Creating a DevOps* culture,
whatever that means
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* Disclaimer: | don’t really know what to call “doing all the things and using all the tools that result in better software” so | just say “DevOps,” which is much
shorter than “doing all the things and using all the tools that result in better software,” less cheesy than “digital transformation,” and seems to be what people
want to hear anyway. If you don’t like that, pick from


https://cote.io/2019/04/09/devops-definition/

The technology Is easy.
It's the people that are hard.
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Everyone who’s ever opined on DevOps

Pivotal



OREILLY

Monolithic
Transformation

Digital WTF

Using DevOps, Agile, and Cloud Platforms

to Execute a Digital Transformation Strategy Bt
ole

Michael Coté { i
JAAS in Action

Coté

https://cote.io/books

Pivotal

@cote
Pivotal
&)

The AR Register’

Q RedMonk @ Research

Gns <hme


https://cote.io/books




!bl-lxc riy Mutual

)

Hi thare! 'l be crealing your customized quals.
What bike are you locking 1o insure?

& o, M, i

Pivotal

Votre contrat

VOS FACTURES

FEVRIER 2017 MARS 2017

VOS OPTIONS & SERVICES
Geérez les options & services de vos ignes.

VOTRE CONSOMMATION

D" 0600 00 0001
15’ ozo0000002

Ig ocoo0o0000a

BS0C

PALOC4n-RIO

Chvistophev |

26 ANS

cel

20ms A 4
@M;:"é"*

Degt 44

P BE——

2.200 Molgles
Cdand Yo
tades )

A 200 oqurts

B0 - wdre

Y400 - ven cadve
PRiFere TELEP.
FOuR TOus Guar

EST RANCHEE, |

Sinon —» CHAT,
ET seEmpcE
BN uene

N o
GENENIENE




What even is
“culture”?

@
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Pathological (power-oriented) Bureaucratic (rule-oriented) Generative (performance-oriented)

Low cooperation Modest cooperation High cooperation
Messengers shot Messengers neglected Messengers trained
Responsibilities shirked Narrow responsibilities Risks are shared
Bridging discouraged Bridging tolerated Bridging encouraged
Failure leads to scapegoating Failure leads to justice Failure leads to enquiry

Novelty crushed Novelty leads to problems  Novelty implemented

Pivotal Source: , Forsgren, Humble, Kim, 2018.


https://www.goodreads.com/book/show/35747076-accelerate

1 [Culture is] a pattern of shared tacit
assumptions that was learned by a
group as it solved its problems of
external adaptation and internal
integration, that has worked well
enough to be considered valid and,
therefore, to be taught to new
members as the correct way to
perceive, think, and feel in relation
to those problems.”

E€ Culture can be seen in the norms
and values that characterize a
group or organization that is,
organizational culture is a system
of shared values and norms that
define appropriate attitudes and
behaviors for its members.”

PiVOtCll Source: Winning Through Innovation, O'Reilly and Tushman, 2002; The Corporate Culture Survival Guide, Edgar Schein, 1999.



https://books.google.nl/books?id=42oy5oKR4g0C&lpg=PT98&dq=%22Culture%20can%20be%20seen%20in%20the%20norms%20and%20values%20that%20characterize%20a%20group%20or%20organization,%22%20O'Reilly%20and%20Tushman&pg=PT98#v=onepage&q=%22Culture%20can%20be%20seen%20in%20the%20norms%20and%20values%20that%20characterize%20a%20group%20or%20organization,%22%20O'Reilly%20and%20Tushman&f=false
https://www.goodreads.com/book/show/341189.The_Corporate_Culture_Survival_Guide

How we do things around here.
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http://amzn.to/1OfIUKL

Tech staff
growth

PlVthlw Source: "You can do better than the Spotify Model," Joakim Sundén, Oct 2017.
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https://vimeo.com/240125835

6 p. Morgan CFO Marianne Lake said the
US bank now employs Z{vK iy,

technologistsRIEICEN
10,000 in two years ((NEPANERNES ()8
letter, JPM said it employed 30,000
technologists).
developersiEEINEICH

