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Choosing the right platform is critical to the long-term success
of a cloud-native implementation. Take time to understand your
options and make the decision that is right for you.

If you have embraced the concept of cloud-native computing, your organization is set up for success in today’s competitive IT environment. You have
already made significant progress. You have signed on to the basic tenets of
modern IT management practices like DevOps, continuous delivery, microservices and containers. You have set a goal to create applications that are purpose-built for the cloud model. And you are buying into Cloud Native Computing Foundation (CNCF) core principles and values – isolating container-packaged
applications, steering clear of vendor lock-in, providing unlimited scalability,
optimizing resource utilization and stressing resiliency.
Now what? The next step on your journey is to choose a platform – or platforms – to host your cloud-native applications. The platform itself needs to
dovetail with all the concepts listed above, departing from traditional enterprise application design and enabling a new agile approach.
What platforms are out there that would accomplish these goals? What are the
pros and cons of each? Can platforms be used together? What platforms should
be used when–and why? These are all good questions, and all are important to
the future of your cloud implementation.

Weighing Your Options
It is commonly agreed that there are three development and deployment platform models you can follow to achieve a cloud-native approach. Each has its
own benefits and drawbacks. They are all built on container technology, but
containerization is not a requirement. They are: Platform as a Service (PaaS),
Container Orchestration (or Containers as a Service, CaaS) and Serverless (or
Functions as a Service, FaaS). Let us look at them, one by one.

PaaS — Although some experts still list PaaS as an option for cloud-native

platforms, we would argue that it is not. PaaS was seen as a popular, useful
development platform when it burst onto the scene in the mid- to late first
decade of this century. But in recent years the PaaS approach has been superseded, to the point where many in the industry are declaring it dead. Building
on a PaaS tends to lock developers into one environment, and workloads cannot be shared across platforms. This runs counter to the CNCF’s core principle
of frictionless sharing.
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That leaves Container Orchestration and Serverless –
two legitimate platforms that are positioned to handle the demands cloud native imposes on IT environments, now and in the future.

IoT, big data and messages. Middleware layers can be
optimized to improve application performance over
time. And Serverless also allows for easy integration
to third-party APIs and plug-ins.

Container Orchestration — These platforms–

But there are some downsides. Serverless is a less
mature computing model, so there are less comprehensive and stable samples, tools, best practices and
documentation. It is harder to debug than other platforms. Due to the on-demand structure, revving up
“cold starts” after the system sits idle can trigger
problems. Serverless workload runtimes are also
capped at five minutes; anything longer requires
additional orchestration or refactoring into multiple
microservices.

such as Kubernetes, Swarm and Mesos–give developers power they never had on PaaS or other conventional development platforms. They can build and
deploy portable applications, and run them anywhere, without having to reconfigure and deploy for
different environments.
This capability gives developers a tremendous
amount of flexibility and control over which exact
image versions to deploy, and where. They can essentially oversee the whole infrastructure – giving them
the final say over runtimes, reusability of images and
movements of containerized apps to the cloud.
The downside to Container Orchestration? It introduces a new level of complexity to the process. Building a Kubernetes cluster that is highly available is a
complicated task. Adding more container orchestrators requires developers to pay more attention to
things like service discovery, load balancing, capacity
management, monitoring, logging, version upgrades
and other common services. So, developers will l have
their work cut out for them, or else they will have to
rely on managed Kubernetes orchestrators, such as
EKS, Fargate, AKS or GKE, which come with a certain
degree of vendor lock-in and versions which lag
behind the latest.

Serverless — Serverless platforms involve much

less hands-on care than container orchestrators.
Using tools such as AWS Lambda, Azure Functions or
IBM Openwhisk, development teams can write logic
as small pieces of code that respond to specific
events. Serverless is essentially a managed service.
Developers can focus on applications that respond to
triggers, and let the platform take care of all the incidentals – autoscaling, patching, elastic load balancing, etc.
This is great for developers who want to leverage a
pay-as-you-go model, which charges only for the
time that code is actually running. This works well for
event-driven and unpredictable workloads, such as
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Arriving at a Platform Solution
So, which platform do you choose? There is no single
right answer – no one-size-fits-all solution. Certain
types of workloads fit better in containers, and others are more attuned to serverless environments. You
can split workloads up, depending on their characteristics and the organization’s needs. The important
thing is to prepare for the project and ask the right
questions, so you can make the best match.

