@cote
DevOpsDays DFW, September 2016

Slides: https://cote.io/DevOps-for-Normals



Hello!

@cote — Director, Marketing at
Pivotal

* Former industry analyst at 451
Research and RedMonk

* Corporate strategy and M&A at
Dell

* Former software developer
* More: cote.io/podcasts, http://cote.

10, cote@pivotal.io, Register DevO
ps column.

Pivotal


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

It’s not much of an IT department, but I’'m sorta
attached to it...




How we got here

Pivotal



“Silicon Valley Is
coming....

| We are going to

! work hard to make
our Services as
seamless and

| competitive as
= iheirs.”

‘ -Jamie Dimon, CEO@JPMC
e‘

2% S 2015 letter to sharehold




Organizations are held back by an IT agility gap

What is your
IT

organization's
role in
business
innovation?

6  Source: Cutter Consortium, July 2015.

Not an important focus for IT

G

Viewed as an impediment to business innovation . 4%
8%
31% 2013
Reactive to business innovation initiatives 31% u2014
: | 38% m 2015
56%
Key enabler for business innovation 43%
31%
, , . 6%
Leads in creating new opportunities 10%
for business innovation ! | _—
Pivotal


http://www.cutter.com/press/150728.html




Sources: “

The Cloud Native Theory

(1.) In an era of transient advantage, the
inherit agility of software is one of the best
strateqic tools.

(2.) However, software in large organizations
does not currently “work like that.”

(3.) The fix is changing how we think of the
process of software, supported by cloud
native technologies & practices.

,” Prof. Rita McGrath, HBR, June 2013.

Pivotal


https://hbr.org/2013/06/transient-advantage

Making |IT Matter
With Small
Batches

THAVE NO 1DEA
WHAT ' DOING

'

. l
-
T
--'\

How most
businesses
think they’re
doing

How smart
businesses
know they’re
doing

Pivotal



Use small batch thinking, at all levels

“We did an analysis of @

hundreds of projects over a

multiyear period. The ones "'
that delivered in less than a
quarter succeeded about ~ Hypothesize ‘ )
80% of the time, while the
ones that lasted more than a
year failed at about the same
rate. We're simply not very :
o Validate
” r)
good at large efforts. Did it work wireal use(r)s

Large financial institution N~ —

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, Ser
vice By Microservice," Kurt Bittner and Randy Heffner, Forrester, Dec 2015; "Best Practices For Agile-Plus- Architecture,” Randy Heffner, PlUUtﬂI

Forrester February, 2015.



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/
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

How a small batch process works

: Version : :
Specify Control Test/Verify

Feedback Loop /

Infrastructure

Platform
(laaS, PaaS, VMs)

Package Production

Concerns

(monitoring, scaling, etc.)

repository

11 Pivotal



i~
WHITTMDOING

User-centric
Design '

Pivotal



User-centric design

How Projects Really Work (version 1.5) Create your own cartoon at www.projecicarioon.com
oW hie Cusbomer How thi project leader e B anatyst o B BUSing 55
e prlained it unbersiood il designed it wrabe it raciivad consullant described it

iSwing
Heww the progect was How the customer was  Howd was supportad  What marketing What the customer
docurninbed billed advertised rivally nisindod

13 Pivotal



How much do | owe the IRS?

Before After

Overview by Year Overview by Year

YEAR  STATUS AMOUNT YEAR BALANCE DUE

2014 Balance Due $644 > 2014 $644.00 >

2013 Taxes Paid $685 > 2013 $0.00

2012 Refund/Applied $100 > 2012 $0.00
2011 No Return on File »

2011 WMo Information Available --

14 Source: "Minimum Viable Taxes: Lessons learned building an MVP inside the IRS,” slides , Andrea Schneider & Lauren Gilchrist, 2015. PIUUtﬂl



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

Agile & DevOps

(Low-level Meatware)

rashnull.com

Universal Gantt Chart

Execute

Re-baseline

Execute

Re-baseline

Execute

Cold Slap of Reality

Switch to “Agile” Method

Finizh Project Very, Very Late

Pretend You Can Avoid This Hext Time




After 17 years, “Agile” is not as wide-spread as we think it is — make sure you’re actually doing

it

When did or will your organization begin to use each of the following agile enterprise practices?
n = 155; Base: Organization uses agile or is in pilot implementation phase

Unit Testing

Distributed Teams

Refactoring

Continuous Integration
Automated Acceptance Testing
DevOps

Continuous Delivery
Test-Driven Development (TDD)
Pair Programming
Behavior-Driven Development (BDD)
Other (n=18)

m 2014 or before m2015 =By the end of 2017 = We have no plans to invest = Not sure
60%
42%
33%
28%
24%
20%

18%

18%
15%

5%

Gartner.