1 Sources: 0" April 2014.
Pivotal 13


https://news.efinancialcareers.com/nl-en/237176/j-p-morgan-massive-technology-hiring?IR=T
http://wallstreetonparade.com/2014/04/jamie-dimon-jpmorgan-employs-30000-programmers/
http://wallstreetonparade.com/2014/04/jamie-dimon-jpmorgan-employs-30000-programmers/
http://wallstreetonparade.com/2014/04/jamie-dimon-jpmorgan-employs-30000-programmers/
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People are:
* Innovative

* Risk takers

* People-centric

14
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https://soundcloud.com/pivotalconversations/product-management-with-jonathan-sirlin-ep-113
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Leaders give
them:

* Autonomy
* Trust

* Voice

18



that with a consolidated
environment. You cannot
say to a team 'you own
that stuff, and by the way;
somebody else can also

Vincent Oostindié’:_ﬁabgbank

k|

Source: Presentation at SpringOne| Platform, Sep 2018.



https://twitter.com/pivotal/status/1045300229350871040
https://twitter.com/pivotal/status/1045300229350871040
https://twitter.com/pivotal/status/1045300229350871040

Pivotal

Leader tactics:
* Delegate

* Give feedback

* Celebrate failure

20
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For Kids

Instead of “You’ re so smart” or “You picked that up so quickly,” say “That
was a clever approach” or “I’ m proud of your persistence.”

Instead of “You’ re a natural” say “Practice is really making you better.”
Instead of “Did you win?” say “Did you give your best effort?”

Instead of “How was your day?” say “What did you learn today?” or “What
mistakes did you make that taught you something?”

Instead of “What do you want to do when you grow up?” say “What are your
plans for reaching your goals?”

Never let failure progress from an action to an identity.

Never label kids, e.g. “Jimmy is the artist” or “Susie is the computer geek.”

When a child doubts her ability, ask her to think of areas where she once had
low ability and now excels, or to recall a time when she saw someone learn

something or improve in ways no one thought possible.

Source: "The Agile Mindset - And Beyond," Linda Rising, 2012.
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https://www.youtube.com/watch?v=C13JC_YP2Q8
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But, how to scale?
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“We believe that we need to
reimagine banking to make
banking simple, seamless,
as well as invisible to allow
our customers to live

more bank less.”
Siew Choo Soh, DBS Bank
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https://www.youtube.com/watch?v=McV0Q5GY-fM&feature=youtu.be&t=2m20s

Pivotal

false urgency. If the organisation hasn't fallen over yet,
there’s little chance it’s about to right now.

Confronted with a large bundle of big, urgent prob-
lems and a sceptical audience, there’s a great tempta-
tion to become purely reactive. That won't be enough
to get you past managing a decline. To get on the front
foot, you must begin by setting out how you're going to
work.

Design principles

The ten design principles were one of the first things
published by the GDS:

1. Start with user needs.

2. Do less.

3. Design with data.

4. Do the hard work to make it simple.

5. Iterate. Then iterate again.

6. This is for everyone.

7. Understand context.

8. Build digital services, not websites.

9. Be consistent, not uniform.

10. Make things open: it makes things better.

Lots of organisations have something like the design
principles. Some call them values, or a philosophy.
Unfortunately, most are awful things dreamt up in
boardrooms or management away days, in isolation
from the way work is actually being done by the organ-
isation. The most important quality of the design prin-
ciples was that the GDS didn’t publish or even draft

them until we'd done quite a lot of designing. Writing
down the principles didn't precede delivery, they were
written as a result of delivery. Moreover, they weren't
written by the ‘leadership’. They were written by a
team with lots of actual designers working alongside a
wide variety of other experts.

The principles sat behind all the best things the team
delivered, and helped the digital team avoid the trap
of being drawn into reactive firefighting. They've
since been endorsed by the World Bank, and emulated
by countries and companies all over the world. Tim
O'Reilly, the driving force behind open source move-
ment, described them as the ‘most significant piece of
user interface guidance since Apple’s in the 80s’.** We
forgot them at our peril.

