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Night of the Living Donkeys

Frog-boiling management

November, 2015 
@cote

Slides: http://cote.io/frog-donkeys

http://cote.io/frog-donkeys
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Conclusions
 Organizations are craving faster, more agile IT that creates better 

product

 Our would be hero: DevOps wins! Adoption is growing, going 
mainstream

 But, we need to fix the meatware problems or it’ll be donkey carnage

 Mainstream IT is failing – you can lead a donkey to water, but…

 Cheering up donkeys:
1. The goal is continuous delivery
2. There is no talent shortage
3. Avoid the accidental platform
4. Management creates the game, hopefully they’re a good DM
5. Actively manage your portfolio or it’ll manage you
6. Be successful at a small series of projects with small teams
7. Map your organization to what has business value
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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

 Software developer

 Podcasts: cote.io/podcasts

 FierceDevOps columnist

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

Hello!

https://twitter.com/cote
http://cote.io/podcasts
http://cote.io/podcasts
http://www.fiercedevops.com/tags/michael-cote
http://cote.io/
mailto:cote@pivotal.io
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Know your equestrian metaphors

Unicorns
• Flys around in clouds 

doing magic
• Streams things & 

doesn’t seem to need 
money

• Gets most of the 
attention

• Stuff of legend
Sources: “Getting away from unicorn job descriptions”; “About Stranger”; out of stock t-shirt. See also, “Continuous Delivery Among t
he Donkeys,” Feb 2015.

Donkey
• Hard working beast of 

burden
• Gets no respect
• Has to do more with less
• Most of us

Horse, destrier class
• Makes lots of money
• Has (and needs) lots of 

resources
• Ridden by kings - market 

makers

https://recruiter.wordpress.com/2014/09/15/getting-away-from-unicorns-in-job-descriptions/
http://asoiafuniversity.tumblr.com/post/48057060426/about-stranger
http://www.karmaloop.com/product/The-Unicorn-Slim-Fit-Tee-in-Bright-White/216199
http://blog.pivotal.io/cloud-foundry-pivotal/p-o-v/continuous-delivery-among-the-donkeys?utm_source=DonkeyApocalypse&utm_medium=presentation&utm_term=cdamongdonkeys&utm_content=seealso&utm_campaign=DevOpsDaysAMS
http://blog.pivotal.io/cloud-foundry-pivotal/p-o-v/continuous-delivery-among-the-donkeys?utm_source=DonkeyApocalypse&utm_medium=presentation&utm_term=cdamongdonkeys&utm_content=seealso&utm_campaign=DevOpsDaysAMS
http://blog.pivotal.io/cloud-foundry-pivotal/p-o-v/continuous-delivery-among-the-donkeys?utm_source=DonkeyApocalypse&utm_medium=presentation&utm_term=cdamongdonkeys&utm_content=seealso&utm_campaign=DevOpsDaysAMS
http://blog.pivotal.io/cloud-foundry-pivotal/p-o-v/continuous-delivery-among-the-donkeys?utm_source=DonkeyApocalypse&utm_medium=presentation&utm_term=cdamongdonkeys&utm_content=seealso&utm_campaign=DevOpsDaysAMS
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Fear of 
nerds
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“Silicon Valley is 
coming….
We are going to 
work hard to make 
our services as 
seamless and 
competitive as 
theirs.”

-Jamie Dimon, CEO@JPMC, 
2015 letter to shareholders

http://files.shareholder.com/downloads/ONE/15660259x0x820077/8af78e45-1d81-4363-931c-439d04312ebc/JPMC-AR2014-LetterToShareholders.pdf
http://files.shareholder.com/downloads/ONE/15660259x0x820077/8af78e45-1d81-4363-931c-439d04312ebc/JPMC-AR2014-LetterToShareholders.pdf
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If fear doesn’t motivate you, how about pride 
in your craft?

* I work at a software vendor, so potential customers have been anonymized to protect my paycheck.

<Insert your favorite “enterprise” software here>*
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By 2015, 75% 
of applications 
supporting 
digital 
businesses will 
be  “build” vs 
“buy.”

Source: "Gartner Says Modernization and Digital Transformation Projects Are Behind Growth in Enterprise Application Software Market", 
August 2015; Cutter Benchmark Review, May 2015, n=80 organizations.

An IT capabilities apocalypse is coming
What is your IT organization's role in business 

innovation?

http://www.gartner.com/newsroom/id/3119717
https://www.cutter.com/stat-week-what-your-it-organizations-role-business-innovation
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CLOUD & DEVOPS WILL SAVE US!
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“We estimate that, by 2018, 90 
percent of I&O organizations 
attempting to use DevOps without 
specifically addressing their 
cultural foundations will fail.” 

