
The DevOps Transform at ion

What is DevOps? Is it an organizational and cultural 
movement? Is it technical practices and tools? While there 
are many definitions of what DevOps is, they all share a 
common theme. DevOps? focus is on enabling 
organizations to achieve better value outcomes, faster and 
more safely.

Easier said than done. In reality, embarking on a DevOps 
transformation is a massive undertaking that requires 
organizations to adopt new ways of thinking and working.

Is it worth it? According to the DORA Research Program :

- High performing IT organizations are able to develop 
and deliver software quickly and are able to deliver 
availability assurances

- Improved software delivery and operational (SDO) 
performance leads to improved organizational 
performance

According to the Accelerat e: St at e of  DevOps Repor t , 
these organizations perform better in the 
industry-standard four key metrics:

- More frequent code 
deployments

- Faster lead time from 
commit to deploy

- Faster mean time to recover (MTTR) from downtime 
- Lower change failure rate

So, what sets organizations that have adopted DevOps 
practices apart from traditional IT?
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The Dif ference Bet ween Tradit ional IT and DevOps IT

DevOps organizations operate differently in several areas including:

- Planning and organization
- Performance and culture
- Measures

They are organized differently. They embrace different cultural norms. They use different 
measurements.

The differences are significant which explains the need for transformational leaders.

Transform at ional Leadership

According to the 2020 State of DevOps Report, which focused on transformational leadership, 
the positive (or negative) influence of leadership flows all the way through to IT performance 
and organizational performance.

Transformational leaders demonstrate five measurable characteristics:

- Vision
- Intellectual stimulation
- Inspirational communication
- Supportive leadership
- Personal recognition

The influence of transformational leaders is seen in their support of their teams' work, both in 
technical practices and in the teams' product management capabilit ies.

Transformational leadership is essential for establishing the cultural norms and for 
implementing the technologies and practices that correlate with high performance. 
Transformational leadership supports effective communication and collaboration between 
team members, supports team experimentation and innovation to create and implement 
better products faster, and enables working across organizational silos to achieve strategic 
alignment in pursuit of organizational goals.

It should come as no surprise that according to the 2017 State of DevOps Report, 
high-performing teams reported having leaders with the strongest behaviors across all 
dimensions: vision, inspirational communication, intellectual stimulation, supportive 
leadership, and personal recognition. In contrast, low-performing teams reported the lowest 
levels of these leadership characteristics.

Important as transformational leaders are, the same study found evidence that the presence of 
leaders with transformational characteristics is not enough to achieve high DevOps outcomes. 
This is because leaders cannot achieve DevOps outcomes on their own. DevOps success also 
depends on a suitable architecture, good technical practices, use of lean management 
principles, and a myriad of other factors.

Transform at ional leadership is a model in which leaders inspire and motivate followers to 
achieve higher performance by appealing to their values and sense of purpose, facilitating 

wide-scale organizational change.
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Becom ing a DevOps Organizat ion

Successful DevOps organizations understand that the faster code can be moved from the 
hands of the developer to the customer, and the faster the customer can provide feedback, the 
more value can be realized by both.

When comparing DevOps organizations to traditional IT, DevOps policies and practices will 
typically differ from those of traditional IT along the following eight key dimensions:

Successful DevOps organizations also understand how value outcomes are realized and the 
flow of value across value streams. This requires putting the customer front and center and 
ensuring that all stakeholders are working towards shared goals.

Value St ream  Mapping

Value st ream  m apping is a lean-management method for analyzing the current state and 
designing a future state for the series of events that take a product or service from its 
beginning through to the customer. A value stream map is:

- A time diagnostic of your software delivery lifecycle
- A flow-based representation of how end-to-end work is currently done
- A tool that is used to evaluate processes to identify bottlenecks, waste and ultimately 

improvement opportunities

Value stream maps help reduce the time required to bring value to the customer.

Dim ensions Tradit ional IT DevOps

Batch Size Large Micro

Organization Skill-centric silos Autonomous, dedicated cells

Scheduling Centralized Decentralized and continuous

Release High risk event "Like breathing"

Information Disseminated Actionable

Culture Do not fail High trust, fail early

Metrics Cost and capacity Flow (value and time)

Definition of Done "I did my job" Value outcome realized



Value stream mapping is an important initial step but it doesn?t end there. Value stream 
mapping is an ongoing exercise and you never get to a stable future state. You have to keep 
identifying where the waste is and where the constraints are and then figure out as a team how 
to remove or reduce them.

It?s the most important ?continuous? of all? cont inuous im provem ent .

The most successful DevOps organizations aim for a kaizen approach where continuous 
reflection and improvement are cyclical and embedded throughout the value stream, not just 
at the end of product delivery.

Organizat ional Models

The structure of an organization sets the hierarchy for responsibility and creates the various 
levels of communication within an organization. Organizational structure has a huge impact on 
how work gets done and can have a direct effect on productivity.