There are several reasons to publish your design prin-
ciples. For new digital institutions, the most important
is to start capturing a new approach that can work at
scale for the whole of a huge, distributed organisation.
In the UK government'’s case, the principles were not
written to replace the civil service’s own four long-
established and admirable values: honesty, integrity,
impartiality and objectivity. They were written to
do something those values were not designed to do -
provide instructions for how to actually deliver things.
The original values offered a guide for how officials
should provide policy advice to ministers; one of the
fundamental tasks of central government. Many public
officials aren’t in the business of giving advice though;

Source: Digital Transformation at Scale: Why the Strategy Is Delivery, June 2018. Cf. never fight a land way in Asia.
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https://www.goodreads.com/book/show/40019192-digital-transformation-at-scale
https://twitter.com/cote/status/1126454849300836352

We hire people with the .
required capabilities and pairi
them up with the incumbents, i
and the result is that thoself"
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across the organization. This#
is rooted in the simple beliefli
that in order to learn
something, you must
experience and practice it
rather than hear about it in a

- 7
classroom setting.
Piyush Gupta, DBS Ban
Source: "In Control: Q&A With DBS CEO Piyush Gupta," Gordon Platt, 2018



https://www.gfmag.com/magazine/october-2018/q-dbs-ceo-piyush-gupta

Internal marketing, branding, etc.
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Pivotal Sources: Talanx; Duke Energy; Allstate; "Take DevOps to 11 and Sprinkle Cloud on it with Rainbows and Unicorns," Matt Curry, s1p 2017;
customer discussions. 27


https://www.youtube.com/watch?v=_FRaAC-smqI

Sounds great!

But no one cares.



Un-motivated executives: focus on cost

reducat')&!!ﬁge reduction in ‘path to production’ time (from 84 days to 15 days)

Software Development : On-going
Lifecycle : Ops
S
u sQ ~)

i - i D
Provisioning 3 fvelo 'aﬂ-ne Releasing Operating (Day

\ mor o _ 69%2nore
90% faster c&dipg 61% faster : efciant

$4.80m/year Time-to-market $7.35ml/year
90% time reduction 37% relative improvement in 61% time reduction : 69% time reduction
H H 0, .
87% process time reduction time spenttgo;l;?/g) (from 56% 82% process time reduction :74% process time reduction
o .
Total time: from 65 to 6 days o . . Total time: from14to 5 - Total time: from 79 to 24
21% absolute improvement in davs : hours
Process time: from 81 to 11 time spent coding (from 56% y :
hours to 77%) Process time: from 115 to ° Process time: from 34 to 9

Notes 1: 2017 & 2018 Pivotal customer case studies. n=15. “Process Time” = hands-on work (vs. “totag{!nehge%Ié?he time to deliver). hours

PiVOtC“ Note 2: Averages are exclusive of highest and lowest measures.
Not 3: savings based on insurance co.’s strategy to move 17 app portfolio to Pivotal Cloud Foundry. Dev:ops ratios: 30:1 (insurance co.), 375:1 (Comcast), 62:1 (Northen Trust).



“If that crusty, old .Net
developer can do it,
anyone can,”

transforming people
1. Most people are skeptical for good
reasons

2. They enjoy doing IT if it's rewarding

3. Volunteer based at first, building up
peer-to-peer marketing

4. Also, there’s plenty of more
comforting IT for grumpy people to
work on

Pivotal Source: “Navigating the Sea of 'No’s,” John Osborn,
GAIC, Dec 2017; Dealing with Grumps, Coté, May 2018.



https://www.youtube.com/watch?v=3mahpbr7ios
http://www.theregister.co.uk/2018/05/14/devops_change_barriers/

Changing is often too hard, so create a new organization

THaLes () Alistate. Gy

Pivotal

Allianz ()

31



Pivotal

Things missing:

* Transparency
* Monitoring
* Recruiting

* $ Comp.

Ky
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