[TyTb OoT «IT-CTaHgapToB»
10 « TeXHNYEeCKNX BO3MOXXHOCTEN»

EsreHnn XapydeHko, PanddanseH baHk



OnbIT paboTsl

Bcem npuseT!
A — XeHa XapyeHKo,

yxe 4 roga Senior Community Lead DevOps
B PanddanseH baHke

PaboTtan B opraHusauum, npeacrtasnsowen BaaS-peweHuns
ana United Kingdom B ponn L1-cneuuanucra

Mow nyTb B baHke

B PandpdranseH baHke HauymHan ¢ nHXXeHepa Texnoanepxku
ServiceDesk, notom pabotan kak Engineer Leading Engineer

2/
QS
57

Mowu gocTmkeHus

UrneH nporpammHoro kommteta DevOpsConf

[ER

Pornb B OaHKe cendac

PykoBoautenb oTaena no pasBuTuio NPakTUK B paspadoTke
N 3KCnnyaTaunn, B KOTOPbI BXOAMUT 6 KOMaHA



CeroagHs
NMOroBOPUM O...

[MpakTukax n MeTpukax B paspaboTke n akcnnyataumum

Cnocobax maclutabnpoBaHms N OLIEHKN NPaKTUK

CBs3b UHXXEHEPHOW KYIbTYpbl U TEXHUYECKOro COBEpPLLEHCTBA

TexHn4yeckne BO3MOXHOCTU: NYyTb K COBEPLLUEHCTBY B pa3paboTke n akcnnyatauum



BBeoeHue

[lorpy’>keHue B KOHTEKCT
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DGTL x



Paamepbl IT B KOMNaHUn

3 760

COpr,EI,HMKOB B KOMaHAax

262

Agile-komaHabl

11

OCHOBHbIX npodeccmnoHarnbHbix NT-coobLiecTs




HeMHOro o Tononornu

J[lomeH

KomaHga KomaHaa

KomaHga KomaHpaa



HeMHOro o Tononornn
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CoobOLecTBO




O npobrnemax

01

Temnbl pa3paboTku He
NO3BONSAOT ONepaTuBHO
aganTupoBaTbCs K
N3MEHEHNAM.

02

OTcyTCcTBME MUHUMANBHO
HeobX0oAMMOro YPOBHS
KayecTBa pa3paboTku
NPUBOAUT K POCTY OLLUMBOK 1
nedeKkTos.

03

PasHoobpa3sune noaxoaoB u
NHCTPYMEHTOB YBENUYMBAET
pucku gybnmposaHus
YCUITUU N CHUXKaET
CTaHOapTU3auuto.



[TyTb NO KOTOPOMY MbI cerogHsa nongem

2019 2020 2021 2022
IT-CtaHOoapThl IT-CtaHOoapThl IT-CtaHgoapThl DORA MeTpuku
Cl CD ABTOMATM3NPOB n Time to Market
Auto Tests Logging aHHbIE

Code Review Monitoring SMEPERIA 1

TBD

cObop AaHHbIX



[TyTb NO KOTOPOMY MbI cerogHsa nongem X

2022 2023 2023 2024

* Jlyywne  Culture * VlccnegoBaHug * TexHun4deckme
NPaKTUKn of Engineering NHXXeHepHOW BO3MOXHOCTU

* VIameHeHne » OOHOBMNEHHLIE KyreTypel * YriyJdwieHue

NoaXo40B uenm, R&R « ObbeanHeHve pa3paboTku

BCEro onbliTa N QKCnnyaraumm
« ABTOMaTU3aLUA

OLIEHKM



IT-CTaHaapThl

PetpocnektuBa 2019-2021
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Hayano nHnumnaTtmebl N0 LUMAPOBOU
TpaHcopmauun: 2019 ron

Acceleration
Team

OoTAen oTBevatowmm

3a LMgpoByo TpaHchopmMaumio
B KOMMaHMMN N pasBuUTmE
DevOps npakTuk

LindppoBaga TpaHcdopmaumsa nponcxogmsia CoBMeCTHO
C nuaepamu komaHa un konnadopauuu ¢ CTO gomeHoB

Ctpounu pacyetr DORA meTpuk B Grafana

B kauectBe CI/CD nnardopmbl UCronb30Banmch
Bamboo n Bitbucket

KaHan B MM acceleration_community A Ctpanuua Ha Confluence A


https://confluence.raiffeisen.ru/pages/viewpage.action?pageId=303675605

Hayano nHnumnaTtmebl N0 LUMAPOBOU
TpaHcopmauun: 2019 ron

Pa3sutume 1N BLINOMHEHUS TAKUX U3MEHEHWI
TeXHN4YeCKOoro Obina Heobxoauma:
coBepLUEeHCTBaA

Llenb: nogaepka n nposeneHue

TEXHOSTIOrM4YEeCKON Cuctema ynpaeneHns

TpaHchopmMaumu

MeTtoab! u MHCTPYMEHTDI

MoTuBauumsa n gucumunimnHa

CoOTBETCTBYHOLLAS UHXEHEPHAs KYNbTypa B KOMNaHUK




x DGTL

IT CtaHaapThl

9TO Nnyyllne npakTukn B caepe
pa3paboTKu 1 aKcnyaTaunm

CtaBsTcs B Lienu performance management komaHgam

Mbl pa3BNBaeM X BMECTE, MNMPU 3TOM YCKOPAACDH

B HalLen paboTe 1 genas eé Ka4ecTBEeHHee




Kakaqa uenb y ctTaHOapToB?
Tpwu kN4YyeBbIE NOEN

[logHATME [loBbILLEHNE KadyecTBa YnpolieHue
TEXHUYECKOW N CTabUNbHOCTU BHYTPEHHErO Hanma
3periocTn KomaHAa NPOAYKTOB pa3paboTynKkoB



CocTtaB npakTtnk 2019

Continuous Integration
Auto Tests

Code Review

Trunk Based Development



Trunk Based Development
Kputepun oueHkm B 2019 roay

EonHcTBeHHaa gonroxueyLas default Betka — master/main

[MpsiMble KOMMUTBI B BETKY master/main 3anpeLleHsbl

CriegoBaHue cTaHOapTy MMEHOBaHNS BETOK (MMEHa BETOK HAYMHAKOTCA C OOHOro
n3 npedukcos bugfix/ feature/ hotfix/ release/), 90% cobntogeHne

Bce BeTkM cpesatoTcs ¢ master u mepxaTtcsi B master 3a paccMmatpuBaeMbI nepuos

Merge B master BbINnonHseTcda Tonbko Yyepes pull request



Auto Tests
Kputepun oueHkm B 2019 roay

Hanunyne tectoB B Sonar

Hanunune Dashboard B Grafana co ctatuctmkom no aBtotectam

Hanucanue TectoB Bknto4eHo B DoD komaHAabl



Code Review
Kputepun oueHkm B 2019 roay

CtounT 3anpeT Ha push B master/main

B PR ecTb MMHUMYM 2 corfnacylouwmx 3a paccMmaTpuBaeMbliv nepunos

B pamkax penosmtopumsa HacTpPOeH CcTaTUYeCcKMin aHanusaTop SonarQube
yepes NoaknyeHmne nnarmHa



Continuous Integration
Kputepun oueHkm B 2019 roay

Ona Pull Request(PR) ecTb cbopka
(75% Bcex PR nmetot cOopky
3a paccMmarpuBaeMbIv nepuoa)

