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About me
Azure Architect
I’m focusing on cloud migrations and greenfield 
projects.

Automation fanatic
I love to make automation of the solution, both 
code and infrastructure.

Expertise Extender
Share knowledge through LinkedIn, AzureWay 
blog and events.



Azure DevOps agents

Maintenance
Self managed

Integration
VNET integration
possible

Scaling
~$15 month
Free slots for MSDN 
Subscription

VS
Maintenance
We do not care

Integration
VNET integration is
not possible

Scaling 
~$40 month

Self
hosted

Microsoft
hosted



Private Azure DevOps Agents options

Azure Container
Instances

Azure Kubernetes
Services with 
KEDA

Azure Virtual 
Machine Scale Set

• Difficult to setup
• Can build docker

images
• Benefits from AKS

• Easy to setup
• Can build docker

images
• Cost efficient

• Easy to setup
• Cannot build docker

images
• Need to clear agent 

after build



Azure Virtual Machine Scale Set agent pool

Challenges?



Azure Virtual Machine Scale Set agent pool
Challenges?

Build a universal
agent image

• Cover needs of 
different
teams/applications

Tools versions

• Manage versions of
many tools

Keep different
versions of the 
image

• Make update in the 
smooth way



Image build process

Download
GitHub runners

repository

Build image 
using Packer

tool

Upload image 
to the Azure

Image Gallery



Demo



Summary of process

Create shared
image gallery

Create shared
image

Packer image 
build

Configure
Azure DevOps

Agent Pool

Create VM 
Scale Set

Create image 
version



Issiues with building an image

We stopped
hearing from agent 

Hosted Agent.

E: Failed to fetch
403 Forbidden



Costs

1 month
15 agents
150 USD

~10 USD per agent



Source code and description



Stay in touch

LinkedIn


