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Operator: 
This podcast is produced by Deloitte. The views and opinions expressed by podcast speakers and guests are solely their own and do not reflect the opinions 
of Deloitte. This podcast provides general information only and is not intended to constitute advice or services of any kind. For additional information about 
Deloitte, go to Deloitte.com/about. Welcome to Architecting the Cloud, part of the On Cloud Podcast, where we get real about Cloud Technology what 
works, what doesn't and why. Now here is your host Mike Kavis. 
 
Mike Kavis: 
Hey, everyone. Welcome back to Architecting the Cloud Podcast, where we get real about cloud technology. We discuss all the hot topics around cloud 
computing, but more importantly we talk to the people in the field who do the work every day. I'm your host Mike Kavis, chief cloud architect over at 
Deloitte. Today I'm joined by a colleague, Jon Smart, partner and global business agility lead here at Deloitte. So, welcome to the show, Jon. I think most of 
the people that know you probably – maybe don't even know you're at Deloitte, because they're used to seeing you speak from the client side of the 
perspective. So, tell us a little bit about your journey, the work and experience you had in this DevOps space, and then what got you here you to Deloitte. 
 
Jon Smart: 



So, thanks, Mike, and thanks for inviting me to this podcast. So, I have a career in financial services, and I've been adopting an agile approach to work since 
the early 1990s. In those days it was called lightweight processes. It was kind of about seven or eight years before the Agile Manifesto. There were 
lightweight processes and heavyweight processes, and I started out – my first job was on the trading floor in investment banking, and we were just naturally 
agile without using the word agile. And I was a business technologist, I was on the trading desk, and it was two developers, three marketers, and three 
traders, and we were the business. And we were deploying on a high cadence. We had some form of continuous delivery with lots of kind of shell scripts, 
none of the tools you would recognize today. 
 
Mike Kavis: 
Online, off script. 
 
Jon Smart: 
[Laughter] Yeah, yeah, (Inaudible) said for technically-familiar listeners – and lots of Unix shell scripting. And, so, personally I've always worked with agile 
principles—before it was called agile. And then Scrum came along and Extreme Programming, Kent Beck and the white book in around about 2000, 2001. 
And it was like, "Hang on a minute, we're doing that. Excellent. This kind of confirms what we're doing." And picked up some additional practices. So, then 
personally as a business technologist  so knowing technology,– I'm a practitioner. You know, I've always adopted agile principles to how we do what we do, 
and then taking more people on that journey over time, so that most recently, I was leading ways of working across Barclay's bank globally, across 80,000 
people, across the entire company. 
 
The elevator pitch benefits: After three and a half years, we saw – in the context of product development, in the context of change, we saw a tripling in 
productivity. So, teams were delivering three times as many items of value in a third of the time. We saw 20 times fewer incidents, so failure demand was 
20 times less; quality was 20 times higher. And we saw the highest-ever colleague-engagement scores. So, we had sooner, we had better, and we had 
happier. And those things help you to deliver more value more quickly. Hence my preferred description for this topic, which is better value sooner, safer, 
happier. Yeah. 
 
Mike Kavis: 
Well, cool. That was going to be my first question, so we'll get right into that. So, one of the challenges with DevOps – one of many – is that it means a lot of 
different things to a lot of people. Some people think it's kind of tools and IT automation. But a lot of people like the Gene Kim’s of the world, yourself, 
myself, have had more business-focused definitions. And the problem with most definitions is they say a lot of things, and they have a lot of words, but you 
kind of came up with a very simple one; you just mentioned it. I'm sure it just didn't pop into your mind real easily one day, so talk about how you came up 
with that definition and how that kind of simplifies things for us. 
 
Jon Smart: 
Yeah. So, it was a lesson learned the hard way. At my previous role leading on ways of working, in year one it was all about agile. Now being a practitioner, 
kind of we knew enough to not mandate how people went about that. However, we were still too focused on the A-word, on agile, and we were measuring, 
how agile are you, and that was a mistake. It was a lesson learned the hard way because you can have product owners stand up sprints and retrospectives, 
but it doesn't necessarily mean that the outcomes are getting any better because you can still have a culture of fear. You can still have AutoScrum fall. 
 
You can still have an un-agile financial process. You can still have– in the context of cloud, a six-month lead time in the old world to get a new server on 
prem, which that's not an unrealistic timeline, six months to provision compute in the past. So, we learned the hard way. We realized that it was a mistake 
for us to focus on how agile are you, and then going into year two we pivoted, and we pivoted to words along the lines of better value sooner, safer, 
happier, because that's the job you're hiring – agile, DevOps, lean, cloud – that's the job you're hiring it to do. It's not cloud for cloud's sake. It's not DevOps 
for DevOps's sake. It's why use cloud? In order to have sooner time to market, in order to have happier customers as you have elastic compute and the 
ability to scale rapidly and more resilience, and so on. So, that's how we came to those words. 
 