Bottom Line
Serverless environments tend to be the best fit for
greenfield apps, apps being moved to the cloud, event
driven workloads and anything that requires a lot of
scaling. IoT apps, data streams and workloads that
need file transfers are also good candidates for
serverless. In addition, modern day ops teams are
looking at how to leverage serverless technology to
automate tasks such as log parsing, auto-tagging,
security event remediations, alarms, auto-scaling,
etc. On the other hand, legacy workloads that need
more controls and have to be moved around, in and
out of the cloud, do better in containers. The more
granular the requirements, the more inviting containers become.
That is a general blueprint to follow. But situations
vary, and organizations need to go through an evaluation process before locking down a platform strategy for cloud-native computing.

This doesn’t happen overnight. It’s best to do a thorough portfolio
assessment, over four to six weeks. Look at the whole picture.
Classify the workloads based on different criteria – what can be
ported easily, what needs to be rebuilt, and what would you have
to spend to manage certain development tasks. Run this through a
Cloud Business Office function, and you will emerge with a plan
based on the business value a particular platform strategy will
deliver.

The Future
Still under the covers are serverless platforms such as Lambda or
Azure, which use container orchestrators with advanced schedulers and hypervisors to pre-warm the containers and launch them
on-scale. Today, serverless poses limitations in terms of support
for multiple languages, execution periods and deployment models.
But it is just matter of time before you will be able to include the
serverless scheduler such as Virtual kubelets on top of Kubernetes, to standardize the packaging and deployment models across
both serverless and container platforms.
Cloud-native computing is changing the landscape – forcing organizations to think about new models and new delivery methods.
Choosing the right platform is critical to the long-term success of
a cloud-native implementation. Settling on a strategy is the first
step. Take time to understand your options and make the decision
that is right for you.
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JOEY JABLONSKI
VP, Data Engineering & Analytics at iHeartMedia

TRANSFORMATION
IS HARD, HERE’S
WHY IT’S WORTH IT.
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Complex, and often long, cloud
transformation results in an
organization that can execute at a
higher rate of speed, learn from
failures and constantly improve.
Many enterprises are struggling with the same transformation challenge: how to
create an organization that can quickly adopt new technology while responding to
immediate market needs and new competitive threats. The transition to becoming that kind of operation is not simple. It involves all aspects of an organization
developing new muscle memory based on new ways to operate that are accepting
of learning and failure. It also requires empowering staff to make rapid decisions
driven by common organizational direction and principles.
Cloud is the platform component that enables a more agile, responsive organization. But consuming cloud in a way that a business can also transform requires a
coordinated effort across multiple domains. All aspects of the people, process and
technology components of an organization are impacted as it matures from current to new operational models. Figure 1 outlines the key changes that must occur
in order to maximize velocity. The primary change is the move from approval
based processes to a focus on exception handling and constant organizational
improvement.

Old World

New World

People

Process

Technology

• Self-directed learning
• Constantly changing job roles,
descriptions and focus on
improving process
• Ability to explore new skills
& technology, even if not
directly applicable to job today

• Focus on handling exceptions
• Automated processes,
automated escalation, manual
exception handling
• Processes focused on
beginning work and approving
based on outcome

• Technology replaced every
18-24 months
• Rapid pilots prior to decisions
on new technology adoption
• Guard rails for technology,
loosely defined guidelines

• Focus on excecuting process
• Train new staff to execute a
defined role
• Skills become stagnant,
minimal training offered to
existing staff

• Focus on minimizing
exemptions & escalating within
management chain
• Processes focused on gaining
approval prior to work
beginning

• Lifecycle of 5-7 years for
technology investments
• Long evaluation periods
before making technology
decisions
• Organization wide standards
with complex exception
processes

Figure 1: New and Old Worlds
Many organizations start their cloud adoption journey with the intention of saving
costs on IT operations. While the cloud can bring cost savings, its larger benefit
to an organization lies in enabling faster time to market for new products and
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capabilities. The real value of cloud transformation is the organization’s new
ability to quickly consume the latest technology and rapidly adapt and respond
to market needs.
Determining an organization’s cloud transformation maturity requires careful
measurement of both current maturity levels and the level of effort necessary
to transition to the next higher state. Figure 2 shows the 10 dimensions commonly used to measure current cloud maturity and track organizational plans
to achieve the next level.

