Creating a DevOps™* culture,
whatever that means

Nov, 2018
@cote

* Disclaimer: | don’t really know what to call “doing all the things and using all the tools that result in better software” so | just say “DevOps,” which is much
shorter than “doing all the things and using all the tools that result in better software,” less cheesy than “digital transformation,” and seems to be what people
want to hear anyway.


https://www.meetup.com/singasug/events/255707582/

Pivotal: transforming how the world builds software
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Enterprises are transforming with Pivotal
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“As Is”
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Intriguing.
But how?
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L Executive sponsorship for
us was absolutely critical.
Without that we could not
have gotten anywhere that

we needed to be.”
Brendan Aye

‘* - -Mobile-

(USA)

Source: “Zero to 12 Million,” Brendan Aye, T-Mobile USA, s1p, Dec 2017.


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

“The Business”

IT Leadership, EAs, etc.

Product teams
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Move from projects to products
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Plvotql 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

What even is
“culture”?

@
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Pathological (power-oriented) Bureaucratic (rule-oriented) Generative (performance-oriented)

Low cooperation Modest cooperation High cooperation

Messengers shot Messengers neglected Messengers trained
Responsibilities shirked Narrow responsibilities Risks are shared
Bridging discouraged Bridging tolerated Bridging encouraged
Failure leads to scapegoating Failure leads to justice Failure leads to enquiry

Novelty crushed Novelty leads to problems  Novelty implemented

Pivotal Source: , Forsgren, Humble, Kim, 2018.


https://www.goodreads.com/book/show/35747076-accelerate

Pivotal

“Culture can be seen in the norms
and values that characterize a
group or organization that is,
organizational culture is a system of
shared values and norms that
define appropriate attitudes and
behaviors for its members.”

“[Culture is] a pattern of shared tacit

assumptions that was learned by a
group as it solved its problems of
external adaptation and internal
integration, that has worked well
enough to be considered valid and,
therefore, to be taught to new

members as the correct way to
perceive, think, and feel in relation
to those problems.”

Source: Winning Through Innovation, O'Reilly and Tushman, 2002; The Corporate Culture Survival Guide, Edgar Schein, 1999.
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https://books.google.nl/books?id=42oy5oKR4g0C&lpg=PT98&dq=%22Culture%20can%20be%20seen%20in%20the%20norms%20and%20values%20that%20characterize%20a%20group%20or%20organization,%22%20O'Reilly%20and%20Tushman&pg=PT98
https://www.goodreads.com/book/show/341189.The_Corporate_Culture_Survival_Guide

How we do things around here.
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Beyond 10 ways to make coffee: leadership’s role

Create a culture of innovation, risk
taking, and focusing on people
(“users”)

Give product teams autonomy, trust,
and voice

Establish trust by doing what you
say, delegating, and celebrating
faitarelearning.

Feedback loop: surveys (ENPS),
silence, churn, results.

Giving feedback: OKRs, praising
process & stories, not just schedule

PlVthI More in work-in-progress book on Leading Digital Transformation, see the culture section.
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https://medium.com/@cote/beyond-digital-transformation-bs-improving-your-organization-by-fixing-your-software-strategy-7544f9f2c0c
https://docs.google.com/document/d/1FOQSJgCUTL6s5RdCIEe1W0JBDVfxV8hh-cVR9QMPN1A/edit
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People are:

Innovative
Risk takers

People-centric
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Leaders give them:
* Autonomy
* Trust

e Voice
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that 'when you build it you
also run it,” you cannot do

that stuff, and by the way |
somebody else can aIsoI

Vincent Oostindié, Eabqbank

u_

Source: Presentation at SpringOne Platform, Sep 2018. 16


https://twitter.com/pivotal/status/1045300229350871040
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Cloud Foundry-

Application Code &

Frameworks
Buildpacks | Spring Boot | Spring
Cloud | Steeltoe
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>cf push >kubectl run serVice

Open Service Broker API ‘.‘.
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Leader tactics:

Delegate
Celebrate failure

Give feedback
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For Kids

Instead of “You’ re so smart” or “You picked that up so quickly,” say “That
was a clever approach” or “I’ m proud of your persistence.”