Traditional IT teams are typically organized in silos which can 
lead to a number of problems.

Organizations adopting DevOps strive to break down the silos 
in an effort to reduce bureaucracy, improve communication 
and collaboration, and provide people opportunities to grow.

Organizations achieve these objectives in a variety of ways 
ranging from assigning Ops liaisons to Dev teams to creating 
cross-functional product (vs. project) teams. The Spotify squad 
and tribe model allows teams in large organizations to behave 
like startups and to be nimble.

The structure of this model is made up of:

- Tr ibes ? collections of squads that work in a related business capability area
- Squads ? autonomous, self-directed, independent teams organized around a business 

capability
- Chapt ers ? small families of people with similar skills
- Guilds ? communities of interest

Tr ibe leads are responsible for ensuring that squads have all the support and autonomy that?s 
needed to be successful. They work together with:

- Product  owners ? ensure squads are building the right thing and are aligned with tribe 
and product direction

- Agile coaches ? help teams master Agile development and DevOps practices
- Chapt er  leads ? line managers in the Spotify model responsible for traditional people 

management duties

Any organization that designs a system (defined broadly) will produce a design whose 
structure is a copy of the organization's communication structure.

Conway?s Law



Spotify?s organizational model is layered on top of Spotify?s corporate culture and so may not 
work for every organization. What each organization must do is evolve to a structure or 
approach that meets its current needs and circumstances.

Managing Cult ure Change

Organizat ional cult ure represents the values and behaviors that contribute to the unique 
social and psychological environment of an organization. The social and psychological aspects 
of the definition relate to how people interact and feel about their workplace environment, 
both of which affect the quality of their work as well as their commitment and loyalty.

In the context of DevOps, culture is one of the top predictors of IT and organizational 
performance.

High-trust organizations encourage good information flow, cross-functional collaboration, 
shared responsibilit ies, learning from failures and embracing new ideas; all hallmarks of a 
generative (performance oriented) and high-trust cultural (as def ined by R West rum ).

Culture change is never easy and involves:

- Shifting or transitioning individuals, teams and organizations from a current state to a 
desired future state

- Managing the people-side of change to achieve the required business outcome(s)

The most successful organizations understand that achieving culture change, particular when 
the initiative involves changes to the organizational structure, it?s best to make the changes in 
increments (vs. taking a ?big bang? approach).

Becom ing a DevOps Leader

A DevOps Leader:

- Creates vision
- Empowers people to participate
- Drives evolutionary change
- Coaches behaviors
- Uses and shares tools

A core function of a DevOps Leader is to use and provide tools to help people discover more 
about themselves and the system in which they operate. In this context, we are not referring to 
software application tools. Rather, we are referring to cultural, behavioral and communication 
tools such as those shown in the image below.

These tools can be used to encourage advanced thinking and collaboration. Leaders must 
determine which tools support their current goals, needs and circumstances. They must also 
determine when the time is right to leverage these tools as a part of ongoing continuous 
improvement.
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Sum m ary

A DevOps Leader is an individual who helps design, influence, implement and motivate the 
cultural transformation proven to be a critical success factor in DevOps adoption.

A DevOps Leader understands:

- How DevOps organizations operate
- The characteristics of transformational leadership
- The role of psychology and neuroscience
- The basics of value stream mapping
- DevOps target operating and organizational models
- How to foster a learning culture

People will follow an individual who inspires them.

Lead the transformation!

Make a Dif ference!
DevOps practices will continue to evolve through communities of practice. Seek out 
opportunities to collaborate with others and to share what you?ve learned.

Change related to DevOps initiatives will affect organizational culture. Effective communication 
plans, training, and clear policies and procedures are all needed to achieve the desired 
performance outcomes and enable collaboration between the many stakeholders involved in 
DevOps. 

Contribute to your organization?s 
DevOps effort by expanding your 
knowledge of DevOps principles and 
practices and by using what you learn 
to lead improvement activities. 

Tools and Techniques

Dimensions of Transformational Leadership

Goleman?s Six Styles of Leadership

The Golden Circle 

Lean Strategic Change Canvas

Project Aristotle?s Key Characteristics of 
High-Performing Teams

Bateson Stakeholder Map

Kolb?s Learning Styles

Value Stream Mapping

Training from the Back of the Room

World Café, Conversation Café

Cumulative Flow Diagram

StoStaKee and other fun retros

Change Leader Development Model

Wilber?s Quadrants

Karpman Drama Triangle

SCARF Model

Lean Business Case

Culture change and progress cannot happen 
without the support of people like you. 

Take act ion!

BE A CHANGE CHAMPION!



+1-954-491-3442 ht t p:/ / i t sm academ y.com info@it sm academ y.com

Cont act  us t o schedule t im e w it h a subject  m at t er  exper t .