PR He MOXeT ObITb CMEPAXKEH,
ecnu build Ha PR 3aBepLunncs
C OLUMOKOW



MHCcTpyMeHTbI 2019

&
5+ Bamboo sonarqQu

—

O
(L

Atlassian

Y Bitbucket

m Grafana



Pe3ynbTathbl oueHkn B 2019 X
Bcero komanHag — 118

/ - 5%

AA: BbinonHeHbl BCe NpakTUKn

— . 15%

A: BbinonHeHbl 3 13 4 npakTukn

58% .—

Unknown
CraTyc HensBecCTeH

— 20%

B: BbinosnHeHbl 2 13 4 npakTuk

\ 2%

* C: BbinonHeHa 1 13 4 npakTuK




CoctaB npakTtunk 2020

Continuous Integration
Auto Tests
Code Review

Trunk Based Development



CoctaB npaktnk 2020

Continuous Integration Code Review

Auto Tests Trunk Based Development
+

Continuous Logging Monitoring

Delivery



Continuous Delivery X
Kputepun oueHkun B 2020 roay

Y komaHabl ecTb deployment project

B Deployment project npucytctByeT environment, KOTOpbIW onpeaenser
NpoAaKLUH cpeny, B Havare Ha3BaHUs Takown cpenbl naet metka (Prod)

Ha npopg cpeny ecTb XoT4 Obl OAMH YCNeLlHbIN Oenfon 3a uccregyemMol nepuoa

[na GitLab 3acunTbiBaeTca aBToMaTn4eCcKm



Logging X

Kputepun oueHkm B 2020 roay

Y KOMaHbl eCTb MHAEKC B NraTdopMe formpoBaHngA

EcTtb ngeHtTudukaTopbl KOMaHabl cpeau rnonen team_name

EcTb KOHTaKT Ang cBA3u team_contact

Ectb team id ID KomMaHabl B COOTBETCTBMWN C BHYTPEHHMM home nopTtasniom

3a nccnenyemsbii Nepmoa B yKasaHHbIX MHOEKcax ecTb XoTs Obl 1 3anuch



Monitoring
Kputepun oueHkun B 2020 roay

KomaHga nogkntodeHa B arpermposaHHOM U3MepeHUA

K LEHTpann3oBaHHOMY sre_metrics_aggregation B b1
MOHUTOPUHIY U Y HEE eCTb ba3a B kKomaHabl B InfluxDB ecTb 3anuncu
Influxdb, Kyga otnpaBnsaTCA

OaHHble



MHcTpymMmeHThl 2020
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5+ Bamboo sonarqQu
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Atlassian

Y Bitbucket

m Grafana



MHcTpymMeHThl 2020

s +Bamboo

Atlassian

Y Bitbucket

‘ N
sonarqube

@ Grafana



Pe3ynbtaTtbl oueHkM npaktuk B 2020
Bcero komaHg — 146

. 11%

/ A: 4 npaktukm 2019
+ 2 npaktmnku 2020

A\

1%
47% —— B: 4 npaktuku 2019
AA: 4 npakTtukm 2019
+ 3 npaktmnku 2020 10%
C: 3 npaktnkum 2019
31%
Unknown:

CtaTyCc HeM3BeCTeH



CoctaB npakTtuk 2021

1 2 3 4
Trunk Based Auto Tests Code Review Continuous
Development Integration
5 6 7
Continuous Logging Monitoring

Delivery



BbInNy NPUMEHEHbBI Te XXe KPUTEPUN OLLEHKM,
yto 1 B 2019 1 2020 rogy




MHCcTpymMmeHTbl 2021

N
L .+Bamboo —

< CraHpapTbl

CrtpaHuua Best Practices noka3sbiBaeT, BbINONHAKTCA WK HET NyYlle NPakTWkK paspaboTky B GaHke.
Mow komaHas! 3arpysuTb cBeXMWe faHHbie
PaHbLue 3TOT pasaen HasbiBancsa «CTaHaapThl». YaHaTe Gonblue

Atlass'an Backen Tools
|
Agile
\ 1 I u c e MpakTuku: o6uian oueHka OueHKa KOMaHAbl >

CAP

KomaHpa Takas TBD o Logging @

KomaHpa Takasn
Autotests 2 Cl v

KomaHpa Takas

Mepuon oueHku >
Komariga Taxas Code review He cornacHbl? X cD v
Komarina Takas

Komaraa Takas Monitoring v

Komarina taxas
Komarina taxas
KomaHpa Takas
MpakTuku: noppo6Han oueHka

KomaHpa Takas

KomaHpa Takas
Trunk-based development, TBD Autotests Oetanu Code review

DyHKUMOHANbHBIE

CAP

KomaHpa Takasn

Peanuzauma — B 100% penoavTopues.
Tpebyetca — B 50% penoanTopues.

Continuous Integration, CI

Peanuzauma — 8 100% penosvTopues.
Tpebyetca — 8 50% penoanTopues.

Logging
Peannsauwa — 8 100% penoantopmes.
Tpebyetca — 8 50% penosuTopues

Peanvzauma — B 100% penosntopues.
Tpebyetca — B 50% penosuTopmes.

Continuous Delivery, CD

Peanwzaywa — e 100% penosntopues.
Tpebyerca — B 50% penosutopmes.

Peanunsauwa — 8 100% pencautopues.
Tpebyetca — B 50% penoavTopues.

Menitoring

Peannzauma — e 100% pencsuTopues.
Tpebyerca — 8 50% penoantopues.



Pe3ynbTaTthl oLueHKU npakTuk B 2021
Bcero komanag — 171

S 2%
A: 4 npaktukn 2019
+ 2 npaktmnku 2020

—

52% .

AA: 4 npaktukn 2019
+ 3 npaktnku 2020

10%

C: 3 npaktukn 2019

— 36%

Unknown:
CtaTyc HeEN3BECTEH



[loabITOXUM pe3yJibTartbl

52

2021 171
47
2020 146
2019 118 > 2

58

36

31



OcHoBHble Npobrembl Nogxoaa

Z,  PyYHble OLEHKU

~ 30 % oueHOoK npmxoaunock genaTb
cunamMmu 3KcnepToB

O [lokpblTe KomaHa

He Bce komMaHabl BHEAPAIMN CTaHOAPThbI

& Qbs13aTernbHOCTb

He Bcerga npakTuku nogxogunu Bcem
KOMaHOaM OAMHaKOBO 3PJEKTUBHO

HXXeHepHas 3penocTb

|_|pl/l MMEIOLLINXCA YCITI0BUSAX,
Ha TOT MOMEHT, ObINO CIOXHO BHEOPATb
CTaHOapTHl



Jlydume npakTmnkm X

Best Practices 2022-2023

DR Tests

R&R

DORA Metrics

Technical Excellence

03



Ot IT-CtaHgapToB K NyyllnM NpakTUKam X

ameHeHue Kypca

Bbino npuHATO peLleHue,
YTO NPAaKTUKN OOSKHbI
ObITb rMrMeHoun

Kynbtypa

[TocTaHOBKa HOBOIO
dookyca Ha pas3Butune
NHXXEHEPHOW KYJILTYpbI

N3meHeHusa n uenu

Peannsauuma npakTuk

B KOMaHgax Tenepb
000pPOoBOSIbHas,
nobaBrneHve B rogoBble
Lenu He obsi3aTeribHo

38



UTO Takoe nydiwine npakTukn?

