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Introduction

I am lucky to have worked on various transformation programs in the past 15 years.
Although we didn’t call it "transformation” in the 2000s, it disrupted the notions of what
was considered normal, the general principles that we applied and the outcomes that we
considered are time immemorial. Just as a sculptor takes a piece of monolith and turns
it into something beautiful, transformation projects involve fast-paced evolutions that
change the current flow into something different.

Transformation is the same in every field. The principles are common across the
board. I went through a physical transformation fairly recently. I weighed around
95 kilograms (210 pounds) and I am 177 centimeters (5'8") tall. My body mass
was 28 percent fat, according to a machine that measures all kinds of bodily stats.

I had accepted that this was my normal; this was who [ was and honestly, it never
bothered me.

I was introduced to a fitness coach by my wife, who had transformed some of her
friends. Although I wasn’t serious at first, I decided to hire him. The regimen involved a
combination of diet devoid of voluminous food and activity at the gym. The first couple
of weeks were perhaps the most difficult part of transformation, with hunger eating
at me.  was asked to cut down my carb intake to a fifth of what I used to consume.

No chips. No pizzas. And no beer. As I saw my weight shed on a weekly basis, the
cravings disappeared and so did the hunger. I longed to follow my prescribed diet, and
I'looked forward to my time at the gym. A few months down the line, I had lost around
25 kilograms (55 pounds) and I was down to 17 percent body fat.

The man in the mirror was transformed, but it did not happen overnight. It took a
lot of discipline and will power to stay on course. My coach changed my diet every week
based on the progress that I made—the importance of measurement and feedback
struck me more than ever before. My weight loss was massive to begin with and slowed
as the weeks passed, which is the expected to curve for any transformation, physical
and digital. I have far from a perfect body, but I am in a much better place than when
I started off. Digital transformations are typically like this; they don't end. At any point,
you can see how much you have progressed, and new technologies, direction and pivots
point towards the path where much more can be achieved.



INTRODUCTION

Reinventing ITIL® and DevOps with Digital Transformation is the second edition of
Reinventing ITIL® in the Age of DevOps. The first edition received lots of feedback from
on-the-ground implementations. The ideas were the first of their kind, and that book
provided solutions to thousands of ITIL projects that were moving the DevOps way. As
the pandemic hit, digital transformation accelerated, and our notions of work changed
with it. I added five chapters in the second edition to address this new level of evolution,
whereby DevOps projects started to move into the bigger realm of digital transformation.
The original chapters (with some modifications) are presented as Section I, while the
new chapters covering digital transformation are in Section II. You can read this book
like a story, from cover to cover, or you can use the table of contents to choose topics of
interest.

In Chapter 12, I present a framework for strategizing and implementing digital
transformations, called the battle tank framework. This framework has nothing to
do with wars or the army—it illustrates various elements of digital transformation in
conjunction with the parts of a battle tank. The final chapter of this book presents a
product-led approach, which is quite distinct from the usual ways of working.
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CHAPTER 1

Introduction to DevOps

New ways of working or new methodologies often come about because of a problem—
yes, it all starts with a problem. DevOps too resulted from problems faced by businesses.
Businesses craved quick turnarounds to their solutions. Businesses often found, in the
midst of development, that they didn’t have all the information they needed to make the
right decisions. They wanted to make a few more changes to the requirements and still
expected the delivery to happen on time. DevOps was born to solve this problem.

DevOps just didn’t show up as the DevOps we have today. It evolved over time. It was
clear to those who started solving the agility problem that DevOps had a lot of potential
to not just solve that problem but also increase productivity by leaps and bounds.
Further, the quality of the software developed had the potential to be the best. Thus, to
this day, DevOps keeps evolving for the better.

DevOps is not just a methodology for developers. Operations reaps its share of
benefits from DevOps as well. With increased automation, operations went from
being a mundane job to an innovative one. Operations folks got a new lease on life
through various tools that made their working lives a whole lot of fun, and they could
look forward to integrating and configuring tools to do advanced stuff, rather than the
repetitive workload that’s generally associated with operations. Productivity shot up and
human errors became much rarer.

Software development was carried out on the back of the software delivery lifecycle
(SDLC) and was managed through waterfall project management. On the operations
front, ITIL ruled the roost. Through DevOps, development and operations essentially
came together to form a union. In the mix, the waterfall methodology gave way to Agile
methodologies, and still people who designed DevOps processes did not have a good
understanding of how ITIL would come into DevOps. A lot of noise started to circulate
that the dawn of DevOps was the end for ITIL. This was plainly noise without any
substance; you will learn in this book about the value that ITIL brings to the table and
why DevOps cannot exist in its entirety without a framework such as ITIL.

© Abhinav Krishna Kaiser 2023
A. Krishna Kaiser, Reinventing ITIL® and DevOps with Digital Transformation,
https://doi.org/10.1007/978-1-4842-9072-9_1
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CHAPTER 1  INTRODUCTION TO DEVOPS

The first part of the book is structured around the ITIL service management framework
and explores what changes need to be made to ITIL to ease into DevOps projects.
Chapter 4 covers common ITIL processes and ITIL functions with respect to DevOps
and Chapters 5 through 10 provide in-depth analysis of major processes in ITIL around
DevOps designs and implementations. You can use the book to readily implement ITIL in
the most effective manner for it to create value in DevOps projects. The second part of the
book shifts gears to transform DevOps a notch higher - into digital transformation.

