
E X T R A C T I N G  V A L U E  F R O M  T H E  

G R A Y  A R E A  O F  I N C I D E N T  

R E S P O N S E

The Un-Incident

ANDI DEUSCHL

Dynatrace

Dublin, 8.10.2025



Schrödingers Outage

This Photo by Unknown Author is licensed under CC BY-SA

Is it an Incident? Is it 
not? 

How is the cat doing?

Is it an Incident? Is it 
not? 

https://ia.wikipedia.org/wiki/Catto_de_Schr%C3%B6dinger
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
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• Product Lead for Delivery, Reliabilty & Security at 

Dynatrace

• Former SRE Lead, CTO, CISO, Ops, ..  

• Always into Incident Management

• SRE by heart

• Based in Vienna / Austria

About Me



Not a new concept or methodology, rather a 
focus on the ambiguity

The Un-Incident



40%
of  eng ineering  tim e

is  p rodu ctive

30-60%
of  incidents  don ’t m ake i t in  form al  track in g

Source: own experience

The Un-Incident

Undeclared

Neglected

Debated



The Taxonomy of Un-Incidents
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No-CIs

7

Customer-impacting but 

non-critical issues

Does not fit well into an 

existing classification 

This Photo by Unknown Author is licensed under CC BY-SA

https://hurraki.de/wiki/Hurraki:Artikel_von_A_bis_Z
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


“NOF” Incidents
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“It’s Not Our Fault”

External and user driven
e.g. 3rd party, misconfiguration

This Photo by Unknown Author is licensed under CC BY-NC

https://www.philippinesbasiceducation.us/2017/01/empathy-blame-and-guilt.html
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/
https://creativecommons.org/licenses/by-nc/3.0/


Near Miss
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Events that did not escalate 
due to luck or preventative 
actions

Phew moments, instead of 
Why?

Recommended read: 
https://surfingcomplexity.blog/2025/02/0
1/youre-missing-your-near-misses/

This Photo by Unknown Author is licensed under CC BY-SA

https://www.flickr.com/photos/24874528@N04/31845430891
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


Fear Miss
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Escalation by anxiety

Overhead by overreaction

Help button syndrome

This Photo by Unknown Author is licensed under CC BY-NC-ND

https://awesomelyluvvie.com/2022/08/engagement-rings-uber.html
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/


Fear Miss
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Escalation by anxiety

Overhead by overreaction

Help button syndrome

This Photo by Unknown Author is licensed under CC BY-NC-ND

This Photo by Unknown Author is licensed under CC BY-SA

https://awesomelyluvvie.com/2022/08/engagement-rings-uber.html
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://www.mortalkombatwarehouse.com/?p=84
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/
https://creativecommons.org/licenses/by-sa/3.0/


How to Measure Un-Incidents

12This Photo by Unknown Author is licensed under CC BY-SA-NC

MEAN TIME TO 
DISCUSS (edit: joke)

https://blog.pages.kr/2979
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
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The Gray Zone Playbook

Mindset

Culture

StructureProcess

Fact-based 
Decisions

No-CI

Near 
Miss

Fear 
Miss

It’s Not 
Our 

Fault
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SHOULD THIS BE AN INCIDENT?

WHAT CAN WE LEARN?



Psychological Safety around Ambiguity 

15

Don't block people to 
declare

Appreciate the 
declaration

Fact-Based Triage

No-CI
Near 
Miss

Fear 
Miss



Reduce Reliance on Gut Feeling when declaring Incidents
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Build trust in 
observability

Clear view on the impact 
of a problem allows fact 

based decision

Surface gray areas

Detect subtle degradation 
patterns before they 

escalate

SLO, SLO, SLO, .. 

Track and tag 
“lucky saves”

Make “Near Misses” 
visible and reviewable

No-CI
Fear 
Miss

Near 
Miss

Near 
Miss

Near 
Miss



Self-service AI-supported incident response
Observability data with Context and actionable advice to speed up remediation!



Structure before Sentiment 
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Structure before Sentiment 
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Clarity

Improves Mindset

Confidence



How to Review Un-Incidents
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No-CI

Incidents

Fear 
Miss

It’s Not 
Our 

Fault

Post-
Incident-
Analysis

Near 
Miss

Make it easy to trigger

Production 
Status 

Meeting



Incident (Process) Reviews
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Analyze incident patterns

Review the efficiency of 
your response process 

Might reveal missing 
alternatives for Un-
Incidents 

This Photo by Unknown Author is licensed under CC BY

Having conducted an incisive 360 
degree review of all incidents in 
the last month we’ve determined 
that “shit happens”

https://courses.lumenlearning.com/wm-humanresourcesmgmt/chapter/results-and-employee-engagement/
https://creativecommons.org/licenses/by/3.0/


Guided Escalation Paths
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Incident 
Process 
Reviews

Finding: declared incidents as there was no 
better choice

Review incident classification

Provide non-incident support channels

Fear 
Miss

It’s Not 
Our 

Fault

•Bug Process

•Request for Assistance

•Clear timelines

•Options to escalate
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Escalation Reveals Product Improvements

It’s Not Our 
Fault

This Photo by Unknown Author is licensed under CC BY

This Photo by Unknown Author is licensed under CC BY-NC-ND

https://aaronparecki.com/2018/09/26/55/
https://creativecommons.org/licenses/by/3.0/
http://www.flickr.com/photos/alrighty/8298426792/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
https://creativecommons.org/licenses/by-nc-nd/3.0/
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Impact != Fault

Think Like a Customer 

Guardrails Matter 

Shared Responsibility 

Design for Misuse 

Clarity Prevents Escalation 

Surface Breaking Changes

Patterns for Product Design based on NOF Incidents
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Recap: The Gray Zone Playbook

Mindset

Culture

StructureProcess

Fact-based 
Decisions

No-CI

Near 
Miss

Fear 
Miss

It’s Not 
Our 

Fault
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This Photo by Unknown Author is licensed under CC BY-SA-NC

TO BE, OR NOT TO 

BE, THAT IS 

THE QUESTION

INCIDENT

INCIDENT NOT

https://www.flickr.com/photos/huntingtontheatreco/5703457985/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
https://creativecommons.org/licenses/by-nc-sa/3.0/
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