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We all know that

Changing organizations fails 70% of
the time.

Sources: ”Mind-sets matter in transformations,” McKinsey, 2019, many other sources; *How Studying Organizational Change Lost Its Way,”
Journal of Change Management, Mark Hughes, 2022.
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https://www.mckinsey.com/capabilities/rts/our-insights/mind-sets-matter-in-transformations-a-conversation-with-jon-garcia
https://www.tandfonline.com/doi/full/10.1080/14697017.2022.2030980

Actually,

We have no idea how frequently
changing organizations succeeds or
fails.

Sources: ”Mind-sets matter in transformations,” McKinsey, 2019, many other sources; *How Studying Organizational Change Lost Its Way,”
Journal of Change Management, Mark Hughes, 2022.
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https://www.mckinsey.com/capabilities/rts/our-insights/mind-sets-matter-in-transformations-a-conversation-with-jon-garcia
https://www.tandfonline.com/doi/full/10.1080/14697017.2022.2030980

We all know that
Technology is easy.

People are hard.



Actually,
Technology is very hard!

(People are hard to0.)



My Theory
Management heeds to change,

and then people will change.






Management & workers often have different incentives & motivations

Adding a focus on opportunities to software developer productivity metrics
can offer clearer paths to improvement.

Focus areas by level @ DORA" metrics @ SPACE?metrics @ Opportunity-focused metrics

Outcomes focus Optimization focus? Opportunities focus

Are you delivering products Are you delivering products Are there specific opportunities to
satisfactorily? in an optimized way? improve how you deliver products,
and what are they worth?

@ Deployment frequency ® Code-review timing

® Customer satisfaction ® Velocity/flow through
@ Reliability (uptime) the system @ Inner/outer loop time spent

@ Lead time for changes ® Story points completed ® Quality of documentation
@ Change failure rate ® Handoffs @ Developer Velocity Index

@ Time to restore service benchmark#
® Code-review velocity @ Contribution analysis

Individual @ Developer satisfaction @ Interruptions @ Contribution analysis
level ® Retention @ Talent capability score

'Google’s DevOps research and assessment team, which developed these outcome metrics.

2Satisfaction and well-being, performance, activity, communication and collaboration, and efficiency and flow; GitHub and Microsoft Research developed these
metrics, which aim to look at developer well-being as a measurement at the individual level.

*Nonexhaustive.

“Benchmarks an organization’s technology, working practices, and organizational enablement; see Shivam Srivastava, Kartik Trehan, Dilip Wagle, and Jane
Wang, “Developer Velocity: How software excellence fuels business performance,” McKinsey, Apr 20, 2020.

McKinsey & Company

Sources: ”‘Great Attrition’ or ‘Great Attraction’? The choice is yours,” Aaron De Smet, Bonnie Dowling, Marino Mugayar-Baldocchi, Bill Schaninger, McKinsey, Sep 2021; ”Yes, you can measure software
developer productivity,” Chandra Gnanasambandam, Martin Harrysson, Alharith Hussin, Jason Keovichit, and Shivam Srivastava, McKinsey, August, 2023. See also further commentary from Coté.



https://www.mckinsey.com/business-functions/organization/our-insights/great-attrition-or-great-attraction-the-choice-is-yours
https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/yes-you-can-measure-software-developer-productivity
https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/yes-you-can-measure-software-developer-productivity
https://newsletter.cote.io/p/the-only-people-who-dont-like-metrics

A thriving organization focuses on satisfaction, not productivity

Causes of thriving Because a developer is...

1) able to voice disagreement with team
definitions of success
2) has a voice in how their contributions are

measured INDIVIDUAL  *Developer *Code *Number *Code review *Code review
One satisfaction review of code score [qualityor  timing
person *Retentiont velocity reviews thoughtfulness]  *Produc-

Motivation & Self - 1) motivated when working on code at work *satisfaction completed  *PRmerge times tivity

. . . with code *Coding time *Quality of perception
Efficacy 2) can see tangible progress most of the time reviews *# Commits  meetings' *Lack of
R . assigned *Lines of *Knowledge inter-
3) IS worklng on the 1'yp2 of code work fhey want *Perception of codet sharing, ruptions

code reviews discoverability

to work on (quality of
4) is confident that even when working in code is focunenation

cpLs . . TEAMOR  *Developer *Code *# Story *PR merge times  *Code review
unexpectedly difficult, they will solve their GROUP satisfaction  review points *Quality of timing
People *Retention! velocity completed’  meetingst *Handoffs
problems that work *Story points *Knowledge
. . . together shipped! sharing or
Learning Culture 1) learning new skills as a developer discoverability