16 Source: “Town Hall: Agile in the Enterprise,” Mike West, Nathan Wilson, Thomas Murphy, Dec 2015, Gartner AADI US conference. P|V0tﬂ|



It’s finally happening! Most surveys show wide use and belief in DevOps

Does your organization use, or plan to use When did your organization first start
a DevOps approachto IT? using a DevOps approachtoIT?
40% -
Already 35% 1
using — for 30%
production
systems 25% -
16%
20% -
Already using 15% -
in pilot phase
13% 10%
5% -
0% +
& XN X O N 6
HF &S S S s
& & & &
& R
&
n =383 n=113

Source: Gartner (September 2015)

Source: "Survey Analysis: DevOps Adoption Survey Results,” Gartner, Sep 2015. Also see “You, yes YOU: DevOps' people problem” for PiVOtﬂI
more momentum figures.



http://www.gartner.com/document/3139918
http://www.theregister.co.uk/2016/01/15/devops_people_problem/
http://www.theregister.co.uk/2016/01/15/devops_people_problem/
http://www.theregister.co.uk/2016/01/15/devops_people_problem/
http://www.theregister.co.uk/2016/01/15/devops_people_problem/

DevOps, the word defines itself

(1.) | |
DevOps is the practice of operations
and development engineers
participating together in the entire
service lifecycle, from design through
the development process to production
support.

(2.)
DevOps is also characterized by
operations staff making use of many of
the same techniques as developers for
their systems work.

BUILDING A CULTURE OF COLLABORATION,
AFFINITY, AND TOOLING AT SCALE

Jennifer Davis & Katherine Daniels

Source: “What |s DevOps?,” The Agile Admin, Dec 2011. For more: Effective DevOps, Jennifer Davis, Katherine Daniels, May, 2016. Pivotal



http://theagileadmin.com/what-is-devops/
http://www.amazon.com/Effective-DevOps-Building-Collaboration-Affinity/dp/1491926309

Technology-driven definitions of DevOps are easy,
but not resilient over time

19 Sources: eXO blog (2014) and whiteboard cliff from @mfdii. Pivotal



https://www.exoplatform.com/blog/2014/12/05/cartoon-of-the-week-coreos-just-fired-a-rocket-at-docker
https://twitter.com/mfdii/status/697532387240996864

Goals, practices, and process are more durable

=
/

20 Source: 2016 DevOps Study, and various Nicole Forsgren joints. Pivotal



https://puppet.com/resources/white-paper/2016-state-of-devops-report
http://www.slideshare.net/nicolefv/devops-the-key-to-it-performance
http://www.slideshare.net/nicolefv/devops-the-key-to-it-performance
http://www.slideshare.net/nicolefv/devops-the-key-to-it-performance

Goals, practices, and process are more durable

/
- SEEE

21 Source: 2016 DevOps Study, and various Nicole Forsgren joints. PlV‘OtﬂI.



https://puppet.com/resources/white-paper/2016-state-of-devops-report
http://www.slideshare.net/nicolefv/devops-the-key-to-it-performance
http://www.slideshare.net/nicolefv/devops-the-key-to-it-performance
http://www.slideshare.net/nicolefv/devops-the-key-to-it-performance

Cultural T A
Transformation

Put your right
hand in the box.

What's in the box? - B

(High-level Meatware)

Pivotal



Can large organizations do the DevOps?

Sort of.

500-9,999

- | T But orgs with
10,000+ employees

Chart Area
BHigh

] 40% less likely to be
— high performing vs.

_— 500 employee
a [ Se

w 1 [ [ [ ]

0% 10% 20% 30% 40% 50% 60% 70% 80% 9

10-19

Source: "DevOps Means Business," Nicole Forsgren
Velasquez, Jez Humble, Nigel Kersten, Gene Kim,
June 2014. Question from Donnie Berkholz.