- Ian Head, Gartner, April 2015

Source: “DevOps Will Evolve From a Niche to a Mainstream Strategy Employed by 25% of Global 2000 Organizations,” Gartner, March 
2015.

http://www.gartner.com/newsroom/id/3032517
http://www.gartner.com/newsroom/id/2999017
http://www.gartner.com/newsroom/id/2999017
http://www.gartner.com/newsroom/id/2999017
http://www.gartner.com/newsroom/id/2999017
http://www.gartner.com/newsroom/id/2999017
http://www.gartner.com/newsroom/id/2999017
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Obligatory 
Slide Break



12From Pixabay

https://pixabay.com/en/industry-tanks-silos-gold-night-254591/
https://pixabay.com/en/industry-tanks-silos-gold-night-254591/
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Saving the 
donkeys
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Source: "Strategy, not Technology, Drives Digital Transformation," 2015 Digital Business Global Executive Study and Research Project, 
MIT Sloan Management Review & Deloitte University Press, July 2015. n=4,800,conducted in Fall of 2014.

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 )

43%

33%

25%

25%

24%

22%

17%

16%

15%

10%

7%

3%

8%

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

Most problems are in the meatware

http://sloanreview.mit.edu/projects/strategy-drives-digital-transformation/
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* This story has a lot of problems, but it makes my point, so cut me some slack. Urinals courtesy of Columbus Renaissance hotel, 3rd floor. See also Plumbing: D
esign and Installation.

http://www.marriott.com/hotels/travel/cmhbr-renaissance-columbus-downtown-hotel/
http://www.marriott.com/hotels/travel/cmhbr-renaissance-columbus-downtown-hotel/
http://www.marriott.com/hotels/travel/cmhbr-renaissance-columbus-downtown-hotel/
http://www.marriott.com/hotels/travel/cmhbr-renaissance-columbus-downtown-hotel/
http://www.amazon.com/gp/product/0826906311/ref=as_li_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=0826906311&linkCode=as2&tag=coteicomthecoteb&linkId=476A3AI6T7UISK2A
http://www.amazon.com/gp/product/0826906311/ref=as_li_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=0826906311&linkCode=as2&tag=coteicomthecoteb&linkId=476A3AI6T7UISK2A
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Bad meatware spoils IT

Failure to change 
the operational 

model
31%

Doing too little
19%Failure to change 

the funding model
13%

Defending I&O and 
doing too much

11%

Focusing on the 
wrong benefits

10%

Using the wrong 
technologies

6%

Nothing is wrong - 
It's great!

5%

Something else
5%

"What is going wrong with your private cloud?"

Sources: “Problems Encountered by 95% of Private Clouds,” Gartner, Feb 2015. See also 451 commentary on cloud for net-new ap
plications and survey data on cloud pain points.

http://blogs.gartner.com/thomas_bittman/2015/02/05/why-are-95-of-private-clouds-failing/
http://cote.tumblr.com/post/115262103246/building-the-new-apps-on-cloud
http://cote.tumblr.com/post/115262103246/building-the-new-apps-on-cloud
http://theinfopro.blogs.451research.com/index.php/2015/03/cloud-journey-exposes-gaps-in-existing-environments-which-require-new-investments/
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It’s not much of an IT department, but I’m 
sorta attached to it…
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Obligatory 
Slide Break
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2020

Cheering up 
donkeys
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DevOps == continuous delivery 
(More or less)

Build Test/Verify
Package 
repository

Version
Control

Infrastructure
Platform

(IaaS, PaaS, VMs)

Production
Concerns

(monitoring, scaling, etc.)

Feedback Loop

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

@adrianco:
“We hired them from you.”

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

There is no talent shortage

https://twitter.com/blueboxjesse/status/517690279466643456
https://www.youtube.com/watch?v=P_sWGl7MzhU
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Avoid the accidental platform, plan your 
platform

Source: Casey West’s cloud native piece in O’Reilly Radar, August 2015. See also Wikibon’s recent report, "Technical Dive into Cloud Nati
ve Application Platforms," September, 2015.

http://radar.oreilly.com/2015/08/the-cloud-native-future.html
http://wikibon.com/technical-dive-into-cloud-native-application-platforms/
http://wikibon.com/technical-dive-into-cloud-native-application-platforms/


24Source: slides in this section based on “Patterns of Cloud Native Architecture,” Agile 2015.

“Cloud Native 
Platform”

12 factor 
apps & 

Microservices

Container 
Orchestration

Infrastructure 
Automation

Cloud Native
Application 

Frameworks

Cloud Native
Runtime 
Platform

Cloud Native
Operations

Cloud Native Empowered Culture

Avoiding “now you have two problems”
Well defined contract between each 
layer

Remove variability as you go down

New technology, new behavior

http://www.slideshare.net/littleidea/patterns-of-cloud-native-architectures
http://www.slideshare.net/littleidea/patterns-of-cloud-native-architectures
http://www.slideshare.net/littleidea/patterns-of-cloud-native-architectures
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Management creates the game, hopefully they’re a 
good DM
 Leading change management

 Gradual organization change

 Communicating your strategy, 
principals

 Setting, communicating, 
tracking goals

 Converting “failure” to 
“learning”

Sources: Leading the Transformation, 2015; “Management’s Job is orchestrating the ‘why,’” 2015;  The Concise Executive Guide to Agile, 
2010. See also “The Real Meaning of Software Transformation for Businesses Today,” Siobhan McFeeney, 2015.

