
Meet the Chiefs : Todd Wilson 

#1 Open Digital Transformation: 
Platform approach to people, process and 
technology
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#1 Open Digital 
Transformation: 

Platform 
approach to 
people, process 
and technology

#2 Open 
Processes: 

The happy 
marriage 
between 
governance and 
velocity.

Meet the Chiefs
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Series Overview

Todd Wilson

#3 Open 
Architectures: 

Set the 
technology free, 
watch it fly.

#4 Open 
Culture: 

The (not so) 
secret ingredient 
for scale & 
sustainability.
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Creating a 
sustainable,
competitive 
advantage

Power of community

Constant innovationContinuous improvement

Red Hat wrote the book on open...



...and continues to define this space
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Kevin Behr
Co-Author ‘The 

Phoenix Project’, 
‘Visible Ops’, 

CTO/CIO

John Willis
Author ‘The DevOps 
Handbook’, ‘Beyond 

The Phoenix Project’, 
Serial Entrepreneur 

(sold to Docker)

Andrew Clay 
Shafer

Co-Founder Puppet, 
Pivotal Leadership, 
Authored foreword 
for ‘SRE Handbook’

Jabe Bloom
Co-Founder 

PraxisFlow, PhD 
Carnegie Mellon 
Transition Design
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Ongoing Digital Transformation

Background

● Agile Delivery Teams

● DevOps Culture

● Agile Procurement & 

Policy

● Open Source 

Development

● Community Driven 

Standards

● Collaborative by 

Default

5 Year mission



plat·form
/ˈplatfôrm/

noun
1.
a raised level surface on which people or things can stand.
"there are viewing platforms where visitors may gape at the chasm"
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Open DX



Digital 
Headaches

!

Shared Services are slow and limited

Can't find staff/contractors!

Budget Crunches

Too much focus on keeping legacy systems up

Vendor Lock in!

Monolithic Architectures

Complex Charges and Funding models



Spoiler Alert!

5 year mission
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By focusing on creating, accelerating and sustaining 
cross functional development teams, your ability to 
deliver on a digital transformation increases 
exponentially.



What if you 
treated Dev 
teams like 
customers?

O
pen DX Platform

s
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What if you 
made platforms 
for Dev teams as 
your product?

DX Platform
s
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Leadership:
How might we 

engage and 
empower?

Removing the barriers to delivery with integrated teams 

Operations:
How might we 

make this reliable 
for everyone?

Product:
How might we test 

that on a couple 
customers? Development:

How might we 
write this feature 

in a week?

Architecture:
How might we make 

this reusable for 
other teams?



Leadership

Architecture

Development

Product

Operations

Tactical

Strategic

ScaleDifferentiation
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“We need to 
build a new 

product”

Leadership

“You can’t build it 
that way. Go 

back and use our 
Reference 

Architecture.”

Architecture

“I’ll build to those 
requirements”

Development

“No problem, I’ll 
create 

requirements”

Product

“I can’t support 
that. It’s too 

different from 
our standards.”

Operations

GTO Engagement Model

Five opportunitiesWhy New Products Fail

Dictates what  
matters

Builds things 
wrong

Builds wrong 
things

Builds things that 
don’t matter

Supports one 
thing



Differentiation

Accelerate
Speed and direction. Getting 
fast feedback from customers

Novelty
Create opportunities for 
disruptive innovation

Niche
Fast feedback to get 
product fit

Experiment
Fail fast continuous 
experimentation

Incubate
Invest in disruptive solutions with 
significant potential impact

Regulate
Regulate velocity 

Reduce
Variety and Variability

Resilience
Build residence into the system

Reuse
Reuse of components

Consolidate
Consolidate infrastructure 

Scale
Accelerate Creation of Value Operational Excellence & Efficiency

Two Opposing Forces in the Enterprise



The Platform empowers differentiation at scale
Translating efficiency between the difference and scale economies

Scale
Controls Velocity, 
Variability and Variety

Differentiation
Enables Velocity, Variability 

and Variety

Resilience
Assets from platform limits 

operational complexity

Platform

Reuse
Shared assets increase in 

value the more they are 
used

Recommoning
Move common asset 

ownership to platform 



People
Behavior Change

Motivated & Engaged

Shared Understanding

Platforms provide people the space to practice Growth together
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Empower building the right things, the right way with less time and effort

Practices
Open & Transparent

Collaborative

Customer-centric

Platforms
Community

Shared Purpose

Center for Innovation & Scale



Are we not digital?

Catalyst Day
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Open Architectures Open Processes, Open Culture

“To some extent it’s all about culture, but that’s not where you start. Culture is an 
output of leadership, processes, and systems. Change the leaders, and leader’s roles, 
change the processes and systems. Spend at least as much time thinking about how 
you unleash your people’s potential to act in the moment, to apply judgement and 
creativity, because the winners in the 21st century are those who can pivot and react 
to change.”

