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Build, run, & manage, on kubernete, on any cloud
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AppTX (Modernization)

Platform Ops (SRE)

start.spring.io run.pivotal.io pivotal.io/platform

(Product Design & Development)



25 years of failure (@StandishGroup)

3Source: built from excerpts from the 2009 study and 2015 study.

https://www.swqual.com/verification_validation.html
https://www.infoq.com/articles/standish-chaos-2015/


25 years of software's true nature vs “you got lucky” 
(@StandishGroup)

4Source: built from excerpts from the 2009 study and 2015 study.

https://www.swqual.com/verification_validation.html
https://www.infoq.com/articles/standish-chaos-2015/


Shift from Service Delivery to Product Delivery

Sources: BMC’s ITIL® Processes & Best Practices documents, 2011 to 2016; "Sky is the Limit for Cloud Foundry at AirFrance-KLM," Nathan Wattimena & Fabien Lebrere, 
AirFrance-KLM, Oct. 2018.;  “Why Change? Small batch thinking,” Coté, Sep. 2018. 5

ITIL%C2%AE%20Processes%20&%20Best%20Practices
https://www.youtube.com/watch?v=FPs5EVVAg4c&list=PLhuMOCWn4P9ivmL2suycVIg-ySW_Vw4Rl&index=43&t=0s
https://medium.com/@cote/why-change-d671b00a3113
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Sources: "Going Cloud-Native at Orange France,"
Pivotal Insights #53, 2018; "Transformation 
Digitale de la Direction Enterprise France,"
Philippe Benaben, Gan Zifroni, Nicolas Gilot, 
Orange France, July 2018

https://content.pivotal.io/podcasts/going-cloud-native-at-orange-france-ep-53
https://www.youtube.com/watch?v=XfJOU92hsRw
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“The code to accomplish these 
tasks might be dozens of lines of 
JavaScript, which would be a trivial 
amount of development compared 
to what it takes to set up the 
servers with the proper 
environment to run the code.”

Source: "Cloud Programming Simplified: A Berkeley View on Serverless Computing," a lot of people UC Berkeley.

http://www2.eecs.berkeley.edu/Pubs/TechRpts/2019/EECS-2019-3.html


Product management for ops
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..developer should have to do the least amount of 
work possible to deploy to the platform.

..just push from the CI tool without worrying about 
change tickets, security scanning, or approvals 
because it all happened through automation.

..Operational readiness, compliance, logging, 
monitoring, paging and notifications, etc. should all 
be automatic.

..Developers want to focus on delivering value as 
much as anyone else in the company. Get them out 
of administrivia. I assure you that they will buy into 
an opinionated pattern if it means more time 
solving problems for customers.

Source: Matt Curry, July 2018.

https://twitter.com/mattjcurry/status/1017953790345875456


First, choose, govern, and garden the right platform

10Source: "Migrating Rabobank Online from Monoliths to Microservices with Pivotal Cloud Foundry,” Vincent Oostindië, Rabobank.

https://www.youtube.com/watch?v=meTazHdJiMM


Orchestration, Registry, Multi-cluster, Management, Conformance, Tenancy, API Based

Encrypt, Isolation Segments, Orgs/Spaces, Audit, RBAC

Loggregator, Metrics, Trace, Self Healing, Auto Scale

Day2 Microservice (Blue/Green, Discover, Break, Config) 

APPLICATIONS API

Buildpacks, Api Gateway, Routing/LB, Service Mesh, C2C CONTAINERS API 
>kubectl run {myimage}

>cf push {mycode}

>cf bind {myservice}

Reactive Stream & Events, 
Less Code, Auto Run & Wire

FUNCTIONS API
>pfs create {myfunc:on}

VMware AWS Google Azure

Embedded OS
(Windows & Linux)

Network 
as API

(Micro Segments)

VMs & Storage 
as API 

(Cloud Provider 
Interface)

Continuously 
Secured

(Rotate, Repair, 
Repave)

Platform-as-a-
Product
(Pipelines, 

Healthwatch)

Service Broker, 
Marketplace



Eliminating toil to free up time for product development, 
speed up developers

Functions

• Removes toil with automation & 
programming

• Stands up & manages the platform

• Creates shared services/middleware/etc.

Insane staff efficiency

• T-Mobile USA: 8 ops to 300 developers, 
11k containers.

• Dick’s Sporting Goods: 6 ops to 120 devs.

• Well Fargo: repaves production every 3 
days

Source: "Adopting PCF At An Automobile Manufacturer," Thomas Seibert and Gregor Zurowski, s1p 2017. 12

https://www.youtube.com/watch?v=5WOvhnrMr4M


13



25+ years later, agile practices are still not standard

14
Source: “Survey Analysis: Agile Now at the Tipping Point - Here's How to Succeed,” Mike West, Gartner, June 2017; Cf. “The 12th Annual 
State of Agile Report” for more optimistic numbers.

https://www.gartner.com/doc/3739117/survey-analysis-agile-tipping-point
http://stateofagile.versionone.com/


Product-centric, balanced, autonomous teams

15Source: “Developer & Culture Transformation,” Jason Williams, Dick’s Sporting Goods, s1p 2018.

https://www.youtube.com/watch?time_continue=7&v=Jip10Fz693U


Touching washing machines, finding toilets

16
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Management
& org. transformation
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19Source: "You can do better than the Spotify Model," Joakim Sundén, Oct 2017.