Want  t o Learn More?
Training helps organizations build and maintain their capabilit ies. Training also provides 
individuals the knowledge, skills and information needed to fill their role(s) in an organization 
or achieve their career goals, along with a place to test and develop the confidence to use these 
skills in the workplace.

ITSM Academy?s DevOps Cam pus provides the courses you need to build a solid foundation 
and sharpen your skills as a DevOps practitioner.

For modern IT organizations, we believe that continuous improvement is achieved by 
leveraging and integrating the practices of multiple methods and frameworks.

Click  here t o learn m ore about  our  por t fol io of  DevOps courses.

Visit  our  websit e for  our  fu l l  class cat alog and public class dat es.
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ITSM Academ y
We are a female owned small business, established in 2004. Our extensive catalog contains accredited and 
sustainable IT Service Management (ITSM) education and advice including; ITIL®, DevOps, Process Design (CPDE), 
Agile, Site Reliability Engineering (SRE), Value Stream Mapping (VSM) and Experience Level Agreement (XLA). Our 
business values are founded on trust, loyalty, professionalism and long term relationships.  

         ...educate and inspire is not just our corporate slogan, it speaks to our core mission and goal.

          Follow our founder and CXO, Lisa Schwartz, on LinkedIn . 
___________________________

Inst ruct ors  
Every ITSM Academy instructor is certified to the highest levels in the areas they train.  They have years of hands-on 
IT practitioner experience, enabling them to effectively intertwine theory and real-life stories and scenarios. Using 
the highest quality content, this engaging training style encourages active group participation, allowing all learners 
to bring from class a wealth of practical and actionable knowledge.  

___________________________ 
Accredit at ions
All of ITSM Academy?s certification courseware is developed or enhanced in-house and is 
accredited by independent, international organizations where applicable. 

___________________________ 
Gam e On! - Int eract ive Learning 
Involves students in active learning, using the engaging qualities of a game, fueled by our subject matter experts.  

___________________________ 
Courseware Licensing (all developed or  enhanced in house)
In addition to our public and corporate/onsite training, our courseware is available for licensing / co-branding under 
our flexible licensing program, including Train-the-Trainer (for qualifying organizations).

___________________________ 

m y.it sm academ y.com  (digit al por t al)
Extends the learning experience with games, videos, exercises, sample exams, and course materials. It also provides 
instructors a vast repository of information and guidance to successfully prepare for and teach our courses. 

___________________________ 
Professional Educat ion Hours (CPDs/PDUs/CPEs/CEUs):  
ITSM Academy is proud to make it possible for individuals who attend our classes to earn professional education 
hours. (e.g., CPDs, PDUs, CPEs, CEUs). These professional education hours can be submitted to associations such as 
PeopleCert, the Project Management Institute and ISACA, if applicable.

Addit ional Resources:
- ITSM Professor  Blog - a WEALTH of  know ledge published week ly since 2008

- Webinar  Archives - Mont hly since 2007

- ITSM Academ y Resource Cent er

+1-954-491-3442 ht t p:/ / i t sm academ y.com

Read More

The St ory of  t he Academ y 
Today, ITSM Academy is widely recognized 
for its expertise in multiple IT frameworks 
(ITSM, ITIL, Process Engineering (CPDE), 
DevOps, Agile Service Management, Lean) 
and, more importantly, how they work 
together. But that 's not where we started.

The founders of ITSM Academy ?grew up? in 
the world of Help Desks. As our careers 
progressed, we graduated to Senior 
Management roles within our organizations.  

 

As the first wave of IT Service Management 
(ITSM) and ITIL reached the shores of the 
United States, we were hooked. 

An internationally accepted collection of 
best practices focused on reducing IT costs 
and improving customer satisfaction was 
here.  We had to get our arms around this!  
So, like many of you, our research began. It 
became obvious to us that education and 
networking would be our first steps. 

Local resources were limited ? so we 
gathered some colleagues to help start the 
South Florida itSMF USA Local Interest 
Group (LIG). We also began the hunt for 
quality ITIL training. At the time, options 
were very limited. As they say, one thing led 
to another...

To help fill the void, in 2004, we founded 
ITSM Academy and set our sights on 
developing "Americanized" training content 
and achieving Accreditation. From the start, 
we were committed to building content of 
the highest possible quality.

By 2005, we had developed in-house, all 
available ITIL v2 training, including Service 
Manager.  Read m ore of the story here...

By now, you?ve likely researched more than 
one training provider. What makes ITSM 
Academy different? Why should you 
choose us?

?Our business values are founded in trust, 
loyalty, professionalism and long term 
relationships. We provide personalized 
solutions based on those same values and 
built on the foundation on our own 
experiences ? as IT Professionals.? 

Sounds nice, but can we back that 
statement up?

We don?t need to. Our 100,000+ (and 
growing!) alumni and our instructors do it 
for us. They are happy to talk about the 
quality and personalized services they 
receive from ITSM Academy. Read m ore of 
the story here...
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