Mike Kavis: 
Yeah, so the cloud gives you the ability to be agile, but as you had mentioned on prem, it wasn't all that uncommon for it to take six months to provision 
infrastructure. But I've seen the same thing happen on cloud where they take their old processes and tooling and mindset to the cloud, and it's taking six 
months to provision on a cloud. And you know as well as I do, you know, I'm oversimplifying, but you could right click, say, "Give me five servers," hit the 
button, and within a few minutes you can have cloud services running or servers running. So, in the name of getting to that safer, happier place, how do you 
change those hearts and minds, so we don't just drag our legacy over to the cloud and make our cloud this legacy datacenter in the sky? 
 
Jon Smart: 
Yeah, that's a great question, Mike, and I see that often as well. I see that situation where organizations provision cloud, but still with the same processes 
and bureaucracy that existed beforehand. So, it's not self-service, and as you said, it still takes months, which is kind of crazy. And back to that analogy, it's 
kind of like a Formula One engine in a tractor throttled back to 15 miles an hour. You know, what a waste. So, in terms of how to get there in the hearts and 
minds, a few things. So, focus on the outcomes you're trying to improve. So, focus on, for example, better value sooner, safer, happier. Quality, value follow 
safety and happiness. Measure them. Look at the trend over time – that's important. You're not comparing absolutes; you're looking at the trend, the 
improvement trend. And then if you see that improvement trend heading in the right direction, then great. If not, then you know you've got a problem. So, 
basically the problem might be, “Well, we've spent all this money on cloud or we're spending all this money on cloud, but you know what? Time to market is 
not getting any quicker. What's going on there?” And then, “Ah, right, we need to improve our provisioning process, or we need to make it self-service,” 
and so on. 
 
A second thought is around – the hearts and minds piece – is around communication, relentless communication. As I've mentioned, this topic is about 80 
percent culture, 10 percent process, 10 percent tooling. So, change is a social activity, so there needs to be lots of communication, lots of storytelling. Find 
the examples where there are improvements and communicate the hell out of them. And then recognize and reward people. So, in terms of HR, the 
recognition process and the reward process should incentivize people improving on quality, value, flow, safety, and happiness. 
 
And then the third and final thought is where the multidisciplinary teams come in, the anti-pattern is to do this just in IT, just in infrastructure, in a bubble. 
The pattern for success is involving our business, finance, compliance, PMO, IT, and you've got that multi – you have internal audit, and then you've got a 



true multidisciplinary team, change team, and you run a think big, start small, learn fast experiment with cloud. And then you've got quick time to market, 
you're doing it in the smaller venue, and then you step it up. So, are you're successful, you then do the next one, the next one, the next one. And you start 
to increase – like an S curve, you start to increase the gradient of change over time. So, based on success, it's – you know, maybe it's one experiment at a 
time, and then it's five experiments at a time or five teams at a time, and then it's ten teams at a time, a gradient for change. As you've proven it in your 
company, it then steepens and then you have an S curve where your kind of – 80/20 rule, you kind of pop out at about the kind of 80 percent mark and it 
starts to slow back down again. 
 
Mike Kavis: 
Smart small, get a win, repeat.  
 
Jon Smart: 
Correct. 
 
Mike Kavis: 
Yep, been through that a few times. So, I should've mentioned at the beginning of this but you're working on a new book. I believe you're in the final, final, 
final editing of Sooner, Safer, Happier. Tell us about what to expect about this book and what inspired you to write it? And it's from Gene Kim's company, 
right, IT Revolution, so those books usually do pretty good, so looking forward to seeing that. So, tell us what drove you to do this book and what should we 
expect out of there? 
 
Jon Smart: 
Yeah, so the book is called Sooner, Safer, Happier, and it is a collection of anti-patterns and patterns for ways of working in large organizations. So, it's a 
collection of here are the things that generally don't work and here are the things that generally do work in terms of approaching for ways of working in 
order to deliver better value sooner, safer, happier. Now we all know that there's no such thing as one size fits all. Every organization is unique. There is no 
– there is no one size fits all, and so the language of anti-patterns and patterns is very particular because the language of an anti-pattern is generally – most 
times this anti-pattern will give you a headwind rather than a tailwind. It will make a hard job harder. It doesn't mean that success is not possible. It is 
possible with the anti-pattern, but you're actually making your life a whole lot harder for yourself. And there may be some scenarios where maybe a 
company is about to run out of cashflow, and it's a do-or-die, where actually the anti-pattern is probably the best approach, because the other approach is 
just to collapse. 
 
