed conditions are 

met. † 

Waterfall Project 
Management 

The traditional approach to managing projects. First applied to 
software projects in the 1960’s. The approach begins with 
Requirements gathering, then Design, Build, Test, Deployment and 
Release.  The work flows left to right in a linear fashion downhill 
through each step like a waterfall.   

WIP Work in Progress. Lean exposes the obvious fact that there are 
limits to the WIP capacity for a given team or step in a process. 
These WIP limits are then used to define a “Pull” system.  
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