CTP Cloud Transformation Maturity Model
Operations Management

LEVEL

Customer/
Service
Strategy

Security/Risk/
Compliance

Financial/Cost
Management

Vendor/Partner

2 - Partially
Automated

1 - Manually
Engineered

Levels of Maturity

3 - Self-Service Infrastructure
as Code

Service Portfolio
& Design

Process/
Operation Model

Automation

Run/Operate

Human Capitol
Staffing/Talent/
Skills

Comm/Culture
Change

CTP’s Ten Maturity
DomainsDomains
HPE Pointnext's
Ten Maturity

5 - Continuous
Service
Optimization

4 - Self-Service End-to-End
Automation

Technology

This assessment evaluates your current state and desired future state across
CTP’s Ten Mauturity Domains. Based on the evaluation each domain is given a
level of maturity and higher levels are more mature.
An area is considered more mature when it is built in a way that maximizes
efficiency, security, and resiliency. Whereas areas that are considered less mature
are ones that might be causing more effort, complexity, general slowdown, and
prone to human error.
This assessment is designed to help leaders identify maturity gaps and lay the
foundation for a strategic cloud transformation.

© 2018 Cloud Technology Partners, a Hewlett Packard Enterrpise company / Confidential

Figure 2: Cloud Transformation Maturity Model
Cloud transformation was originally heralded as a path forward for organizations to become more competitive, more agile and more easily recruit the best
talent. But the reality is, transformation has become a sticking point for many
organizations. There are several intersecting reasons for this:
• Years to Build Can Take Quarters to Untangle – Many of today’s business systems took years, even decades, to build. Consequently, they
possess a level of unknown complexity that takes time to understand,
untangle and improve. Many organizations are not prepared for the sustained programming investment necessary to untangle these complex
systems.
• Business Cycles – The usual business cycles associated with market
changes, mergers & acquisitions and divestitures takes a toll on organizational change. These dynamics introduce time-bound projects that
consume resources and attention. But cloud transformation is often not
something that can be time bound; rather, it moves at a pace driven by
the organization’s level of acceptance and readiness.
• Changing Regulatory Landscapes – Many industries, both in the U.S.
and abroad, continue to see regulations change. This changing landscape makes risk averse leadership reluctant to invest in programs that
might not meet new regulatory standards.
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With a successful cloud transformation, come several key elements that can
accelerate growth for the organization:
• Agility – An organization’s ability to respond to new competitive threats
and market conditions is a key measure of its cloud transformation
maturity. The ability to quickly consume new technologies and apply
them to market conditions is an important characteristic of successful
players across markets.
• Innovation – A company can live and die on the ideas its staff can come
up with and quickly incubate into products. A cloud mature organization
with a learning culture can encourage staff to try new things, test new
products and fail fast.
• Cost Optimization – Cost savings are no longer the focus, as the ability
to optimize cost to market conditions emerges. Cloud mature organizations can measure their investment against key value chains and determine if that investment is optimized based on the company’s P&L.
• Fail Fast – An organization’s ability to rapidly try new ideas, learn from
them and iterate is a key element of a successful cloud transformation.
Most important is the ability for an organization to respond positively to
failed projects, take the learnings and share them with the wider organization. Encouraging risk taking is critical to rapid innovation.
• Recruiting Top Talent – Organizations define success by the talent they
can hire and mature internally. Recruiting in today’s fast-paced world is
significantly different from traditional recruiting for IT positions. Organizations must focus on finding people who are adaptive, self-learning,
highly engaged and dynamic. These traits ensure individuals evolve with
the company, demanding improvement in everything they do and lifting
the organization during their tenure.
Upon the successful transition to a modern approach to technology, organizations will be able to quickly move from idea to pilot projects to production, as
the benefits of their new capabilities are realized. The value of this complex
and often long cloud transformation is in creating an organization that can
execute at a higher rate of speed, learn from failures and constantly improve,
while developing a pool of talent that is always looking for new ways to improve
and innovate.
Joey Jablonski is the former CTO of Cloud Technology Partners and is now the
VP of Data Engineering & Analytics at iHeartMedia.
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SCOTT ANDERSON

HPE’S
EVOLUTION TO
A HYBRID CLOUD
ENVIRONMENT
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Hewlett Packard Enterprise’s former VP of
Information Technology shares his lessons
learned after transforming 90% of the
organization’s applications.