Hangute 10 otnnuunm

Oobfa3aTenbHoOe He obszaTenbHoOe




CocTaB ny4mnx npakTmuk

1 2 3 4
Trunk Based Auto Tests Code Review Continuous
Development Integration
5 6 7
Continuous Logging Monitoring

Delivery



CocTaB Nyylmnx NPakTUK + 1 HoBasi NpakTUKa X

1 2 3 4

Trunk Based Auto Tests Code Review Continuous
Development Integration

5 6 7 8

Continuous Logging Monitoring Disaster
Delivery Recovery




O npakTtuke Disaster Recovery X

A’\'x \\
Rl
X b, 8 MeTpuku
OnucaHne R >~
\ B, & 1 apTedakTbl
1.-—-—"":::,

Kputepuu

[1pouecc
BbINOJTHEHUS




Disaster Recovery: onucaHune

[lo3BongeT noaTBepPANTb TOTOBHOCTb
KOMaHO U MHQPACTPYKTYpPb

K BoccTaHoBneHuto UT-cuctemsl

B Clry4Yae TexXHu4yeckmnx cboes

OTO NpoBEPKa B MPOMbILLNEHHON
cpene o4Horo U HeCKOSbKUX
cLueHapueB BOCCTaHOBMNEHUSA
NT-cuctembl cornacHo DRP,
Disaster Recovery Plan

]

43



Disaster Recovery: MeTpukn n aptedakThbl X

Tectnpyembln cueHapu DRP

dakTnyeckme 3HadyeHuss RTO, RPO (npun tecte RPO=0)

KomaHga DR-TectMpoBaHus

CocTaB doyHKLMOHamNbHbIX MPOBEPOK BO BpeMsS TeCTa

Pe3yanaT TecTnpoBaHuMA:. ycnewHo, HeycrnewHo, C 3aMe4aHnAaAMn

KommeHTapuin: oba3ateneH npu HelTaTHbIX CUTyaLusix BO BpeMsi Tecta

OTBETCTBEHHbIN 3a TECTUPOBAHUE



Disaster Recovery: Kputepun BbINOSTHEHUS X

3adomKcnMpoBaHHbIE PyHKUMOHArlbHbIE [1o pesynbratam
3Ha4yeHna metpuk RTO nposepkn NT-cncrtemol DR-TecTta He HaugeHb!
nnn RPO coOTBETCTBYIOT no pesynsratam DR-TecTa 3amMeYvaHunsa no cueHapuam
Kraccy KpUTUYHOCTU nponaeHbl ycnewHo BOCCTaHOBNEHNS
NT-cuctemol (Tier) N UHCTPYKLNAM

45



Disaster Recovery: lpoLecc

° [pumeHeHne ITSM — CRQ npoLecca

o 3anonHeHue 3agad B JIRA

o BbinonHeHnne DR TecTa He pexe pasa B rog 1 npy naMeHeHusixX MHppacTpyKTypb!

46



OuHan nyywmnx npakTmk

Pesynkrartbl Mo nyywmm npaktukam Ha KoHel, 2023 — Havano 2024

X

MpakTuka MpoueHT MpoueHT MpoueHT lNMpoueHT BbiNosnHeHa
BbINONHEHUA HeBbINONMTHEHUS HeusBecTeH BPY4HYHO
TBD 56.05% 15.32% 28.63% 10.89%
Auto tests 41.53% 30.24% 28.23% 17.34%
Code Review 60.48% 10.89% 28.63% 7.66%
Cl 61.29% 10.48% 28.23% 8.06%
Logging 58.47% 13.31% 28.23% 17.74%
CD 47.58% 24.19% 28.23% 10.08%
Monitoring 42.74% 28.63% 28.63% 33.47%
DR-tests 35.48% 35.89% 28.63% 1.21%



OuHan nyywmnx NpakTUK: 3aKno4veHmne X

Pesynkrartbl Mo nyywmm npaktukam Ha KoHel, 2023 — Havano 2024

Py4yHas oueHKa

~13.3%

Bpy4Hyto BbINONMHAETCS
B CPEOHEM MPAaKTUK

Monitoring

Camas pacrnpocTpaHeHHasd
NpakTUKa py4YHOWU OLIEHKM

Cratyc npakTuk

~ 30%
KOMaH4 CO CTaTyCOM
npakTuK «HenssecteH»

~ 21%
HEBbINONTHEHUS cpeaun
BCEX MPaKTUK

DR-tests

Hanbonee HeBbINnoHAeMas
npakTuKa cpean Bcex

lMpoueHT BbINONMHEeHUA

63.76%

CpenHuin npoueHT
BbIMOTHEHNSI BCEX MPAaKTUK

Cl, Code Review

Camasi BbICOKUN NPOLEHT
BbINOSTHEHUS

48



Culture of Engineering CoE Technical Excellence @,

R&R

Availability MTTR Performance

Time to Market
DORA

Legacy SLA Ha IM

OnpenensieTcs KomaHaamm CobntoaeHne nokasareneun
Incident Management



T| me TO M arket* CoE Technical Excellence x

[ToHMMaHue MEeTPUKK Ll,eﬂ b
Mbl JOIMKHBI CTPEMUTLCS
* Bpems oT co3gaHua 3agaydu, cokpaLliatb Time To Market*
a He OT NepBOro KOMMUTAa Ansa yCKOPpEeHNA OOCTaBKN
domnyen 0o KOHeYHoro
* Arpe-T0 «OT npemn» nonb3oBaTensi KoMaHObl

BHyTpeHHASA aganTaums

OTO BpeMms, npolueliee ot NepBoro KOMMUTa
B pmya-BETKY [0 3aBEPLUEHUS OEN0s Ha cpeay
c HassaHnem Prod vnmn Production




D O RA M eTp |/| Kl/l CoE Technical Excellence x

Lead Time Deployment Frequency




DORA MeTpuku

Lead Time

Bpemg, npolleqllee ot co3gaHus
MEpPX-peKBecTa A0 3aBepLUEHNA Oenos
Ha cpeny ¢ Ha3BaHuem Prod unu Production

CoE Technical Excellence

Deployment Frequency

YacTtoTa gennoes Ha cpedy C Ha3BaHUEM
Prod nnun Production. Mbl nokasbiBaem
cpegHee 4icno aensioes 3a AeHb,

6e3 yyeTa BbIXOOHbIX

X




D O RA M eTp MK HCprM eHTbI CoE Technical Excellence

’ Raiffeisen Q’ ‘g

Home

DORA-meTpuku

< DORA-metpukmu

DOfa-MeTpMKM —— CepBMC ANa OTCNexueaHusa nokasarenew KOMaHabl.

Kak ycTpoeHbl METPUKM

Backen Tools

{0 Time to Market Yro enuser 70 Lead Time {0 BusieT 03 Deployment Frequency Yro Bmnser?
CAP

KomaHga Takas 3a 90 gHen 3a 90 gHen 3a 90 guen

KomaHga Takas 3a 30 aHeit
KomaHpa Takas 104,14 321n 3a 14 pHev
KomaHga Takas

KomaHga Takas

1041

KomaHga Takas

KomaHpa Takas
764 104 76

KomaHpa Takas
KomaHga Takas
KomaHga Takas

KomaHna Takas



Reliability & Resilience (R&R) e | recmicaexcetence 3

NHankaTtopbl R&R

Availability

MTTR

Performance

al

[TOHMMaHne MEeTPUKK

Reliability (HagexHOCTb)

CnocobHocTb paboTarb CTabunbHO B TEYEHUE
ONNTENBHOIO BPEMEHU, COOTBETCTBYS
onpeaeneHHbIM OXKnaaHusaM u TpedoBaHUAM

Resilience (ycTon4neocTb)