Instead of “You’ re a natural” say “Practice is really making you better.”
Instead of “Did you win?” say “Did you give your best effort?”

Instead of “How was your day?” say “What did you learn today?” or “What
mistakes did you make that taught you something?”

Instead of “What do you want to do when you grow up?” say “What are your
plans for reaching your goals?”

Never let failure progress from an action to an identity.

Never label kids, e.g. “Jimmy is the artist” or “Susie is the computer geek.”

When a child doubts her ability, ask her to think of areas where she once had
low ability and now excels, or to recall a time when she saw someone learn

something or improve in ways no one thought possible.

Source: "The Agile Mindset - And Beyond," Linda Rising, 2012.
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https://www.youtube.com/watch?v=C13JC_YP2Q8

Pivotal
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But, how to scale?
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We hire people with the
required capabilities and pair
them up with the incumbents, =

across the organization. This ¥
is rooted in the simple belief
that in order to learn
something, you must
experience and practice it
rather than hear about it in a
classroom setting.”

Source: "In Control: Q&A With DBS CEO Piyush Gupta," Gordon Platt, 2018,


https://www.gfmag.com/magazine/october-2018/q-dbs-ceo-piyush-gupta

Internal marketing:
Everything, frequently

. Sources: Pivotal customers; “ Robert Stroud & Eveline Oehrlich,
PIVthI Forrester, Feb 2017


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

Sounds great!

But no one cares.



Un-motivated executives: focus on cost reductions

82% average reduction in ‘path to production’ time (from 84 days to 15 days)

Software Development Lifecycle S On-going Ops
T '
T 50 o ©

Provisioning Developing Releasing Operating (Day 2)
90% faster 37% more time coding 61% faster . 69% more efficient
E.g.: $4.80m/year Time-to-market  :  E.g.: $7.35m/year

90% time reduction 37% relative improvement in time 61% time reduction 69% time reduction

spent coding (from 56% to 77%)

87% process time reduction 82% process time reduction 74% process time reduction
— 21% absolute improvement in time . . N
Total time: from 65 to 6 days spent coding (from 56% to 77%) Total time: from 14 to 5 days * Total time: from 79 to 24 hours

Process time: from 81 to 11 hours Process time: from 115 to 21 hours Process time: from 34 to 9 hours

Notes 1: 2017 & 2018 Pivotal customer case studies. n=15. “Process Time” = hands-on work (vs. “total time” being the time to deliver).
P- t I Note 2: Averages are exclusive of highest and lowest measures.
Ivota Not 3: savings based on insurance co.’s strategy to move 17 app portfolio to Pivotal Cloud Foundry. Dev:ops ratios: 30:1 (insurance co.), 375:1 (Comcast), 62:1 (Northen Trust).
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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

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.
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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/

“If that crusty, old .Net
developer can do it, anyone
can,” transforming people

1. Most people are skeptical for good
reasons

2. They enjoy doing IT if it’'s rewarding

3. Volunteer based at first, building up
peer-to-peer marketing

4. Also, there’s plenty of more
comforting IT for grumpy people to

work on

Pivotal Source: “Navigating the Sea of 'No’s.” John Osborn,
GAIC, Dec 2017; Dealing with Grumps, Coté, May 2018.



https://www.youtube.com/watch?v=3mahpbr7ios
http://www.theregister.co.uk/2018/05/14/devops_change_barriers/

Pivotal

Things missing:

Transparency

Monitoring

* Recruiting

$ Comp.
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“We are uncovering better ways of
developing software by doing it and
helping others do it.”

- The Aqile Manifesto, 2001

http://cote.coffee/bettersoftware/

@cote | cote@pivotal.io
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http://www.agilemanifesto.org/
http://cote.coffee/bettersoftware/

