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Successtul companies
need to be able to

 Build a Product
 Sell a Product
* Get Along

e @randyshoup



Background

wework

Google eb Ay

o @randyShOup



Culture eats strategy for
breakfast.

-- Peter Drucker
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Culture eats strategy and
organization and technology and
process and ... for breakfast.

- me

............



Westrum Model of
Organizational Culture

THE SCIENCE OF LEAN SOFTWARE AND DEVOPS

ACCELERATE

« Generative Organization Buiding and Seling High Performing
o Trust and Sharing

» Bureaucratic Organization
o Rules and Processes

- Pathological Organization
o Fear and Threat

Nicole Forsgren, PhD
Jez Humble, and Gene Kim

Martin Fowler C y Kissler
uted by Ste B || K Wh tley Bell
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Ellte 46 TIMES MORE
frequent code deployments

VS.
Low

7 TIMES LOWER 2,604 TIMES FASTER

change failure rate time to recover from incidents
(changes are 1/7 as likely to fail)

e @randyshoup




High-Performing
Organizations

THE SCIENCE OF LEAN SOFTWARE AND DEVOPS

ACCELERATE

Buildin ng a dS alin g gh Performin

= 2.5x more likely e e

to exceed goals
o Profitability
o Market share
o Productivity

Nicole Forsgren, PhD
Jez Humble, and Gene Kim

th forewords i:vx M owler C y Kissler
| a case stud S B|| K n Whitley Bell
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High-Performing
Culture

¢ Trust and Collaboration }

e Autonomy and Accountability}

* Pragmatism and Progress }




High-Performing
Culture

¢ Trust and Collaboration




Psychological
Safety

« Team is safe for
Psychological Safety .
Team members feel safe to take risks and Inferpersondl rISk-fCI klng

be vulnerable in front of each other.

- “Being able to show and
employ one'’s self without
fear of negative

wll consequences”
- re:\Work

More important than any
other factor in team
success
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Theory X vs.
Theory Y

DOUGLAS McGREGOR
* Dr. Douglas McGregor, 1960

« Leadership’s beliefs about
what motivates employees

« HUMAN SIDE o
ENTERPRISE

ANNOTATED EDITION

U.n/um/mm' lel!l new commentary I"_\
) { - (orc henfeld
@randyshoup .",\ [ ( I.l‘\|l< r-Gershenteld




Theory X vs.
Theory Y

DOUGLAS McGREGOR

. people are

iInherently lazy, avoid

responsibility, require
extrinsic motivation

\

> |
. people are
Infrinsically moftivated, w HUMAN SIDE o
seek ownership, want ENTERPRISE
-l-o perform We” ANNOTATED EDITION

“]\[Uu\[«."l(ll lel!l new commentary I"_\
@randyshoup Joel Cutcher-Gershenfeld




‘Theory X’ ‘Theory Y’

management
staff
Theory X - authoritarian, TT
repressive style. Tight control, Theory Y - liberating and developmental.
no development. Produces Control, achievement and continuous
limited, depressed culture. improvement achieved by enabling,
empowering and giving responsibility.
staff

management

© 2002 alan chapman Based on Douglas McGregor’s XY-Theory. www.businessballs.com



Cross-Functional
Collaboration

« Open communication

o Individuals encouraged to work directly with each other
o Prefer informal cooperation over formal channels

« Best decisions made through partnership

o Agreement on goals and priorities makes it easier to agree on tactics
o Given common context, well-meaning people will generally agree

« “Disagree and Commit”
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None of us is as smart as all of
us.