Pivotal



http://www.slideshare.net/realgenekim/2014-state-of-devops-findings-velocity-conference/29
http://www.slideshare.net/realgenekim/2014-state-of-devops-findings-velocity-conference/29
http://www.slideshare.net/realgenekim/2014-state-of-devops-findings-velocity-conference/29

';ﬁ"-p-attern: DevOpé' Thai-u__‘ J_.l.,a.“ ;,l_ L‘ 1

-
24" Source: Freddy giving the Don Draper @all in Mad Men season 7 episode 4. - 3 p t , aMC



https://www.youtube.com/watch?v=W-oSiMd2DH0
https://www.youtube.com/watch?v=W-oSiMd2DH0
https://www.youtube.com/watch?v=W-oSiMd2DH0

Most problems are in the meatware

What barriers are impeding your organization from taking advantage of digital trends? (select up to three)

Too many competing priorities

Lack of an overall strategy

Security concerns

Insufficient technical skills

Lack of organizational agility

Lack of management understanding
Lack of entrepreneurial spirit, willingness to take risks
Lack of collaborative, sharing culture
No strong business case

Lack of employee incentives
None/no barriers exist

Don’t know

Other (please specify )

Source: "Strateqy, not Technology, Drives Digital Transformation," 2015 Digital Business Global Executive Study and Research Project, P|V0tﬂ|
“5 MIT Sloan Management Review & Deloitte University Press, July 2015. n=4,800,conducted in Fall of 2014


http://sloanreview.mit.edu/projects/strategy-drives-digital-transformation/

Management creates the game

* Leading change
management

* Setting, communicating, ...

Tommy Mouser
tracking goals LEADING
g g THE TRANSFORMATION
Applying Agile and DevOps

* Dramatic organization
change, gradually (ida

* E.g.: from autocrat to
self-directed teams

Sources: Leading the Transformation, 2015; “Management’s Job is orchestrating the ‘why,” 2015; The Concise Executive Guide to Agile, PlVUtﬂI
2010.



http://www.amazon.com/gp/product/B012P0D4YG/
http://www.amazon.com/gp/product/B012P0D4YG/
http://www.amazon.com/gp/product/B012P0D4YG/
http://www.fiercedevops.com/story/managements-role-devops-orchestrating-why/2015-08-13
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

To change, you must actually change

Or, how t-shirts jump-start digital transformation

“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

Pivotal


https://www.youtube.com/watch?v=YEAejTRoPSU&feature=youtu.be&t=23m03s
https://www.youtube.com/watch?v=YEAejTRoPSU&feature=youtu.be&t=23m03s

Dealing with legacy: the stuff that makes all the

money

Quarantine Migration Strategies

* Low impact
applications

* Virtualize & re-platform
to control costs and
maximize management

* Lacks good
testing, risky to
change

* APl gateways combined
with the strangler pattern

* Change resistant
priorities

* Portfolio management
(cf. The Three Horizons)

Sources: “DevOps isn't just about the new: It's about cleaning up the old, too,” Coté, April 2016; The Cloud Native Journey, Coté, 2016; Es
cape Velocity, Geoffrey Moore, Sep 2011 and "To Succeed in the Long Term, Focus on the Middle Term," Geoffrey Moore, August 2007. Pi"JUtﬂI



http://www.theregister.co.uk/2016/04/12/land_the_legacy_big_fish/
http://www.theregister.co.uk/2016/04/12/land_the_legacy_big_fish/
http://pivotal.io/embarking-on-the-cloud-native-journey-to-more-agile-it?utm_source=Cote-promo&utm_medium=DevOpsPreso&utm_campaign=Embarking-Cloud-Native-Book
http://amzn.to/1WCPyw1
http://amzn.to/1WCPyw1
https://hbr.org/2007/07/to-succeed-in-the-long-term-focus-on-the-middle-term

“We don’t want to pave over [old controls]...automating ineffecincies”

Dealing with GRC, according to a US Federal government agency

* Include auditors & security staff from the start,
embed on the team even

* Give auditors access to the platform to “go see”

* Re-visit processes and controls that no longer apply
— E.g.: patching “servers” and the OS

