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Disclaimer

This presentation is a case study of Fidelity 
Investments cloud experience this is not an 

endorsement or recommendation of any vendor 
product or service.
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Context 

• Moving from on prem to native cloud

• Modernize the stack & architectures

• Reduce & minimize tech debt

• Repeatable

• Transformative culture
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Above the value line



Delivery Excellence
How we build, operate and do things. 

Accelerating value
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Dx = ( Ex + Opx )
Delivery
eXcellence

Agility
eXcellence

Engineering
eXcellence

Operational
eXcellence=

Ax



Engineering eXcellence
Dx = (Ex + Opx ) Ax

How we build things. 
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The CI Challenge
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Go Local
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• Increase productivity

• Test changes in seconds

• Pain free debugging

• Simplified experience

Outcomes
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Frameworks & tooling
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The 10,000-foot local view
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Skaffold workflow
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Beyond the pyramid
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• Effective mocking

• Contract testing

• Document driven testing

• Chaos Lite / Manic Mondays J

• Real time compliance

• Security gates

Raising the quality bar



© 2020 All Rights Reserved. 16

The CI Mirror
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Evolve @ scale
• Codified EngineeringX
• Greenfield or existing projects
• CLI driven
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Principles & practices
{Laser focused on}
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Challenges?
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Scaling Up Excellence
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What is Agility Excellence

Agility is ‘‘a rapid whole-body 
movement with change of velocity 
or direction in response to a 
stimulus’’.

Sheppard and Young (2006)
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Team Culture

Manual Builds
Silo’ed Delivery Teams

Manual Testing
Manual Deployments

Production Login
Traditional Delivery

Traditional Data  Center

Stage 1
Configuration Based Builds

Continuous Integration
Semi Automated Deployments

Silo’ed Team Roles
Monolith Applications

Manual Testing
Log File Data Access

Stage 2
Pipeline as Code

CI/CD
DevOps Teams

Modern Technology Stack
Automated Code Quality

Automated Test Coverage
Manual Approval Gates
Automated Deployment

Stage 3
Continuous Delivery

Zero Touch Continuous 
Deployment

Automated Security
Application Observability

SLO’s / SLI’s
Everything as Code

DevOps Culture
Modern Architecture

Advanced Deployment Strategies

Stage 4

Automated Canary Deployments
Feature Flags

Intelligent Automation
Chaos Engineering

AI/ML Anomaly Detection
Intelligent Rollback

Automated Dependency Analysis
Automated Risk Analysis

Automated FinOps Analysis

Stage 5

< 2 Deployments/Month
Manual Rollback

Frequent Outages
Weeks/Months to Deploy

20+ Manual Steps

<  5 Deployments/Month
Manual Rollback
Some Outages

Weeks  to Deploy
10+ Manual Steps

<  10 Deployments/Month
Semi Automated Rollback

Few Outages
Days  to Deploy

< 5 Manual Steps

100+ Deployments/Month
Automated Rollback
Very Few Outages
Hours  to Deploy
0 Manual Steps

+1000 Deployments/Month
Automated Rollback

Rare Outages
Minutes  to Deploy

0 Manual Steps

Software Delivery Maturity Model

Maturity
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Challenges

• Fast Feedback

• Dependencies

• Culture & Mindset

• Scale & Performance

• Technology

• Architectural & Design Patterns

• Legacy

• Silo’s



Meeting the Challenge
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The pursuit of 
perfection 
requires 

courage and 
ambition in the 

goals and 
outcomes we 
want to strive 

to achieve
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Understandability
Understandability
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Microservices
Agile
DevOps
Automation
Modern 
Learning
Collaboration
Sharing

Monolith's
Waterfall
Team Silo's
Manual
Legacy
What you know
Individual
Duplication

En
ab

le
rs

D
isablers

Accelerators v Inhibitors for Scaling Up Excellence
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Push Button to Production
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Automated Build
Code Quality Analysis
Unit Testing
Smoke Testing
Integration Testing
Common Vulnerability Exposure 
Checks
Artifact Staging

Continuous Integration

Functional Testing
Performance Testing
Security Code Scanning
Governance Certification
Artifact Releasing

Continuous Delivery

Governance Certification
Security Policy Compliance
Change Management
Artifact Deployment
Deployment Testing

Continuous Deployment

Chaos Testing
Continuous Verification
Logging
Monitoring
Tracing
Alerting

Continuous ObservabilityDevelopment

FXQcWLRQaO TeVWLQg 

PeUfRUPaQce TeVWLQg 

SecXULW\ CRde ScaQQLQg 

GRYeUQaQce CeUWLÀcaWLRQ 

AUWLfacW ReOeaVLQg 

 

GRYeUQaQce CeUWLÀcaWLRQ 

SecXULW\ PROLc\ CRPSOLaQce 

ChaQge MaQagePeQW 

AUWLfacW DeSOR\PeQW 

DeSOR\PeQW TeVWLQg 

 

DeYeORSeU

DeYelopmenW

ConWinXoXV InWegraWion ConWinXoXV Deplo\menWConWinXoXV DeliYer\

A
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AUWLfacWV
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PXVh ReOeaVe
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AUWLfa
AXWRPaWed BXLOd 
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IQWegUaWLRQ TeVWLQg 

CRPPRQ VXOQeUabLOLW\

E[SRVXUe ChecNV 

AUWLfacW SWagLQg¬ 

DeYeORSeUV cUeaWe cRde

aQd cRPPLW WR SCM. The

cRde LV Whe cRQWUacW fURP

Whe deYeORSPeQW VWage

The CI VWage SXOOV LQ Whe

cRde cRPPLWed aV SeU Whe

cRQWUacW fURP Whe DeY

SWage

The CI VWage bXLOdV, WeVWV aQd
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Whe cRQWUacWV fURP Whe CI VWage

The CD VWage WeVWV, ceUWLÀeV aQd

SXbOLVhV LPPXWabOe UeOeaVe

aUWLfacW(V). The UeOeaVe aUWLfacWV aUe
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The CD VWage SXOOV LQ Whe
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SeU Whe cRQWUacW fURP Whe

CI SWage

The CD VWage SXOOV LQ
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Scaling Up Software Delivery



It’s Not a Technology Problem
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• Grasping the importance of speed and agility

• Creating a culture of ownership 

• Innovating for increasing value

• Embracing change for improvement

• Being open, inclusive and receptive

• Grow, Learn and Explore

Cultural Transformation
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Scaling up Excellence
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Nick Penston
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/nickpenston
/@nick.penston

Ger McMahon
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