-- Japanese proverb,
as quoted by Bob Taylor
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Google App Engine
Reliability Fixit

« Problem: Reliabillity issues in production

o 8-hour global outage in Fall 2013
o Reliability issues had not been prioritized

« Step 1: |dentify the Problem

o All tfeam leads and senior engineers met in a room with a whiteboard
o Enumerated all known and suspected reliability issues
o Consolidated into 8-10 themes
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Google App Engine
Reliability Fixit

o Step 2: Understand the Problem

o Each theme assigned to a lead or senior engineer to investigate and
learn more about

o Timeboxed for 1 week

« Step 3: Consensus and Prioritization

o Leads discussed themes and prioritized work
o Assigned engineers to tasks
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Google App Engine
Reliability Fixit

« Step 4: Implementation and Follow-Up

o Engineers worked on assigned tasks

o Minimal effort from management (~1 hour / week) to summarize progress
at weekly team meeting

e =» Results

o 10x reduction in reliability issues
Broader participation and ownership around the health of the platform

Improved team cohesion and camaraderie
Still remembered several years |later

O O O
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WeWork
Signup Retrospective

* Problem: Signup issues in production
« Step 1: |dentify the Problem

« Step 2: Understand the Problem

« Step 3: Consensus and Prioritization

« Step 4: Implementation and Follow-Up

=» Results
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High-Performing
Culture

|

e Autonomy and Accountability}
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“Tt doesn’t make
sense to hire
smart people and
then tell them
what to do; we
hire smart people
so they can tell us
what to do.”
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Autonomy and
Accountability

« Give ateam a goal, not a solution
o Measured by clear, customer-oriented metric(s)

 Give the feam autonomy
o Letteam own the best way to achieve their goal

« Hold team accountable for *results™

o Responsible for producing business value
o Responsible for the results of their choices
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Traditional
Organizations

Development

Quality \_ -
Operations
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Full-Stack

Teams

Idea
Development
Quality
Operations

{

—-—

Idea
Development
Quality
Operations

Sales +

Idea
Development
Quality
Operations

Community Growth

Member +



Business / Domain
Alignment

« Aligned around a business
problem

o Clear goals and metrics ...
o ...that matter fo customers!

<Business .
Domain> e Well-defined area of

responsibility

o Single application / service or set of
related applications / services
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End-to-End
Ownership

 Teams own their roadmap

« Team owns service from design to deployment to
retrement

* No separate maintenance or sustaining engineering
team
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High-Performing
Culture

|
|

* Pragmatism and Progress }




What problem are
you trying to solve?

............



“A problem
well-stated

is a problem
half-solved.”

-- Charles Kettering,
head of research at GM
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Engineering is about solving
problems ...

.. Sometimes we solve those
problems by writing code.

............



v

Lean “Building the

Software Development

An Agile Toolkit wrong thing 1S
the biggest waste
in software
development.”

Jim Highsmith
and Ken Schwaber

Mary Poppendieck
Tom Poppendieck
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Fewer Things,
More Done

............



Traditional
Organizations

Feature 1 >
Feature 2 >
Feature 3 >

w
w
;; | I Mom‘h.zl
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Continuous Delivery:
Fewer Things, More Done

% Feature 1

(]
&\ Feature 2

p

D

(4
‘2\, < Feature 3
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Continuous Delivery:
Iterative Development

(XXX
%m =

B X

4a 4b 4c
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Month 2 Month 4







Quality Matters

............



“We don’t have time to do it
right!”

“Do you have time to do it
twice?”

............



The more constrained you are
on time or resources, the more
important it is to build it right
the first time.

............



“Do not try to
do everything.
Do one thing
well.”
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Vicious Cycle
of Technical Debt

-

Quick- Technical
and-dirty Debt

\”No time l

to do it
right”
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Virtuous Cycle
of Investment

Quality ! Solid

Investment Foundation

| S |

Faster and Confidence

Better ‘




1. Unlearn behaviors
and mindsets

2. Relearn new skills,
strategies, and
Innovations

3. Break through old
R habits and thinking




High-Performing
Culture

¢ Trust and Collaboration }

e Autonomy and Accountability}

* Pragmatism and Progress }




“The culture of an organization
is shaped by the worst behavior
the leader is willing to tolerate.”

-- Gruenert and Whitaker,
School Culture Rewired
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“If you can’t change your
organization,
change your organization.”

- Martin Fowler
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We are Hiring!

700 software engineers
globally, in

New York
Tel Aviv

San Francisco
Seattle
Shanghai
Singapore



