
Beyond the nonsense of digital transformation
Gaining strategic advantage in the digital age

October, 2018
@cote

http://cote.coffee/bettersoftware

1



Pivotal: transforming how the world builds software

Learn continuously 
with a focus on 

customer business 
outcomes

Focus on developer 
productivity

Any Workload, Every Cloud, 
One Secure Platform

Practice discipline, rigor, 
open to critique
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Enterprises are transforming with Pivotal
AUTO & TRANSPORTATION INDUSTRIAL & BUSINESS SVCS.

HEALTHCARE & INSURANCE

FINANCIAL SERVICES

TECHNOLOGY & MEDIA CONSUMER & COMMUNICATIONS



“Digital transformation” == creating better software

50% B2B customer 
engagement, shipped in 6 
months vs. 18.

Idea to production In 
2 days; fix production 
incidents in 2 hours.

Small teams deploying to 
production in minutes, not 
days.

Sources: Crafting your cloud-native strategy, Coté, 2017; Air Force story; Mojgan Lefebvre, Liberty Mutual, June, 2017; Interview with Orange’s Xavier Perret, 2017;
"A Unifying Foundation for the Customer Journey at Mercedes-Benz," BuiltToAdapt, Apr 2018; Allianz interview, Sep 2016.

Modernized app, rolled 
out 20 countries in 5 
months

40% policy strike rate, 
vs. 20% industry 
average.
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40%+ productivity/cost, 
rebooted member facing 
app.

https://content.pivotal.io/ebooks/crafting-your-cloud-native-strategy
https://www.washingtonpost.com/news/checkpoint/wp/2017/07/19/the-pentagon-has-tried-to-get-silicon-valley-on-its-side-for-years-now-its-part-of-the-air-war-against-isis/?utm_term=.d059aec05cb8
https://www.youtube.com/watch?v=r4bJ8DUe8r4&feature=youtu.be&t=12m29s
https://content.pivotal.io/podcasts/going-cloud-native-at-orange-france-ep-53
https://builttoadapt.io/a-unifying-foundation-for-the-customer-journey-at-mercedes-benz-fc8f8877816b
https://www.computerworlduk.com/it-management/how-connected-self-driving-cars-have-transformed-volvos-it-strategy-3646763/


Three forces driving digital transformation

Competitors 

new & old

New capabilities 

& 

business models

Aging IT

&

technical debt 
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Service Delivery → Product Delivery

6
Sources: BMC’s ITIL® Processes & Best Practices documents, 2011 to 2016; "Sky is the Limit for Cloud Foundry at AirFrance-KLM," Nathan Wattimena & Fabien Lebrere, 
AirFrance-KLM, Oct. 2018.; “Why Change? Small batch thinking,” Coté, Sep. 2018.

ITIL%C2%AE%20Processes%20&%20Best%20Practices
https://www.youtube.com/watch?v=FPs5EVVAg4c&list=PLhuMOCWn4P9ivmL2suycVIg-ySW_Vw4Rl&index=43&t=0s
https://medium.com/@cote/why-change-d671b00a3113


From 37% availability to $440m in back taxes

! User-centric, small batch

! Only 37% of calls answered, 
shrinking budgets

! From 2 year to 9 week 
releases

! 2m+ users paid $440m in 
taxes
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Sources: “‘Your IRS Wait Time is 3 Hours’ - Is Lean Possible in Government?”, Emily Price, Pivotal, April 2017; “Agile 
Transformation is Product Management,” podcast, Oct 2017; “Minimum Viable Taxes: Lessons learned building an MVP inside 
the IRS,” slides, Andrea Schneider & Lauren Gilchrist, 2015. See another write-up.

Before After

https://builttoadapt.io/your-irs-wait-time-is-3-hours-is-lean-possible-in-government-b701c60d74cf
https://www.thisisproductmanagement.com/episodes/agile-transformation/
https://www.youtube.com/watch?v=S_-38Eia2cA
https://medium.com/@cote/cloud-native-works-in-government-the-irs-us-air-force-and-contractors-7ed85a77a278


Functional organizations are a poor fit for product delivery

! Optimized for cost & 
repeatability

! Requires coordination 
overhead

! Locally optimized

! Elusive responsibly for final 
outcome

! Often lacks design & product 
management
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ENTERPRISE 
ARCH DEV INFRA

MIDDLEWARE 
&

APPDEV
DATA

Ent Arch

Proj Mgmt

Biz An

Developer Srv Build

Cap Plan

Network

Ops

Mid. Eng.