So, this is a very important distinction around this – there's no such thing as best practice; however, there are patterns that usually give you a tailwind 
instead of a headwind. So, to give you an example of that around leadership and culture, something you mentioned earlier, Mike – in my view 80 percent of 
ways of working and delivering outcomes is about culture. It's about people. Ten percent is process and ten percent is tooling. It's people, process, tooling in 
that order. Roughly 80 percent of it is behavioral and culture. 
 
So, an example of one of the patterns is psychological safety, and leaders exhibiting and encouraging psychological safety. The anti-pattern is a culture of 
fear. Because if there's a command and control old way of working boot first, think second culture of fear where messages are short, where a red rag status 
means you get punished, very clearly bad news – basically learning is hidden. Bad news is buried until it's way too late. And there are plenty of organizations 
that I can think of where that is the case today, where bad news is buried. So, a pattern is psychological safety, leading from the front, role modeling the 
desired behavior. And those types of behaviors mean it's possible to have more experimentation. And there needs to be more experimentation in order to 
improve, because if you can't experiment, you can't improve. You get kind of learned helplessness. You get people waiting for the next order. 
 
Mike Kavis: 
One  of the challenges some cultures have is providing the time to experiment, right? I've always got this fire or there's always this other thing. How do you 
create that environment where people have the time to learn and fail and test and all that? 
 
Jon Smart: 
Hmm. Yeah, that's a great question, and it's one of these things where the state to get to, the target state to get to, is where it's just part of your daily work. 
You know, improving daily work is as important as the daily work. Ultimately the target state to try to get to, and again every context is unique, every 
organization is unique as to how to get there, it should be a case that improving the system of work, so when you're focused on better value sooner, safer, 
happier, when you're focused on quality, value, flow, safety, and happiness, and you're looking at the trend over time, as a team, you're having a regular 
inspect and adapt session, a regular retrospective, or even as a team of teams, or a team of team of team of teams. As a value stream you're having a 
retrospective to say, "How can we improve?" And that needs to be kind of baked into the backlog as a continuous improvement, a bit like tech debt. You 
mentioned tech debt earlier. 
 
It's a bit like paying down tech debt. There's process debt and there's culture debt, and if you just fill your backlog and your day-to-day work with just 
features and just doing stuff, you will end up going slower, and slower and slower and slower and slower. So, it is important, and this does require buy-in 
and understanding from our business, and IT and finance and everybody, that improving daily work is as important as the daily work. And then my advice 
would be, have some work items, some tickets in there, which are of type-improvement. And that's culture improvement, it's process improvement, it's 
removing impediments to flow, and also support. So, another way to help this, the pattern here, the success pattern is to have a ways-of-working center of 
enablement, so a small central team in your organization, the control tower. And that ways-of-work center of enablement has got the helicopter view, kind 
of the 100,000-foot view of the key impediments to quality, value, flow. Then they're helping to orchestrate with a line to the top table, to the executive 
committee, helping to orchestrate the organization's resources to alleviate those impediments. And that could be cloud. It could be DevOps. It could be 
finance. It could be PMO. 
 
Mike Kavis: 
So, how much do we engage with our human resources in these transformations? Because, like, I know from my history before consulting our goals and 
objectives were always, "Deliver X by Y," right? And it seemed like everything was always due January 1, which means you always worked over Christmas, 
right? But all you really got measured on is, did you hit this date, so when that's all that matters, all these other things we're talking about just kind of fall by 



the wayside. But, early in these journeys, do we engage like human capital, human resources teams to help us redefine the KPIs to drive the right 
behaviors? 
 
Jon Smart: 
So, yes, and– in my mind this is the pivot from project to product, from output to outcomes. So, this is the pivot from where success is defined as hitting a 
milestone in the project plan, as you just said, where you know what? No one's focused anymore on the business case that was written two years ago for 
this project. No one's focused anymore on the outcome. What they're focused on is hitting the plan. As you said, did we deliver this thing on this date? And 
you know what? The world has moved on. The world has changed. And, actually, what's in that plan is no longer the most valuable thing, and anyway that 
plan was put together at the point that everybody knew the least. 
 
Mike Kavis: 
Yep. 
 