By conventional measures, the cloud-first transformation Hewlett Packard Enterprise (HPE) executed
would have to be labeled a success. After all, we
shrunk our data center footprint from nearly 500 to
just four, took $2 billion in costs out of the business,
and migrated 90 percent of our apps to a combination
of PaaS, SaaS and private/public cloud.
But, as Arianna Huffington once said, the path to success is “not a straight line.” She described it as “much
more of a dance, and being open to possibilities,” and
we can relate to that. We had to do our share of dancing to move past obstacles we inadvertently put in
our own path. We of course were open to all possibilities as we moved through the process. But we didn’t
take advantage of all the best practices at our disposal – such as the ones HPE Pointnext deploy today:
creating a Cloud Business Office (CBO), or following a
plan that connects the impacts of specific events in a
more holistic way.
Here’s a rundown of how we executed our cloud-first
transformation, and the valuable lessons we learned
along the way.

Embarking on a Journey
In the beginning, we focused our plan on cutting
costs and improving agility. We had too many data
centers – 85 large properties and more than 400
small sites (under 10,000 square feet) in 29 countries.

We also had about 7,000 applications in our portfolio,
including more than 100 instances of SAP.
This was the result of 35 years of inadequately integrating acquisitions. When we acquired a company,
at least one data center came along with the deal. To
keep peace with the acquired company, HPE management told IT to leave them alone for three years,
and then go in and integrate the systems. Three years
would go by, and the will and the funding would not
be there, so many of the integrations just never got
done.
We arrived at a point where we were spending just
north of $4 billion a year on IT – about 4 percent of
the old HP’s $115 billion in annual revenues. For years,
that seemed like a reasonable percentage. Companies
we saw as our peers – Google, Twitter, Facebook
(which we liked to joke could be seen from our offices
in Palo Alto) – hovered around the 4 percent mark.
But they were different. When Google spends 4 percent on IT, it is using its IT budget to build products.
We were an IT company, but we were spending 4 percent on IT just to manage our business. We should
have been comparing ourselves to engineering and
manufacturing companies like IBM, Cisco and GE,
which tend to spend about 2 percent of revenue on IT.
So we had to put together a program to get down to 2
percent.
We did just that, going through a grueling exercise of
consolidation, virtualization and automation. We
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shrank from 465 data centers to six, saving about
$200 million. Fewer data centers requires less networking, so we shaved $600 million off our carrier
fees. Eliminating many instances of SAP saved about
$100 million in licenses. A remaining $1 billion-plus of
savings came from rationalizing our application portfolio from 7,000 to 1,800, and reducing IT headcount
from 20,000 to 2,000.

Just Getting Started
At this point, we were pretty happy with our progress. We were running the company’s IT with six
shiny new data centers, and costs seemed like they
were at a manageable level. We didn’t realize it at the
time, but we were only getting started.
Within 18 months of building the new data centers,
we began struggling with capacity. We decided to
plug the gap with EcoPODs, modular, containerized
data centers HPE manufactures, which each provide
a self-contained megawatt of capacity. We set up an
EcoPOD next to each data center and planned to add
two a year for the next five years. They were an
expense, but far less costly than adding power and
cooling to existing data centers or even building new
ones.

Taking the Next Step
The first thing we did was set up a cloud-like system
we referred to as highly automated platform provisioning. It was not really a cloud. There were no APIs,
just automation. Developers could go to a portal and
order up cores, storage, memory, an operating system, middleware databases and load balancing.
Twenty minutes later, they would have an
environment.
This helped us to do a better job managing our IT
environment. We identified VMs that were overprovisioned, used automation tools and drove our utilization up by 30 percent. We were able to eliminate the
use of EcoPODs and shrink the number of data centers down to four.
The next step was to move to the cloud. We started
by creating an on-premise OpenStack cloud for cloud
native development projects and then started brokering workloads to Azure. The positive response was
immediate. People were tired of the old way of relying
on traditional IT resources, so we put together a project to transform the majority of our workloads.

While our strategy achieved the desired objective
and provided the DC capacity that we required to
remain operational, Meg Whitman, HPE’s CEO at the
time, questioned us about our plan and its metrics,
such as CPU utilization. At the time our CPU utilization was about 10 percent, just below the industry
average. She said she would like to see it in the 80
percent range.

