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State of DevOps Report (2018, 2019)

“[In the majority of organisations] 
software developers only 
spend 30-40% of their time on 
feature development”
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Who am I?



Double the throughput and 
half the cycle time.
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Execute at the pace of a startup

Reorganise for agility and map our 

processes.

Step One

Operationalise Agile ways of working 

through disciplined systems.

Step Two

Focus on engineering effectiveness.

Step 3



First, reorganise for 
agility and map your 
processes
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Agile Operating 
Model Principles

Small teams
(8-10)

Built bottom-
up and not 
top down

Stable and 
Persistent

PULL work 
from a single 

prioritised 
funnel

Single 
Leader per 

team

Minimal 
layers and 
consistent 

spans

Cross-
Functional

600+ Agile teams formed
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Agile Operating Model
600 teams launched in only 6 months

Eng. Org 1 Eng. Org 2 Eng. Org 3 Eng. Org 4
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Components

Well-formed 
scrum teams
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Agile Operating Model
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Gate 1 Gate 2 Gate 3

Business Prioritization & Intake Agile 
Discovery Scheduling

Iteration 0 & 
Development

• ELT Request and Priority
• Stage 0: MVP PRD concept defined and approved 

with initial wireframes
• Stage 1: Define feature speclet, UX wireframes, and 

estimate engineering effort
• Stage 2: Discuss trade-offs based on cost, time, and 

resources
• Stage 3: Finalise PRD, UX flows, engineering design, 

effort, and schedule

Target date 
for agile 
discovery to 
begin no 
sooner than 
90 days prior 
to dev start.

Provide 
estimated 
start date and 
duration.

Stakeholders 
notified when 
dev has started 
and significant 
scope change.

Theme 
Business 
Owner 
provides bi-
weekly update 
on progress 
and health.

Stakeholder 
notified when 
development is 
complete.

Deployment and Release

Stage 0 Stage 1 Stage 2 Stage 3



Second, operationalise
Agile ways of working 
through disciplined 
systems
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Discuss what blockers are people or 
the teams struggling with.

Daily Leadership 
Team Check-in

How we 
operationalise
ways of working
Discuss what blockers 
are people or the teams 
struggling with.

Individual leaders present their 
metrics.

Monthly Operations 
Review

Open and candid discussion: What is 
working? What’s not? What do we 
need to change?

Monthly Retrospective 
and Calibration

Review of strategy alignment, 
calibrate KPIs/V2MOM.

Quarterly Strategy 
Review
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Flow the Work
# of stories by status

FY24 S4 FY24 S5 FY24 S6 FY24 S7 FY24 S8 FY24 S9 FY24 S10 FY24 S11 Backlog

Pending Approval Ready to Start In Progress Dev Complete Test Complete AcceptedSprint
-4

Sprint
-3

Sprint
-2

Sprint
-1

Current
Sprint

Sprint 
+1

Sprint
+2

Sprint 
+3

= Pending Approval = Ready to Start = In Progress = Dev Complete = Test Complete = Accepted

5,286 5,455 5,344 5,344

742

1,775

2,256

738

1,523
508

1,048

840

5,988
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Flow the Work

“Are our teams well formed?” “Are we doing the right work?”

592
Dev Teams

Percentage of WFT vs Non WFT

Non-WFT

WFT

Non-Ring-
Fenced Teams

Ring-Fenced 
Teams

Ring-Fenced vs Non-Ring-Fenced

45,111
(71%)

17,506
(27%)

63,853

Total Ring-Fenced 
Capacity Target

92
(16%)

500
(84%)
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Focus on the people doing the work
Doers vs Enablers (All Employees)

13% 
of our workforce enables.

87% 
of our workforce do.

How can we best support?



ITLGEN-2210

Measure what matters
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Control without controlling: Agile Dashboard



Third, focus on 
engineering 
effectiveness
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10k
Employees & 
Contractors

Cisco IT Engineering at a glance

600
Agile Teams

60K
Story Points 
per Month

34K
Daily Commits

24K
Deployments per 

Month

#1
Best place to work in 

6 countries
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Leadership & Culture
Westrum Organisational Culture Model1

Pathological
(Power-Orientated)

Bureaucratic
(Rule-Oriented)

Generative
(Performance Orientated)

Low cooperation Modest cooperation High cooperation

Messengers “shot” Messengers neglected Messengers trained

Responsibilities shirked Narrow responsibilities Risks are shared

Bridging discouraged Bridging tolerated Bridging encouraged

Failure leads to scapegoating Failure leads to inquiry

Novelty crushed Novelty leads to problems Novelty implemented

1 - Westrum R; A typology of organisational cultures; BMJ Quality & Safety 2004;13:ii22-ii27.

