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• @cote – Director, Marketing for 
Pivotal Cloud Foundry

• Former industry analyst at 451 
Research and RedMonk

• Corporate strategy & M&A at Dell

• Former software developer

• Register DevOps, agile, etc. 
column

• Podcasts: cote.io/podcasts

• More: http://cote.io or 
cote@pivotal.io

Hello!
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https://twitter.com/cote
http://www.theregister.co.uk/Author/3107
http://www.theregister.co.uk/Author/3107
http://cote.io/podcasts
http://cote.io/
mailto:cote@pivotal.io


What’s in the 
box?

Digital 
transformation.
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https://twitter.com/cote/status/826504698660261888
https://twitter.com/cote/status/826504698660261888
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Goal: deliver value, weekly reliably, with small batches

Inception

Hypothesize

Validate 
w/real use(r)s

Did it work?

Sources: “Good Software is a Series of Little Failures,” Coté, April 2016; The Lean Startup, Eric Ries, 2011. The Lean Enterprise, Barry 
O'Reilly, Jez Humble, and Joanne Molesky. See also overview of this approach at the IRS from  Dec 2015. "Application Modernization, 
Service By Microservice," Kurt Bittner and Randy Heffner, Forrester, Dec 2015; "Best Practices For Agile-Plus- Architecture," Randy 
Heffner, Forrester February, 2015. 
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“We did an analysis of 
hundreds of projects over a 
multiyear period. The ones 
that delivered in less than a 
quarter succeeded about 
80% of the time, while the 
ones that lasted more than a 
year failed at about the same 
rate. We’re simply not very 
good at large efforts.”

Large financial institution

https://medium.com/built-to-adapt/good-software-is-a-series-of-little-failures-e468220217e5#.6mnkkx9ao
http://www.amazon.com/Lean-Startup-Entrepreneurs-Continuous-Innovation/dp/0307887898/
http://www.amazon.com/Lean-Enterprise-Performance-Organizations-Innovate/dp/1449368425/
https://www.youtube.com/watch?v=S_-38Eia2cA
http://go.iron.io/forrester-report-application-modernization-services-by-microservice
http://go.iron.io/forrester-report-application-modernization-services-by-microservice
https://www.forrester.com/report/Best+Practices+For+AgilePlusArchitecture/-/E-RES120863


Small batches & taxes

Source: "Minimum Viable Taxes: Lessons learned building an MVP inside the IRS,” slides , Andrea Schneider & Lauren Gilchrist, 2015. 
See also "Delivering Simpler, Clearer, Faster Government Services," Lindsay Holmwood, Oct 2016

Before After
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https://www.youtube.com/watch?v=S_-38Eia2cA
http://www.slideshare.net/LaurenGilchrist/minimum-viable-taxes-lessons-learned-building-a-mvp-in-the-irs
https://www.youtube.com/watch?v=5Ramc0_jG9s


It’s actually working in mainstream, large shops
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40%+ productivity/cost, rebooted member facing app

From 30% time coding to 90%

3+ week to 3 days, 50% reduction in incidents

Vitality drove engagement from 3% to 30%+

100% visibility into app portfolio

Delivered 3x features year/year
Sources: Crafting your cloud-native strategy, Winter 2016/2017, Coté; Humana keynote, CF Summit 2015; “From Commit to Production 
in 10 Minutes at a Century Old Insurance Company,” Liberty Mutual, David Ehringer. 

https://docs.google.com/document/d/19T1B-jdhpNr58p7sONWtT5W48xFtV92aV9hMeb29w6I/edit#heading=h.hdl406j9b2ar
https://www.youtube.com/watch?v=xL-icG1tfcA
https://www.youtube.com/watch?v=STx6L0r_juk&feature=youtu.be&t=9m16s
https://www.youtube.com/watch?v=STx6L0r_juk&feature=youtu.be&t=9m16s


10Source: http://tirefi.re/



“We’ve been doing AGILE since vacuum tubes.”

Source: “Survey Analysis: Agile Now at the Tipping Point - Here's How to Succeed,” Mike West, Gartner, June 2017; “Pair programming 
– you’ll never guess what happens next.” Coté, Oct 2016.11

http://www.theregister.co.uk/2016/10/18/pairing_programming_youll_never_guess_what_happens_next/
http://www.theregister.co.uk/2016/10/18/pairing_programming_youll_never_guess_what_happens_next/


Management will be the first to fail

“I can’t tell you what having a leader 
stand-up in front of an organization 
with a hoodie and t-shirt does to 
cultural change. It all the sudden 
makes it OK for everyone within that 
organization to participate in 
change.”

-Matt Curry, Allstate
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Sources: Leading the Transformation, 2015; “Management’s Job is orchestrating the 'why,'” Coté, 2015;  The Concise Executive Guide to 
Agile, 2010. See also “largile” column from Nov 2016.

https://www.youtube.com/watch?v=YEAejTRoPSU&feature=youtu.be&t=23m03s
http://www.amazon.com/gp/product/B012P0D4YG/
https://medium.com/@cote/managements-role-in-devops-orchestrating-the-why-5d5b6414419d#.p51jstv5c
http://www.amazon.com/gp/product/B003TZLNKY/ref=as_li_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=B003TZLNKY&linkCode=as2&tag=coteicomthecoteb&linkId=DLTAY7TVDMSPQH6Z
http://www.amazon.com/gp/product/B003TZLNKY/ref=as_li_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=B003TZLNKY&linkCode=as2&tag=coteicomthecoteb&linkId=DLTAY7TVDMSPQH6Z
http://www.theregister.co.uk/2016/11/21/largile_for_management_babies/