Our initial plan called for the dissemination of workloads into four main buckets; traditional IT, OpenStack private cloud, public cloud and SaaS. The first
would house about 10 percent of our applications –
traditional IT resources, such as SAP HANA appliances, large HPUX systems for our EDW platform
and an IBM mainframe, which would have to remain
on-premises. The remainder would go to the OpenStack cloud (10 percent), to the public cloud (60 percent) and to SaaS applications (20 percent).

We had work to do. When we looked at our environment, we saw that we had close to 10,000 virtual
machines (VMs) that essentially were not being used.
The reason? Developers were hoarding them. On
average, it took 21 days to get a VM approved and provisioned. Developers didn’t want to wait that long.
They wanted to have capacity on hand to start developing immediately, as they can today on a PaaS. So,
they ordered extras – dozens of them.

In the end, we moved more workloads to our on-premise cloud solutions (about 50 percent) and far fewer to
the public cloud (10 percent). The problem was we
didn’t have a good plan in place to manage costs
throughout the process. Public cloud costs were
swelling, and we weren’t shutting off VMs quickly
enough to harvest the savings so we could move fast
on public cloud deployments. We got scared and
scaled back our cloud efforts.

This got us thinking
transformation.

in
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terms

of

a

larger

Conclusion
These days enterprises face stiff competition from cloudborne companies that are not saddled with legacy costs
and processes. Cloud-first transformations can help enterprises close competitive gaps and get ahead. But they can
be a challenge to pull off, given the number of obstacles
companies can encounter along the way. At HPE we
learned a lot of lessons on our sometimes circuitous journey to the cloud. With a little more planning and a little
more understanding of the migration process, other companies can follow more of a straight line to get to their own
cloud destinations.
Scott Anderson is Vice President of Global Strategic
Accounts with HPE.
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ROBERT CHRISTIANSEN

THE AGILITY
BUBBLE
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The harsh reality is that your cloud program
comes with a financial burden. Here’s how you
can overcome the costs to get to the cloud faster.

Mainstream IT is under a great burden – to lower operational costs and unleash
agility. These oil-and-water, conflicting objectives are at the core of the leadership churn occurring behind the walls of today’s most trusted institutions.
CXOs are freaking out. The heavy weight of technical debt and fast-moving
competitive waters leave little room for classic MBA-style solutions. Leaders
must view this problem with a significantly different pair of glasses, for the
paradox at hand is literally a life and death proposition for the company. Agility
is a mandate – leaders must break down the old and rebuild the new - and that
requires investment. Yes, they are going to have to spend money – and not a
little bit, either.
The Agility Bubble is the money required to establish and maintain an agile
product development and release cycle, specifically leveraging cloud-based
technologies. Leaders must respond to business needs, and the appropriate
response is investment in the people and processes required to use the technology so freely available today.
This is nothing new. We have faced other Agility Bubbles, driven by the Internet, client-server technologies and, prior to that, the introduction of PCs into
the workplace. These Agility Bubbles required corporate transformations that
no one could avoid and still survive. What makes this Agility Bubble so unique
is that it is fueled by the availability of both ridiculously inexpensive sophisticated technologies and plenty of investment capital. With these two things
working together, no market is safe.
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The Cost of Time
The Agility Bubble is measured in two dimensions:
cost and time. Direct costs can be controlled and
managed; however, total monetary investments will
range greatly depending on the complexity of the
applications. Specifically, the older the apps and the
more entangled they are with other applications and
databases, the less likely the cost of cloud adoption
can be justified. However, straight-line TCO and ROI
calculations will probably take a back seat to the
larger, more critical issue of time.
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Speed is the new currency of an organization. Freed
from the burden of legacy infrastructure, systems
and processes, agile new competitors pop up like
prairie dogs on a Kansas farm. They move faster, have
access to like technologies and lack the process
sludge clogging global IT. That’s why technology
investment is not the antidote. The cure is a cultural
revolution – from the inside out – that turns over the
status quo and reshapes people and processes so
they can respond rapidly to market conditions.

