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ArgoCD per cluster or not?



Which is best



https://codefresh.io/learn/argo-cd/a-comprehensive-overview-of-argo-cd-architectures-2025/ 

https://codefresh.io/learn/argo-cd/a-comprehensive-overview-of-argo-cd-architectures-2025/






Avoid  Dynamic 
applications





my-app-cli new-app-name | argocd create -f -

envsubst < my-app-template.yaml | kubectl apply -f -n argocd





kubectl set image deployment/my-deployment 
my-container=my-new-app:4.3.0

kubectl patch deployment <deployment-name> [.....patch here…]



Abusing CI 

as CD

With Argo CD



Organize your Git repos



Different Git repositories

• Git Repository with source code

• Git repository with Kustomize/Helm file

• Git repository with Application Sets

• Source code changes very often. Kustomize/Helm charts change less frequently. 

Applications/Application Sets should be created once

• Understand the lifecycle of each resource





Argo CD and monorepos

• Disable sync polling

• Use webhooks for Applications AND Application Sets

• Use the manifest-generate-paths annotation

• Enable timeouts for everything

• Monitor and adapt resources

• Check https://argo-cd.readthedocs.io/en/latest/operator-manual/high_availability/ 

https://argo-cd.readthedocs.io/en/latest/operator-manual/high_availability/


Master Helm before Argo 
CD



common-values.yaml
+-----all-prod-envs.yaml
   +----specific-prod-cluster.yaml

helm install ./my-chart/ --generate-name 
-f common.yaml -f more.yaml -f some-more.yaml

How Helm Hierachies work











https://codefresh.io/blog/helm-values-argocd/ 

https://codefresh.io/blog/helm-values-argocd/


Master Kustomize before 
Argo CD



Kustomize concepts

• Overlays for different environments 

• Reusable component configurations

• Common globals (labels, annotations, namespace prefixes)

• Configuration generators 

• Transformers/Replacements 

• Remote resources



Kustomize Overlays versus Components





Learn all this 
BEFORE using Argo 
CD





https://codefresh.io/blog/how-to-model-your-gitops-environments-and-promote-releases-between-them/ 

https://codefresh.io/blog/how-to-model-your-gitops-environments-and-promote-releases-between-them/


Don’t force developers to 
use Argo CD



Programming

Domain Knowledge

K8s
Helm/Kustomize

Argo CD !!!



Developers do NOT care about Argo CD 
manifests



Local dev Local testing QA

Argo CD should only be here

Stage Prod

Feature development over time

Commit/push



If developers need Argo CD for LOCAL 
development you make their life miserable







Developer Experience



Understand your developers







https://codefresh.io/blog/multi-tenant-argocd-with-application-projects/ 

https://codefresh.io/blog/multi-tenant-argocd-with-application-projects/


Application Grouping





Questions to ask

• Are those applications always deployed and upgraded as a single unit?

• Are those applications related in a business or technical manner?

• Do you want to use different configurations for different clusters for these applications?

• Is this combination of applications always the same? Do you sometimes wish to deploy 

a subset of them or a superset?

• Are these applications managed by a single team or multiple teams?



Enable auto-sync and 
self-heal everywhere



Abusing CI 

as CD

With Argo CD



Configuration drift



Configuration drift in Kubernetes



Argo CD detects out-of-process changes



Argo CD shows out-of-process changes



Every time you disable auto-sync/self-heal  
you lose the biggest advantage of Argo CD

Enable Self heal -> solve configuration drift 
completely



Understand sync phases 
and waves



Resource ordering



Understand phase lifecycle



Waves are scoped inside a phase



Recommendation

1. Start with ONLY sync waves

2. For more control use waves AND phases

3. For more advanced scenarios use Argo Workflows



Argo CD and Argo Workflows



Common pitfalls

1. “I want Argo CD to run this only the first time it deploys an application”

2. “I want X to happen when an application is deployed and Y to happen when an 

application is upgraded”.

3. “I want to use pre-sync hooks for DB migrations that run only once”

4. “I want to skip this sync hook when a developer clicks the sync button”



Finalizers









Finalizer



Use Finalizers

1. Migrate apps to different Argo CD instance (no downtime)

2. Upgrade Argo CD version (or K8s version) of admin cluster















https://codefresh.io/blog/argocd-application-deletion-finalizers/ 

https://codefresh.io/blog/argocd-application-deletion-finalizers/


https://octopus.com/support/enterprise-argo-support 

https://octopus.com/support/enterprise-argo-support


Thank you!
Questions: kostis.kapelonis@octopus.com

GitOps/Argo CD certification learning.octopus.com  

CNCF Slack https://slack.cncf.io/ 

Support: 
https://octopus.com/support/enterprise-argo-support 
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