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Creating and Sustaining a Culture 
of Innovation

Or, “DevSecOps Culture“: Whatever That Means

@cote
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Coté
@cote | http://cote.io
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How do I focus on 
building apps that 
improve customer 
experience and 
improve how we do 
business?



30% of software projects are successful, 70% challenged or 
failing 

Have not made app 
improvements in 

1+ years

Too invested in 
legacy apps to 

change

Release apps 
twice a year or 

less

60%76%48%

Sources: 30% success rate based on 13 years of Standish Group studies, 2009 study and 2015 study; "Improving Customer Experience And Revenue Starts With The App Portfolio," Forrester Consulting, 
commissioned by VMware, March, 2020; CI estimate based on Forrester survey (2019), DZone CD reports (2014, 2015, 2016, 2017, 2019); release frequency from commissioned 2019 Forrester TEI study, “CEOs 
and Software,” Rymer & Hammond, Forrester, Jan 2019. Cf. State of Agile 2020.

https://www.swqual.com/verification_validation.html
https://www.infoq.com/articles/standish-chaos-2015/
https://www.vmware.com/cio-vantage/articles/customer-experience-starts-with-apps.html
https://www.forrester.com/report/The+Agile+Enterprise+Emphasizes+Practice+Over+Process/-/E-RES153338
http://www.dzone.com/research/guide-to-continuous-delivery
http://www.dzone.com/research/2015-guide-to-continuous-delivery
https://dzone.com/guides/continuous-delivery-3
https://dzone.com/guides/devops-continuous-delivery-and-automation
https://dzone.com/guides/devops-implementing-cultural-change
https://content.pivotal.io/blog/the-economics-of-cloud-native-go-much-deeper-than-sticker-price
https://go.forrester.com/blogs/ceos-and-software/
https://go.forrester.com/blogs/ceos-and-software/
https://explore.digital.ai/state-of-agile/14th-annual-state-of-agile-report
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Sources: Sophie Seiwald, Daimler, case study in The Business Bottleneck. Pic: pictavio.

https://twitter.com/seiwaldsophie
https://content.pivotal.io/ebooks/the-business-bottleneck?utm_source=cote&utm_medium=slides
https://pixabay.com/illustrations/ice-cream-van-mercedes-benz-auto-4749842/
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Sources: Sophie Seiwald, Daimler, case study in The Business Bottleneck. Pics: Luke Kanies.

https://twitter.com/seiwaldsophie
https://content.pivotal.io/ebooks/the-business-bottleneck?utm_source=cote&utm_medium=slides
https://medium.com/kanivan/managing-photos-on-a-two-month-trip-b2f9f18a0e7e
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🧐 What even is 
“culture”?
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Source: Accelerate, Forsgren, Humble, Kim, 2018.

https://www.goodreads.com/book/show/35747076-accelerate
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Sources: Winning Through Innovation, O'Reilly and Tushman, 2002;  The Corporate Culture Survival Guide, Edgar Schein, 1999.

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.”

“

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
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How we do things around here.
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People are:

• Innovative

• Risk takers

• People-centric



Touching washing machines, finding toilets
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Source: case study and further references in The Business Bottleneck.

https://content.pivotal.io/ebooks/the-business-bottleneck?utm_source=cote&utm_medium=deck
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Leaders give them:

• Autonomy

• Trust

• Voice
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Source: Pivotal Conversations #113, Sep 2018. Pic: Tyler Olson.

https://soundcloud.com/pivotalconversations/product-management-with-jonathan-sirlin-ep-113
https://www.shutterstock.com/image-photo/young-male-chef-using-digital-tablet-154354382
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🧐 But, how to scale?
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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


Further analysis of just high and 
elite performers shows the 
following use profiles:

• 46% - Communities of 
Practice, Grassroots, and PoCs

• 23% - Grassroots efforts and 
Communities of Practice 

• 22% - all by Big Bang and 
DOJOs, but inc. PoC but stall

• 9% Centers of Excellence, 
Communities of Practice, and 
Training Centers 

Start small & steady, expand by seeding & winning trust

Sources: "Accelerate State of DevOps 2019," DORA, August 2019; “From 0 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 #45; USAF presentations and write-ups.

https://cloud.google.com/blog/products/devops-sre/the-2019-accelerate-state-of-devops-elite-performance-productivity-and-scaling
http://bit.ly/2EaaVSW
http://bit.ly/2EaiQQm
https://speakerdeck.com/cote/the-agile-warfighter-creating-better-software-in-defense?slide=19
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Most of our software 
development is 
supporting legacy 
capabilities that are in-
house and don’t 
provide a competitive 
advantage, which is 
opposite of what I 
would want to have.”

CIO at US Retail Company

“ • 76% of executives said 
they are too invested in 
legacy applications to 
change.

• 69% of executives say 
high technical debt is very 
or extremely important to 
overcome to improve apps.

• 48% say it has been 
more than a year since they 
made improvements to 
their application portfolios.

Sources: “Improving Customer Experience And Revenue Starts With The App Portfolio,” Forrester Consulting, commissioned by 
VMware, March, 2020. Survey conducted July to Oct. 2019 with 614 respondents and six CIO/SVP interviews.

https://tanzu.vmware.com/content/content-library/to-recover-from-the-pandemic-automate-operations-to-free-budget-for-innovation
https://tanzu.vmware.com/content/content-library/to-recover-from-the-pandemic-automate-operations-to-free-budget-for-innovation


Cover w/ Image

Motivation: “If that crusty, 
old .Net developer can do 
it, anyone can.”

1. Money, gold stars, equity

2. Quality work

3. Flow

4. Quality of life

5. Open source contributions

6. Autonomy

7. Moving pixels on the screen (business 
outcomes)
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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/
http://www.theregister.co.uk/2018/05/14/devops_change_barriers/


Consulting, internal marketing, branding, etc.
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Sources: BT Canvas team; MB.io; Talanx; Duke Energy; Allstate; "Take DevOps to 11 and Sprinkle Cloud on it with Rainbows and Unicorns," Matt Curry, s1p 2017; customer discussions.

https://www.mercedes-benz.io/who-we-are/
https://www.youtube.com/watch?v=_FRaAC-smqI
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Are we achieving the non-IT 
goals we’re here for? (What 
even are those goals?)

1. Sales/workflow completion

2. Use

3. Costs – time, money

4. Cost per transaction

5. Customer experience and 
satisfaction

Are we doing it right? Does 
the software work? Can we 
troubleshoot & restore?

1. Deployment frequency

2. Lead time for changes

3. Time to restore service

4. Change failure rate

Also, SRE: latency, traffic, 
errors, saturation.

Are the executives building 
the right system?

1. Employee NPS (eNPS)

2. Staff belief in leaders, 
mission, and strategy

3. # of experiments, learning

4. Staff retention and churn 
rate

Use metrics to manage and build trust, focus

BusinessDevOps/Technical Culture

Source: see three part series on metrics for more and for sources.

https://cote.io/2020/12/07/measuring-digital-transformation-devops-metrics-click-bait-text-here/


26

Thanks!
http://cote.io | cotem@vmware.com | @cote

http://cote.io/
mailto:cotem@vmware.com
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- Skills, hiring

- Reluctance to change

- Scaling new roles

- Org. structure

- Budgeting

- Misaligned executives

- IT is still in the basement

- Compliance

- Stalled, incomplete platforms

- Overwhelming legacy 
portfolio

- Local optimization, no CI/CD

- ”We already do agile.”

Q&A Starters: all too common blockers

People Corporate Technical


