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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.



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.



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
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https://www.spencerstuart.com/research-and-insight/fortune-500-c-suite-snapshot-profiles-in-functional-leadership

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 Ghanasambandam, Martin Harrysson, Alharith Hussin, Jason Keovichit, and Shivam Srivastava, McKinsey, August, 2023. “The SPACE of Developer Productivity,” March,

2021. 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://queue.acm.org/detail.cfm?id=3454124
https://newsletter.cote.io/p/the-only-people-who-dont-like-metrics

Happiness is not a business outcome

INDIVIDUAL  *Developer
One satisfaction
person *Retention!
*Satisfaction
with code
reviews
assigned
*Perception of
code reviews

TEAM OR *Developer
GROUP satisfaction
People *Retention!
that work

together

*Satisfaction
with
engineering
system [e.g., Cll
CD pipeline)

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

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

velocity

*Code *3 Story
review points
velocity completed!

*Story points
shipped!

*Code review *Frequency
velocity of deploy-
*Codereview  ments
(acceptance

rate)

*Customer

satisfaction

*Reliability

(uptime)

*Code review
score (quality or
thoughtfulness)

*PR merge times

*Quality of
meetings!

*Knowledge
sharing,
discoverability
(quality of

*PR merge times
*Quality of
meetings!
*Knowledge
sharing or
discoverability
(quality of
documentat
*Knowledge
sharing,
discoverability
(quality of
documentation)

*Code review
timing

*Produc-
tivity
perception

*Lack of
inter-
ruptions

*Code review
timing
*Handoffs

timing
*Velocity/
flow
through the
system

1 Use these metrics with (even more] caution — they can proxy more things.

PERCEPTIONS
Human attitudes
and opinions

WORKFLOWS
System and
process
behaviors

North star
metrics

TABLE 1: EXAMPLE DEVEX METRICS

+ Satisfaction with

automated test speed
and output

« Satisfaction with time

it takes to validate a
local change

« Satisfaction with time

it takes to deploy a
change to production

+ Time it takes to

generate Cl results

+Code review

turnaround time

+ Deployment lead time

(time it takes to get
achange released to
production)

of codebase

- Ease of debugging

production systems

« Ease of

understanding
documentation

+ Time it takes to get

answers to technical
questions

* Manual steps

required to deploy a
change

+ Frequency of

documentation
improvements

+ Overall perceived ease of delivering software
- Employee engagement or satisfaction
* Perceived productivity

FEEDBACK LOOPS COGNITIVE LOAD FLOW STATE

* Perceived complexity

« Perceived ability
to focus and avoid
interruptions

« Satisfaction with
clarity of task or
project goals

* Perceived disruptive-
ness of being on-call

*Number of blocks of
time without meet-
ings or interruptions

* Frequency of
unplanned tasks or
requests

+ Frequency of
incidents requiring
team attention

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 tfeam

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 10
Drives Productivity,” Abi Noda, Margaret-Anne Storey, Nicole Forsgren, Microsoft Research, Michaela Greiler, May 2023. Developer Thriving framework and studies, Cat Hicks et. al., March, 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
https://www.pluralsight.com/resource-center/guides/developer-thriving-white-paper

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

1



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

¢ 'We believe that we need to
nednmeaynddocailipery to make
poodtiredisirhpley badiciizes ons
eictitosdatiasilbdyy o thlow our
daspdrheKutelineasore
bomplexsty.

Siew Choo Soh, DBS Bank



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

containers

Check for
Updates

COMPLEX
SOCIO-TECHNICAL
SYSTEMS

ARE HARD;

FILM AT 11

Source: “Containers Will Not Fix Your Broken Culture,” Bridget Kromhout, Dec 2017.

Tor

Containers
will not fix

your

broken
culture

(and other hard truths)

BRIDGET KROMHOUT

e focus so often on technical anti-patterns,

B neglecting similar problems inside our social
¥ structures. Spoiler alert: the solutions to
many difficulties that seem technical can

be found by examining our interactions with
others. Let’s talk about five things you'll want to know
when working with those pesky creatures known as
humans.

1. TECH IS NOT A PANACEA

According to noted thought leader Jane Austen, itis a
truth universally acknowledged that a techie in possession
of any production code whatsoever must be in want of a
container platform.

acmqueue | november-december 2017 1
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ONLY
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https://dl.acm.org/doi/10.1145/3178368.3185224
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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 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/

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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/ 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 )
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What benefits has your organization realized from operating Kubernetes?
22024 =2023 =2022 =2021 =2020

Improved Resource Utilization 59%

58%

Ease Application Upgrades and Maintenance

Enabled Our Move to the Cloud

Enabled a Hybrid Model Between Public Cloud
and On-premises

Shortened software development cycles

Containerized Monolithic Applications

50%

Reduced Public Cloud Costs

36%
33%
34%
28%
33%

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.

2]


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 (/1]

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

Don’t build platforms, build apps

Developer App observability Application
DEVELOPMENT & Framework & logging Networking
APPLICATION App (CVE)
4 Golden APIs Build Service Assessment and
Remediation

- Appication Wigdevare

interfaces Identity & API
Project and environment templates Hardened OSS Web Server Security Management

s PLATFORM ENGINEERING

provide environments and = S COXEG

resources el i ! ° & OPERATIONS

) ;‘f,ﬁ',:::}'z:"d scan artifacts | | Juiomate Brokered Hardened OSS Container Secrets Al Service

fc li . %

3 ersandservies | [ STOEPOY ] | buld,test & Services Images Management Management Broker
eov| 2

Crpnil bind services store artifacts
network,

| sorage = | Auto-provisioned data

OS & Configuration . "
M t Database Caching Messaging
Capability and service providers INFRASTRUCTURE lnilef=nEn
& SERVICES
Platform Platform Infrastructure
Q - Runtimes Automation Automation

AONVITdNOD ® ALIAND3AS

in registries and

&

aws . VMware Cloud
> AMlcrosoft Azure O Foundation™ GOOg'G Cloud Fg/umaatrlgfggje

Sources: “CNCF Platforms White Paper,” March 2023; VMware Tanzu. 23



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

Don’t build platforms.

Build apps.
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