Organizations can't be changed, they can only be created

Source: "Use Balanced Teams to Suck Less at Software," Coté, May 2016; on “the frozen middle,” Coté, Feb 2017.13

• Balanced Team
• Pairing
• User-centric
• Product-minded
• Full ownership

• Team-by-function
• “Sync” meetings
• Requirements-centric
• Project
• Gated phases

https://medium.com/built-to-adapt/use-balanced-teams-to-suck-less-at-software-a10b6ee8ff51#.cq9qwzgd7
https://cote.io/2017/02/24/often-people-just-wont-change-or-there-is-no-magic-to-thaw-the-frozen-mind/


Ramping up: “Pilot low-risk apps, and ramp-up”
Picking your initial apps, according to Comcast, Humana, Ford, & Home Depot

Sources: Home Depot meetup, Oct 2015; Humana at CF Summit 2015; EU payday loan company; Pivotal Labs on large auto company; 
“Getting started,” Coté, Oct 2016; Comcast’s Christopher Tretina at SP1 2016; “Cloud-Native at Home Depot, With Tony McCulley,” Number 
of AI’s equates to ~130 apps composed on ~900 services. See also a general pattern applied to analytics from BCG, July 2016.14

https://www.youtube.com/watch?v=Bl0oH0UdJPM
https://www.youtube.com/watch?v=xL-icG1tfcA&index=36&list=PLhuMOCWn4P9g-UMN5nzDiw78zgf5rJ4gR
https://medium.com/@cote/getting-started-picking-your-first-cloud-native-projects-or-every-digital-transformation-starts-d0b1295f3712#.tpft48uzy
https://www.youtube.com/watch?v=yX5U4H6bc98&feature=youtu.be&t=8m15s
https://content.pivotal.io/podcasts/045-cloud-native-at-home-depot-with-tony-mcculley
https://www.bcgperspectives.com/content/articles/financial-institutions-technology-digital-asset-managers-can-succeed-advanced-analytics/


Managing the change: pace yourself
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• Liberty Mutual 10 (simple) apps in 10 weeks
• Allstate 16 apps in a year
• THD ~130 apps in a year 
• Auto manufacture ~115 after two years

• BUT! If you don’t start, you’ll suffer analysis paralysis.

Sources: “Cloud-Native at Home Depot, With Tony McCulley’; Pivotal customer analysis, cases, and conferences.

https://content.pivotal.io/podcasts/045-cloud-native-at-home-depot-with-tony-mcculley


Internal marketing: everything, frequently
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Pairing: across roles, geographies, rotating
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Pairing to spread skills & cloud native culture
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Year 2Year 0



Rule 1: Don't go to meetings. Rule 2: See rule 1.
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“You can type anything you want in a 
Word document!” Mark Ardito, HCSC
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https://www.youtube.com/watch?v=rGNlSCquZIc&t=28m28s


Source: "A Guidance Framework for Continuous Integration: The Continuous Delivery 'Heartbeat,'" William R Holz, Gartner, Jan 2016. See 
also “CI/CD from a donkey perspective” for a more depressing perspective, and Gary Gruver’s books for the importance of CI.21

“I think that’s one of the 
biggest things that needs to 
be built up over time when 
you’re talking about deep 
ingrained cultures around 
managing risk by slowing 
everything down. To speed 
things up you need to have 
trust and complete 
transparency through that 
process which you get 
through enforcing 
continuous delivery 
pipelines.”

Dave Ehringer, Liberty Mutal

60% of organizations still don’t 
have CI in place, only ~15-25% 
have full CD

https://www.gartner.com/document/3187420
http://thenewstack.io/review-understanding-devops-putting-place-even-scale/
https://www.youtube.com/watch?v=STx6L0r_juk&feature=youtu.be&t=9m16s


Standardize on a platform: special snow flakes are slow, 
expensive, & error-prone

22 Source: “The Upside-Down Economics of Building Your Own Platform,” Jared Ruckle and Matt Walburn, 2017.

https://content.pivotal.io/white-papers/the-upside-down-economics-of-building-your-own-platform


DYNAMIC ROUTE SERVICES / API MANAGEMENT

APP MICROSERVICES TECHNOLOGY

Spring Boot Steeltoe
Spring Cloud 

Services

DATA MICROSERVICES TECHNOLOGY

Spring 
Cloud Data 

Flow

Cloud 
Cache

RabbitMQ MySQL

YOUR APPLICATIONS

PLATFORM

Elastic Runtime Concourse
App

Autoscaler
PCF Metrics CredHub

Orgs, Spaces, 
Roles and 

Permissions

EMBEDDED OS

CLOUD ORCHESTRATION

CONTAINER ORCHESTRATIONWindows Linux

Amazon
Web Services

Microsoft
Azure

Google
Cloud

Platform
Open Stack VMWare

SERVICE
BROKER API

PIVOTAL
CLOUD FOUNDRY

APPLICATION
RUNTIME

PIVOTAL
CLOUD FOUNDRY

BOSH

MODERN
CLOUD NATIVE

PLATFORM

MULTI CLOUD



24 http://cote.io/cloud2 and http://cote.io/cloud3



Thanks!
@cote | cote@pivotal.io

“We are uncovering better 
ways of developing software 
by doing it and helping others 

do it.”
- The Agile Manifesto, 2001
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http://www.agilemanifesto.org/


$100 DISCOUNT CODE: 
S1P_EVENT_CFS100