CnocobHocTb npogomkaTe PYHKLMOHMPOBATL
HadeXHOo N cTabunbHO B ycroBusax cboes,
Harpy3oK unu apyrux HenpeasnaeHHbIX COObITUN

bd

54



Reliability & Resilience (R&R):
nHaounkartop Availability

0
MIaMepsieT, HacKorbKo cUcTeMa LocrynHocT (%)

UMW CepBUC AOCTYMHbI
OS5 NCNOorb30BaHUSA ( Bpems A0CTYMHOCTH
B 3aJaHHOe BpeMs

OO0Lee Bpemd

[MpOLEHT BpEMEHN,
B TE4YEHME KOTOPOro cucrtema

doyHKUMOHMpPYET be3 cboeB 100

CoE

Technical Excellence x

Bpemsa goctynHocTu

nepuog BpeMeHu, B Te4YeHune
KOTOpOro cuctema paborana
HOpMarbHO 1 Oblna AocTynHa

ObLiee Bpems

obLas ANMTeNbHOCTb BPpEMEHU
B paccmaTtpuBaemMom nepuoae

55



Reliability & Resilience (R&R):

mHavkatop MTTR

N3mepsieT cpeaHee Bpems,
Heobxognmoe ans
BOCCTAHOBMEHUS CUCTEMbI,
cepBuca UM KOMMNOHEHTA
nocrne BO3HUKHOBEHUS cHOoS
NN MHUMAOEHTA

MTTR

CyM|\/|a BpeMeHn BOCCTaHOBJIEHUA

BCEX UHUMOEHTOB

KonnyecTtBo MHUMOEHTOB

CoE

Technical Excellence x

Cymma BpemeHu
BOCCTaHOBMNEHUS

BCEX MHUMOEHTOB

obLiee Bpems, 3aTpadeHHoe
Ha BOCCTaHOBNEHNe
CUCTEMbI UM KOMIMOHEHTa

Ona BCceX MHUUOEHTOB
B paccMmaTtpuBaeMoM nepuoae

KonnyecTtBo MHUMOEHTOB

OObLee KonMYecTso MHUMOEHTOB
3a paccmaTpuBaemMblv nepuoa

56



Reliability & Resilience (R&R): «coe © recmicaexcetence 3§
nHaomkatop Performance

[ns yero Ham gaHHas MeTpuka? MeTpurka Nnpon3BOOUTENBHOCTH,
KOTOPYH NCMOMb3YEM:

BpeMSs OTKIMKa (response time)

[na oueHKkn n nsmepeHna aoPeKTUBHOCTH Bpems, koTopoe TpebyeTcs cucreme
PaboTbl U CKOPOCTU BLINONMHEHUS 3a4au 014 OTBETa Ha 3anpoc nosib3oBartens

[loMoraeT oLEeHUTb, HACKOSTbKO XOPOLLO cucTema

MoxeT N3IMEPATLCA B MUSTIJTMCEKYHOAX
BbIMOJIHAET CBOU beHKLI,VII/I

[lomoraeT onpenenuTb, Kak 6bICTPO cucTema BaxxHo Ans onpeaeneHust CKopocTn obpaboTku
obpabaTbiBaeT 3anpochl 3arnpocoB U Morb30BaTENbCKOro OnbiTa

57



Rellablllty & ReS”'ence (R&R) CoE Technical Excellence
MHCTPYMEHTDI

x < =t Q “1o yrogHo =] Qe & & @

[]s] PaBounii kaburer >  Metpukmmnpaktukn > RER-meTpuxw

m
Q laaeaHwe KoMaHabl
Nogu

D Mou komaHasl < R& R-MeTP“ KM

Meawa
Backencilools OtcnexveaHWe CepBUCHBIX MHOKMKaTopos SLI komaHabl. -
, _ Ka3aTk 3anpochkl
Y3HaTb Gonblue

Cap

a 30

Employee Experience

w
S5

3a 90 gHen HeR 3a 14 gHeid

¢
c
=}

=3 HaszeaHne nyHkTa

Agile O] Availability @ MTTR D Performance

Ha3ssaHwe nyHkTa

HazeaHwe NyHKETa

32.11% 0.11cek 0.11 cek

Ha3ssaHwe nyHkTa

HaseaHwne nyHkTa 99.99% 1.04 cek 1.04 cex

HaseaHwe nynkTa
76.00% 0.76 cex 0.76 cex

Agile

HazeaHwe NyHKETa

Ha3ssaHwe nyHkTa



NccnegoBaHne MHXEHEPHOW KYNbTypbl X

UTo 31O Takoe? Buabl Kynbtyp Llenb nccneoosaHuns
B 2022 rogy mbl Hayanu  [MaTornorndeckas « Onpenenutb ypoBEHb
ncenenosaTtb Kynetypy . KynbTypbl B KOMMaHUK
BHYTPW KOMNaHUM Ha Elefpanpetizeies NS ynyyLleHnn
ocHoBe PoHa BeCprMa, * reHepaTMBHa;I . Aﬂ,anTleOBaTb mMoZeslb
OnyGIIMKOBaHHbIX B (OpreHTMpoBaHHas MCCTIeNOBaHMS

dora.dev - Generative Ha pesynbrar)
organizational culture

* [MpoBecTn nepBble ONbITHI




NccnepoBaHme MHXeHEePHON KYIbTYpbl:
KaTeropum

OBbMeH nHopmaumen CoTpyaHUYECTBO OOLaa OTBETCTBEHHOCTb

OTHoLLeHMe K oLnbKkam AHanus npuymnH YnyduweHus



NccnepoBaHme MHXeHEePHON KYIbTYpbl:

KaTeropum

ObmeH nHdopmaumen
OTHOLLEHME K oLLUMBKam
CoTpyaHUYECTBO
AHanma npuyuH
OOLasa oTBETCTBEHHOCTb

YnyduweHus

DevOps capabilities: cultural

Generative organizational culture -

How to measure organizational culture

Organizational culture is a perceptual measure, and therefore, best measured using survey methods. The
Westrum survey measures, included here, are highly valid and reliable statistically.

* On my team, information is actively sought.

» Messengers are not punished when they deliver news of failures or other bad news.

« On my team, responsibilities are shared.

» On my team, cross-functional collaboration is encouraged and rewarded.

« On my team, failures are treated primarily as opportunities to improve the system.

« On my team, new ideas are welcomed.

Generative organizational culture A


https://dora.dev/devops-capabilities/cultural/generative-organizational-culture/

Apantauma DORA Core Model

Best / N\
Practices DORA

TECHNICAL CAPABILITIES

Software Delivery
Code maintainability Performance

Continuous integration m Change lead time
{ u Deployment frequency

ﬂ Change fail rate

Deployment automation m Time to restore service

Empowering teams Cu Itu re . )
to choose tools Res ea.rC h

Loosely coupled architecture a
Test automation
Test data management n

Trunk-based development

Database change
management

Generative
organizational

Monitoring and observability culture

\,

Version control

(
slololelelalalololalol




Apantaumna DORA Core Model

/ Best Practices \

[i@] Trunk-based Development ]

Code Review

(&)

e

i§3 Continuous Integration

Continuous Delivery

Capabilities

Monitoring

Logging

Autotests

DR tests

/(@) [ (@)@ (@
N | O |

/

WHXeHepHas KynbTypa

e )
&
-e

ObmeH uHopmaLmei

CoTpyaHu4ecTBO

ObLwan OTBETCTBEHHOCTL

OTHOLWEeHWe K olwmnbkam

/ﬁ/_.\hﬁ
i

AHanus npuyvH

8
)
)
)
)

.
e
.