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
http://blog.pivotal.io/pivotal-labs/features/the-real-meaning-of-software-transformation-for-businesses-today
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Actively manage your portfolio or it will manage you

Source: “A Value Framework that Works for Transforming Your Application Portfolio,” June, 2015. See more commentary on dealing with 
legacy in “Dealing With The Stuff That Makes All The Money.”

Key transformation effects:

- Reduce costs to run “legacy” 
systems

- Free resources (time, money, 
attention) for “innovation”

- Waste elimination: cloud platform 
automates infrastructure 
management & “paperwork”

https://infocus.emc.com/scott-bils/a-value-framework-that-works-for-transforming-your-application-portfolio/
http://blog.pivotal.io/pivotal-cloud-foundry/features/dealing-with-the-stuff-that-makes-all-the-money-the-legacy-journey-part-3
http://blog.pivotal.io/pivotal-cloud-foundry/features/dealing-with-the-stuff-that-makes-all-the-money-the-legacy-journey-part-3
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Be successful at a small series of projects with 
small teams

• Vitality drove engagement from 
3% to 30%+

• Second project, MyHealth

• Cue Apple Watch app in 5 weeks

Source: Humana keynote, CF Summit 2015. See also BMC Software case study in The Concise Executive Guide to Agile 
and Cutter Executive Report, Vol. 9, No. 9, 2008.

https://www.youtube.com/watch?v=xL-icG1tfcA
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.cutter.com/offers/measureup.html
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INFRAST

RUCTUR

E

SITE 

RELIABILIT

Y

PLATFO

RM

Map your organization to what has business value

Innovation: Plan, design, develop and 
test business capabilities as deployable 
artifactsProduction Apps: config, deployment, 
QA, monitoring, scaling 

App Platform: upgrade platform, 
capacity planning, service mgmt., scale 
platformInfra Platform: Rack and stack, 
networking, data storage, etc.

ROLES
Cross-Functional 

(Prod. Owner, Dev, 
QA)

Application 
Operators

Platform 
Operators

Engineering
(Storage, Security, Network, 

etc.)

AREAS OF FOCUS

BUSINESS CAPABILITY

Source: based on slide from Pivotal Cloud Foundry Solution team, discussions with GSA’s Diego Lapiduz. 

https://www.youtube.com/watch?v=598c1pB39Ms
https://www.youtube.com/watch?v=598c1pB39Ms
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Obligatory 
Slide Break
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(But, really, we are hiring: http://pivotal.io/careers)

https://twitter.com/_youhadonejob/status/634840083158409216
http://pivotal.io/careers
http://pivotal.io/careers
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More details…

Leading the Transf
ormation (2015) 
Excellent overview 
of goals and 
management 
tactics for doing 
Agile and DevOps 
in larger 
organizations

Migrating to Cloud-
Native Application 
Architectures (2015
) 
Covers how 
architects and 
developers change 
in this world. Free!

Cloud Native Jour
ney Series
Covers tactics for 
new and legacy 
projects, and IT 
dept. 
transformation.

Lean Enterprise
Great omnibus of 
transforming how 
your organization 
uses IT, full of 
tactics, sources, 
and examples.

http://www.amazon.com/gp/product/B012P0D4YG/
http://www.amazon.com/gp/product/B012P0D4YG/
http://www.amazon.com/gp/product/B012P0D4YG/
http://pivotal.io/platform/migrating-to-cloud-native-application-architectures-ebook?utm_source=donkeytalk&utm_medium=presentation&utm_term=recommendedreading&utm_content=titlelink&utm_campaign=MattStineFreeBook
http://pivotal.io/platform/migrating-to-cloud-native-application-architectures-ebook?utm_source=donkeytalk&utm_medium=presentation&utm_term=recommendedreading&utm_content=titlelink&utm_campaign=MattStineFreeBook
http://pivotal.io/platform/migrating-to-cloud-native-application-architectures-ebook?utm_source=donkeytalk&utm_medium=presentation&utm_term=recommendedreading&utm_content=titlelink&utm_campaign=MattStineFreeBook
http://blog.pivotal.io/pivotal-cloud-foundry/features/welcome-to-your-cloud-native-journey-part-1
http://blog.pivotal.io/pivotal-cloud-foundry/features/welcome-to-your-cloud-native-journey-part-1
http://www.amazon.com/Lean-Enterprise-Performance-Organizations-Innovate/dp/1449368425
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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

Slides: http://cote.io/frog-donkeys

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