Sources: IRS project with Pivotal Labs; US EPA; Pivotal customers. Pivotal



A cloud native approach improves risk management

30

1. Bug swarms

2. Useless software

MEASURE

RISK = UNVALIDATED EFFORT

3. Stymied innovation

BUILD

TIME

5. Schedule elongation

Sources: "Software devs' new mantra: Zen dogs dream of small-sized bones," Coté, Feb 2016. “Good Software is a Series of Little Failur

os,” Coté, April 2016. Pivotal



http://www.theregister.co.uk/2016/02/04/think_small_not_big/
https://medium.com/built-to-adapt/good-software-is-a-series-of-little-failures-e468220217e5#.6mnkkx9ao
https://medium.com/built-to-adapt/good-software-is-a-series-of-little-failures-e468220217e5#.6mnkkx9ao

Two pizza teams with end-to-end involvement

“The best way to do this
stuff is to get a multi-
disciplinary team of people
in house — designer, user
researcher, developer,
content person — you're
talking a team of about
twelve people”

Source: “Why Britain banned mobile apps: Interview with Ben Terrett, former design chief at the GDS,” Govlnsider, June 2016. See also *
From Aristotle to Ringelmann,” June 2016. Picture from Pivotal SafeMeds scrapbook; “Roles and Responsibilities for DevOps and Agile T

cams.” Coté, May 2016. Pivotal



https://govinsider.asia/smart-gov/why-britain-banned-mobile-apps/
https://govinsider.asia/smart-gov/why-britain-banned-mobile-apps/
https://govinsider.asia/smart-gov/why-britain-banned-mobile-apps/
https://govinsider.asia/smart-gov/why-britain-banned-mobile-apps/
https://blog.acolyer.org/2016/06/06/from-aristotle-to-ringelmann/
https://blog.acolyer.org/2016/06/06/from-aristotle-to-ringelmann/
https://blog.acolyer.org/2016/06/06/from-aristotle-to-ringelmann/
http://pivotalsafemeds.tumblr.com/
http://pivotalsafemeds.tumblr.com/
https://medium.com/@cote/roles-and-responsibilities-for-devops-and-agile-teams-fdacbffb4cb4#.1kc1uzore
https://medium.com/@cote/roles-and-responsibilities-for-devops-and-agile-teams-fdacbffb4cb4#.1kc1uzore

“Pilot low-risk apps, and ramp-up”
Picking your initial apps, according to Home Depot
Y. . % % 9

* User/customer facing — something real

* Run through the whole process

* Low visibility — you'll be learning in
production

* Create “Islands of Freedom”

* In place of apps, perhaps just
microservices

Sources: Home Depot meetup, Oct 2015; Humana at CE Summit 2015; EU payday loan company; Pivotal Labs on large auto
company. See also a general pattern applied to analytics from BCG, July 2016.

Pivotal



https://www.youtube.com/watch?v=Bl0oH0UdJPM
https://www.youtube.com/watch?v=xL-icG1tfcA&index=36&list=PLhuMOCWn4P9g-UMN5nzDiw78zgf5rJ4gR
https://www.bcgperspectives.com/content/articles/financial-institutions-technology-digital-asset-managers-can-succeed-advanced-analytics/

Theory bootstrap W|th “cowboys,” run with city folk

"“

- Illﬂ i

<

sanitati

Likes shiny objects, Likes knowing what to do
gets bored easily. thrives with stability.

Sources: "Introducing cloud at Express Scripts, with Brian Gregor
truck.

Lords of Computing #12, April 2016; Widow Maker photo, garbage PlUUtﬂI


https://cote.io/2016/04/29/loc12/
https://www.flickr.com/photos/28323374@N03/7607217920
https://www.flickr.com/photos/edenpictures/8149444474
https://www.flickr.com/photos/edenpictures/8149444474

Staffing: There is no talent shortage

F100 CTO:
“But Netflix has a superstar dev team, we don’t!”

@adrianco:
“We hired them from you.”

Pivotal

Source: @blueboxjesse, Oct 2014. See also “There is no talent shortage.”



https://twitter.com/blueboxjesse/status/517690279466643456
https://www.youtube.com/watch?v=P_sWGl7MzhU

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

do It.”

, 2001

@cote |
Slides: https://cote.io/DevOps-for-Normals PlVth I


mailto:cote@pivotal.io
http://www.agilemanifesto.org/
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