YnyyweHus

)

=

/

/ Metrics
/ DORA Metrics

[|l| Lead Time

[.'l Time to Market

~

)/

~

Outcomes \

Team Performance

Commercial J

[.'l Deployment Frequency

." Deployment Count

/ Incident Metrics

o Pain Index

[.Il Number of Incidents

-

4 Culture Metrics

.l. Culture Index

o

|
[

Reaction Time

Resolution Time

[ Customer Satisfaction

[ Stability Rating

\S

Juu /(U \UY AN

\\_,

Non-Commercial

—

@ )

Well-being

@ Less deployment pain J

@ Less rework ]

@ Less burnout ]

N ar-aYor—a o




Pe3ynbTtathl ccnegoBaHUN

YyacTHMKM nccnenoBaHus X Kynbrypa B sOMeHax X

Ponun

DEVE|0PEF Wnpekc kynstypel I O6men wHb weit [ Cotpya I O6uan oteetcTeeHHocT: [ OTHOWeEHWE K OWMGKaM
@ Support Engineer (Software Engineer) 5 Anans pua e I

@ System Analyst

@ Tester
@ Tech Lead

Owner

IS

Infrastructure

Data Engineer

WHpexc kynsTyper: 4,52

O6Men uHdopMavei: 4,51

Data Scientist

Corpyariectso: 4,49

He ykasaHa 5
Data Analyst
Business Expert

0613 OTBETCTBEHHOCT: 4,34
B OTHOLIEHHE K OLMBKAM: 4,51
AHANU3 NPULUH: 4,66
YnyuweHus: 4,59

Expert

13,1% 21,7%

Scrum Master
Apyrue 0

B komaHae npoucxoauT aKTUBHbIA OOMeH XK UToroBbIn pesynkTaT 5
UHcopmaumnein, 3HaHUAMMU UK ONbITOM U cpaBHeHue ¢ 2022 rogom

O6meH uHopmaumen 60% I Vi ek kynsType 2022 Vigexo kynbTypsi 2023

50%
40%
30%

: 4,39 z

20%

10%

XapakrepucTaka

0%
TouHo HeT  Ckopee  3atpyansioce  Ckopee TouHo Oa
HeT OTBETUTh na



VIHXXeHepHagqa KynbTypa

N TEXHUHECKUE TIPAKTUKH

Cobpanu Bce nokasaTenu B o4HO rnpeacTtasrieHne

Ha3seaHue KomaHp,...

TBD

He BbinonHeHa

He BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

Review

BbinonHeHa
He BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa

BbinonHeHa

Cl

BbinonHeHna
He BbInonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa

BbinonHeHa

BeinonHeHa Bp...

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa

He BbinonHeHa

BbinonHeHna

BbinonHeHa

BbinonHeHa

Ccbh

BbinonHeHa
He BbinonHeHa
BbinonHeHa
He BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
He BbinonHeHa
BeinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
He BbiNonHeHa
He BbinonHeHa

BbinonHeHa

Monitoring

BbinonHeHa Bp...

He BbinonHeHa

He BbinonHeHa

BbinonHeHa Bp...
BbinonHeHa Bp...
BbinonHeHa Bp...

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

Logging

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHna

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHna

BbinonHeHna

BbinonHeHa

BbinonHeHa Bp...

DR

He BbinonHeHa
BbinonHeHa
He BbinoNHeHa
He BbinonHeHa
He BbinonHeHa
BbinonHeHa
He BbinonHeHa
BeinonHeHa
BbinonHeHa
He BbInonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
He BbInonHeHa

He BbinonHeHa

Test Coverage
63%
25%
63%
75%
88%
100%
88%
88%
100%
88%
100%
75%
75%
75%

88%

DORA

Co6upatoTcsa
He cobupatotcs
CobupatoTea
CobupatoTca
He cobupatoTtca
CobupatoTtca
He cobupatotcs
He cobupatotcs
CobupatoTtca
CobupatoTcs
Co6upatoTcsa
CobupatoTcs
CobupatoTcsa
CobupatoTca

CobupatoTcsa

Culture
4,83
5
5
4,67
4,32
4,33
4,67
4,63
4,33
433
3,71
3,92
4,56
4,83

417



YTo B nTore nony4nnocb? X

Technical Excellence

. : NHxxeHepHas
Culture of Engineering Jlyduwine npakTmnku KynbTypa
Reliability Trunk Based
TT™ SLAIM Legacy NN T S A S —— NHOoeKkc KynbTypsbl
: ObmeH
DORA MeTpukn SLA/SLI/SLO Code Review HcopMaLIneit
Lead Time Disaster Rénewetyr Recovery CoTpygHM4ecTBO
Deployment Obuwas
Frequency Auto Tests OTBETCTBEHHOCTb
Continuous OTHoweHune
Integration K owmnbkam
Contl.nuous AHanus npuymH
Delivery
Logging

Monitoring



OcHoBHble Npobrembl Nogxoaa

MHOXeCTBO AaHHbIX

Bce nokasatenu B pasHbIX MecTax,
CINOXHO YBMOETb OOLLYIO0 KapTUHY

OnbIT 1 HABbIKA

He xBaTka akcnepTusbl

N MEeToaornorn4yeckon dasbl

O NOCTPOEHUS rry0boKon aHaNMNTUKK
N 06 beAMHEHNSA COBOKYMNMHOIO OnbITa

YPOBHU 3pPENOCTH

[MpakTukn — BeWm He BUHAPHbIE U OOHOW
OBYMS MPOBEPKaMU, Yalle BCEro He
OrpaHNYmnLLIbLCS. ..

Py4yHble OencTBus

MHOXeCTBO pPYYHbIX 4ENCTBUN B Pa3HbIX
NHTEpdemncax



TexHn4yeckmne
BO3MOXXHOCTWU

HoBoe Ha4yano

04

DGTL x



KynbTypa ecT
cTpaTerumio Ha 3aBTpak!

[MuTtep Opykep

» Xopoluagd cTpaTtermsa He NoOMOoXeT KOMMNaHUu
C HeadPEKTMBHOW KYyNbTYPOU — COTPYAHUKAM
He XBaTUT MOTUBALMN U OAUCUUNSINHBI,
4YTOObI ee peann3oBaThb



KynbTypa ecT
cTpaTerumio Ha 3aBTpak!

[MuTtep Opykep

> Xopoluas cTpaTterns He NOMOXXET KOMMaHum
C Hea(PPEKTUBHOM KYIbTYPOU — COTPYAHUKAM
He XBaTUT MOTMBaLUU N OUCLUNINHBI,
4TOObI €€ peann3oBaTtb

» B koMnaHuax ¢ HeadheKTUBHON KYNLTYPOW COTPYAHUKN
conpoTmenarTcsa nepemeHam. OHM He rOTOBbI pa3gennTb
OTBETCTBEHHOCTb 3a YCMNexn U Heyaayn KoMnaHum



Kynbrypa ObiBaeT pa3HOW

KyneTypa

OpraHI/I3aLI,I/IOH HaA KyJibTypa

IHXXeHepHasa KynbTypa




[TouyemMy NpaKkTUKM 1 Kynbtypa BNUAOT Ha adbdekTnBHoCcTb? I
k.

