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“All great literature is one 
of two stories; a man goes 
on a journey or a stranger 

comes to town.”

Leo Tolstoy
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Meet 

A successful, 
mid-size  
financial 
company 
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Meet the People

Jenny 
a Technical Manager

CEO Engineers
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The Stranger is Coming...
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Greg Hawkins, Starling Bank
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They are coming fast!

Traditional Company 
using Current Tech

Disruptive Tech 
Company - 
Next Uber or AirBnb 

NOW
Value

Time
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Why?

Because they deliver 
faster and more 
frequently by using 
modern technologies
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Cloud Native

Public Cloud,
Microservices,
Containers (Docker), 
Dynamic Scheduling
(Kubernetes),
etc.
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Shrinking
Margins

Too late 
to act

Funding + Low cost
0.01%

99.9%

Cost  
Savings+
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We Must DO Something!

Jenny’s wakeup call
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Engineering 
Team

Tech
Manager

AWS,
K8s,
MS

BACKLOG DELIVERED

Use Cloud Native 
Tools
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Engineering 
Team

BACKLOG DELIVERED

Feature

6-12 month later...

Only old stuff + 
a bit of CN have 
been delivered
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We Must DO Something ELSE!

Jenny’s second wakeup call
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Plan

Approval

BACKLOG DELIVERED

BACKLOG DELIVERED

New CN 
Platform

Tech
Manager

CEO

Legacy
Slow Delivery

Cloud Native 
Rewrite
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Plan

Approval

BACKLOG DELIVERED

BACKLOG DELIVERED

New CN 
Platform

Tech
Manager

CEO

Legacy
Slow Delivery

6-12 month later...

Almost no new 
features + only 
30% on CN 
have been 
delivered
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Why is it so difficult?
Because - Cloud Native is New, Complex 
and requires new ways of thinking!
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Maturity
Matrix
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BACKLOG DELIVERED

BACKLOG DELIVERED

New CN 
Platform

Tech
Manager

CEO

Legacy
Slow Delivery

The Ultimatum

You have to deliver 
those features or else!
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We Must DO Something Else AGAIN!

Jenny’s third wakeup call
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Let’s introduce some tools ...
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Tool no. 1
Creativity vs. Proficiency
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Mystery Heuristics

START UP ENTERPRISE 

Algorithmic

CREATIVITY PROFICIENCY
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Mystery Heuristics Algorithmic

CREATIVITY PROFICIENCY

START UP ENTERPRISE 

Research
Design Thinking

Agile
Kanban

Bureaucracy
Lean/Waterfall
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Mystery Heuristics Algorithmic
Research

Design Thinking
Agile

Kanban
Bureaucracy

Lean/Waterfall

CREATIVITY PROFICIENCY
$$$

$

$$

START UP ENTERPRISE 
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DELIVERY

INNOVATION

RESEARCH
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DELIVERY

INNOVATION

RESEARCH

70%

25%

5%

 Balanced
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DELIVERY

INNOVATION

RESEARCH

10% 0%

80% 0%

10% 100%

 Balanced UniversityStartupEnterprise

70%

25%

5%

95%

4%
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Tool no. 2
Patterns
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Patterns, Languages and Designs

Pattern is a 
Word:

Table
Chair
Sofa

...
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Patterns, Languages and Designs

Pattern is a 
Word:

Languages consist 
of Words:

Table
Chair
Sofa

...

Furniture language
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Patterns, Languages and Designs

Pattern is a 
Word:

Languages consist 
of Words:

Designs are Stories:

Table
Chair
Sofa

...

Furniture language

There is a square table with 4 chairs and a sofa in a room.
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Therefore: 
You should define and visualize the architecture 
of the whole system upfront.
It can either be requested from external sources or 
uncovered by series of small research and 
prototyping projects ranging from few hours to 
few days each.
It’s important to keep the vision high level to allow 
freedom of choice during implementation, yet also 
detailed enough to provide clear guidance (which 
will help avoid common pitfalls).

