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Or, what to while DevOps is dead.
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Developer Productivity:
The quick answers
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“It depends...’

Source: “DevEx: What Actually Drives Productivity,” Abi Noda, Margaret-Anne Storey, Nicole Forsgren, Microsoft Research, Michaela Greiler, May 2023. “Programming productivity,” Wikipedia,
accessed June 12th, 2024.



https://queue.acm.org/detail.cfm?id=3595878
https://en.wikipedia.org/wiki/Programming_productivity
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Use metrics to find & monitor happiness, flow, features

productivity

INDIVIDUAL
One
person

that work
together

SYSTEM
End-to-
end work
through
asystem
(like @
devel-
opment
pipeline)

*Developer *Code
satisfaction review
*Retention! velocity

*Satisfaction
with code
reviews
assigned

*Perception of
code reviews

Developer Code
satisfaction review
*Retention! velocity
*Story points
shipped!

*Satisfaction *Code review
with velocity
engineering *Code review
system (e.g, Cll  [acceptance
CD pipeline) rate)

*Customer
satisfaction

*Reliability
(uptime)

*Number
of code
reviews
completed
*Coding time
*3 Commits
*Lines of
code!

# Story
points
completed!

*Frequency
of deploy-
ments

*Code review
score (quality or
thoughtfulness)

*PR merge times

*Quality of
meetings!

*Knowledge
sharing,
discoverability
(quality of
documentation)
PR merge times

*Quality of
meetings!

*Knowledge
sharing or
discoverability
(quality of
documentation)

*Knowledge
sharing,
discoverability
(quality of
documentation)

140r 29

*Code review
timing

*Produc-
tivity
perception

*Lack of
inter-
ruptions

timing
*Handoffs

*Code review
timing

*Velocity/
flow
through the

1 Use these metrics with (even more] caution — they can proxy more things.
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FIGURE 1: THREE CORE DIMENSIONS OF DEVELOPER EXPERIENCE
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TABLE 1: EXAMPLE DEVEX METRICS
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Source: “The SPACE of Developer Productivity,” Nicole Forsgren, Margaret-Anne Storey, Chandra Maddila, Thomas Zimmermann, Brian Houck, and Jenna Butler, Jan-Feb, 2021; “DevEx: What Actually
Drives Productivity,” Abi Noda, Margaret-Anne Storey, Nicole Forsgren, Microsoft Research, Michaela Greiler, May 2023.



https://queue.acm.org/detail.cfm?id=3454124
https://queue.acm.org/detail.cfm?id=3595878
https://queue.acm.org/detail.cfm?id=3595878

Software development can be broadly divided into two sets, or loops, of tasks; f ¢
the less time spent on less fulfilling, outer-loop activities, the better. O
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'Activities listed are nonexhaustive.

McKinsey & Company

Source: ”Yes, you can measure software developer productivity,” Chandra Gnanasambandam, Martin Harrysson, Alharith Hussin, Jason Keovichit, Shivam Srivastava, McKinsey Aug(?) 2023.



https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/yes-you-can-measure-software-developer-productivity
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Competitionss

“Developer Velocity™
o] &
Ship (more) features, more frequently.



Growthe

Adding more developers
VS.
Increasing productivity per developer

10


https://abseil.io/resources/swe-book?utm_source=cote&utm_campaign=devrel&utm_content=DevWasteNDCOslo2024&utm_medium=presentation
https://abseil.io/resources/swe-book/html/ch07.html?utm_source=cote&utm_campaign=devrel&utm_content=DevWasteNDCOslo2024&utm_medium=presentation

Costseg

1. Are we paying too much?
2.Could we get by with paying less?

3.Who should | punish/fire?
4.(Who should | give more money t0?)






What is “developer productivity”?



b

“It depends...’

Source: “DevEx: What Actually Drives Productivity,” Abi Noda, Margaret-Anne Storey, Nicole Forsgren, Microsoft Research, Michaela Greiler, May 2023; “Programming productivity,” Wikipedia,
accessed June 12th, 2024.
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https://queue.acm.org/detail.cfm?id=3595878
https://en.wikipedia.org/wiki/Programming_productivity

Effort

I mpoxc‘t

J

Kent Beck / Software Design: Tidy First? and pragmaticengineer.com

Source: “Measuring developer productivity? A response to McKinsey,” Kent Beck and Gergely Orosz, August 2023.
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https://newsletter.pragmaticengineer.com/p/measuring-developer-productivity?utm_source=cote&utm_campaign=devrel&utm_content=DevWasteNDCOslo2024&utm_medium=presentation
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Kent Beck / Software Design: Tidy First? and pragmaticengineer.com

Source: “Measuring developer productivity? A response to McKinsey,” Kent Beck and Gergely Orosz, August 2023.
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https://newsletter.pragmaticengineer.com/p/measuring-developer-productivity?utm_source=cote&utm_campaign=devrel&utm_content=DevWasteNDCOslo2024&utm_medium=presentation

At the Metrics Buffett



Accelerate by Nicole Forsgren, PhD, Jez

Humble, and Gene Kim

@szownon

LEAD TIME

Lead time is the time it takes to go from a customer making a request

to the request being satisfied. Shorter lead times enable faster

feedback.

