
Persona: 
Package 
Author 
(Create)

Variable definitions 
should not exist for 

package create - 
because no impact
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Current Use Case

Possible Solutions

Easily reuse a single 
package configuration 
across different 
environments.

Desired Outcome

Current Pain Points (Weird Gotchas)

Deploy Time Variables Flow

CLI displays package 
and asks if you want 

to deploy it (y/N)

Zarf Package 
deploy [package 

name] -- set

Need to introduce a 
new package to the 

environment

Deploy 
new 

package

package schema has 
variables that could 
be templated upon 

create but not 
matter until deploy

treat package 
create variables 
differently are 

rare things (edge 
case)
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different 
variables across 
package create 

& package 
deploy

Persona: 
Package 
Deployer 

(Deploy side)

Side effect 
leads to 

feature that 
we may not 

want

minimum 
required for 
component - 

name

Zarf would force 
hard coding any 
data you wanted 
to use on deploy 
side into package

Lacked a 
good way 

to template 
packages

Not a good way to 
define variables 
that may change 

at deploy time (ex. 
domain names)

Template repeated 
information or information 
sets in package definitions 
to avoid copy/paste errors

Change information 
with package definition 
using automation (ex. 
CI pipeline)

Package 
variables

package 
Variables

Deploy time 
variables 
and 
constants

User Types: Package deployer

Update 
existing 
package

(gitops tool 
required)

Scenario Conditions: 
1. user has installed 
Zarf 2. has Zarf 
package to deploy. 
And has run Zarf Init

Zarf Package 
deploy [package 

name]

full 
package 
definition

Confirmation 
step

Do you want to deploy it

package definition here

Yes No

Should 
default 
be no?

All variable that 
package 

requires are set
If yes and Package Deploysyes

CLI displays package 
and asks if you want 

to deploy it (y/N)
full 
package 
definition

Confirmation 
step

Ask for value for 
variable name (n) for 

all varables
if yes

no

All variable that 
package 

requires are set
if Package Deploysyes

CLI displays package 
and asks if you want 

to deploy it (y/N)

Zarf Package 
deploy [package 

name] -- set

Zarf Package 
deploy [package 

name]

full 
package 
definition

Confirmation 
step

All variable that 
package 

requires are set
If yes and

CLI displays package 
and asks if you want 

to deploy it (y/N)
full 
package 
definition

Confirmation 
step

Ask for value for 
variable name (n) for 

all varables
if yes

no

All variable that 
package 

requires are set
if

update images 
and git repos in 

cluster
yes

GitOps tool sees 
updates and makes 
changes in cluster

Updated Package 
Deploys

update images 
and git repos in 

cluster

GitOps tool sees 
updates and makes 
changes in cluster

Updated Package 
Deploys

yes

Constants: 
predefined not 
prompted, 
expected to be 
set in package

Deployment 
Variables: dynamic 
information that 
may change based 
on environment (ex. 
domain names, 
secrets, certificates)

Package Variables:
info that may be copied 
inside package definition 
multiple times or across 
components (ex. image tag) 
prompted on package 
create

Template: Any file that has 
a deployment variable, 
constant, or package 
variable in it. not intended 
to be deployed in raw form, 
must be processed by Zarf 
then deployed >> Package 
create or Package deploy

Scenario 
Conditions: 1 Zarf 
installed 2. all files 
correctly written 
3. correct file 
structure Zarf Package 

create [package 
name] -- set

Need to create Zarf 
package (tar.zst)

Create 
Package

Zarf Package 
create [package 

name]

All variable that 
package 

requires are set
If

CLI displays package 
and asks if you want 

to create (y/N)
yes Create package 

(tar.zst)
if yes

Ask for value for variable 
names (n) for all 

variables
All 
variables 
must have 
value

All 
variables
required

All variable that 
package 

requires are set
If

CLI displays package 
and asks if you want 

to create (y/N)
yes Create package 

(tar.zst)
if yes

N
o

Why is deploy 
flow 
backwards 
from create? 
do it matter?

Factor that 
determines if y/n 
is default is if it is 
a destructive 
action

Should 
default 
be no?

Security: 
downloading a 
file could be 
destructive 
(risk)

Security: deploying 
is destructive 
because it could 
bring down cluster 
or remove other 
capabilities (zero 
trust)

Deploy Time Variables Flow
User Types: Package builder

New Definitions