2) able to share the things they learn at work e ion)

SYSTEM *Satisfaction *Codereview *Frequency *Knowledge *Code review

End-to- with velocity of deploy- sharing, timing
suppor-l- & Belonging '|) suppor’red to grow’ |20|'n, dnd mdke miSfdkeS endwork  engineering *Codereview ments discoverability ~ *Velocity!

through system [e.g, Cll  [acceptance (quality of flow

by their team asystem  CD pipeline) rate) documentation)  through the
(likea *Customer system

2) agrees they are accepted for who they are by devel- satisfaction

. opment *Reliability
their tfeam pipeline) (uptime)

! Use these metrics with [even more] caution — they can proxy more things.

Source: "Developer Thriving: The four factors that drive Software Developer Productivity across Industries,” Cat Hicks, Carol S. Lee, Morgan Ramsey, March, 2023; “The SPACE of
Developer Productivity,” Nicole Forsgren, Margaret-Anne Storey, Chandra Maddila, Thomas Zimmermann, Brian Houck, Jenna Butler, March, 2021.



https://www.pluralsight.com/blog/teams/developer-thriving-framework-white-paper
https://queue.acm.org/detail.cfm?id=3454124
https://queue.acm.org/detail.cfm?id=3454124

Management vs. workers often have different urgency & motivation to change

Exec’s View Work the Same Transform! Staff’s View Work the Same Transform!

Compensation Compensation

Outcome " | Outcome

18



The people who do the work (should) decide how to change the work

Leaders at the Genba

The boss made immediata changes once | put him on the linel

Coovanin Tha MNow Consormum ic oxd Ngel Thurtow 2017 orreman AS spins imesrverd Corfidermes Dhmrbuton, DOOWTN 0 COPIemdeg wes IMOHDOm | @v™ex | (st =mmon

Sources: *DevOps is Enterprise Wide,” Nigel Thurlow, DevOpsDays Dallas 2022.
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https://www.youtube.com/watch?v=tD6oyklMI_8

THENEWSTACK

PODCASTS EBOOKS EVENTS NEWSLETTER

ARCHITECTURE ENGINEERING OPERATIONS

DEVOPS / PLATFORM ENGINEERING /| SOFTWARE DEVELOPMENT / TECH LIFE

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
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Build it and they don t come




®weare 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
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?

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?

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 product managers.
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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

Platform marketing, advocacy, consulting

Focus on ways of working.....

Organizational Learning

&

L
EXPO

@® CompoZed

Product Engineering Expo

April 11th & 12th 2017

§~ DUKE .
& ENERGY. Developer centric platform
Internal Resources Feedback
= Social Intranet
' +  GitHub Pages * Internal Rating Portal with 5-Star
OWNERSHIP Rating and Net Promoter Score
* Follow-Up meetings after go-lives
Each o
Developer Trainings Communication
PURPOSE P g !
» 3 Day Mercedes Benz specific *  Support via Mattermost, Teams
i developer training for Cloud .‘ and email )
VATION CENTER Foundry and K8s *  Requests via GitHub issues

+  Udemy Business d « Changes and incidents via

* Developer workshops and ServiceNow

@ o e e sene GUIDE TO deepdives
CHALLENGING EVE RYTHING

News and Updates Consulting
* Regular newsletter .
VERSION 1.0 « Internal tech talks * gVee!dy consulting and QnA
* Quarterly Update Call ession .
COLLABORATIVE s * App cloud readiness scan
s a Mat-hierarchical company we work as we liv * App transformation consulting
Mercedes-Benz Improving Developer Productivity with Platform as a Product | Mercedes-Benz 17

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.



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

Scaling Phase - Pairing & Seeding to build trust & training

BoMe
Bo

1. Create platform team.

BoBo PBofo
BoBo BoBo

BoBo PBoBo

. Pick one or two apps, rea/apps.

BoBo BoBw

. Develop the apps & platform together.
PyT— . Do this for three months.

. Pick some more apps, to taste.

. Seed app people to new teams.
. GOTO 3.