-~ ) MEAN TIME TO RESTORE

Reliability is traditionally measured as time between failures, but in a
modern software organization failure is inevitable. Thus, reliability is
measured by how long it takes to restore service when a failure occurs.

CHANGE FAIL PERCENTAGE

This metric looks at the percentage of changes made to
production that fail; the same as percent complete and accurate
in Lean product delivery.
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Source: “Measure Software Delivery Performance with Four Key Metrics,” Nicole Forsgren ,Gene Kim, Jez Humble, Feb, 2021. “The SPACE of Developer Productivity,” Nicole Forsgren, Margaret-Anne Storey,

Chandra Maddila, Thomas Zimmermann, Brian Houck, and Jenna Butler, Jan-Feb, 2021. Also see: "Developer Thriving: The four factors that drive Software Developer Productivity across Industries,” and, low 18
usage of DORA and SPACE at tech companies from Abi Noda, Jan, 2024.



https://itrevolution.com/articles/measure-software-delivery-performance-four-key-metrics/
https://queue.acm.org/detail.cfm?id=3454124
https://www.pluralsight.com/resource-center/guides/developer-thriving-research-paper
https://newsletter.pragmaticengineer.com/p/measuring-developer-productivity-bae
https://newsletter.pragmaticengineer.com/p/measuring-developer-productivity-bae

Happiness, flow, thriving, features

PERCEPTIONS
Human attitudes
and opinions

WORKFLOWS
System and
process
behaviors

North star
metrics
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DevX framework

Causes of thriving

Motivation & Self -
Efficacy

Learning Culture

Support & Belonging

Because adeveloper is...

1) able to voice disagreement with team
definitions of success

2) has a voice in how their contributions are
measured

1) motivated when working on code at work

2) can see tangible progress most of the time

3) is working on the type of code work they want
to work on

4) is confident that even when working in code is
unexpectedly difficult, they will solve their
problems

1) learning new skills as a developer
2) able to share the things they learn at work

1) supported to grow, learn, and make mistakes
by their team

2) agrees they are accepted for who they are by
their team

Developer Thriving framework

Source: “DevEx: What Actually Drives Productivity,” Abi Noda, Margaret-Anne Storey, Nicole Forsgren, Microsoft Research, Michaela Greiler, May 2023. See earlier study: “The SPACE of Developer

Productivity: There’s more to it than you think,” Nicole Forsgren, Margaret-Anne Storey, Chandra Maddila, Thomas Zimmermann, Brian Houck, and Jenna Butler, Jan-Feb, 2021; Developer Thriving
framework and studies, Cat Hicks et. al., March, 2023;
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https://queue.acm.org/detail.cfm?id=3595878
https://www.pluralsight.com/resource-center/guides/developer-thriving-white-paper
https://www.pluralsight.com/resource-center/guides/developer-thriving-white-paper

Developer Productivity Tools



Find the Developer Toil, Confusion, Blockers

Find the Developer Toil, Confusion, Blockers

Sources: ”

- What are we making?

- Wehave astrong 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.

- lam proud of the work | have delivered so far for our product.

- lamlearning 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.

- |l 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 astable, 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. 21



https://tanzu.vmware.com/content/white-papers/developer-toil-the-hidden-tech-debt?utm_source=cote&utm_campaign=devrel&utm_content=DevOpsDaysAMS2024&utm_medium=presentation
https://github.com/cncf/tag-app-delivery/issues/282

Put CI/CD in place



Waste is outside the box

Requirements

Capture Release

Concept

6 Weeks

Wait time
4 Weeks 2 Weeks
Elapsed Time: 136 Days

Working Time: 52 Days
Waiting Time: 84 Days

23

Sources: ”"The Power of a Path-to-Production Workshop,” Bryan Ross, September 2023.



https://tanzu.vmware.com/content/blog/digital-transformation-bottlenecks-path-to-production?utm_source=cote&utm_campaign=devrel&utm_content=DevOpsDaysAMS2024&utm_medium=presentation
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Starting and Scaling DevOps
in the Enterprise

Theo Shidtison Wesoy Signatute Tories

CONTINUOUS
DELIVERY

Jez HumBLE S

DaAvip FARLEY

“With il of the hype around DevOps. it has been ¥cut 1o realy understand how
DevOps scales 3t large companies and how 1o begin. The MISght it s book has
pronided ciarty and a path forward. | ook forward o begining e process sing s
book as the gude”

nD. L Amarican A

Foreword

2010
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https://en.wikipedia.org/wiki/Continuous_integration