Consequently:
All teams have a clear guiding principle for the 
implementation phase.
The teams can start producing the lower level 
architecture, and translate it to the backlog of 
tasks. Therefore, Executive Commitment paired 
with leadership by the Transformation Champion 
are essential  to have in place for successful vision 
creation.

Vision First
Defining a guiding vision as very first step helps set the right path through an 
uncertain environment. 

The company needs to define a clear and achievable vision, which will later be translated 
into specific executable steps. 

In this context:
The combination of limited experience and lack of extra time and flexibility for 
research leads to pursuing CN implementation using “well known ways”.

- Without an overall consistent vision, different teams will make independent 
and, frequently, conflicting architectural decisions

- In many companies, Enterprise Architects are responsible for creating a 
detailed architecture. Many Enterprise Architects lack sufficient theoretical or 
practical experience in the Cloud Native approach.

- Agile methodologies, widely adopted in the contemporary business world, 
create pressure to produce results early and onboard teams to new systems 
very quickly.
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Patterns for Strategy & Risk Reduction
● Dynamic Strategy
● Value Hierarchy
● Business Case
● Executive Commitment
● Transformation Champion
● Vision First
● Objective Setting
● Periodic Checkups
● Data-Driven Decision Making
● Involve the business
● Three horizons

● Learning Loop
● Learning Organization
● Measure What Matters
● Research Through Action
● Gradually Raising the Stakes
● No Regret Moves
● Options and Hedges
● Big Bet
● Reduce Cost of Experimentation
● Exit Strategy Over Vendor Lock-in
● Reflective breaks
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Patterns for Organization & Culture
● Core Team 
● Build-Run Teams (“CN DevOps”) 
● Platform Team 
● SRE Team 
● Remote Teams 
● Co-Located Teams 
● Communicate Through Tribes 
● Manage for Creativity 
● Manage for Proficiency 
● Strangle Monolithic Organization 
● Gradual Onboarding 
● Design Thinking for Radical Innovation 
● Designated strategist
● MVP platform

● Agile for New Development 
● Lean for Optimization 
● Internal Evangelism 
● Ongoing Education 
● Exploratory Experiments 
● Proof of Concent (POC) 
● Decide Closest to the Action 
● Productive Feedback 
● Psychological Safety 
● Personalized Relationships for 
Co-Creation 
● Blameless Inquiry
● Productive feedback
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Patterns for Development & Process
● Open Source Internal Projects 
● Distributed Systems 
● Automated Testing 
● Continuous Integration 
● Reproducible Dev Environments 
● No Long Tests in CI/CD 
● Microservices Architecture 
● Architecture drawing
● Secure system from the start

● Communicate Through APIs 
● Reference Architecture 
● Developer Starter Pack 
● Demo Applications 
● Strangle Monolithic Application 
● Delayed Automation 
● Avoid Reinventing the Wheel 
● A/B Testing 
● Serverless 
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Patterns for Infrastructure & Cloud
● Private Cloud 
● Automated Infrastructure 
● Self Service 
● Dynamic Scheduling 
● Containerized Apps 
● Observability 
● Public cloud

● Continuous Delivery 
● Continuous Deployment 
● Full Production Readiness 
● Risk-Reducing Deployment 
Strategies 
● Lift and Shift at the End 
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Cloud Native Pattern Language
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Tool no. 3
Cognitive Biases



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42

Cognitive Biases
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Bandwagon effect

The tendency to do (or believe) things because many other people do (or believe) 
the same thing. Related to groupthink and herd behavior.

CN relationship: When Gartner puts certain tech on their chart, everyone decides to 
adopt it even without understanding how it relates to their use case.
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Confirmation bias

The tendency to search for, interpret, focus on, and remember information in a 
way that confirms one's preconceptions.