This chapter briefly explains DevOps, including its principles, elements, and processes.
Chapter 2 provides a snapshot of ITIL V3, including its lifecycle, phases, processes, and
functions. Chapter 3 analyzes DevOps and ITIL, identifying the commonalities and
conflicts that support the journey toward adapting ITIL for DevOps implementations.

What Exactly Is DevOps?

There are multiple perceptions about DevOps in the core. In fact, if you search the web,
you will be surprised to find multiple definitions for DevOps. No two definitions have
common aspects and elements.

I have trained thousands in the area of DevOps, and the best answer I have is that it
combines the development and operations teams, and that’s about it. Why does bringing
two teams together create such a strong buzz across the globe? In fact, if it actually was just
the culmination of two teams, DevOps probably would have been discussed in the human
resources ecosphere, and it would have remained a semi-complex HR management process.

During the beginning of the DevOps era, to amuse my curiosity, I spoke to a number
of people to understand what DevOps is. Most bent toward automation, some spoke
of that thing they do in startups, and there were a very few who spoke of it as a cultural
change. Interesting! Who talks of culture these days, when the edge of our seats burn a
hole if we don’t act on our commitments? A particular example made me sit up and start
connecting the DevOps dots, and it all made sense eventually.

DevOps with an Example

Let’s say that you are a project manager of an Internet banking product. The past
weekend you deployed a change to update a critical component of the system after
weeks of development and testing. The change was deployed successfully; however,
during the post-implementation review, it threw an error that forced you to roll back
the change.

4
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The rollback was successful, and all the artifacts pertaining to the release were
brought to the table to examine and identify the root cause the following Monday. Now
what? The root cause was identified, a developer was pressed into action to fix the bug,
and the code went through the scrutiny of various tests, including the tests that were
not originally included that could have caught the bug in the functional testing stage
rather than in production. All the tests ran okay and a new change was planned. It was
approved by the change advisory board, and the change was implemented, tested, and
green-lit.

These are the typical process activities that are undertaken when a deployment fails
and has to be replanned. However, the moment things go south, what is the first thing
that comes to your mind as the project manager? Is it what objective action you should
take next, or do you start thinking about the developer who worked in this area, the
person responsible for the bug in the first place? Or do you think about the tester who
identified the scenarios, wrote the scripts, and performed the exploratory testing? It is
true that most people start to think about the people responsible for the mess. Why? It is
because of our culture. We live in a culture that blames people and tries to pass the buck.

I mentioned earlier about some respondents telling me that DevOps is about culture.
So, what culture am I talking about in the context of this example? The example depicts
a culture of blame, where the project manager is trying to pin the blame on the people
on their team directly responsible for the failure. They could be factually right in pinning
the blame on the people directly responsible, but I am focusing on the practice involving
blaming individuals.

How is this practice different from the DevOps culture? In DevOps, the responsibility
of completing a task is not considered an individual responsibility but rather a shared
one. Although an individual works on a task, if the person fails or succeeds, the entire
team gets the carrot or the stick. Individuals are not held responsible when we look at the
overall DevOps scheme of things, and we don’t blame individuals. We follow a blameless
culture. This culture of blamelessness culminates from the fact that we all make mistakes
because we are humans after all and far from perfect. We make mistakes. So, what'’s the
point of blaming people? In fact, we expect that people do make mistakes, not based
on negligence but from the experimentation mindset. This acceptance (of developers
making mistakes) has led us to develop a system where the mistakes are identified and
rectified in the developmental stages, way before they reach production.
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How is this system (to catch mistakes) built? To make it happen, we brought the
development and operations teams together (to avoid disconnect), we developed
processes that are far more effective and efficient than what is out there (discussed in the
rest of the book), and finally we took umbrage under automation to efficiently provide
feedback on how we are doing (as speed is one of the main objectives we intend to
achieve).

DevOps is a common phrase, and with its spread reaching far and wide, there are
multiple definitions coming from various quarters. No two definitions are alike, but they
do have a common theme: culture. So, for me, DevOps is a cultural transformation that
brings people together from across disciplines. They work under a single umbrella to
collaborate as one unit with an open mind and to remove inefficiencies.

Note A blameless culture does not mean that the individuals who make repeated
mistakes do so without repercussions. Individuals are appraised justly and
appropriately and in a constructive manner.

Why DevOps?

What gave rise to a new culture called DevOps, you might ask? The answer is evolution.
If you take a timeline view of software, from the 1960s up to the advent of the internet,
developing software was equivalent to building a project or launching a space shuttle.
It required meticulous planning and activities that were planned to be executed
sequentially. The waterfall project management methodology was thus born with five
sequential steps, as indicated in Figure 1-1.
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Figure 1-1. Waterfall project management methodology

When the Internet boomed, software was far more accessible, and this generated
great demand. When the software industry started to expand, the waterfall model’s
limitations were exposed. The need to complete a detailed planning exercise and the
sequential practice of flow seemed like an impediment to the advancement of the
software industry.

Then in 2001, at a ski resort in Utah, the Agile Manifesto was born. A number of
prevalent Agile methodologies came together to form a common goal that would remove
the cast-in-stone waterfall sequential activities.

Agile was more fluid because all its requirements were not conceived at the
beginning. It was an approach that was based on iterations, where all the project
management activities just cycled over and over again. In between, if a requirement
changed, that was okay because there were provisions to make changes that were not
bureaucratic nor tedious in nature. In fact, the Agile methodology places emphasis on
the response to changes in requirements rather than any map to be followed.

The flexibility and dynamism that came about through Agile spread its wings across
the software industry. A number of software projects migrated to the Agile way of
working, and to this day, there are projects that are undergoing serious coaching during
this transformational phase.