Cl and CD usage, 2007 to 2021
nCD nCli

65% 65%

61%
569, 58% o
54% 54% g3% °°% g39% 539
50% 50% 50%
20908 1% 41%
359
25708 24, 239 25% I |

2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021

Sources: State of Agile Surveys, VersionOne/CollabNet/digital.ai.


https://digital.ai/learn/resources/

Cl and CD Usage, 2021 t0 2024
mCD nCl

36% 37%

_32%  32% ekl ) 33% )
29% I I 29/0I y7o,  29%

2021Q3 2022Q1 2023Q1 2023Q3 2024Q1

Question: Which of the following technologies have you used as part of your development activities in the last 12 months? Source: CD Foundation Surveys (Slashdata).

Source: “State of CI/CD Report 2024: The Evolution of Software Delivery Performance,” CD Foundation and SlashData, April, 2024, and previous studies.


https://cd.foundation/state-of-cicd-2024/

Cl Usage, 2021 to0 2024
uCl sNoCl

2021Q3 2022Q1 2023Q1 2023Q3 2024Q1

Question: Which of the following technologies have you used as part of your development activities in the last 12 months? Source: CD Foundation Surveys (Slashdata).

Source: “State of CI/CD Report 2024: The Evolution of Software Delivery Performance,” CD Foundation and SlashData, April, 2024, and previous studies.


https://cd.foundation/state-of-cicd-2024/

Stop building your own platforms,
or, at least, have less of them



Product and application teams

Documentation and search User Interfaces (Web Portals)

Project and environment templates APIs and CLIs

provide environments and
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Capability and service providers

Source: “CNCF Platforms White Paper,” March 2023.



https://tag-app-delivery.cncf.io/whitepapers/platforms/

The Eternal Recurrence of (Platforms, Paa$S, DevOps, Cloud Native,
Golden Paths, Platform Engineering, ...)

(JODO) JD_L__I_) (JODO) JD_L__'_)
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. Product and application teams
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Documentation and search User Interfaces (Web Portals)
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/ Capability and service providers

2007 201110 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

OO, Small Talk, RUP, CORBA, J2EE/.Net, SOA & WS-*, RAD, Low Code, Public Clouds 30
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What benefits has your organization realized from operating Kubernetes?

m2024 w2023 =2022 =2021 =2020

Improv ed Resource Utilization

Ease Application Upgrades and Maintenance 49%

48%

Enabled Our Move to the Cloud 42%

42%

Enabled a Hybrid Model Between P ublic Cloud and On-premises

Shortened software development cycles

Containerized Monolithic Applications

50%

36%
Reduced Public Cloud Costs 34%

Source: State of Cloud Native Platform 2024, various State of Kubernetes. More: “Exploring the State of Cloud Native App Platforms and VMware Tanzu,” July, 2024.



https://go-vmware.broadcom.com/2024-State-of-Cloud-Native-App-Platforms?utm_source=cote&utm_campaign=devrel&utm_content=LowGrowthDevOpsAntwerp&utm_medium=presentation
https://www.linkedin.com/events/7217250057580892160/comments/

“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

o1 We never really intended
folks to interact directly with
that subsystem} {37 e/ {~1e] ¢

less, developed alife of its own

over time.”
B e -

Craig McLuckie, SpringOne 2021



https://www.youtube.com/watch?v=2Qhj5u2bct0&t=494s
https://www.youtube.com/watch?v=2Qhj5u2bct0&t=494s

Challenges building and managing platforms
(by = of platforms in use)

mFour+ mThree =Two " One

Meeting compliance & security requirements
Integration with existing data sources and repositories
Distributed ownership of deployment and management

Difficult to integrate with developer’s preferred tools

Inconsistent developer experience as patterns vary based on applications

Wehave applications required direct access to Kubernetes

Challenging to build repeatable, scalable paths to production

Source: “The State of Cloud Native Application Platforms 2024,” VMware Tanzu by Broadcom, June, 2023. 760 respondents at orgs. 1,000+ employees.


https://go-vmware.broadcom.com/2024-State-of-Cloud-Native-App-Platforms?utm_source=cote&utm_campaign=devrel&utm_content=DevOpsDaysAMS2024&utm_medium=presentation
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'Activities listed are nonexhe

McKinsey & Company

ure software developer productivity,” Chandra Gnanasambandam, Martin Harrysson, Alharith Hussin, Jason Keovichit, Shivam Srivastava, McKinsey Aug(?) 2023.
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https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/yes-you-can-measure-software-developer-productivity
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When should you establish a Developer Productivity team?
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Google's tool for helping developers address code review
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