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Accounts of deployment rates vary wildly

Deploy Monthly or Less

81%

65%

42%

26%

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

vmware Sources: see “How's DevOps been going?,” Coté, June 2023 for citations and links to sources. 2
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https://newsletter.cote.io/p/hows-devops-been-going

What benefits has your organization realized from operating Kubernetes?
(Choose all that apply)

o
o
R®

59%

Improved resource utilization
58%

49%
48%

Eased application upgrades and maintenance

Enabled the process of moving to the cloud

37%
40%

Increase efficiency of hybrid model

Shortened software development cycles
46%

37%
36%

Containerized monolithic applications A

w
B
R*

Reduced public cloud costs

Source: State of Kubernetes 2022, UMuar m2020 m2021 m2022 ®m2023

Vmwa re® Source: State of Kubernetes survey, VMware, 2023. 3
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https://tanzu.vmware.com/content/ebooks/stateofkubernetes-2023?utm_source=cote&utm_campaign=devrel&utm_medium=web&utm_content=SREDayLondon2023

Hello, | am Coté.

work at vmware

More: https://cote.io

vmware

© VMware, Inc.




Lessons learned from supporting 1,500+ app

A Successful Developer Experience (1/2)

1. Customer Focus: Treat internal developers like clients
2. Build, nourish and embrace a community around your platforms
3. Focus on end-to-end & deliver an integrated experience
4. Culture is critical

CUSTOMER
5. Cloud Blueprints SRRy

6. Cloud Parties

7. Self-service everything

Build a customer-centre culture.

“15 Proven Techniques to Improve Customer Experience (CX)'

T — e 8log by Snigdha Patel on the revechat.com platform

Gaia Application Platform Speeds and Feeds

>1522 >206k

ication at JP Morgan Chase

A Successful Developer Experience (2/2)

8. Clear responsibility model, boundaries and platform contract

9. Operationally stable, reliable, and has well-defined SLOs

Product
What do we How well
build? does it work?

12. Enable innovation through managing risk Engineering
o
13. Automate, automate, automate!

14. Short time to Hello World!

Experience’

10. Inherently secure

11. Streamline tooling for CI/CD

15. Partner for success

Gaia Kubernetes Platform Speeds and Feeds

>100 ™ >700 TB

Production Container GLOBAL Memory
Applications Workloads CLUSTERS Capacity
Deployed
>331k 37 Pools ~15k >4000 >345  ~300
Running Memory 16 Data Centers Deployments SERVERS PRODUCTION OS REPAVES
/ 3 regions /Day SUPPORTED APPS PER DAY
vimmware Source: "Improving JPMorgan Chase's Developer Experience on the Cloud," Nadi Awad, July, 2022.
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https://www.youtube.com/watch?v=QOvBWlf7Cgg

Product and application teams

Documentation and search User Interfaces (Web Portals) neg
platform
interfaces =
Project and environment templates || APIs and CLIs @B=a
= - x >z «y; -
provide environments and 0@ G ARR-L L3 3
resources 2
(s /Mo data: 1de1}'11t1fy and scan artifacts fonTata
databases, S enforce policy bl et &
platform caches, v} users and services de]ivé ,~
capabilities 0@ A & €| buckets eov =2 a0k 16 Iy
infrastructure: A .ma ORAS Y A& 0
COmPpULE, g bind services store artifacts
network, queues, to workloads in registries and observe
storage brokers via secrets repos workloads

API Portal
App and Workflows Accelerators App Live View
Tanzu CLI and IDE Plugins Ul Plugins Self-hosted / SaaS
Tanz .
2 u ¢ Developer Productivity Tools
Application
Platform

Pipeline Service Build Service  Convention Service Security

Tools App Delivery

Supply Chain Choreography

Catalogs
Services Provisioning and Binding

Cloud Native Runtimes

Knative Runtime

Capability and service providers

vmware

© VMware, Inc.