Kommepueckun ycnex ~
h\r’\ P L. ~ ST, R )
e HekoMMepueckuin yenex

/l AP PEKTUBHOCTb KOMaHA,
Bnaronony4yve niogen 7/, “

\\

4 KknoveBble METPUKM

\

OpraHu3aumoHHas Kynestypa NHXeHepHasa KynbTypa

TexHonorum HaBbiku [MpakTukm AucumnnuHa




[louemy NpakTuKn u KynesTypa AN /«ﬁ R
BNAKOT Ha 9 FEKTUBHOCTL? Cﬁpm,(\\ ! ea—

Kommepyecknin ycnex

\

HekomMmmepuyeckuii ycrnex o — —

o~ W i ’

QD PEKTUBHOCTb KOMaHL

P

Bnaronony4ue niogen

4 KnroYeBble METPUKMN

OpraHunsaunoHHaga KynbeTypa

TexHororum VlH)KeHepHaFl KyJbrypa

HaBblku

OucumnnuHa [MpakTnkm



[loyemy NpakTuKknM u KynbsTypa %/x

BMUAOT HA 9AEKTUBHOCTbL? ~~L v
C,./‘ Kommepuecknin ycne»
B Core Model dora.deviresearch ' — \
Hekommepyeckun ycrex
Performance L
Climate for learning Software delivery ’
. precirs | Organizational performance AP PEeKTUBHOCTb KOMaHA
Fast flow Ps
Reliability . . _
Fast feedback Service Level Objectives (SLOs)

Bnaronony4ue niogen

4 KnroyeBble METPUKM

OpraHunzaunoHHaga KynbsTypa

NHXXeHepHagqa Kynbrypa
HaBblkn

TexHonormm

OucunnnuHa




[TouemMy NpaKkTuUKu 1 KynsTtypa BNUAT Ha 3PPEKTUBHOCTL?

dora.dev/research

Core Model

Capabilities
Climate for learning

Performance

Code Maintainability Documentation quality

Empowering teams to

Generative culture
choose tools

Fast flow

Database change

Continuous delivery
management

Deployment automation Flexible infrastructure

Streamlining change

Loosely coupled teams
approval

Version control Working in small batches

Fast feedback

Monitoring and

Continuous integration
9 observability

Resilience engineering Pervasive security

Test automation Test data management

Software delivery

measured by
Four key metrics:

Change lead time
Deployment frequency
Change fail percentage

Failed deployment recovery time

Reliability

measured by
Service Level Objectives (SLOs):

Measurement coverage
Measurement focus
Target optimization

Target compliance

Outcomes

Organizational performance

Commercial Performance

Non-commercial performance

Well-being

Job satisfaction
Productivity
Reduced burnout

Reduced rework

DORA Cere model v2.0



[Touemy NpakTUKK 1 Kynetypa BAUAT Ha 3PdPEKTUBHOCTL? I

Core Model

Capabilities

Climate for learning

Code Maintainability Documentation quality

Empowering teams to

Generative culture
choose tools

Fast flow

Database change

Continuous delivery
management

Deployment automation Flexible infrastructure

Streamlining change

Loosely coupled teams
approval

Version control Working in small batches

Fast feedback

Monitoring and

Continuous integration
9 observability

Resilience engineering Pervasive security

Test automation

Test data management

Performance

Software delivery

measured by
Four key metrics:

Change lead time
Deployment frequency
Change fail percentage

Failed deployment recovery time

Reliability

measured by
Service Level Objectives (SLOs):

Measurement coverage
Measurement focus

Target optimization

Target compliance

dora.dev/research

Outcomes

Organizational performance

Commercial Performance

Non-commercial performance

Well-being
Job satisfaction
Productivity
Reduced burnout

Reduced rework

DORA Core model v2.0

Kommepyeckuin ycnex
Hekommepyeckmn ycnex
QP PEKTUBHOCTb KOMaHL
Brnarononyyne nogen
4 Knro4veBble METPUKU
OpraHunsaunoHHasa KynbeTypa
NHXXeHepHagqa Kynbrypa
TexHonornu
HaBbIkn
[MpakTuKn

OucumnnunHa



[Touemy NpakTUKK 1 Kynetypa BAUAT Ha 3PdPEKTUBHOCTL? I

Core Model

Capabilities

Climate for learning

Code Maintainability Documentation quality

Empowering teams to

Generative culture
choose tools

Fast flow

Database change

Continuous delivery
management

Deployment automation Flexible infrastructure

Streamlining change

Loosely coupled teams
approval

Version control Working in small batches

Fast feedback

Monitoring and

Continuous integration
¢ observability

Resilience engineering Pervasive security

Test automation Test data management

Performance

Software delivery

measured by
Four key metrics:

Change lead time
Deployment frequency
Change fail percentage

Failed deployment recovery time

Reliability

measured by
Service Level Objectives (SLOs):

Measurement coverage
Measurement focus

Target optimization

Target compliance

dora.dev/research

Outcomes
Organizational performance

Kommepueckni ycnex

Hekommepyeckun ycnex

Well-being

Job satisfaction
Productivity
Reduced burnout

Reduced rework

DORA Cere model v2.0

AP PHEKTUBHOCTb KOMaHL
Bnarononyyne nogen
4 Knto4veBble METPUKU
OpraHusaunmoHHas Kynetypa
NHXXeHepHas Kyrnbrypa
TexHonormn
HaBbikn
[MpakTuKn

OucumnnunHa



[Toyemy NpakTUKM 1 Kynbrypa BNUAOT Ha adbdekTnBHoCTb? I

Core Model

Capabilities

Climate for learning

Code Maintainability Documentation quality

Empowering teams to

Generative culture
choose tools

Fast flow

Database change

Continuous delivery
management

Deployment automation Flexible infrastructure

Streamlining change

Loosely coupled teams
approval

Version control Working in small batches

Fast feedback

Monitoring and

Continuous integration
g observability

Resilience engineering Pervasive security

Test automation Test data management

dora.dev/research

AP EKTUBHOCTL

KoMaH[,

Software delivery

Outcomes

measured by
Four key metrics:

Organizational performance

4 knwo4yesble
METPUKU

KoMmepueckuin ycnex

Hekommepyeckun ycnex

Reliability

measured by
Service Level Objectives (SLOs): En aronori yLI ne
Measurement coverage n }O,D,e n
Measurement focus

Target optimization

Target compliance

DORA Cere model v2.0

OpraHusaunmoHHas Kynetypa
NHXXeHepHasa Kynbrypa
TexHonormn
HaBblku
[MpakTuKn

OucumnnunHa



[Tovuemy NpaKkTUKK U KynbsTypa BNUAT Ha 3PPEKTUBHOCTL?

Core Model dora.dev/research

Canahilitiac

OpraHu3aunoHHas Kynbetypa O DEKTUBHOCTb

KoMaH[,

Software delivery
measured by OutcomeS

Four key metrics:

Documentation

NHxeHe pHad
KynbeTypa

TexHonorum

Organizational performance
Fast flow

4 KrnoveBble KomMmepyeckuin ycnex

Database change

management METPUKU Hekommepyeckuii yenex

Continuous delivery

Deployment automation Flexible infrastructure
Streamlining change Reliability
Loosely coupled teams approvel
measured by
X . Service Level Objectives (SLOs): En a ro n ()J-Iyl_I Me
Version control Working in small batches -
Measurement coverage n I'Onuae n
Fast feedback
Measurement focus H aBbIKU
. . . Monitoring and s
Continuous integration . Target optimization
observability
Target compliance
Resilience engineering Pervasive security \ d P ) I_I p aKTUKKN
Test automation Test data management
. ) OucunnnuHa

DORA Ceore model v2.0



[Toyemy NpakTUKM 1 Kynbrypa BNUAOT Ha adbdekTnBHoCTb? I

Core Model dora.dev/research

Canahilitiac

OpFaHI/I3a LNOHHAaA KyJibTypa

AP PEKTUBHOCTL

KoMaH[,

Software delivery
I/lH)KeHepHaﬂ measured by Outcomes

Kyﬂ bTy p a Four key metrics:

Documentation

TexHonorum

Organizational performance

Fast flow

4 KrnoveBble KomMmepyeckuin ycnex

METPUKU HekoMmepueckuin ycnex

HaBblku [MpakTuku Reliability

measured by
Service Level Objectives (SLOs):

Bnaronony4yune

Measurement coverage nogeun

Fast feedback
Measurement focus

Monitoring and

Continuous integration
¢ observability

Target optimization

. . . . . Target compliance
Resilience engineering Pervasive security \ )

