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Hello.
Welcome to my ongoing therapy session



Things we know are true but do not do

1.

The people who do the work should
determine how the work is done.

Revisit governance frequently, remove
when no longer needed.

. The software factory requires

maintenance just like areal factory.
(Automation, tech debt.)

. Switch to product management (also:

developers are your customers).

. Beware “change or die.”

. Sellers want you to buy new things,

whether you need them or not.

. If the technology is socomplex, why use

it?

8. If it’s not working, have you tried
following the directions?

9. Be alate adopter. )Be OK with being
“slow.”)

10. Use small batch thinking to be a learning
organization.

11. Change in large organizations requires
tops down re-engineering.

12. To change, you must slowly build up trust
and word-of-mouth.

13. Focus on outcomes over activities

14. Make sure your customer is a human, not
a dashboard.



DevOps is

——— like
U flossing...
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...and,
I’'m a recovering
thought-leader




How its started.
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How it’s going.
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DevOps Is Dead. Embrace Platform
Engineering

Platforms provide golden paths, with recommended tools and best security practices built in,
reducing cognitive load while preserving developer freedom.

Sep 22nd, 2022 7:10am by Aeris Stewart

!?)o(:f.’:w B Would your organization seek an I HAVE AN OPINION
second poll. It's alternative if the open source license for
fast. And it's fun! software it uses becomes significantly We'd fove to hear what you think

more restrictive?

Yes. We require an open s
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“I know my price Because |
developed my identity outside of
work, there’s a cost that if work
cutsintoit - if it ever costs me a
larger part of my identity and my
life | know it’s not worth it.”
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PASSIVE INT (INVESTIGATION)

PASSIVE WIS (INSIGHT)

Darkvision 60 ft.

ARMOR
Light Armor, Medium Armor,
Shields

WEAPONS

Crossbow, hand, Firearms
(Optional rule at DM discretion),
Longbow, Longsword,
Shortsword, Simple Weapons

TOOLS

Alchemist's Supplies, Custom
Tool 1, Playing Card Set,
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Error:
No Thoughts Found
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Things we know are true but do not do

1.

The people who do the work should
determine how the work is done.

Revisit governance frequently, remove
when no longer needed.

. The software factory requires

maintenance just like areal factory.
(Automation, tech debt.)

. Switch to product management (also:

developers are your customers).

. Beware “change or die.”

. Sellers want you to buy new things,

whether you need them or not.

. If the technology is socomplex, why use

it?

8. If it’s not working, have you tried
following the directions?

9. Be alate adopter. )Be OK with being
“slow.”)

10. Use small batch thinking to be a learning
organization.

11. Change in large organizations requires
tops down re-engineering.

12. To change, you must slowly build up trust
and word-of-mouth.

13. Focus on outcomes over activities

14. Make sure your customer is a human, not
a dashboard.
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|

The people who do the work
determine how the work is

done.



Leaders at the Genba

The boss made immediate changes once | put him on the line!
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Sources: *DevOps is Enterprise Wide,” Nigel Thurlow, DevOpsDays Dallas 2022.
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https://www.youtube.com/watch?v=tD6oyklMI_8
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CIl/CD, but for real this time



Traditional" Operations

B Hardware
B 0S Instal
B Config
W Upkeep

7 9 10 11 12
Weok ¥
(nrtp://radar.orcn"'y.co.'n/a.vtmves/zow/z0/opcramns-advanwgc.nzm1,'

Sources: “Operations is a competitive advantage. .. (Secret Sauce for Startups!)” Jesse Robins, Oct 2007.

25


http://radar.oreilly.com/2007/10/operations-is-a-competitive-ad.html

Accounts of deployment rates vary wildly

Deploy Monthly or Less

81%

65%

42%

26%

DORA (2022) CD Foundation (2023) Forrester (2021) Forrester (2022)

Sources: see “How’s DevOps been going?,” Coté, June 2023 for citations and links to sources. 26



https://newsletter.cote.io/p/hows-devops-been-going

Cl and CD usage, Z007
OCD mCI

Source: State of Agile Surveys, VersionOnesCollabNetrdigital.



https://newsletter.cote.io/p/hows-devops-been-going
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Beware “change or die”

Or, your business likely won’t be “disrupted” if you just avoid being dumb
shit & instead be smart We forget all the startups that failed.

30



“Software is
eating the
world.”

“It is not necessary
to change. Survival
is not mandatory™”

* “Survival is optional. No one has to change,” according to Clare Crawford-Mason via Mark Graban.



https://www.leanblog.org/2013/02/dont-threaten-people-with-this-deming-quote/

S&P 500 Churn Over the Past Decade

Sample companies that have entered and exited the index since 2002

Entered the index:
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Sources: Innosight’s Corporate Longevity Forecast, 2014 to 2021.

