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Culture Eats DevOps for Breakfast

(Is the traditional DevOps model a dead end for the mainframe?)

Gatien Dupre
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QUICK INTRODUCTION
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The DevOps Paradox on the Mainframe SH RE

EDUCATE » NETWORK *» INFLUENC

* Why integrating the Mainframe into DEVOPS is Critical? CULTURE CULTURE AN
Your delivery speed is only as fast as your slowest COBOL job. VEN DOR ORGANIZATION
N
» CI/CD # Copy-Paste: Because Mainframe Has Its Own Groove 'O S CENTRALISED
Spoiler : Timeless beats trendy. ARCHITECTURE

» Tooling Choices: The butterfly effect for devs |

One wrong tool and suddenly you’re scripting like it’'s 1987.

» 2 Customer Experience: Fast and furious?
Well... more like “Fast-ish and politely furious.”

- OLD

« Major Mainframe Vendors: The DevOps plot twist? HABITS

Hint: It’s not quite Shakespearean drama, but close.

* My personal CI/CD Magic graph

Because every Brit loves a good graph... preferably with tea stains.
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Why integrating the Mainframe into DEVOPS is A
Critical ? SH/iRE

EDUCATE » NETWORK *» INFLUENCE

« Broken delivery Flow : Distibuted team use Git,

1 Jenkins, Kubernetes...\While Z teams rely on
legacy tools and manual steps.

CODE BUILD TEST DEPLOY

« Slower time-to-market : even if cloud apps
deploy daily, mainframe dependencies delay
production

80% « Lack of visibility : product teams can’t track z
'HYBRID components easily.

FEATURES

MAINFRAME

Your delivery speed is limited by your slowest component !
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Cl/CD # COPY-PASTE: BECAUSE MAINFRAME HAS ITS
OWN GROOVE.
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Cl/CD # Copy-Paste: Because Mainframe Has Its Own A
G roove. éAﬁEﬁORAK BLUE

@ Distributed

Mistake #1: Copy-pasting distributed CI/CD onto the
mainframe

* In distributed systems:

You often deploy by promoting an environment (e.g., staging
becomes production).

Each application typically runs on its own isolated infrastructure.

* On the mainframe:

There is only one production environment, shared by all
applications.

You cannot promote environments; every deployment affects the
entire system.

& Conclusion: CI/CD for the mainframe must be redesigned to
reflect its shared, centralized architecture—not copied from
distributed models.
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Cl/CD # Copy-Paste: Because Mainframe Has Its Own A
G roove. éAﬁEﬁORAK BLUE

@ Distributed Mainframe CI/CD must be inspired by, but not copied >
from distributed or legacy models.

Mistake #3: Rebuilding the entire application at every %
deployment

* In distributed systems:

Applications are often stateless and loosely coupled.
Rebuilding and redeploying the entire app is common and
relatively safe.

* On the mainframe:

Applications are highly interconnected, sharing datasets, libraries,
and components.

Rebuilding everything is risky, complex, and often impractical.

& Conclusion: Mainframe deployments must be incremental,
deploying only what has changed, with strict traceability.
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TOOLING CHOICES: THE BUTTERFLY EFFECT FOR DEVS
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Tooling Choices: The butterfly effect for devs
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Tooling Choices: The butterfly effect for devs
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Tooling Choices: The butterfly effect for devs




CUSTOMER EXPERIENCE
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Customer experience #1 — Z DevOps Service SH RE
In itiative EDUCATE » NETWORK *» INFLUENCE

Context: Initiative from an IT outsourcing subsidiary serving a major French banking group.

Goal: Drive adoption of DevOps practices on the mainframe.

Solution:
* Creation of a Z DevOps service offering (SaaS) aligned with DevOps standards.
* Included best-in-class tools and a full 360° scope:
o Integrated development environment
o Continuous incremental deployment based on Ansible.

Challenge:
* The solution was designed by Ops without involving developers (end users).
* Result: Misaligned with real practices and priorities - poor adoption.

Outcome:
* Despite being a “Rolls-Royce” inspired by distributed DevOps models, the offering was barely adopted s
by business entities. driver’s license ==
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' - A
Customer experience #2 - Bank chose tostayon SH/ARE
the malnframe. EDUCATE » NETWORK *» INFLUENCE

Context: Major French bank chose to stay on the mainframe.

L REX - Successful Mainframe Transformation
* Goal: Modernize IT delivery and development practices.

* Solution: Eclipse-based IDE + virtualized testing platform, co-built with developers.

* Adoption Strategy: ‘\’ 4,
o Voluntary migration (legacy vs. modern platform). /:Yfe'f
o "Bug Hunt" over 2 months - feedback collection + rewards. 9,;5«?
o Outcome: 90% adoption in 2 months. —\’
%g,,e
X{ Challenge Encountered '{’e#)

 Git migration blocked by parallel project replacing Library Manager (LCM = Endevor, 4-year contract).
e Resulting in a hybrid model:

o Agile up to integration

o Package-based delivery to production.
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I'M A LITTLE OVER — WANT ME TO LEAVE IT LIKE THAT?
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Major Mainframe Vendors: The DevOps plot twist? SHRE

Why the “twist”? Because what looks like DevOps modernization often hides
structural limits:

1. Cosmetic Modernization
REST APIs, Git plugins, VS Code connectors... but core logic remains sequential and
manual.

2. Architecture Misfit
Tools built for long cycles and centralized governance struggle with modularity and
automation.

3. Economic Model of Dependency
High license costs and integration services conflict with DevOps simplicity.

4. Misunderstood DevOps
Vendors equate DevOps with a Git plugin or Jenkins connector—without rethinking
workflows.

Bottom line:
Most vendors deliver “DevOps marketing,” not true DevOps principles. Enterprises end
up hacking pipelines around tools never designed for agility.
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Personal Insight: Evaluating Mainframe DevOps
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ISPW Build - good CI/CD integration

* UrbanCode Deploy - Multi-platform
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Your feedback is important! SHARE

Submit a session evaluation for each session you attend:

www.share.org/evaluation

A

A

www.share.org/evaluation
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http://www.share.org/evaluation
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