Client SW Dev

Svc Govern

SW Arch

SW Dev

Data Arch

DBA

Change Control

Source: “DevOps Who Does What,” Cornelia Davis, June 2017.

https://www.youtube.com/watch?v=kpuJSpp3hhA


Product centric, balanced teams

Desirable
“What pains exist today for the 
user? How might we solve those 
pains? Are they able to use the 
system effectively? Will they adopt 
this product?

Viable
“By solving these specific user 
problems with these specific 
solutions, are we creating valuable 
business outcomes? How might we 
measure those outcomes?

Feasible
“What are the technical 
complexities necessary to satisfy 
the project and product goals 
best? How can we build a system 
that will respond well to change?

Product

Design
Will users like this?

Development
Can we build this?

Product 
Management

Will this help the 
business?

© Copyright 2018 Pivotal Software, Inc. All rights reserved.



From coding 20% of the time coding to coding 90% of the time

An agile methodology, proven 
over 25+ years:

! Balanced teams w/all roles 
needed, dedicated to the 
product

! Paired programming, & 
beyond

! Test-driven Development

! Short iterations

! Continuous Integration & 
Continuous Delivery
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Source: “Don’t Forget People and Process in Your Digital Transformation,” Allstate case study, March, 2017. Sources: VW.

https://thenewstack.io/dont-forget-people-process-digital-transformation/
https://www.youtube.com/watch?v=GhPSIQFY6O0


Closer to a product organization…
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Mobile
payments

Mortgage 
application

Mortgage 
approval

Bill pay Transfers



Standardize & automate with a build pipeline
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Sources: “Speed Thrills: How to Harness the Power of CI/CD for Your Development Team,” Ben Kamysz & Jared Ruckle, Pivotal, Aug 2017. 
CI/CD estimate based on the “The 12th Annual State of Agile Report” (2018) and  “Survey Analysis: Agile Now at the Tipping Point - Here's 
How to Succeed,” Mike West, Gartner, June 2017, see also estimates from 2015.

(<= 5 days)

https://content.pivotal.io/white-papers/speed-thrills-how-to-harness-the-power-of-ci-cd-for-your-development-team
http://stateofagile.versionone.com/
https://www.gartner.com/doc/3739117/survey-analysis-agile-tipping-point
https://www.slideshare.net/cote/day-of-the-donkey-october-edition/23
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OPERATIONS
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Release 
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Source: "Adopting PCF At An Automobile Manufacturer," Thomas Seibert and Gregor Zurowski, s1p 2017.

Removing release management waste
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https://www.youtube.com/watch?v=5WOvhnrMr4M


How T-Mobile went from 7 months to update software, to same day 
deployments
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Platform Engineers



Platform as a product (aka SRE)

Functions
! Removes toil with automation & programming

! Stands up & manages the platform

! Creates shared services/middleware/etc.

! Consults with initial projects

Staffing
! T-Mobile USA: 8 ops to 300 developers, 11k 

containers

! Dick’s Sporting Goods: 6 ops to 120 devs.
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!

Platform Engineers

!



Building a Banking as a Service platform at Scotiabank

! “At the center of that 
platform is Pivotal Cloud 
Platform”

! 29 teams, with 21 in 
production

! Used in 4 countries

! 3,000+ deploys a month

20Source: Ranji Narine at SpringOne Platform 2017, Dec 2017.

https://www.youtube.com/watch?v=5wokS2VySoQ
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23Source: s1p , Sep 2018.

We believe that we need to 
reimagine banking to make 
banking simple, seamless, 
as well as invisible to allow 
our customers to live more 
bank less.”

Siew Choo Soh, DBS Bank

“

https://www.youtube.com/watch?v=McV0Q5GY-fM&feature=youtu.be&t=2m20s
https://www.youtube.com/watch?v=McV0Q5GY-fM&feature=youtu.be&t=2m20s


24Source: Presentation at SpringOne Platform, Sep 2018.

The promise we 
made to our 
developers is that 
life will get simpler.”

