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Studied Computer Science
Former CTO Managed Services company
5+ years at Red Hat
Red Hat Chairman’s Award winner
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Leading Change

Open Organization




1 Build a guiding coalition cross
2 organization understanding sense
of urgency and build vision

Start with a market opportunity
leads to sense of urgency

Build an army of volunteers, followers
of your visions via peer-level
conversation removing barriers

Success early + often :
4 Sustain acceleration LEADING

B
¢

Institute change CHANGE 7
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Person who's a Your Awesome person
potential customer product \ who can do rad shit!
| © 2013 UserOnboard.com Thls lsn,f Wm Uow buswmss 56”5 Thl5 |5 i
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6

If you can agree that your customer is the
constraint and you can accept that you can't
move faster than the speed of your
constraint you will immediately understand
that the way you organize yourself around
your customer directly impacts your own
SUCCesS.

Source: Stefan (me) after having read “Theory of Constraints”
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"Organisations which design systems are constrained
to produce designs which are copies of the

communication structures of these organisations.”

-

CONWAY;STAW: PSSR 07 Whatiflitoldyou

Always has been.

''''''''''''''''' ey l}onwavslaw
| Is(your best irientl,
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"Organisations which design systems are constrained

© ONEDOES NOT SIMPLYJN &

comm

CONWAY;STAW? | ’ | ifilitoldyou
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ORGANIZE 4 CUSTOMER SUCCESS | .. ...
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Product Market
‘ Fit and Organizing

for customer Customer centricity
success + Having a plan =
‘ Joint success +
Everybody happy
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Martec’s Law

Technology changes exponentially (fast),
yet organizations change logarithmically
(slow). How do we manage that?

REVOLUTIONARY

Eventually, organizations must “reset”
to a new technological baseline —
but such transitions are

extremely disruptive.

by Scott Brinker (@chiefmartec)
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Your unfair advantage

<Your amazing vision goes here>

No distractions allowed!

3% =

Differentiation Scale

FREKIN

Standardize, automate
to remove variation
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Squeezing the tube for high flow and low turbulence

.. SO you can do
more
experimentation
herel

3%

Differentiation

Increased #
of strategies

Squeeze herel

Scale

Make sure to remove variation to
focus on what differentiates you
here ...
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No compromise

Speed:

Safety:

Freedom

User experience
» Standards

Secure

> Flexibility

» Stay in flow

Safe;c;/ewel;hout Famalfer > Cutting edge
> Stable / Available > Advantage
> Trust/ Reliable MNEEIME
What you/we want to
1 deliver to the customer!

eed
safety
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"A digital platform is a foundation of self-service API’s, services,
knowledge and support which are arranged as a compelling product.”
Evan Bottcher

—— Team

4 Y .
GUSTOMERS N Capabilities
Back in the day Now
Internal Technology
User Platform Capabilities
Experience
I waited 2 days to get lt:nbeen 2 ;Elnutes Managed Services
my query answered on email oar h::“?t'mplmt » Creesilies

>

15

Time
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APPLICATION DEVELOPMENT

RED HAT ENTERPRISE OPEN SOURCE BEST-IN-CLASS OPEN SOURCE

RED HAT JBOSS RED HAT JBOSS
-MQ BRMS

VERTYX. nedex Cserng @
RED HAT JBOSS RED HAT JB0SS RED HAT JBOSS =, e

DATA GRID e PLaTFoRM FUSE XOress g v
s e s mep A

L‘PE%&;&PU[ATFON WEB SERVER APPLICATION

4 Rub
MIGRATION TOOLKIT s o A pgthon
Java AV
—
iFly SWARM | h

DATA ANALYTICS BLOCKCHAIN

INFRASTRUCTURE AND DATABASES
. API MANAGEMENT
P
S;')"Eiﬁ? o @ [ 9 ‘ mongoDB Mggé}
: e 3scale e
+ & Geoserver ) HYPERLEDGER ()
xHAPR‘DXY et
@ mapbox  Leaflet
= NGINX
|
DEVOPS TOOLS
CONTINUOUS SOURCE CONTROL | COLLABORATION BUILD AND TESTING CODE QUALITY CODE REVIEW
INTEGRATION/ MANAGEMENT ARTIFACT
CONTINUOUS MANAGEMENT ™ () N .
DELIVERY @ Mattermost Omilin  Cucumier sonarqube M Crucible
- O git _— £ Nexus 2 a 5 Hint -\
. JU . COMPLEXITY
\;slack Maven = nit REPORT
c €
artifactory 1§ mocha
1A} Orioverry