Chart 1: Average company lifespan on S&P 500 Index in years
(rolling 7-year average)

1975

1985 1995 2005 2015

osight analysis based on public S&P 500 data sources. See endnote on methodology.
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https://www.innosight.com/insight/creative-destruction
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The future can take a long time

The cloud might seem like an old and boring idea, but it’s still only a quarter of enterprise workloads

Enterprise workloads in public cloud

B Today
M Expected in 3 years

i

Dec-14 Aug-15 Dec-15 Jun-16 Dec-16 Jun-17 Dec-17 Jun-18 Dec-18 Jun-19 Dec-19 Jun-20 Dec-20 Jun-21 Dec-21 Jun-22

Source: Goldman Sachs CIO Survey Benedict Evans —— February 2023 73

Sources: “Al and the automation of work,” Benedict Evans, July 2023.



https://www.ben-evans.com/benedictevans/2023/7/2/working-with-ai
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Be a late adopter

Or, be OK with taking a long time
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...there’s a difference between being late adopter and being stubborn
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Foreword by Martin Fe
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Starting and Scaling DevOps
in the Enterprise

Gary Gruver
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Which teams in your organization own the operation

What benefits has your organization realized from operating Kubernetes?

sse all that apply} of your Kubernetes infrastructure?

50%
s g 59%
Improved resource utilization i Infrastructure/IT Ops team
®
56%
36% Devops®
Eased application upgrades and maintenance 49%
48%

36% Platform or cloud architecture
42%
Enabled the process of moving to the cloud 39%
%
42% Development team

Increase efficiency of hybrid model

Security

Shortened software development cycles Site Reliability Engineering (SRE)

Application Owner

Containerized monolithic applications

C-level executive (ClO. CTO. etc.) _ n%

educed public cloud costs
o h - e

Source; State of Kubernetes 2022, UMuar 2020 ®=2021 ®2022 m2023

Source: State of Kubernetes 2023, VMware - analysis by Coté. 38



https://tanzu.vmware.com/content/ebooks/stateofkubernetes-2023?utm_source=cote&utm_campaign=devrel&utm_content=IncrativeOps&utm_medium=presentation
https://tanzu.vmware.com/content/blog/state-of-kubernetes-2023-developer-benefits?utm_source=cote&utm_campaign=devrel&utm_content=IncrativeOps&utm_medium=presentation

THE APP STACK

Workloads / Apps

Provisioning Data Obsarvability
Straaming / App Templates
App Messaging
Automation
Statefu /
- Stateless

Configuration

Management and Orchestration

estration
Scheduling

API Gateway Service Mesh

Monitoring

. Service
Sarvice Proxy
Registrias Discovery

Security

Comphance

Source: Torsten Volk, ESG, 2023


https://www.enterprisemanagement.com/about/team/Torsten_Volk.php

CNUF Cloud Natwe Landscape
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https://landscape.cncf.io/

2014 2017 2021

“How do [we| change “Kubernetes is a platform “The initial experience, that
things up — how do we for building platforms. It’s ‘wall of yaml,” as we like to
shake the snow globe in a a better place to start; not say, when you configure your
way that may not be all the endgame.” first application can be alittle
about Google, but at least bit daunting. And, I’'m sorry
gives Google a fighting about that. We never really
chance to be able to start intended folks to interact
grabbing some of these directly with that subsystem.
customers, and to start It’s more or less developed a
being that balance against life of its own over time.”

the dominance that AWS

el CnEul Joe Beda Kelsey Hightower Craig McLuckie

Sources: Kubernetes documentary, X/Twitter, SpringOne 2021. ol



https://thenewstack.io/a-kubernetes-documentary-shares-googles-open-source-story/
https://twitter.com/kelseyhightower/status/935252923721793536
https://www.youtube.com/watch?v=2Qhj5u2bct0&t=494s
https://thenewstack.io/a-kubernetes-documentary-shares-googles-open-source-story/
https://twitter.com/kelseyhightower/status/935252923721793536
https://www.youtube.com/watch?v=2Qhj5u2bct0&t=494s

USAF AOC apps released, cumulative
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Sources “From O to 1000 Apps: The First Year of Cloud Foundry at The Home Depot,” Anthony McCulley, The Home Depot, Aug 2016; *“Cloud
Native at The Home Depot, with Tony McCulley,” Pivotal Conversations 7+45; USAF presentations and write-ups.

42


http://bit.ly/2EaaVSW
http://bit.ly/2EaiQQm
http://bit.ly/2EaiQQm
https://speakerdeck.com/cote/the-agile-warfighter-creating-better-software-in-defense?slide=19
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To change, slowly
build up trust and
word-of-mouth.