Jon Smart: 
How crazy. So, surely there's a better way. So, the better way is to pivot to a focus on outcomes, and this is where OKRs come in, objectives and key results, 
quarterly business outcomes. And the pattern here – this is one of the chapters in the book – you have nested outcomes. So, you have multiyear outcomes, 
strategic intent. You'll have in-year outcomes, so kind of your one-year strategic desired outcomes. It could be market share. It could be revenue. It could be 
customer satisfaction. And then you break that down into quarterly outcomes, and they're written as hypotheses, so, "We believe that doing some work on 
cloud will enable us to reduce our time to market by 100 percent or double it, halve it." And then what you're focused on is you're focused on your key 
results, your leading value measures and your lagging value measures. 
 
So, the focus isn't any more around, “Did we hit this diamond on a Gantt chart?” Instead it's, “Every quarter is we thought that by doing this on the mobile 
phone app, we would increase the number of mortgage applications by five percent. Let's have a look. Ooh, yes, we have. Excellent. It's gone up by five 
percent. Let's carry on because we think we can get another five percent of mortgage applications.” So, the focus is on business measures, leading and 
lagging. And if you start working on an outcome and those leading indicators are not moving, you've got the cheapest cost of failure. You take a view. "You 
know what? Our hypothesis was wrong. We're going to stop on this now and we're going to pivot and we're going to do something different." 
 
Mike Kavis: 
I remember I was doing a startup and we got acquired, and I joined this one company and we got into this first set of sprints. And I think it was a four-week 
interval, or something like that. And into week one I'm like, "This just isn't going to work," right? So, I stopped the sprint and people had a heart attack. "You 
don't stop sprints! Once you set it, you go through these four weeks." And I said, "But the outcome's going to be horrible here." And that changed it, but it 
was like a shock to their culture. I come from a startup – kind of like what you were talking about. There were a couple guys with shell script and we just did 
stuff, and to this very rigor – it was all about velocity – the only thing that mattered was your velocity, not that customers were happy, just what's your 
velocity? And it was just – it was very strange. 
 
Jon Smart: 
Yeah, and that's a good example of an anti-pattern. 
 
Mike Kavis: 
Yep. 
 
Jon Smart: 
You're focused on a feature factory, velocity. 
 
Mike Kavis: 
I think everything I know is from living in anti-patterns. I learned everything the hard way. Well, when can we expect your book and how can we get it? 
 
Jon Smart: 
So, it's available for preorder now on Amazon. It's publish date is November, so yes. 
 
Mike Kavis: 
So, congratulations. You've got me beat by two months. I'm shooting for January. 
 
Jon Smart: 
Yeah. 
 
Mike Kavis: 
Jon, where can we find you on Twitter? You've got some hilarious talks. I've seen a couple of them. I've been to all the non-virtual DevOps Summits and 
have seen you speak many times. So, where can we see all this? Is there a YouTube channel somewhere? And where can we find you on Twitter? 
 
Jon Smart:  
So, Twitter it's @JonSmart, J-O-N S-M-A-R-T. That's me on Twitter, and then if you just Google Jon Smart you'll find – on YouTube you'll find some videos. If 
you wish to become a Certified Really Agile Practitioner, C-R-A-P, CRAP, there's a five-minute lightning talk where all you have to do is watch it and you will 
be certified CRAP. 
 
Mike Kavis: 
Yeah, that one's hilarious. We'll actually include that on the show notes so people can see that. That was pretty funny. 
 
Jon Smart: 



And that's kind of living the anti-patterns. You know, to the point of the anti-patterns and patterns, that's a series of anti-patterns presented as a series of 
patterns. 
 
Mike Kavis: 
That was the Nordic skiing example, right? [Laughter] 
 
Jon Smart: 
That's correct, yep. 
 
Mike Kavis: 
All right, Jon. We appreciate your time today. That's our show, Architecting the Cloud, with Jon Smart. To learn more about Deloitte or to read today's show 
notes, head over to www.DeloitteCloudPodcast.com. You'll find more podcasts by me and my colleague Dave Linthicum just by searching for Deloitte On 
Cloud Podcast on iTunes or wherever you get your podcasts. I'm your host Mike Kavis. I'm at Twitter, @MadGreek65. You can always reach me by e-mail, 
MKavis@Deloitte.com. Thanks for listening. We'll see you next time on Architecting the Cloud. 
 
Operator: 
Thank you for listening to Architecting the Cloud, part of the On Cloud Podcast with Mike Kavis. Connect with Mike on Twitter, LinkedIn and visit the 
Deloitte On Cloud blog at www.deloitte.com/us/deloitte-on-cloud-blog. Be sure to rate and review the show on your favorite podcast app. 
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