To Shorten the Agility Bubble, Consider the Following Programs:
Shuffle the Domain Leaders – Break the per-

Speed is the new
currency of an

organization. Freed
from the burden of

legacy infrastructure,
systems and

processes, agile new
competitors pop up

like prairie dogs on a
Kansas farm.

mafrost layer of management that controls your
technology silos. These are the leaders of Ops,
Architecture, Customer Service, Storage and Networking. Move them around and expose them to
how other teams operate. Their fresh views on the
subject will give them perspective and compassion
for their counterparts.

Get a Sherpa – We highly recommend hiring a

consultant to help navigate the agility waters. Just
remember, this is not your typical organizational
change. There is a whole new set of challenges,
because teams are moving to self-directed,
self-forming and self-defining structures. So be
sure to qualify consultants regarding their skills
and plans.

Forget Job Descriptions – If they haven’t done

so already, your HR department will come to you
looking for job descriptions for DevOps Engineer,
Cloud Architect, Cloud Security Architect and a
host of other roles you may or may not even know
you need. The problem is, these roles change every
three months! What you required in skills last
quarter will change again in the next.

Look For and Support Hand-Raisers – Your

Digital Transformation Is Not Your
Agility Program
Do not get confused – digital transformation is not
your agility play. Digital transformation is basically
analyst jargon — a marketing term that lacks clarity
and teeth. It has many definitions and no consensus
as to its hard deliverables. Agility, on the other hand,
refers to the ability of all the organization’s product
development teams to respond to challenges and
opportunities. So, the Agility Bubble is actually a
PEOPLE problem, not a technology solution. The
people must learn how to leverage new tools and
techniques, and to do that, we must look to a cultural change in the organization.

greatest assets are the first movers and innovators
on your teams. Support their desire to start and
lead the cloud teams, go to Meetups and get certified. Look to build their colleagues and support the
informal teams that are advancing high-speed
technologies and trends. These are your change
agents – back them!
Your Agility Bubble will last longer than you initially estimate because people do not change as
fast as you think. They fall back into their old, comfortable ways, since it is easier to do the same thing
than to learn something new. Never forget, the
Agility Bubble is a PEOPLE issue, not a technology
problem. Spend the time and effort necessary to
train your teams. Demonstrate your commitment
through your actions and your leadership.
See you on the other side!
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ALEXEY GERASIMOV

ARE FULL
STACK TEAMS
AN IT UTOPIA?
It depends: you
may not be a
cloud unicorn or
operate in the
brave new
DevOps world;
still, every team
should be
empowered, value
focused and held
accountable for
results.
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Over the years, there have been numerous articles about full stack development
and full stack engineers. The conversation has been relevant primarily to software development activities (specifically web development), and less so to other
efforts. Opinions on this topic range wildly between the need for deep specialization in a specific area or two, versus taking responsibility for the entire product
development process and its outcome. We suppose it is somewhat similar to the
question of whether it is better to be an expert in one area, or a “jack of all trades
and master of none.” But we do not believe it has to be one or the other. Your
approach should depend on the operating model you, as a company, implement.
First, let us review the terminology and the concepts. Historically, IT personnel
were organized by functional roles and responsibilities. There were “front end”
folks, who took care of the UI; “back end” folks, who developed the heavy code;
and database administrators who then dealt with the data. Obviously there were
additional roles in the organization, but let us keep this simple for now. The frontend, the back-end, and the database people all did their tasks and coordinated
with each other at their respective touch points. They may have been really good
at their jobs, but their responsibilities did not reach beyond their domains. That
might have been okay for awhile, but it eventually created, in many organizations,
silo issues, which slowed down both new feature releases and bug fixes.
In comes the concept of the full stack developer. The thinking was that if a developer can be good at both the front end and the back end, he or she can effectively
remove the inherent silos, streamline the development process and produce
higher quality software, in a shorter period of time. This means a full stack developer has to be pretty good at all aspects of software development and familiar
with the entire stack - front end UI, coding, networking, databases, etc. Making a
developer responsible for the entire stack helps prevent challenges that can occur
during handoff stages but, more importantly, it changes the accountability paradigm, as the developer is now on the hook for the whole product. The saying goes:
“if everyone is responsible, no one is responsible.” When things go wrong and a
number of groups are involved, finger-pointing begins. With a full stack developer,
there is only one place to point the finger.
By the way, using a full stack developer does not automatically guarantee that the
code produced will be better than that produced by a team of specialists, and
chances are, it may not. However, full stack developers are certainly incentivized
to do their best, since the responsibility rests solely on their shoulders.
So here is what the full stack developer concept can look like: full accountability
for end-to-end results, reduced silos, removed friction points, faster delivery of
value and shorter feedback loop. Wait. Is this DevOps, or at least something that
closely resembles what DevOps is trying to achieve? It certainly is. That is why
you often see full stack developer roles in progressive, DevOps-minded software
organizations which value short release cycles and speed to market. But it does
not mean that this concept is right for every organization, nor that you cannot
deliver value quickly without full stack developers.
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What this concept does reinforce is the need for an individual to: be aware of
and understand areas of operation outside his or her silo; expand the project
horizon; be fully vested in and accountable for the end result; and work to
remove all artificial barriers to delivering value faster. These things in themselves create a significant value-add to any organization. If one full stack developer can provide so much value, what if we have 10, 20 or 100 of them? And
what if we put them together into full stack teams? But is that what a full stack
team is, a team of full stack developers? NO. A full stack team is NOT a team of
full stack developers.
As much as we believe everything in our lives is moving toward software, there
are more areas than that which need to be addressed for a product to be
released. These include: business analysis, testing, product management,
stakeholder management, communications and more. What a full stack team
borrows from the full stack development approach is the idea that it is operating as a frictionless, self-sufficient, value-generating unit. Here are the five
characteristics of a true full stack team
1.