CONTAINER PLATFORM

MONITORING AND LOGGING
OPENSHIFT =

-
DOCKER iii'CLUSTER

= i sysdi
METRICS =2 rch ’?Iuentd ‘k|bana D sysdig

iJdynatrace

BACKED BY RED HAT ENTERPRISE LINUX

Source: Red Hat Open Innovation Stack

Ubiquitous Journey GitOps approach on Github

“Constraints that Enable Innovation”
Alicia Juarrero

Autonomy
Flow

Self-service

Cadence Speed
Decoupled

Frictionless
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https://www.redhat.com/en/explore/my-open-innovation-lab-stack
https://github.com/rht-labs/ubiquitous-journey

Building blocks for your IDP golden paths

Code / Debug —  Buildand Package — Run —_ ClI Build — Deploy —

Powerful and
Flexible

“Get out of
my way”

] —n
| E— | o .
. . Private i . M d cloud
Ed Physical Virtual Multi-Arch anaged clou
17 9e 4 frtua cloud Public cloud (Azure, AWS, IBM, Google)

Kube-Native IDE
Up and coding quickly

Build CRD

Provide container build

< 4

Serverless
Knative Serverless, Eventing

DEVELOPMENT CONTINUOUS DELIVERY

Kube-Native CI
Tekton - webhooks, persistent
workspaces and credentials

L ¥ capability with and Functions management for Git & image
Source-2-Imagel, buildah, repos, VS Code and Tekton Hub
Dev-focused CLI buildpacks Service Mesh GitOps and
Kube support and flexible Istio, Kiali, Jaeger with : H
R . PN Continuous Delivery
stacks with devfiles % g‘ automatic mutual TLS Kubernetes leading GitOps /
Web Terminal - browser - ‘\ TEKTON D open source project
access to CLls Application Packaging ~ ArgoCD
ClI Plugins

Any IDE +
Plugins

kubectl / oc / kustomize
CLls
Powerful Kube control

Operator Framework provide
full automated operational
support
Helm - packaging format for
simple install handling

© @ 0

Health Checks
Easily enable k8s probes and
monitor in webui

Podman Desktop
Dev and run apps locally

S O

e GitHub Actions

® Microsoft Azure DevOps
e GitLab Runner

e Jenkins

Provide opinionated E2E flows

&

GIT COMMIT

<

>

a

RELEASE
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Team first approach

Team-
. Team
Slze relationships
. Team
R— cognition /
w 1 Cognitive
Team -
. Performing
lifespan 1
= "Team 4
z
API" g
End-2-End Add new E Forming Norming
responsible people to ‘ E
the team s
Z
Storming

Lines of COMMUNICATION Metcalfe's

law

@ *

3 people, 3 lines 4 people, 6 lines 5 people, 10 lines

8 people, 28 lines

Dunbar's
Number

"9

10 people, 45 lines

*—e
9 people, 36 lines

13 people, 78 lines 14 people, 91 lines
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Understanding a
programming
language

z===INFORMATION,OVERLOAD

==

C—e—

—

=
-

LIMITED WORKING MEMORY

BT

ARRAND ITS GONE

memegenerator.net

Working Memory overloaded: -
Learning is impaired

INTRINSIC EXTRANEOUS

' Working Memory is not overloaded:
Without germane processing learning is

INTRINSIC EXTRANEOUS not guaranteed

Working memory is not overloaded:

INTRINSIC EXTRANEOUS There is cognitive room for learning

e %
] Specific w Understanding

comnjtz;pds tci GJIEOd E coding as part of
something related g +he business

for example spin domain
up test

19

environment

Source: Fraser, K. et al. (2018) “Cognitive Load Theory for debriefing simulations: implications
for faculty development”, Advances in Simulation, 3(1). doi: 10.1186/s41077-018-0086-1.