Tech staff growth

https://vimeo.com/240125835
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Sources: Morning Coffee, Sarah Butcher, 23 February 2016; "Jamie Dimon: JPMorgan Employs 30,000 Programmers," April 2014.

J.P. Morgan CFO Marianne Lake said the 
US bank now employs 40,000 
technologists. That's an increase of 
10,000 in two years (in a 2013 investor 
letter, JPM said it employed 30,000 
technologists). 18,000 of those 40,000 are 
developers, said Lake.”

“

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/
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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

“

https://www.youtube.com/watch?v=McV0Q5GY-fM&feature=youtu.be&t=2m20s


Transform by doing, then cloning & seeding

Further analysis of just high and 
elite performers shows the 
following use profiles:

● 46% - Communities of Practice, 
Grassroots, and PoCs

● 23% - Grassroots efforts and 
Communities of Practice 

● 22% - all by Big Bang and 
DOJOs, but inc. PoC but stall

● 9% Centers of Excellence, 
Communities of Practice, and 
Training Centers 

22Sources: "Accelerate State of DevOps 2019," DORA, August 2019.

https://cloud.google.com/blog/products/devops-sre/the-2019-accelerate-state-of-devops-elite-performance-productivity-and-scaling


Changing is often too hard, so create a new organization
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Use a systematic, small batch strategy & finance process

24Sources: Talanx, 2016; "The Shift to a New Digital Allianz Germany," Dr. Daniel Poelchau, Allianz, Oct 2016; “Scaling Success With Growth Boards,” Amy Herzog, May, 2019.

https://www.talanx.com/newsroom/unternehmensmeldungen/2016/2016-10-04.aspx?sc_lang=en
https://www.youtube.com/watch?v=VD6RNL87YDw
https://content.pivotal.io/blog/scaling-success-with-growth-boards


Starting: “pilot low-risk apps, & ramp-up.” E.g. store finder.

2016: 

130 apps & services, 
estimated

2019: 

4,000 apps & services, 
estimated

25

Sources: Home Depot meetup, Oct 2015; Humana at CF Summit 2015; “Getting started,” Coté, Oct 2016; Comcast’s Christopher Tretina at SP1 2016; “Cloud-Native at 
Home Depot, With Tony McCulley”; "Bottom Up Enterprise Transformation," Kyle Campos, CSAA Insurance, CF Summit EU, Oct 2017; "Running the platform at The 
Home Depot," Tony McCulley interview, June 2019. 2016 estimated apps & services: # of AI’s equates to ~130 apps composed on ~900 services; 4k in 2019 from Tony.

https://www.youtube.com/watch?v=Bl0oH0UdJPM
https://www.youtube.com/watch?v=xL-icG1tfcA&index=36&list=PLhuMOCWn4P9g-UMN5nzDiw78zgf5rJ4gR
https://cote.io/2016/10/26/getting-started%e2%80%8a-%e2%80%8apicking-your-first-cloud-native-projects-or-every-digital-transformation-starts-with-one-project/
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.youtube.com/watch?v=eXqYGLE5VdA
https://soundcloud.com/pivotalconversations/running-the-platform-at-the-home-depot-with-tony-mcculley


Work in Progress

The Business Bottleneck:
finance, strategy, 
executives
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“The Business” is blocking transformation

27Source: "Survey Analysis: IT Is Moving Quickly From Projects to Products," Bill Swanton, Matthew Hotle, Deacon D.K Wan, Gartner, Oct. 2018.

https://blogs.gartner.com/deacon-wan/2018/10/24/survey-analysis-it-is-moving-quickly-from-projects-to-products/


More details
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@cote | cote@pivotal.io

• Book (free!): http://cote.io/books
• 90 minute version of this talk, recorded.
• Platform as a Product:

• Recorded, more detailed presentation.
• “Why You Should Treat Your Platform as a 

Product.”
• Management:

• Recorded enterprise architecture talk.
• Recorded Creating a DevOps Culture talk.

• Strategy, finance, & executives:
• The Business Bottleneck work in progress.

http://cote.io/books
https://misaligned.business/monolithic
https://www.youtube.com/watch?v=TX9cE0M1avY&list=PLk_5VqpWEtiVbWAF-6xhC-2n6OeI0ND13&index=4
https://content.pivotal.io/white-papers/pivotal-platform-solutions-why-you-should-treat-platform-as-a-product
https://www.youtube.com/watch?v=2UquXJsbr9M&list=PLk_5VqpWEtiVbWAF-6xhC-2n6OeI0ND13&index=4&t=0s
https://www.youtube.com/watch?list=PLk_5VqpWEtiVbWAF-6xhC-2n6OeI0ND13&v=Pw7CEP0WJHQ
https://cote.io/2019/08/16/bottleneck/