’ Tanzu Kubernetes Grid / Any conformant K8s cluster ‘

l Hybrid Cloud Public Cloud Edge I

/:‘/'.\':\ ,:T’T_'\
A S &&

Google Cloud %

e
vmware vmware vmware aws /}E[]{\
P — S \.,\ ;)/’

pepdes

Cloud Foundation vSphere"

Sources: CNCF Platforms White Paper and Oct 2022 diagram draft; VMware Tanzu Application Platform.



https://tag-app-delivery.cncf.io/whitepapers/platforms/
https://blog.joshgav.com/posts/kubecon-platforms-review
https://tanzu.vmware.com/application-platform?utm_source=cote&utm_campaign=devrel&utm_content=SREDayLondon2023&utm_medium=presentation

Platforms == Internal Developer Portals + CaaS
..more or less...

Internal Developer Portals Unify Disparate Platform Capabilities

API Portal

App and Workflows Accelerators App Live View
Tanzu CLI and IDE Plugins Dev Tooling Ul Plugins Self-hosted / SaaS

Developer Productivity Tools

Q 3] %
Discover and Create Integrate and Deploy Operate and Improve Tanzu
Application
Platform

Search (Across IDEs/
Code, Docs, Development
Artifacts, Tools) @ Workspaces

Cl/cb Infrastructure Monitoring and Resource

< : A o T Pipeline Service Build Service Convention Service 0
Pipelines Automation Observability Utilization Sy

Tools App Delivery

Supply Chain Choreography

Cloud Native Runtimes

Toolbox With Catalog of
Links to Team- Software
Specific Tools Components

Security and
Compliance
Automation

Data API Life Cycle
Infrastructure Management

Resilience
Engineering

Catalogs
Services Provisioning and Binding

API/Other Templates
Technical to Speed Up
Documentation § Development

Roles and Environment Configuration Incident
Permissions Management Management Management

‘ Tanzu Kubernetes Grid / Any conformant K8s cluster

Hybrid Cloud Public Cloud
Internal Developer Portals Enable Self-Service Consumption of Foundational Platform Capabilities | yoria ~ou ublic Hlou

vmware wvmware vmware aws A 3

Cloud Foundation™  vSphere® VMware Cloud" SN—-~ Google Cloud
Source: Gartner on AWS

761445 C

Gartner’s IDP model VMware Tanzu Platform Model

vmware

© VMware, Inc Source: Gartner, Innovation Insight for Internal Developer Portals, By Manjunath Bhat, Mark O'Neill, Oleksandr Matvitskyy 1 February 2022.



https://tanzu.vmware.com/content/analyst-reports/innovation-insight-for-internal-developer-portals?utm_source=cote&utm_campaign=devrel&utm_content=platformtalk

“We are building this
platform not for us,

we are building it for
Mercedes-Benz
developers.”

Thomas Muller, Mercedes-Benz

vmware


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

- i TER
User-centered design gR‘CEN ED oss/%

ACTIVITIES:
User interviews

Ethnography
Define personas
Usability testing
Service Design
Ul / UX

Visual design

Desirable

Will this solve for
users’ problems?

Successful
product

Viable

Will this help
the business?

Feasible

Can we

build this? Lean Startup

<
Qi" ACTIVITIES:
OQ/
v

Agile / XP A Define product vision,

ACTIVITIES: /4’66 \R Stra‘tegy an.d roadmap

Test-driven development 'P/NG ot Define business model

Pair programming pROP Define minumum viable product

Evolutionary design Identify and test assumptions

Collective code ownership Release real product often

Retros Understand customers

Short interations Adjust direction based on data

Cl/CD Constrain resources and time
vimware .