Vincent Oostindië, Rabobank

“

https://twitter.com/pivotal/status/1045300229350871040


Building trust with leadership
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Transformational 
Leadership

Personal Recognition

Supportive Leadership

Intellectual Stimulation

Inspirational Communication

Vision

Test and Deployment Automation

Continuous Integration

Trunk-based Development

Shifting Left on Security

Loosely Coupled Architecture

Empowered Teams

Lean Product 
Management

Team Experimentation

Working in small batches

Gathering and 
Implementing Customer 

Feedback

Continuous 
Delivery

IT
Performance

Deployment 
Plan

Organizational 
Performance

Non-commercial
Performance

( – )

2016

Source: “2017 DevOps Report,” Puppet, DORA, et.al., July, 2017; Accelerate, Nicole Forsgren, Jez Humble, & Gene Kim, 2018; 
Leading Change, John P. Kotter, 2012

https://puppet.com/resources/whitepaper/state-of-devops-report


Small batch management

! Driving & explaining strategy 

! Creating & championing teams

! Nurturing an innovation culture

! Transform the org. chart

! Facilities & policy changes

! Align HR & finance

! Manage scaling change

! Fight Eeyores & corporate back-
stabbers
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Executive sponsorship for 
us was absolutely critical. 
Without that we could not 
have gotten anywhere 
that we needed to be.”

Source: Leading Change, John P. Kotter, 2012;  “Navigating the Sea of ’No’s,’” John Osborn, GAIC, Dec 2017; Leading Change, John P. Kotter, 2012; "Disruption from 
Within,” Thomas Squeo, West Corporation, May, 2018; “Zero to 12 Million,” Brendan Aye, T-Mobile USA, s1p, Dec 2017.

“

(USA)

https://www.youtube.com/watch?v=3mahpbr7ios
https://www.youtube.com/watch?v=AUbZWaezOVk


Changing is often too hard, so create a new organization

! CompoZed Labs now 
handles 40% of Allstate’s 
software development

! Road-side assistance app 
delivered in 6 months

o 25k rescues/month

o 30 minute wait to 15

o +$10m, +$100m planned
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Sources: Andy Zitney;  “Don’t Forget People and Process in Your Digital Transformation,” Allstate case study, March, 2017; "How 
Insurance Giant Allstate Is Using Cloud Tech to Build New Businesses,” Barb Darrow, June, 2017; "Allstate Technology Chief 
Develops The Uber Of Roadside Assistance,” Perer High, Oct, 2017.

https://www.youtube.com/watch?v=04QFKBt6LCI&feature=youtu.be&t=2m01s
https://thenewstack.io/dont-forget-people-process-digital-transformation/
https://finance.yahoo.com/news/insurance-giant-allstate-using-cloud-131030038.html
https://www.forbes.com/sites/peterhigh/2017/10/23/allstate-technology-chief-develops-the-uber-of-roadside-assistance/


Starting: “pilot low-risk apps, and ramp-up.”
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Sources: Home Depot meetup, Oct 2015; Humana at CF Summit 2015; “Getting started,” Coté, Oct 2016; Comcast’s Christopher 
Tretina at SP1 2016; “Cloud-Native at Home Depot, With Tony McCulley”; "Bottom Up Enterprise Transformation," Kyle Campos, CSAA 
Insurance, CF Summit EU, Oct 2017. Number of AI’s equates to ~130 apps composed on ~900 services. 

H
A

R
D

LESS IMPORTANT

IMPORTANT

EA
SY

https://www.youtube.com/watch?v=Bl0oH0UdJPM
https://www.youtube.com/watch?v=xL-icG1tfcA&index=36&list=PLhuMOCWn4P9g-UMN5nzDiw78zgf5rJ4gR
https://medium.com/@cote/getting-started-picking-your-first-cloud-native-projects-or-every-digital-transformation-starts-d0b1295f3712
https://www.youtube.com/watch?v=yX5U4H6bc98&feature=youtu.be&t=8m15s
https://content.pivotal.io/podcasts/045-cloud-native-at-home-depot-with-tony-mcculley
https://www.youtube.com/watch?v=eXqYGLE5VdA
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Internal marketing:
Everything, frequently

Sources: Pivotal customers; “The Need For Speed: Drive Velocity And Quality With DevOps,” Robert Stroud & Eveline Oehrlich, 
Forrester, Feb 2017

https://www.forrester.com/report/The+Need+For+Speed+Drive+Velocity+And+Quality+With+DevOps/-/E-RES118424


Source: "Leap of Agile Faith,” Mojgan Lefebvre, SVP & Chief Information Officer, Global Specialty, Liberty Mutual Insurance, June, 2017.

A new business in 6 months, doubling avg. sales rate
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https://youtu.be/r4bJ8DUe8r4?t=13m46s
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“We are uncovering better ways of 
developing software by doing it and 

helping others do it.”
- The Agile Manifesto, 2001

@cote | cote@pivotal.io

http://cote.coffee/bettersoftware/

http://www.agilemanifesto.org/
http://cote.coffee/bettersoftware/