Test automation Test data management

N y OduncunnnuHa

DORA Ceore model v2.0




[Toyemy NpakTUKM 1 Kynbrypa BNUAOT Ha adbdekTnBHoCTb? I

Core Model dora.dev/research

Canahilitiac

OpFaHI/I3a LNOHHAaA KyJibTypa

AP PEKTUBHOCTL

KoMaH[,

Software delivery
I/lH)KeHepHaﬂ measured by OutcomeS

Kyﬂ bTy p a Four key metrics:

Documentation

TexHonorum

Organizational performance

Fast flow

4 KrnoveBble KomMmepyeckuin ycnex

METPUKU HekoMmepueckuin ycnex

HaBblku [MpakTuku Reliability

measured by
Service Level Objectives (SLOs):

Bnaronony4yune

Measurement coverage nogeun

Fast feedback
Measurement focus

Target optimization

Target compliance

OvcunnnunHa L )

DORA Ceore model v2.0



[Touemy npakTukn 1 Kynerypa //{
BIUSIIOT Ha 3PdEKTUBHOCTL? M~ EE— ///

Organizational performance

Kommepuecknn ycnex

Hekommepueckuin ycnex
OPPEKTUBHOCTb E—

KOMaHA

Software delivery Bnaro nony4yuve

measured by

Four key metrics: I I'Oﬂe I7I

4 knoyeBble
Canahilitiae METPUKN
OpraHusaumoHHasa Kynetypa

Documentation qualit Re“abi“ty

V|H>KeHepHa$I measured by
Ky T bTyp a Service Level Objectives (SLOs):

TexHonorum

Fast flow Measurement coverage

Measurement focus

Target optimization

HaBblkn MpakTnku Target compliance

Fast feedback

OucumnnnunHa



Pa3paboTtka dopenmMmBopKa At co3gaHus npakTmuk X
CTpyKTYypa

1 2 3 4
CTtaTyc npakTuku OnucaHue Kakyto npobnemy Puckun
peLIJaeT I'IpaKTI/IKa? yTO 6yﬂe-|-, ecnu
HE NMPUMEHATb
NPaKTUKy?
5 6 7 8
Kak peannsoBatb Kakne HaBbIKK Cnocobsl YpOBHU 3penocTu
(NpUMepb! OaeT nNpakTuka N3MepeHus NpaKkTUKn
ONg peanusaumm NPaAKTUKA

NI TEXHOSOMNN)



Pa3paboTka dppenmBopKka ans co3gaHua npakTuk X
CTpyKTypa

1 TarT NMPAaKTUK"
BT&:hCaps I 9 C d yC pa

2 OnucaHune

Npacrinn + Integration and Build e«

3 Kakyto npobnemy peluaet

™
Ba) % araasn o, oS Tognel Al T © pSriuenin FRCT i Bodastm el 4 P M CKM
Py AntLLE e AR T80

s, o L L]

LR
i grushi e ] ol Eeui
Coo D) O B0 % ok o MPTRORAT & yonaused OO
VTR p—— 5 Kak peannsoBartb
Deps sons posssus flre cacmmod CHODIA B4 TE YHEKATRHIT BEDORS JETESAITS
fffffffffffffffff (- =0 T e T WS
fuhfAlEn
o T —— 6  Kakue HaBblkM JA€T NpakTuKa
ML ¥e N o el ol
e Beop Biptasa 0T KoamaaTa, D0 FOToS0H Clopas
Bacomosrmate  ST-5 Ofipeseee [ sseopesss . MHC [ TR KCRARHEY B BOe DT BETC TREHHOLTH NEAETHI,
LT T O s W N DOPTI0NS BB NS, DU JOHY 3 7
armercrsammocr NMOCOObI NAMEPEHUA MNMPAKTUKHU
a s [T AR B B AGT ey By & pT Teminan

8  YPOBHW 3penoCTu NPaKTUKU



UTO cumTaTb Xopolluen npakTUKomn?

Ha Ga3se onbiTa 1 gokasaTenibHOM 6a3bl B BUAE NCTOPUKN yCrnexa

&7 3AddheKTMBHOCTL
OTpacrneBblie NPakTUKN U3 aBTOPUTETHBLIX MICTOYHUKOB
[TpakTuKa QOormKHa UMETb BO3MOXXHOCTb MPUMEHSTHCS
DG ApanTMpyeMocTb paKinka A y . PUMEF
c NMtobon KoHeYHOU peanu3aunen (TEXHONOrnen)
% U3mepumocTb [TpaKTUKy HY>KHO YMETb N3MEPATb
[TpakTuK IKHa BbITb cornacoBaH rmmm
hy CornacoBaHHOCTb paKTVka fomkHa 6 cornacosara ¢ Apy
NpakTUKaMmn 1 He co3gaBaTtb MPOTUBOPEYUIA
[TpakTuKa gormkHa oby4aTb NHXEHEPOB
™ O6yuyaemoctb X A y P

N MOTUBUPOBATb NX HA Pa3BUTUE



[1IpaKTnKn MMerT cTaTyc

CTaTyCHaFI MoAeEsb NMPaKTUK 3TO BO3SMOXXHOCTb YTO-TO I'IpO6OBaTb
7 OT6paCbIBaTb, NPOBOAOUTb HOBbIE 3KCMNMEPUMEHTbI MNMOCiie BHEOAPEHUA

HoBas Novel

OTCcyTCTBMUE NPedBapUTENbHbIX 3HAHWUN.
Mpu4nHa n cnegcTBmne HesCHbI.
HeobxoOMMo aKcnepuMeHTUPOBaThb.

MonpobynTe B HebonbLOM MacLuTabe.

Xopowasa Good

rlpI/IHI/IHa mcneagctene BUOHLI.

I'IpOBepre npakTuKy Ha nppuMeHMMOCTb B BallemM MECTHOM
KOHTEKCTE.

OnpenenunTe, Kakne pelleHMa paboTaloT nydlle BCero, 1

aganTUpynTe ux.

3apoxpatouwasaca Emergent
[NepcnekTnBHas obnacTb ANs ynydlleHus.
BeisBnsatotcs npudnHa 1 crencteue.

BoamoxHoCTb coTpyaoHun4yecTBa, MHHOBEILI,Mﬁ napganrtaunun.

MenkomacwTtabHble SKCNeEpPMMEHTDI.

Jlyywaa Best

MpuyrHa 1 cneacTBmMe XOPOLLO NOHATbI U NOATBEPXAEHDI.
BcTpouThb B TeKyLLME NpoLLECChI.

MpogonxanTte pa3BuBaTb NPaKTUKY.



TexHn4yeckme BO3IMOXHOCTU U HaBbIKA
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[MpakTnka — 3TO HaBbLIKN,
MeToAbl, NPUEMbI HAKOMJIEHHbIE
B pe3ynbrate OesTenbHOCTH

C NMOMOLLbIO UCNOSb30BaAHUS
onpeneneHHbIX TEXHOMOrum

Paspaboranu NHCTPYMEHT
ONs ynpaBfeHns

MeTogonorunyeckasi basa:
SFIA

SFIA — 3710 cnucrtema HaBbIKOB
ans 6asmpyroLasca Ha YPoBHSAX
N NOBEeOEHYECKUX (paKTopax



TexHn4eckme BO3MOXHOCTU N HaBbIKU ) ¢

[MpakTnka — 3TO HaBbLIKN,
- METOAbI, MPUEMbI HAKOMMEHHbIE
i B pe3ynbrate AesTenbHOCTM
Mouvamn e (o) - C MOMOLLbIO UCMONb30BaHUS
onpeaeneHHbIX TEXHOMOrni

o - Paspaboranu NHCTPYMEHT
TR AONS ynpaBneHns

e e [| AR MeToponoruyeckas 6asa:
e SFIA

- 2 I — SFIA — 3TO cuctema HaBblKOB

e e e i ans 6asupytolascsa Ha YPOBHSAX
o b b N noBefeHYeckmx hakropax



[loagTBEpOMNnach rmnoTtesa nccrnegoBaHUS
«KynbTypa BNUAET Ha TEXHUKY»

MbI MOHANW, YTO BaXXHO BUAOETb 3TN AaHHbIE B OOHOM MECTE U pAOOM

HasBaHue KomMaHg,...

