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• @cote – Director, Technical 
Marketing at Pivotal for Pivotal 
Cloud Foundry

• Former industry analyst at 451 
Research and RedMonk

• Corporate strategy & M&A at Dell

• Former software developer

• Podcasts: cote.io/podcasts

• More: http://cote.io or cote@pivota
l.io

Hello!

https://twitter.com/cote
http://cote.io/podcasts
http://cote.io/
mailto:cote@pivotal.io
mailto:cote@pivotal.io


Conclusions
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Businesses are hungry for IT, but IT is doing a bad job:
• Businesses are finding it harder to maintain their competitive advantage, 

must innovate more frequently, and are looking to IT to help stay alive
• But ITis in bad shape: rought 66% of IT is not helpful for innovation

DevOps, Cloud, and Agile are riding to the rescue:
• Knowing what those are, in particualr, DevOps is very ellusive
• We have a good definition of practices and out-comes now

Large orginizations need more and different types help to transform:
• Large orginizations find it harder to be successful at DevOps than small 

orginizations
• Focus on actually doing the work, thinking in small batches, and staffing 

accordingly
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Avoiding the 
donkey 
apocalypse



“If advantages eventually disappear, it 
only makes sense to have a process 
for filling your pipeline with new ones. 
This in turn means that, rather than 
being an on-again, off-again 
mishmash of projects, your innovation 
process needs to be carefully 
orchestrated.”
- Prof. Rita McGrath, “Transient Advantage,” HBR, June 2013

It’s harder to make money because traditional advantages 
are less defensible
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Since 2000, 
52% of the F500 
are no longer on 

the list 

Sources: “Transient Advantage,” above; F500 figure from 2014 Constellation Research Summary, R. “Ray” Wang, Feb. 2014.

https://hbr.org/2013/06/transient-advantage
https://hbr.org/2013/06/transient-advantage
https://www.constellationr.com/content/research-summary-sneak-peeks-constellations-futurist-framework-and-2014-outlook-digital


Source: Gartner press release, Aug 2015; Cutter Consortium, July 2015. For similar government sector findings see “The Agile Advantage,” Meri
Talk/Accenture, May 2015

Thriving with transient advantage is held back by 
an IT gap

What is your IT 
organization's role 

in business 
innovation?75% of application 

development 
supporting digital 
business will be 
built not bought by 
2020
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http://www.gartner.com/newsroom/id/3119717
http://www.cutter.com/press/150728.html
http://www.meritalk.com/agile-advantage
http://www.meritalk.com/agile-advantage
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Cloud Native Business Theory

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

8



DevOps is becoming the process answer, supported by cloud native technologies & practices

9 Source: Pierre Pureur, via @wattersjames, March 2016

https://twitter.com/wattersjames/status/715742777968078848
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Characterizing 
DevOps

From “The Rise of DevOps,” Jay Lyman, 451 Research, Sep 
2010.

https://451research.com/report-long?icid=1304
https://451research.com/report-long?icid=1304
https://451research.com/report-long?icid=1304


It’s finally happening! Most surveys show wide use and belief in DevOps
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Source: "Survey Analysis: DevOps Adoption Survey Results,” Gartner, Sep 2015. Also see “You, yes YOU: DevOps' people problem” for 
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/


People have no idea what we’re talking about

12 Sources: comments from my March 2016 and January 2016 DevOps column at The Register. 

http://forums.theregister.co.uk/forum/1/2016/03/09/making_sure_your_bosses_get_devops/
http://www.theregister.co.uk/2016/01/15/devops_people_problem/
http://www.theregister.co.uk/Author/3107
http://www.theregister.co.uk/Author/3107


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

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

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
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If you’re not into “culture” & common sense…



Goals, practices, and process are more durable
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If you’re not into “culture” & common sense…
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Large DevOps



Can large organizations do the DevOps?
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Sort of.

But orgs with 
10,000+ employees 
40% less likely to be 
high performing vs. 

500 employee 
orgs…

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

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


Anti-pattern: DevOps Theater
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You have to actually do the work of changing

Source: Freddy giving the Don Draper call in Mad Men season 7 episode 4.

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


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

Source: “Town Hall: Agile in the Enterprise,” Mike West, Nathan Wilson, Thomas Murphy, Dec 2015, Gartner AADI US conference.19



Use small batch thinking, at all levels
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• Deploy to production 
each time, avoid 
waterscrumfall

• Relies on:
- Product approach
- Small batch oriented 

pipeline and process
- Cloud native automation

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.

https://medium.com/built-to-adapt/good-software-is-a-series-of-little-failures-e468220217e5%23.6mnkkx9ao
https://medium.com/built-to-adapt/good-software-is-a-series-of-little-failures-e468220217e5%23.6mnkkx9ao
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


A small batches approach is more successful
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"When we were doing big 
design upfront, downstream 
changes had to go through a 
rigid change control process. 
We wound up being busy with 
our own process rather than 
delivering value, and either 
we didn’t deliver or we 
delivered late.”

Large European retail bank

“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

Source: "Application Modernization, Service By Microservice," Kurt Bittner and Randy Heffner, Forrester, Dec 2015; "Best Practices For Agi
le-Plus- Architecture," Randy Heffner, Forrester February, 2015. More case studies in Brian Gracely’s "Evolving Organizational Dynamics f
or Cloud Native Applications," Wikibon, Nov, 2015. 

http://go.iron.io/forrester-report-application-modernization-services-by-microservice
https://www.forrester.com/report/Best+Practices+For+AgilePlusArchitecture/-/E-RES120863
https://www.forrester.com/report/Best+Practices+For+AgilePlusArchitecture/-/E-RES120863
http://wikibon.com/evolving-organizational-dynamics-for-cloud-native-applications/
http://wikibon.com/evolving-organizational-dynamics-for-cloud-native-applications/


Fighting bureaucracy self-FUDing - addressing “risk”
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1. Bug swarms

2. Useless software

3. Stymied innovation

4. Budget overruns

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 Fail
ures,” Coté, April 2016.

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%23.6mnkkx9ao
https://medium.com/built-to-adapt/good-software-is-a-series-of-little-failures-e468220217e5%23.6mnkkx9ao


Dealing with legacy: the stuff that makes all the 
money
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Quarantine

• Low impact 
applications

• Lacks good 
testing, risky to 
change

• Change resistant 
priorities

Migration Strategies

• Virtualize to control costs 
and maximize 
management

• API gateways combined 
with the strangler pattern

• 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; Escape V
elocity,  Geoffrey Moore, Sep 2011 and "To Succeed in the Long Term, Focus on the Middle Term," Geoffrey Moore, August 2007. 

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


24 (Staffing)



Theory: balance cowboys and city-folk

25
Sources: "Introducing cloud at Express Scripts, with Brian Gregory," Lords of Computing #12, April 2016; Widow Maker photo, garbage 
truck. 

Likes shiny objects, 
gets bored easily.

Likes knowing what to do, 
thrives with stability.

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


Thanks!
@cote | cote@pivotal.io
Slides: https://cote.io/devops-for-normals/

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

do it.”
- The Agile Manifesto, 2001

http://www.agilemanifesto.org/
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