Team first approach
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@ Subjective Cognitive Load Scale »

inspired by Team Topologies by Fabio Pereira and Jorge Galdino

)
1 -1can focus 5 - | feel sooo0
get things done overloaded,
time to learn focus

092 @




What users
need and
,, expect
/
/
/
Defightful
S
/
s Useful
N
/
/
)/ Usable
/
A e e e N
//
. Feasible _______
/

Transition using an enabling team

lue platforrmservic

| a—

Lean MVP (&

Whe Gl

lobal Landscape on a qui>bal
Platform ]

21

Open availability and
now the platform of

Expand. create a
P choice

repeatable solution with
Piot with invite-only early adopters

appication teams
High-touch and close
collaborative working and Facilitated

communication communication working Shift towards full
closely with early adopters

Application Track

IT and infrastructure

serv»ces.

as-a-service communication
model and taper the
hagh-touch facilitation

& Red Hat
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Application
Layer

Platform
Layer

Infra Layer [

(Hybrid
Cloud)

22

Producers . D Consumers

. Delivers content o~
. &Products L (S ‘log]  Platform

Consumes
. -

I platform services
By Eoonom [ ) :
(Includes partners and competitors) |

Physical Virtual Private cloud Public cloud

________________________________________________________________________________________________________________________
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In-house led Team A 1 ! Team B Team C
and/or led by e {1’ ‘;}
external party
/ |
\ i [ \
L,_ A L) "\ "\ L/_ A
I by
AWS CCoE ” |" \ Azure CCoE
(L
In-house led OpensShift on-premises FNFD " '( \ e ,’»’)’)’)’
(supported by platform team LMy, 4! o MYy
external experts) EKS Many other AKS Many other
services services..
7 2 pmrt—rt—o—7" 7 L. . 1. 1. 7
\ AR A /‘/‘/‘/‘/‘
/
PR L) ey L) ced¥N))
VMware . .
Managed Services (System Integrator) AWS (public cloud) Azure (public cloud)

WE NEED COBOL
PROGRAMMERS FOR
OUR MAINFRAME

MILLENIUM PROBLEM.

S5 A%ms www.unitedmedia.com

1IF YOU SEE ANYONE
(WHO LOOKS LIKE

A COBOL PROGRAMMER ,
LET ME KNOW.

© 1997 United Feature Syndicate, Inc.

W4k

£ YOU A COBOL
PROGRAMMER ?

NO, BUT T'M OF TEN
TOW I LOOK LIK
ONE.

Undifferentiated,
heavy lifting,
cognitive overload
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Managed cognitive load:
happy teams, happy customers

| _ Value Stream A
In-house led % S

/ \

(supported by external ,\ . npitli;or;?nt Value Stream B ‘x}
experts) - | |
i;} l i:} Value Stream C
AN /l \ 'l \
AN AN VAN
V4 A V4 a Z A
Internal Technology Platform (as a Product)
In-house led Governance, risk & compliance
(supported by external - .
experts) Transitioning services
ORGANIZING
Data & Analytics services oD
TEAMS FOR FAST
\ \ \
4 4 4
L A L a L A
In-house led t OpenShift Core ROSA ARO . o]
Managed Services on-premises platform (Red Hat + AWS managed (Red Hat + Azure managed MATTHEW SKELTON
team OpenShift) OpenShift) and MANUEL PAIS
A A AN |
/ 1 VAN
L 3 L 3 VA N
Managed Services VM
ware . .
(System Integrator) AWS (public cloud) Azure (public cloud)
24 ] Flow of change ~~~~ "~~~ T
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Birth of the Silo!

Happy go lucky.

All'is smooth .
I will help you

out with the

Alright, listen up. We
need you all to start
submitting your proof
via tickets, thanks 3

25

That's amazing!
Thanks man! &

|

ANovel about DevOps, Securiy,
Audit Compliance, ond Thriving in the Digital Age

INVESTMENTS

HelenBeal  MichaelEdenzon —John Reeszotorski
BilBensing  TopobrataPal  Andres Vega
JasonCox ~ CalebQueern  John Wils

Yeah, rocking as (value)
stream aligned
comb-shaped micro
teams

Continuous Risk
assessment [52)

Automated governance =
compliance as code +
policy as code

Addressing the
governance
bottleneck”?. %

Automated

Automated policy

enforcement evidence and
point attestation
procedure[’4 procedure[’4

Removing walls of
confusion!
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BUILDON © |~ ¢

OCUMENTED OPEN APIS RIGHT?