Jim Whitehurst, Past President and CEO, Red Hat
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Open DX

The platform play: How to 

operate like a tech 

company

The Platform(s)

https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-platform-play-how-to-operate-like-a-tech-company
https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-platform-play-how-to-operate-like-a-tech-company
https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-platform-play-how-to-operate-like-a-tech-company
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Open DX

The platform play: How to 

operate like a tech 

company

The BC DevExchange 
Platform(s)

Mission 
Control

Tech 
Platform

Business 
Platform

Customer 
Platform

Digital 
Team Roles 
& Job 
Descriptions

Agile 
Procurement

Commons 
& Guilds

Accelerator 
Lab Training

Governance 
Model

Knowledge 
Base and 
re-usable 
Code

Funding 
Model

Security 
(Zero Trust) 
Stack

https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-platform-play-how-to-operate-like-a-tech-company
https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-platform-play-how-to-operate-like-a-tech-company
https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-platform-play-how-to-operate-like-a-tech-company


Developer Productivity

Cluster Services
Automated Ops  ⠇Over-The-Air Updates ⠇Monitoring ⠇Registry ⠇Networking ⠇Router ⠇KubeVirt ⠇OLM ⠇Helm

20

Red Hat Enterprise Linux & RHEL CoreOS

Kubernetes

Developer CLI ⠇VS Code 
extensions ⠇IDE Plugins
Code Ready Workspaces 
CodeReady Containers

Service Mesh ⠇Serverless
Builds ⠇CI/CD Pipelines

Full Stack Logging
Chargeback

Databases ⠇Languages
Runtimes ⠇Integration
Business Automation 

100+ ISV Services

Platform Services Application Services Developer Services

Physical Virtual Private cloud Public cloud

Build Cloud-Native AppsManage Workloads

Platform is the Foundation of a Modern Architecture
Shared Services Reuse across Hybrid Clouds

Hybrid Cloud
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The BC DevExchange 
Platform(s)

● Outside of existing org structure
● Low barrier to platform entry
● Flexible consumption
● Teams Self service
● Customizable offerings
● Grow expertise organically
● Physical space
● Accessible technology
● Partnership & relationship  driven
● Processes optimized for speed

BC DevExchange:

Platform

Open DX

Mission 
Control



Where the Change Starts

Catalyst Day
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SOurce: https://www.mckinsey.com/business-functions/organization/our-insights/build-a-change-platform-not-a-change-program

The challenge lies in shifting the role of the executive from change agent in chief to change 
enabler in chief. This means devoting leadership attention to the creation of an environment 
where deep, proactive change can happen anywhere—and at any time—and inspiring the 
entire organization to swarm the most pressing issues.

Gary Hamel and Michele Zanini



Create Platforms, Not Programs or Projects!

Catalyst Day

23

SOurce: https://www.mckinsey.com/business-functions/organization/our-insights/build-a-change-platform-not-a-change-program

From top-down to activist-out. 

From sold to invited. 

From managed to organic. 



Platforms
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Reframing what’s important

People

Open Behaviors
• Engaged & Empowered
• Self-Accountable

Breadth of Capability
• Full stack development teams
• Automation
• Everything as code

Continuous Learning
• Integrated training and enablement
• Learning organization

Integrated Teams
• DevSecOps
• Collaborative product portfolio

Collaboration
• Frictionless onboarding
• Sharing for reuse

Technology
• Automated pipelines (Apps and Data)
• Tools, images and standards

Reusable Services
• Trusted software supply chain
• Composable applications

Operational Excellence
• Governance and covenant with DevOps, 

Operations and Business

Practices

Making Work Visible
• Communities of Practice
• Integrated, prioritized backlogs

Trust and Continuous Change
• Open meritocracy
• Customer-centric

Prioritized Focus
• Lean and Agile
• Optimized Capacity
• Remove toil - automate everything

DevSecOps
• SRE
• SLA / SLO / SLI

Platform Builds Community



Continuous 
Improvement 

of Services

LEAN

Digital

Agile

User 
Experience 

Design

Open 
Source

Cloud 
Services

DevOps

Delivery 
Teams

Platform

What we 
really 
wants
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Continuous 
Improvement 

of Services

LEAN

Digital

Agile

User 
Experience 

Design

Open 
Source

Cloud 
Services

DevOps

Delivery 
Teams

Platform

What we 
really 
wants
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The Journey

Dx P\practical
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DX2 + OX2 = 10(UX)

5 year mission
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DevOps - it’s a thing



The Cloud Native Organization
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Spend More Time On What Matters

CLOUD NATIVE
“Industrial Products”

RESPONSIVE 
INNOVATION

PLATFORM 
SERVICES

UBIQUITOUS 
AUTOMATION

STANDARDIZE 
INFRA

UNCHAINED 
DIFFERENTIATED

VALUE

TRADITIONAL IT
“Artisanal Projects”