TBD

He BbinonHeHa

He BbinonHeHa

BbinonHeHa Bp...

BbinonHexa

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa Bp...

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

BbinonHeHa

Review

BeinonHeHa
He BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
BbinonHeHa
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BeinonHeHa
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Cl

BbinonHeHa
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Monitoring

BbinonHeHa Bp...

He BbinonHeHa
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Logging
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Test Coverage
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DORA

CobupatoTen
He co6upatoTcs
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He cobupatoTcs
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CobupatoTen
CobupatoTen

CobupatoTcs

Culture
4,83
5
5
4,67
4,32
4,33
4,67
4,63
4,33
4,33
3,71
3,92
4,56

4,83



[loagTBEpOMNnach rmnoTtesa nccrnegoBaHUS
«KynbTypa BNUAET Ha TEXHUKY»

MbI MOHANW, YTO BaXXHO BUAOETb 3TN AaHHbIE B OOHOM MECTE U pAOOM

AHanuTuka

38 nepwan: 30 gieki

e KOOk Boe komarn

+ Komaupa Technical Capabilities Platferm

.......

Mgy it asicn
MEQasHLIE 3HA4THHE DOMEHI

Pl ininrap IHagiHed BOEHE



dK Telrepb BblMIAOAT NMPaAKTUKU

= Q  Besge v  YroyroaHo = Q@ @

Pabouuit kabuHeT > TexHWYeckue BOBMOXHOCTM >  AHanutuka

MpakTuku

AHanuTtuka AHan U™ Ka @ Kak noaxniounTb NpoeKThbl

Mow komaHAabl Bce komaHgb! 3anepuon: 30 aHen v ’ e
(A AHanuTMKa 1o MOuUM koMaHgam > Komanpa Debit Cards > [MpoekT Project 3 > [pakTtuka Code Review
< lMpaktuka Code Review
YpoBHu 3penoctn O npakTuke
Kputepuu/pencreusa | ypoBeHb Il ypoBeHb 1l ypoBeHb
[ONnTenbHOCTb PeBbio Koaa
v MR pickup time (Bpems peakuum) > 1 >1aHs <1aHs < 4 yacos

NcToYHMK gaHHbIX Cnocob namepenus EavHuua namepexus MoppobHee 0 BbIMUCEHUAX



Peanunsauna nogkniodeHua K nnatgopme

[obasreHne meta-info.yaml
B KOpeHb npoekTa B GitLab

TexHUYecKkne BO3MOXKHOCTH X

TexHWYecKue BOZMOXHOCTH - 3TO nnaTd)opma, npegHasHa4YeHHaa gnga ynpaeneHna U

Pa3BUTUA TEXHWUYECKOro coBeplleHCTBa U InH)KeHepHOI'/‘I KynbTypbl, C NTOMOLULbIO

BHELPEHWS ¥ PA3BUTUS NPAKTMK, METPUKM, NpoLeccoB B obnactu pa3paboTki u

aKcnayaTaumun nporpaMMHbIxX pewweHuin. Llenb nnatopmbl — ynpaenatb

TEXHONOrM4eCckMM pa3snTuem opraHmsalunu, obecneuvBas npo3paYyHOCTb U

L[OCTYNHOCTb fl@aHHbIX B obnactn NpakTUK 1 METPUK B paspaﬁcm(e W akKcnnyaTauuu,

ynyyLwasa aKoHOMUYeCKyto apdeKTUBHOCTb KOMaHa paspaboTku, obecrneyvsas

06bEKTUBHOE NPUHATHE YPaBNEHYECKUX PELUEHMA.

Kak nogkniounTbea k nnatdpopme

[na NnogkntoYeHWs Ballero npoekTa K nnathopme cosgante ¢paiin B KOpHe

peno3utopwa GitLab ¢ HazeaHMem meta-info.yaml v go6aBbTe B HEro cnegyowmii koa:

team:
type: agile
id: 505
system:
inventory_system: "AlL"
inventory_id: "1185.00"
component:

- name: pmp-a3-processing
description: Cepeurc ang npoueccuHra nnaTtexen rno
type: service
lifecycle: production

=

NereHpa:

* team.type - TMn komMaHApl ¢ insider (agile/functional)
« team.id - id komaHabl ¢ insider
* system - AaHHble 0 cucTeme ¢ ucmdb/swn

- component - onNMcCaHue KOMMNoHeHTa ana apl noprtana

B aTom paagene Bbl cMOXeTE

MoHaTHO



PellueHHble npobnembl

ABTOMaTU3aUNS

CoBcem nsbaBunmchb
OT PYYHbIX OLLEHOK
aKcnepTamm

YPOBHU 3penocTu

50+ nokazartenen,

MO KOTOPbIM NPOBOAUM
N3MEPEHUS N pa3fnNYHbIE
YPOBHW 3pESioCT cpeaun
NpaKkTUK

Observability

Mo>kHO yBmnaerb B O4HOM
NHTEpence ceBa3b
NHXXEHEPHOW KyNnbTYpbl

N TEXHNYECKUX MPaKTUK

93



BbiBOObI
N COBETHI

[logBegem utoru

05

DGTL x



HeMHOro BbiBOO4OB 1 COBETOB

NH)xeHepHas KynbTypa 1 TEXHUYECKUE NMPaKTUKM
B3aMMOCBSI3aHbl, UCMOMb3ynTe ABe 06racTu

NH)XeHepHasa KynbTypa U TEXHUYECKME NPAKTUKN BIUSIOT
Ha 3PdEKTUBHOCTb PabOTbl KOMMAHNKN, MOITOMY BaXKHO UX U3MEPATb

Bce gaHHble B pa3paboTtke 1 akcnnyatauum 4atoT BO3MOXHOCTb
NMPUHMMAaTb OObEKTUBHbIE YripaBneH4Yeckme peLieHns!




UTO 1 KOMY CO BCceM 3TUM genartb? X

Junior/Middle Senior/Lead EM/CTO

3yyanTe cyluecTyoLme BHegpante u ynyywaunrte 3aganTte cTpareruto

NPaKTUKM 1 Noaxodb! B NPaKTUKN B CBOEN NHXXEHEPHOro pasBUTUS,

KOMMaHUM. KOMaHAae, OenuTech nooaepXkuBanTe

ECNU UX HeT 3HaHUSIMM C Kosneramu, BHepPEHME NyYLLInX

nepeHmmaVlT,e OnbIT y CTPEMMUTECH K NpaKkTUK U co3gaBanTe

6onee onbITHbIX KOMNJEr U TEXHUHECKOMY KynbTypy,

nayJarite nyyluve COBEPLUEHCTBY U CrMocoBbCTBYOLLYIO POCTY U

oTpacrnesble NMPaKTYKW. noooepXkuBanTe COBEPLLUEHCTBOBAHUIO
cTaHOapTbl Ka4ecTBa. KOMMaHUW.

96



Pa3BuBanTe TeXHN4YeCKkoe CoBepLUEHCTBO!
YT0ObI AEepeBO BbIPOCO, ero Hago nocagutb ©

<Z] Telegram IN Linkedin
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