Vision & Executive
Ambition NPS Dashboard
A
SLI, SLO, SLA
Customer Customer
training : training
Reusable —
Customer services
satisfaction
/ Onboarding of Standard
Business applications, Services , Transition
development developers cervices
Operational
Dashboards P <kills Service
Feedback loops Metrics Catalog
Performance
orkoa Site Reliability Transition . liabili
support Engineering cervices Site Reliability

Engineerin
Workload g d

support

Leading (“Leiden”) Being lead ("Lijden”)

26
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AUTOMATED
TESTING

ENVIRONMENT
STANDARDIZATION

CONTINUOUS DELIVERY

PRODUCT

R | | CONFIGURATION i | CONTINUOUS 1 1| | A
I L} LI | | B | I
! IDE | | MANAGEMENT ! ! INTEGRaTON |1 MONTORNG

3F
]

PRODUCT TEST OPERATIONS
(O MANAGER BEVELQEERS RN SR ECTSEN () S EiNEERS L) PERSTNNEL

The amount of self-service
functionality available on the

Platform team work

Feature is developed

Onboarding process

Published onboarding

platform is a key measure of

with Adoption Core with operational and guidance for use process promoted, and .
Team and candidate considerations into a (for example service is made p | atfo r m m at u r | ty
App team to develop supportable service reference arch, best available to all

new significant feature practices, etc) ® application teams (if

in sandbox Candidate app team developed with more needed).

environment

Demonstrable &
Testable

Minimal Viable

Product

first to use this
feature with a
real-world example

Minimal
Viable
Release

application teams, but
small scale.

Onboarding
& Reference

Techniques to market
service vary from
announcements to
hackathons

Marketing &
Promotion
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Stream-
aligned

Enabling

Platform

Complicated
subsystem
teams

Open Stream-Aligned Teams Software Delivery - Golden Signals - Service Availability/SRE - Value Flow Metrics

Site Reliability Engineering

Quality Engineering

Software Development

Open Platform Enablement Team Technology Adoption Metrics

Platform Standards Architecture Reference Team Onboarding

__ /

Platform Availability - Value Flow Metrics

Platform Service & SLAs Maintenance & Updates Service Improvement

& RedHat | intel
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r
oee® OpenOrganization.java — Sources MmBm) os

L"—j OpenOrganization.java @ >y @
1

NavigatingThe > OpenOrganization.java

1 t
L -

2
3 Assert(OrgCapabilityPresent.Transparancy); ——
gp 4 Assert(OrgCapabilityPresent.Inclusivity);
5 Assert(0OrgCapabilityPresent.Collaboration);
6 Assert(0OrgCapabilityPresent.Community);
ﬁf> 7 Assert(0OrgCapabilityPresent.Adaptability);
8 }
B]D 9 catch (OrgCapabilityPresent) ORGANIZATION
10 { IGNITING PASSION AND PERFORMANCE
11 #region YourOrganization J'?EVS,”AE%”HUETST
12 Wh l L € ( ‘L rue ) WITH A FOREWORD BY GARY HAMEL
13 {
14 character.Eyes.ForEach(eye =>
15 | eye.Open().0rient(Direction.YourselfAndOthers).See()
16 );
17 .
18 if (self.DesireToBeTransparant = true && Gett thlngs done Catalyzmg
19 self.DesireToBeInclusive = true && | inclusive
20 self.DesireToCollaborate = true && decision—making
21 self.DesireToWorkAsCommunities = true &&
22 self.DesireToBeAdaptable = true)
23 {
24 if (self.BeWhoYouWantToBe == Interessant.GO0 &&
25 self.GreatIdeasCanComeFromEverywhere == Interessant.Go &&
26 self.0OpenToOthersPerspectives == Interessant.Go &&
27 self.ValueDifferences == Interessant.Go && Settlng dire tion Best idea can Let the
;2 : self.CelebrateSuccessTogether == Interessant.Go) come from sparks fly
30 switch (AllowedToBeYourself) everywhere
31 K
32 case self.RaiseTheBar:
33 case self.DareToInnovate:
34 case self.GoForQualityEveryDay:
35 default:
36 self.SoundsLikeYouAppreciateTheOpenOrg tryes: . . ..
37 self.Congratulations = true; Mé&tlvatlng and InSpII’Ing |gniting passion BU|Id|ng engagement
38 Please.ReachOutToLearnMore();
39 break;
40 ‘f\
41 }
Q| = }
43 }
#endregion ‘Red Hat ‘ |nte|