ANCHORED 
UNINSPIRED

APPS

PROTECTIVE 
GATEKEEPING

PER PROJECT 
INFRASTRUCTURE

TOIL DRIVEN 
OPERATIONS

BRITTLE 
DEPLOYMENTS

COLLAPSE 
COMPLEXITY

ENABLING 
CONSTRAINTS

SELF SERVICE 
CREATION

DEV

ARCH

OPS



● Strategy: CHECK 

● Delivery 
● Digital 

Red Hat Open DX
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An open, sustainable platform & community 
focused on delivery that drives the value 
proposition of Digital Transformation

What we need to 
create is:



Holistic Platform Concerns; Tactical Execution

⚙
⚙
⚙
⚙
⚙
⚙
⚙
⚙
⚙

⚤
⚤
⚤
⚤
⚤
⚤

♺
♺
♺
♺
♺
♺
♺
♺



Time & Money

• App Environment Set-up Time (effort days)

• TCO of average web app: $/app/year (year 1)

  VM's OpenShift
Infrastructure/support 75,000 15,000
Licencing 20,000 0
Staff FTE 240,000 4000
TOTAL: $335,000 $19,000

  VM's OpenShift
Provisioning 180 1
Patching 28 2
Scale Up/Down 100 0
1st Prod Deploy 300 7
TOTAL: 608 days 10 days



Red Hat Practices
& Next Steps in Your 
Journey

DX Practical
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Discovery Pilot Optimize Scale

● Streamline cross-functional, 
representative teams

● Define and architect engagement 
with agreement on the vision

● Align on initial plan with key 
stakeholders

● Team-level experiment utilizing 
new ways of working

● Rapid prototyping to prove out 
engagement hypothesis 

● Explore change to alleviate 
possible org constraints

● Utilize new ways of working and 
knowledge gained during the pilot

● Iterate, automate and harden

● Operationalize the next gen cloud 
platform, teams, and process

● Maintain customer value focus

● Reliably identify and resolve 
process and technology challenges

● Expand to enable predictability 
and adaptability across the 
organization

Learning and evolving to 
rolling-wave planning

Goal driven, time-boxed and 
iterative experiments Operationalize learnings Handle complexity

Guided continuous improvement

Open platforming framework
Iterative and empirical cycles with a limited batch size to address engagement goals

Open governance



“YOU” DX practical 
Call to Action!
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Work in the Open
➔ Openness and transparency breeds trust 

and collaboration.
➔ Lays the ground for the ability to “force 

multiply” efforts
➔ A neutral upstream side steps turf wars

Learn By Doing
➔ Tackle hard problems and knowledge 

gaps through iterative micro delivery.
➔ Focus holistically on problems that 

actually exist, rather than what may 
happen.

➔ Leverage new problems to move 
initiatives in the right direction

Co-Create Everything
➔ Working with partners and community on 

everything sets up Win-Win-Win scenario.
➔ Multiple viewpoint collaboration creates a 

fulsome  product
➔ Have the difficult conversations early to 

battle test ideas (fail fast with frienimies)



What’s next?

Red Hat DXproactical

● Executive & Team Briefing
Generate alignment across organization; growing support 
for Open DX practices to drive “time to value” 

● Catalyst Day 
Hands on LEAN product design workshop to create Open 
DX roadmap customized for your organization
 

● Open DX practical Council
Community of like minded leaders focused on sustainability 
and scale of Open DX delivery. 



linkedin.com/company/red-hat

youtube.com/user/RedHatVideos

facebook.com/redhatinc

twitter.com/RedHat

Red Hat is the world’s leading provider of enterprise 

open source software solutions. Award-winning 

support, training, and consulting services make 

Red Hat a trusted adviser to the Fortune 500. 

Thank you
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Create Platforms, Not Programs or Projects!

Catalyst Day
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SOurce: https://www.mckinsey.com/business-functions/organization/our-insights/build-a-change-platform-not-a-change-program

Change platforms take advantage of social technologies that make large-scale 
collaboration easy and effective. But they are qualitatively different from the idea wikis and 
social networks commonly used today. The difference isn’t primarily about specific 
features; rather, it’s in the encouragement individuals are given to use the platform to 
drive deep change. Specifically, effective change platforms:

● encourage individuals to tackle significant organizational challenges; that is, those 
that are typically considered beyond an employee’s “pay grade” or sphere of 
influence

● foster honest and forthright discussion of root causes and, in the process, develop a 
shared view of the thorniest barriers

● elicit dozens (if not hundreds) of potential solutions rather than seeking to coalesce 
prematurely around a single approach; the goal is first to diverge, then to converge

● focus on generating a portfolio of experiments that can be conducted locally to help 
prove or disprove the components of a more general solution, as opposed to 
developing a single grand design

● encourage individuals to take personal responsibility for initiating the change they 
want to see and give them the resources and tools necessary to spur their thinking 
and imaginations