(Among many other things) " G E
. m




A SENSE OF URGENCY

INSTTUTE

AGUIDING COALITION

SUSTAIN THEZBI FORM
ACCELERATION b }0}007’ Mﬁ%g A STRATEGIC VISION

GENERATE ENLIST

SHORT-TERM WINS AVOLUNTEER ARMY

ACTION BY REMOVING
BARRIERS

The Three Phases of Transition

NEW
BEGINNING|

Creating a vision 0,8- . Moving On
Things will make this o
Purpose = L
P Denial D
0 I.

Planning

Managing stress 1 have some
ideas of whae

Motivating others 1cndo

Acting Problem Solving

Optimism

Frustration
Confusion Coaching can reduce o
the disruption timMe e **

-~ ruption = ..
- .':. - —

NEUTRAL ZONE Risk taking
Stives Control

Loss of control Creativity

Overload, Mixed Signals, Discomfort,
Impatience, Anxiety, High/Low
Motivation, Absenteeism,

Old Resentments : Y itgs:/rwen focebook comy Thinkingof.eanvingTeaching!

~

Morale, Energy and Motivation

Bridges Transition Model Kibler-Ross Change Curve

Pictures: PDCA from Wikipedia, Kotterinc.com; Bridges from Global Leadership Foundation, Kubler-Ross from
ex-teachers.uk.



https://globalleadershipfoundation.com/transition-we-share/
https://ex-teachers.uk/people-who-can-help-you/the-change-curve/
https://ex-teachers.uk/people-who-can-help-you/the-change-curve/

Factors that are important to employees
versus what employers think is important

Employer views productivity Word

» Employers seem to overlook the relational elements
that are key drivers for why employees are leaving,

More important
to employees than

As important
to employees as
employers think

9

such as lack of belonging or feeling valued at work. employers appreciate

+2 Valued by
organization

Most L

important Valued by

manager
g °

Work—life
balance
L]

(]
Sense of belonging

Potential for Unmanageable
advancement workload
®  Feel
engaged
by work _ / Paor
e , health
Care for family

Having caring
and trusting
teamma!es.

Somewhat
important

Flexible work schedule s
Employees

C ot evelopment

Safe environment Deve (:}"W n
opportunities
Doing meaningful work

Abiity to remotely Poached

autonomously :

e by another

company
Less 2

important

Living in a Starting a
desirable location business
L}

=1 +2
Less Somewhat Most
important important important
Employers
Note: Standardized scores are reported for both employee and employer perspectives. Employees were asked to respond to the following question: To what
extent did the following factors impact your decision to leave your last job? (Not at all, slightly, moderately, very much, extremely); employers were asked to

respond to the following question: Why do you think employees are choosing to leave your organization now? {select all that apply)
"Includes clients, customers, patients, and students.

McKinsey
& Company

INDIVIDUAL
One
person

*Developer *Code
satisfaction review
*Retention' velocity

*Satisfaction
with code
reviews
assigned

*Perception of
code reviews

*Number
of code
reviews
completed
*Coding time
*3 Commits
*Lines of
codel

*Code review
score (quality or
thoughtfulness)

*PR merge times

*Quality of
meetings!

*Knowledge
sharing,
discoverability
(quality of
documentation)

*Code review
timing

*Produc-
tivity
perception

*Lack of
inter-
ruptions

TEAM OR
GROUP
People
that work
together

*Developer *Code
satisfaction review
*Retention’ velacity
*Story points
shipped’

*3 Story
points
completed!

*PR merge times

*Quality of
meetings!

*Knowledge
sharing or
discoverability
[quality of
documentation)

*Code review
timing
*Handoffs

SYSTEM
End-to-
end work
through
asystem
(ke a
devel-
opment
pipeline)

*Satisfaction *Code review
with velacity
engineering *Code review
system (e.g. Clf  (acceptance
CD pipeline] rate]

*Customer
satisfaction

*Reliability
(uptime)

*Frequency
of deploy-
ments

*Knowledge
sharing,
discoverability
(quality of
documentation]

*Code review
timing

*Velocityl
flow
through the
system

1 Use these metrics with {even more] caution — they can proxy more things.

acmeuzue| Jenuary-february 2221 14

Source: ”*Great Attrition’ or ‘Great Attraction’? The choice is yours,” Aaron De Smet, Bonnie Dowling, Marino Mugayar-Baldocchi, Bill Schaninger, McKinsey, Sep 2021.
“The SPACE of Developer Productivity,” Nicole Forsgren, Margaret-Anne Storey, Chandra Maddila, Thomas Zimmermann, Brian Houck, and Jenna Butler, 2021.



https://www.mckinsey.com/business-functions/organization/our-insights/great-attrition-or-great-attraction-the-choice-is-yours
https://queue.acm.org/detail.cfm?id=3454124

8 § § Focus on ways of workin
Organizational Learning J .