Failure leads to justice
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• Test Automation
• Deployment Automation
• Trunk-Based Development
• Shift Left on Security
• Loosely Coupled Architecture
• Empowered Teams
• Continuous Integration
• Version Control
• Test Data Management
• Monitoring & Proactive Notifications
• AI Co-Pilot Engineering

Capabilities not Maturity Models

• Age and technology used
• Industry or size of organisation
• Who performs deployments
• Change Board or no Change Board

Capabilities that matter Capabilities that do not Matter
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From a few data centers… …to multi-Cloud, multi-SaaS.

Developer Experience

CSPs (SaaS) Partner Premises [Edge]

Public Cloud SaaS Platforms

Cisco Internal Cloud
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From a few data centers… …to multi-Cloud, multi-SaaS.

Developer Experience

CSPs (SaaS) Partner Premises [Edge]

Public Cloud SaaS Platforms

Cisco Internal Cloud

SOX GDPR HIPPA PDIDSS NIST



CoDE.cisco.com
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The “Simple” Developer Experience
Product 

Management
Source Code 
Management

Continuous 
Integration

Continuous
Quality

Continuous
Security

Testing Mgmt
& Test 

Automation

Binary 
Artifacts

Management

Deployment
Tools

App
Observability

C O D E     C O N S O L E     (Frictionless and Fast Developer Onboarding)

C O D E     C O N S O L E     (Frictionless and Fast Developer Onboarding)

Jira 
Align

Jira 
Cloud

SaaSSaaS

SaaS

SaaS

SonarQube

CheckMarx

Static Code 
Scans

Dynamic Code 
Scans

CyberArk

Software Composition 
Analysis (SCA)

Corona

Secrets 
Management

Postman

Test Management

API Automation 

Test Automation 

SpinnakerArtifactory

Logs Analysis

Cisco
AppDynamics

App Performance
Monitoring

Cisco 
ThousandEyes

Internet & Cloud 
Insights

SaaS SaaS

GitHub
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The Developer Experience Today
Product 

Management
Source Code 
Management

Continuous 
Integration

Continuous
Quality

Continuous
Security

Testing Mgmt
& Test 

Automation

Binary 
Artifacts

Management

Deployment
Tools

App
Observability

C O D E     C O N S O L E     (Frictionless and Fast Developer Onboarding)

C O D E     C O N S O L E     (Frictionless and Fast Developer Onboarding)

Jira 
Align

Jira 
Cloud

SaaSSaaS

SaaS

SaaS

SonarQube

CheckMarx

Postman

Test Management

API Automation 

Test Automation 

Logs Analysis

Cisco
AppDynamics

App Performance
Monitoring

Cisco 
ThousandEyes

Internet & Cloud 
Insights

SaaS SaaS

Application 
Runtimes

BRIM

Integration Apps 
(Mulesoft)

Integration Apps 
(Boomi)

SAP Solution Manager

SonarQube

Spinnaker

Spinnaker

Spinnaker

SAP Solution Manager

AppDBAppDB

ABAP (SAPGUI)
Workbench



Developer experience
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Credit: Ryan Murray, ThoughtWorks

Focus on quick wins and high leverage SDLC areas

Research Planning Analysis Design Development Testing Deployment Maintenance

• Coding and implementation

• Unit and integration testing

• API development

• Data annotation & pipelines

• Deployment planning

• Monitoring & observability

• Automated deployment

• Functional test, E2E tests

• Load testing

• Compliance testing

• User centric design

• Policy and procedure design

• Solution Architecture

• Database design

• Project planning

• Data & migration planning

• Security & risk planning

• RCA and data processing

• Bug fixing and testing

• Technical debt addressal

• Requirement analysis

• Security and compliance

• UI & process analysis

• User research

• Market research

• Regulatory research

Leverage of AI (ROI)
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Developer Experience

82% 
of developers feel they are satisfied in their job roles. 
Which creates happy and productive engineering teams!

Satisfaction Survey Results

36%46%9%8%

Extremely 
dissatisfied

Somewhat 
dissatisfied

Neither satisfied 
nor dissatisfied

Somewhat 
satisfied

Extremely 
satisfied
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Additional Reading
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1. Set bold aspirations

2. First, reorganise for agility and map your 
processes

3. Second, operationalise Agile ways of working 
through disciplined systems

4. Third, focus on engineering effectiveness

5. Have fun!

Watch your agile engineering 
transformation take flight!



Thank you
Thank you! 