© VMware, nc.  dources: “The Product Manager Playbook,” VMware Tanzu Labs.



https://tanzu.vmware.com/content/white-papers/vmware-tanzu-labs-product-manager-playbook?utm_source=cote&utm_campaign=devrel&utm_content=SREDayLondon2023&utm_medium=presentation

Transform the ops culture

Service Delivery

Platform Approach

KPls / OKRs based on customer

Success Measurement KPls / OKRs based on uptime / capacity

engagement and value
. . . Service reviews, roadmaps, feedback

Customer Interactions Reactive, be-spoke, repetitive loops, documentation
D dM t Manual ticket driven, built based on Automated, self-service platforms with

eman anagemen customer demand well defined products

. Creating champions within own customer
How to Scale Increasing FTE base
R _— Considered as Cost Considered as Experts
éputation and Bottle Neck that add Value
vmwa re Source: Darran Rice (formally at UBS) in “Improve Developer Productivity with Platform as a Product,” VMware Explore, Nov. 2022. 10
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https://event.vmware.com/flow/vmware/explore2022eu/content/page/catalog?search=DOSB2359EUR&tab.contentcatalogtabs=1627421929827001vRXW

———ep  Customer ———p

Design and analysis

., 5: Line of business

LT: 2 weeks
PT: 2 days
% C/A: /0%

Design approval Release planning
> and estimation
- 1: Line of business Backlog ~ 3: PMO
(120 items)
LT: 1 week LT: 3 weeks

PT: 2 hours
% C/A: 60%

PT: 1 hour
% C/A: 60%

Ready for
development
(20 items)

Development and
testing, including

test automation
~.10: Engineering

LT: 1 week
PT: 4 days
% C/A: 80%

Showcase and
UAT
>
-~ 5: QA
QA passed
(5 items)

LT: 3 days
PT: 2 hours
% C/A: 50%

Exploratory and
performance

testing
~ 5: QA

LT: 2 days
PT:1day
% C/A: 75%

Change

Ready for
release
(10 items)

approval
11T Ops

LT: 1 week
PT: 1 hour
% C/A: 90%

Production
deployment

~ 8:1T Ops

LT: 1 week
PT: 1 hour
% C/A: 80%

Total Lead Time (LT): 95 weeks

Total Processing Time (PT): 7 days
Activity ratio: 14 5%
Rolled % Complete & Accurate(C/A): 54%




Cl and CD usage, 2007
OCD mC1

Source: State of Agile Surveys, VersionOnesCollabNet/digital.



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

Find the Developer Toil, Confusion, Blockers

« 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.

« | 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.

« It's easy to get my workstation into the state | need to develop
our product.

« What aspect of our workstation setup is painful?

« It's easy to run our software on my workstation while I'm
developing it.

« | 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?

« It'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?

vmware

© VMware, Inc.  interview guestions for platform 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.

| 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 (CI/CD) from source control to our story
acceptance environment is fully automated.

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

Sources: "Developer Toil: The Hidden Tech Debt," Susie Forbath, Tyson McNulty, and Coté, August, 2022. See also Michael Galloway’s .


https://tanzu.vmware.com/content/white-papers/developer-toil-the-hidden-tech-debt?utm_source=cote&utm_campaign=devrel&utm_content=SREDayLondon2023&utm_medium=presentation
https://github.com/cncf/tag-app-delivery/issues/282

Platform marketing, advocacy, consulting

g 2 . Focus on ways of working.....
Organizational Learning 4 4

)

A
EXPO 2017

@® CompoZed

Product Engineering Expo
o Aprll 11th & 12th 2017

=
= DUKE -l
© ENERGY. . Developer centric platform
m
' [ Internal Resources Feedback
-8 Zi:ilbhl\’:;::t * Internal Rating Portal with 5-Star
mi Rating and Net Promoter Score

"l * Follow-Up meetings after go-lives

" Developer Trainings Communication
* Support via Mattermost, Teams
and email

— * 3 Day Mercedes Benz specific
LR developer training for Cloud
INNOVATION CENTER L] Foundry and K8s

AT OPTIMIST HALL . * Udemy Business

. * Developer workshops and

GU'DE To mi deepdives
EVERYTHING -8

* Requests via GitHub issues
* Changes and incidents via
ServiceNow

OWNERSHIP

PURPOSE
CHALLENGING

COLLABORATIVE

Vmwa re Sources: BT Canvas team; MB.io; Duke Energy; Allstate; "Take DevOps to 11 and Sprinkle Cloud on it with Rainbows and Unicorns,"
© VMware, Inc. Matt Curry, s1p 2017. “Improve Developer Productivity with Platform as a Product,” VMware Explore, Nov. 2022.