: |

w4
EXPO 2

@ CompoZed
Procut Segiesriog E5p0

o April 11th & 12th 2017

§~ DUKE - i
> ENERGY. Developer centric platform
Internal Resources Feedback
+  Soclal Intranet
*  GitHub Pages + Internal Rating Portal with 5-Star
Rating and Net Promoter Scere
+ Follow Up meetings after go lives
PURPOSE Developer Trainings Communication

cedes Benz specific * Support via Mattermost, Teams.

training for Cloud .ﬂ and amail

INNOVATION CENTER Foundry and K8s 5 * Re

AT OPTIMIST HALL «  Udemy Business -
- Developer warkshops and

G U'DE TO deepdives
CHALLENGING EVERYTHING

@ VERSION 1.0

COLLABORATIVE

Consulting

*  Weekly consulting and QnA
Session

* App cloud readiness scan

+  App transformation consulting

Sources: BT Canvas team; MB.io; Duke Energy; Allstate; "Take DevOps to 11 and Sprinkle Cloud on it with Rainbows and Unicorns,” Matt Curry, slp 2017. “Improve
Developer Productivity with Platform as a Product,” VMware Explore, Nov. 2022.

Mercorles Renz Improning Davelaper Srccactulty with Flattarm az a Produz: | Vercedes-3en: 17
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https://www.mercedes-benz.io/who-we-are/
https://www.youtube.com/watch?v=_FRaAC-smqI
https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW?utm_source=cote&utm_campaign=devrel&utm_content=platstrat2023&utm_medium=presentation
https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW?utm_source=cote&utm_campaign=devrel&utm_content=platstrat2023&utm_medium=presentation
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Make sure your customer is a
human, not a dashboard.

Or, “obligatory platform engineering comment”



“We are building this
platform not for us, we are
building it for Mercedes-

Benz developers.”

Thomas Miller, Mercedes-Benz



https://www.youtube.com/watch?v=gqKr-lK2Yyg

Find the Developer Toil, Confusion, Blockers

Find the Developer Toil, Confusion, Blockers

Sources:

What are we making?

We have a strong vision for our product, and we’re doing important
work together every day to fulfill that vision.

I have the context | need to confidently make changes while

I’'m working.

| am proud of the work | have delivered so far for our product.

| am learning things that | look forward to applying to future products.

My workstation seems to disappear out from under me while I'm
working.

I’s easy to get my workstation into the state | need to develop
our product.

What aspect of our workstation setup is painful?

I’s easy to run our software on my workstation while I’'m
developingit.

| can boot our software up into the state | need with minimal effort.

What aspect of running our software locally is painful? What could we
do to make it less painful?

I’s easy to run our test suites and to author new ones.

Tests are a stable, reliable, seamless part of my workflow.

Test failures give me the feedback | need on the code | am writing.
What aspect of production support is painful?

product managers.

We collaborate well with the teams whose software we
integrate with.

When necessary, it is within my power to request timely changes
from other teams.

I have the resources | need to test and code confidently against
other teams’ integration points.

What aspect of integrating with other teams is painful?

I’'m rarely impacted by breaking changes from other tracks of
work.

We almost always catch broken tests and code before they’re
merged in.

What aspect of committing changes is painful?

Our release process (Cl/CD) from source control to our story
acceptance environment is fully automated.

If the release process (Cl/CD) fails, I’'m confident something is truly
wrong, and | know I’'ll be able to track down the problem.

What aspect of our release process (Cl/CD) is painful?

Our team releases new versions of our software as often as the
business needs us to.

We are meeting our service-level agreements with a minimum of
unplanned work.

When something is wrong in production, we reproduce and solve the

problem in a lower environment.

“Developer Toil: The Hidden Tech Debt,” Susie Forbath, Tyson McNulty, and Coté, August, 2022. See also Michael Galloway’s interview questions for platform



https://tanzu.vmware.com/content/white-papers/developer-toil-the-hidden-tech-debt?utm_source=cote&utm_campaign=devrel&utm_content=platstrat2023&utm_medium=presentation
https://github.com/cncf/tag-app-delivery/issues/282
https://github.com/cncf/tag-app-delivery/issues/282

DevOps is
like . ,
flossing..
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Thanks!

A https://newsletter.cote.io

"l cotem@vmware.com P EEES



https://cote.io/platform/
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