Self-sufficient

4.

Accountable

2.

Empowered

5.

Value generating

3.

Agile

Self-Sufficient

1
2

Similar to the full stack developer, the full stack team should be able to address
all aspects of the project or engagement. This will most likely cover everything
from business analysis to architectural design to the hands-on implementation
of the solution at all levels -- networking, database, software, testing, documentation, knowledge transfer, etc. You might even have one or more full stack
developers on the full stack team. The key point is that the team needs to be
autonomous and should have the right skills and the right tools to deliver the
needed outcome.

Empowered

The full stack team must be empowered to make appropriate decisions, and
the empowerment needs to come from the top. This is extremely important!
Decisions the team will make vary from feature implementation to architectural design to how the product is released. The team has to have the power to
prioritize what to work on, when and how. If it has to constantly go ask for
approvals elsewhere, it is not an empowered team and the process is full of
unnecessary roadblocks. Plus, if the team cannot make its own decisions, it
cannot be held accountable for decisions others made for it.
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Agile

3
4
5

This is about speed, speed and more speed. Full stack teams should design features, test concepts, try and fail (if necessary), address issues and release the
product quickly. Hence, full stack teams need great communication, very short
feedback cycles and a penchant for action. They do not have to be located
physically together to have all this - virtual is fine. The key to velocity is to create an empowered team that can make a decision, see it through, evaluate the
results and quickly course correct if necessary.

Accountable

When a full stack team has the power to make decisions, it can be held accountable for the outcomes. In other words, the buck stops here. There is no more “it
worked in the Dev environment” type attitude. The team should be accountable for the end result from all perspectives -- product quality, customer need,
meeting expectations, matching the required Service Level Agreements and so
on. Full accountability means the team must understand the full benefits and
impacts of the product on the end customer / consumer / buyer, and be on the
hook for all of it, to ensure a successful outcome.

Value Generating

A full stack team is able to: remove waste; automate where necessary; do what
really matters versus what is easy; deliver value. The last two goals are crucial.
They sound obvious, but how often do you see developers gold-plating features, or teams working on something super cool that provides value only to a
small subset of end users, or perhaps not at all. On the business side, how often
do meetings take place just for the sake of having a meeting? Full stack teams
can focus on the areas that provide value and remove unnecessary waste from
the process of delivering that value. It is another example of the 80-20 rule. The
full stack team should commit 80% of its efforts to the 20% of the project that
matters most.
So, is the full stack team an IT utopia? And more importantly, is a full stack
team what every organization should strive to achieve? The answer to both
questions is: it depends. Your organization might not be a cloud unicorn or
operate in the brave new DevOps world. You might not have the need for teams
that are agile and self-sufficient, although every team should still be empowered, held accountable for the results of its work and focus on producing value.
At HPE Pointnext we certainly believe in the value of full stack teams to solve
the complex public cloud challenges our clients give us. Putting together a
cross-functional and empowered full stack team of experts has proven to be
the best way to quickly deliver the value clients expect.
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