News and Updates Consulting
* Regular newsletter
* Internal tech talks
* Quarterly Update Call

* Weekly consulting and QnA
Session

* App cloud readiness scan

* App transformation consulting

VERSION 1.0

14



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

Initial Phase — Create the Platform with Developers

—

Platform team: owner, operators, engineers, advocate
Pick one app for business & technical feasibility.

Developer toil audit.

> W N

-ind path to production with end-to-end value stream
analysis

Start with pre-integrated platform, customize as you...
. Build a golden path with the developer team.
Optionally, build an IDP as part of the platform.

o N o o

. Do this for 3 months.
vmware




Scaling Phase: Pairing & Seeding to build trust & training

1. Create platform marketing program.

28 2. Find two to five more apps.
-------- &% 3. Pair & seed from first dev & platform team to new
8888 229 am——s% 2888 &858 teams.
3 Months i 6 Months . 12 Months . 18 Months i 24 Months i 4. "Shift Left" - bUild g0|den paths for governance,

security, etc.

# Als (cumulative)

5. Add more infrastructure staff with pairing &

seeding.
_ / 6. Do this for three months.
v / 7. Repeat, growing number of apps as pairing &

seeding allows.

150 168 220
0 o 7B

Jun Jul Aug Sep Oct Nov  Dec Jan Feb Mar Apr May Jun Jul
2015 2015 2015 2015 2015 2015 2015 2016 2016 2016 2016 2016 2016 2016

» 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
Vmwa re Home Depot, with Tony McCulley,” Pivotal Conversations #45; USAF presentations and write-ups; "Driving Business Agility Without Large-Scale 16
© VMware, Inc.  Transformation Programs," Venkatesh Arunachalam, Sep 2021; The Home Depot 2022[?]1Q4 earnings call;_The Business Bottleneck, Coté.



https://www.slideshare.net/Pivotal/from-0-to-1000-apps-the-first-year-of-cloud-foundry-at-the-home-depot/74
https://www.tanzutalk.com/e/episode-31-cloud-native-at-home-depot-with-tony-mcculley-ep-45/
https://www.tanzutalk.com/e/episode-31-cloud-native-at-home-depot-with-tony-mcculley-ep-45/
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs?utm_source=cote&utm_campaign=devrel&utm_content=platformcon2023&utm_medium=presentation
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs?utm_source=cote&utm_campaign=devrel&utm_content=platformcon2023&utm_medium=presentation
https://diginomica.com/digital-efficiency-focus-remains-track-lowes-and-home-depot-margins-come-under-supply-chain
https://tanzu.vmware.com/content/ebooks/the-business-bottleneck?utm_source=cote&utm_campaign=devrel&utm_content=platformcon2023&utm_medium=presentation

All too common challenges & blockers

People & Culture Plans & Alignment Technical Execution

- Skills, hiring - Budgeting - |TSM instead of
- Reluctance to change - Misalighed Plattorms
. Scaling new roles executives : IOverwhelw}gfmlg.;
. S egacy portfolio
. Org. structure IT Is still in the |
basement - Dependencies
- “We already do between teams

agile.” - Compliance

- Local optimization,

- Weak connection to
no CI/CD

- Sustaining change .
S J business value

vmware

© VMware, Inc.




~4 https://newsletter.cote.io

€ https://cote.io/platform/

vmware
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