0
=
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S
=
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2
0
<
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220
73 150 168

Jun Jul 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 Home Depot, with Tony McCulley,” Pivotal
Conversations +45; USAF presentations and write-ups; ”Driving Business Aqility Without Large-Scale Transformation Programs,” Venkatesh Arunachalam, Sep 2021; The Home Depot 2022[?]Q4 earnings call; 25
The Business Bottleneck, Coté.



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
https://tanzu.vmware.com/content/blog/driving-business-agility-without-large-scale-transformation-programs
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_medium=PowerPoint&utm_content=productresiliance&utm_campaign=devrel

Lessons learned from supporting 1,500+ application at JP Morgan Chase

A Successful Developer Experience (1/2) A Successful Developer Experience (2/2)

. . : 8. Clear responsibility model, boundaries and platform contract
. Customer Focus: Treat internal developers like clients

3 . g 9. Operationally stable, reliable, and has well-defined SLOs
. Build, nourish and embrace a community around your platforms
Product Experience
) . . 10. Inherently secure What do we How well
. Focus on end-to-end & deliver an integrated experience build?

o 11. Streamline tooling for CI/CD
. Culture is critical

CUSTOMER 12. Enable innovation through managing risk Engineering
. Cloud Blueprints CRNTRICITE How do we
build it?

s ainksths paeane b 13. Automate, automate, automate!

your customers. experience

. Cloud Parties

g ; 14. Short time to Hello World!
. Self-service everything

15. Partner for success

Build a customer-centre culture.
“15 Proven Techniques to Improve Customer Experience (CX)"

Blog by Snigdha Patel on the revechat.com platform

JPMorgan Chase JPMorgan

Source: “Improving JPMorgan Chase’s Developer Experience on the Cloud,” Nadi Away, JPMC, June 2022. 26



https://www.youtube.com/watch?v=QOvBWlf7Cgg
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The Eternal Recurrence of (Platforms, Paa$, DevOps, Cloud Native)

(JODO) JD_L__I_) (JODO) JD_L__'_)

<« - @ 4 (@ itp: fheroku.comjmys

ring v 3%
. " API Portal
é}')—i'heroku My Apps | Features ut | Logout -
.
- - an

My Apps » untitied-e6855.heroku.com edit | view oz

Tanzu Developer Productivity Tools

Application
Platform

w Import & Export Snapshots | Other

Pipeline Service Build Service Convention Service

untitled-e6855 .heroku.com | Rename Supply Chain Choreography

Catalogs
Services Provisioning and Binding

Core Cloud
Foundry
Components

¢ Public Anyone on the internet can view this app

&  Private Only collaborators can view this app

Collaborators . s
. L
simonsti@simonstl.com Full edit access E—l!" amazon

T o edit aceess . "7 webservices™

2007 2015 2023 & Beyond

Kelsey Hightower &
@kelseyhightower

Kubernetes is a platform for building

platforms. It's a better place to start; not the
endgame.

Not pictured: 1:04 PM - 27 Nov 2017
OO0, Small Talk, RUP, CORBA, J2EE/.Net, SOA & WS-*, RAD, Low Code, Public Clouds 29
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What benefits has your organization realized from operating Kubernetes?
(Choose all that apply)

Improved resource utilization

Eased application upgrades and maintenance

Enabled the process of moving to the cloud

Increase efficiency of hybrid model

Shortened software development cycles

Containerized monolithic applications

Reduced public cloud costs

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

Source: State of Kubernetes survey, VMware, 2020 to 2023.



https://tanzu.vmware.com/content/ebooks/stateofkubernetes-2023?utm_source=cote&utm_campaign=devrel&utm_medium=web&utm_content=SREDayLondon2023

y -

“The initial experience, that

‘wall of yaml,’ as we like to say,

when you configure your first

application can be a little bit

- daunting. And, I’'m sorry about
1-1 "We never really intended

folks to interact directly with

that subsystem} {37 (/1]

less, developed alife of its own

over time.”
T AN e

Craig McLuckie, SpringOne 2021
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https://www.youtube.com/watch?v=2Qhj5u2bct0&t=494s
https://www.youtube.com/watch?v=2Qhj5u2bct0&t=494s

e 'We believe that we need 1o
hedmaginddaispeg to make
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sivspdifieds yamveonad ess

Kalbdkriesscs complexity.

Siew Choo Soh, DBS Bank



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

Thanks!

~i https://newsletter.cote.io

= https://cote.io/platform/
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