CN relationship: Ignore all those inconvenient facts and embrace the information that 
supports your opinion. 
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Curse of knowledge

When better-informed people find it extremely difficult to think about problems 
from the perspective of less well-informed people.

CN relationship: Our clients' engineers frequently struggle to sell CN ideas to their 
managers due to this bias: they see so clearly why this is the right thing to do that they 
forget the managers have no background
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Illusion of control

The tendency to overestimate one's degree of influence over other external events.

CN relationship: Engineers think that they know how to build microservices, managers 
think that they know what it takes to do DevOps. But in reality, it is only an illusion of 
control. Many complex and emergent processes are very difficult to even steer, much 
less control. Sometimes we need to embrace some uncertainty to ultimately get results.
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Irrational escalation (sunk cost fallacy)

The phenomenon where people justify increased investment in a decision, based 
on the cumulative prior investment, despite new evidence
suggesting that the decision was probably wrong.

CN relationship: If you've spent six months working on setting up an OpenShift cluster 
and bought all the licenses, it is very unlikely that you're going to switch to another tool 
even if it's proven to be superior. 
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Status quo bias

The tendency to like things to stay relatively the same.

CN relationship: Entire companies, and/or people within the organization, will resist 
moving to CN as due to this bias: everyone wants to remain comfortably right where 
they are right now, which is known and understood.
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Hostile attribution bias

The "hostile attribution bias" is the tendency to interpret others' behaviors as 
having hostile intent, even when the behavior is ambiguous or benign.

CN relationship: We meet people who think that we're there to destroy their work and 
wreck their company. We shouldn't think that this is their real opinion, as it is a normal 
human bias arising from the fact that change frequently creates anxiety in those poised 
to undergo it.
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IKEA effect

The tendency for people to place a disproportionately high value on objects that 
they partially assembled themselves, such as furniture from IKEA, regardless of the 
quality of the end result.

CN relationship: This one can be used positively, as a nudge, and explains why we have 
to involve everyone in the client's organization in every stage of planning and executing 
a transformation. Whoever is involved is biased to like and support the solution.
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What happened so far?
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Cloud + K8S + 
Microservices

CREATIVITY 

PROFICIENCY

100%

   0%

time

Attempt no. 1
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Cloud + K8S + 
Microservices

CREATIVITY 

PROFICIENCY

100%

   0%

time

Full rewrite 
mode

Attempt no. 1 Attempt no. 2



container-solutions.com info@container-solutions.com Hermes - The CS Strategic Execution Method @JamieDobson

Design the Transformation
By using Cloud Native Patterns Language



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42

%
95, 4, 1

%
60, 30, 10

%
70, 25, 5

%
80, 15, 5



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42

%
95, 4, 1

%
60, 30, 10

%
70, 25, 5

%
80, 15, 5



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42

%
95, 4, 1

%
60, 30, 10

%
70, 25, 5

%
80, 15, 5



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42

%
95, 4, 1

%
60, 30, 10

%
70, 25, 5

%
80, 15, 5



container-solutions.com info@container-solutions.com Container Solutions’ Story @pini42

Culture Patterns

“Culture is a set of 
living relationships 
working toward a 
shared goal. It’s not 
something you are. 
It’s something you do.”

The Culture Code
Daniel Coyle
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Full rewrite 
modeCloud + K8S + 

Microservices

Turning Point 

MVP of CN 
Platform

Back to stable 
delivery to make 

boss happy

New product 
or big refactoring

Happily
Ever After...

Balance is 
Controlled

CREATIVITY 

PROFICIENCY

100%

   0%

time

Attempt no. 1 Attempt no. 2
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FEATURES

BACKLOG DELIVEREDINNOVATIONRESEARCH DELIVERY

Serverless

Istio

New Cool Tech..

Kubernetes

AWS

Microservices

Features

Integrate AWS

Task 

Split Monolith ….

Microservices

Cloud Native Innovation
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The Stranger is Coming...
... you are ready now!
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Get your  pack of pattern 
cards to map your journey