A b
[V I
“

®OoOAO0 Ln38,Col3 TabSize:4 UTF-8 LF {} Java & [



A continuum

Closed Open

Extreme secrecy

Release early and often Internal transparency
: _ Sharing by default
Departmental silos Meritocracy
4. ..................................................................................... >
Adherence to hierarchy Cross-team collaboration Inclusive decision making

@ Al GErG) Transparency with communities

30
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Person A

Team
Objective

Person B

31

Customer

Person D

Understanding the aspirations, goals,
concerns and measurable objectives
of all your team members enables
you to form long lasting
relationships, harmonize and
collaborate on joint objectives
dedicated to customer success.

& RedHat | intel



/ Way of Working

<t -

Adopt Open Source Principles

32

b

Contribute to open
source projects

Consume open

: Program
source projects

Office

Release of new Direction Of the

(OSPQ) / opensource organization
projects 4

/
/

/

/

Value Add/ K
Uncopyable advantage/ ¢ompany
Differentiation /

/
Inner source

/
KYC, Core-Banking, Jndustry / Vertical
(Open banking) Developer Portal, !

Checks for regulatory controls / Inner source,
LEnterprise) Open source

i Technology
Co-Development )
/ (Enterprise) Open Source

uonualal/uonoeiiie Juse|

Social
Architecture

Building On-line Communities

by
Pieter Hintjens
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5) Stream-aligned teams creating

value added services which are as

thin as possible to accommodate
customers (Thinnest Viable App!)

6) Stream-aligned teams
maximize value with minimum

amount of features utilizing the

0) Re-introduction of basic
elements as recognized by Team
Topologies

2) Stream-aligned teams developing
differentiating code which would be
better suited at the platform level (to
be shared with all...)

7\

K Stream—AIi&ned Team

\
Stream—AIigr}?d Team

\

\

Platform Team

“External” p|atform//

resilience of the sophisticated
core platform

/
-/
\L—

1) Stream-aligned teams

3) Teams collaborating to

33

contributing; iterating existing
platform services. Fundamentally
starts with adoption of open
source principles.

Recommon contributions (eg.
code) and making functionality
widely available

4) Improved platform functionality
available to all stream-aligned teams
via the sophisticated platform

I G—
| N
\

7) Continuously optimizing the
sophisticated platform to a
maintainable thinnest viable
platform using value chain analysis

& RedHat | intel




0) Re-introduction of basic

elements as recognized by Team
Topologies

Platform Team

"External” Platform



Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform

1) Stream-aligned teams
contributing; iterating existing
platform services. Fundamentally
starts with adoption of open
source principles.




2) Stream-aligned teams developing
differentiating code which would be
better suited at the platform level (to
be shared with all...)

Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform



Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform

3) Teams collaborating to
Recommon contributions (eg.
code) and making functionality

widely available




Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform

4) Improved platform functionality

available to all stream-aligned teams
via the sophisticated platform




5) Stream-aligned teams creating
value added services which are as

thin as possible to accommodate
customers (Thinnest Viable App!)

Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform



6) Stream-aligned teams
maximize value with minimum

amount of features utilizing the
resilience of the sophisticated
core platform

N N

Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform



Stream-Aligned Team

Stream-Aligned Team

Platform Team

"External” Platform

7) Continuously optimizing the
sophisticated platform to a

maintainable thinnest viable
platform using value chain analysis




e e OPEN
START HERE. '... .. .:...' E QBAI;SATFESE -

Collect baseline

Open practices used:

I G / Social contract [ Met”cs‘based
process mapping

K % ,
é‘/v(? . ‘S(\‘\\%\ ‘ @I Target outcomes “‘ Stakeholder map
& Deliver
Value a Impact mapping E Value slicing

e< ] a a |- Continuous delivery </> Everything-as-code

EXECUTE

42
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Leading Change

Open Organization




Create the conditions
that make
transformation possible...




Stefan van Oirschot

Red Hat

Chief Digital Advisor

Summit

Red Hat

svo@redhat.com

Connect

linkedin.com/in/stefan82

Thank you

m linkedin.com/company/red-hat

facebook.com/redhatinc

twitter.com/RedHat

E youtube.com/user/RedHatVideos

& RedHat | intel




