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What is this talk about?

¥ Delivering high quality software
¥ Reducing cycle time
¥ Managing risk
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I canÕt release

¥ Your team isnÕt done yet
¥ You have no idea when youÕll be done
¥ Your application isnÕt making money
¥ Your developers are Þghting Þres
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The usual suspects

Non-collaborative 
Silos 
Development and IT Ops 
teams lack a common 
understanding  
of the release process 

Irregular Validation 
Changes are not 
continuously validated in a 
production-like environment 

Poor Visibility 
Management does not 
reliably know when the 
release will be production-
ready. It is impossible to 
audit changes, and 
ensure compliance 

Delayed Feedback 
Development and Ops 
teams do not get to know 
whatÕs broken until itÕs too 
late 

Expensive,  
Delayed,  

Unpredictable 
Software Releases Manual, error-prone 

processes 
Teams are reliant on manual 
and error-prone build, test 
and deployment process 

ANTI Ð PATTERN 
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The solution

Fast, automated feedback  on 
the production readiness  of 
your application every  time 
there is a change - to code, 
infrastructure, or conÞguration
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What is...

...continuous integration ?
¥ Building your application and running automated tests 

any time somebody makes a change
¥ Fixing your application the moment something breaks

... release management ?
¥ Òthe deÞnition, support and enforcement of processes 

for preparing software for deployment to productionÓ
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Part 1: continuous integration
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A bit of history

¥ One of the original XP practices
¥ Things would keep breaking
¥ Integration process extremely painful
¥ If it hurts, do it more
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Why continuous integration?

From:
Ð ÒIs my application going to work?Ó
Ð ÒWill my changes break anything?Ó

To:
Ð ÒWhat broke my application?Ó
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Continuous integration: how?

¥ ItÕs a practice, not a tool
¥ When you make a change:

Ð Þrst, run tests locally before checking in
Ð if the tests pass, check in
Ð then build and run tests on production-like environment
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Continuous integration: how?

¥ Keep everything  in a single source repository
¥ Check in at least once a day (preferably several times)
¥ Automate build and tests
¥ Publish installer
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Continuous integration: how?

¥ Fix the build the moment it breaks
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Di!erent kinds of testing

Functional acceptance 
tests

Showcases
Usability testing

Exploratory testing

Unit tests
Integration tests

System tests

Non-functional 
acceptance tests 

(performance, scaling, ...)

Business facing

Technology facing
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MANUAL

MANUAL  / AUTOMATED

Diagram invented by Brian Marick
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Maturity model

1.Automated build / continuous compilation
2.Automated unit and integration tests
3.Automated acceptance tests
4.Automated deployment to UAT / performance testing etc.
5.Automated deployment to staging and production
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Team practice

¥ Commit more frequently

¥ Build every commit (continuous)

¥ Test in copy of production

¥ Keep the check-in stage fast

¥ Get everyone on the same page
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Reporting

¥ Project health
¥ Metrics
¥ Non-functional acceptance criteria
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Cycle time

End user 

Analyst 

Developer 

Tester 

IS 
        time 

I want this I get it 
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Part 2: release management
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Release process

¥ Performance
¥ Scalability
¥ Security
¥ Patch levels
¥ Availability
¥ Reliability
¥ Backup
¥ Monitoring
¥ Upgrading
¥ Training...
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Ask questions

¥ ÒHow long would it take your organization to deploy a 
change that involved just one single line of code? Do you do 
this on a repeatable, reliable basis?Ó

¥ What gets in the way of getting software out of the door?

Quote from Mary and Tom Poppendieck, Implementing Lean Software Development, p59.
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The last mile

¥ The whole team is responsible
¥ Automate deployment from the start of your project
¥ Run automatic and manual tests on your target platforms
¥ Use virtualization to simulate them
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Deployment pipeline

¥ Model your build, deploy, test, release process
¥ Get visibility into it and control over it
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Deployment pipeline

¥ Create binaries once as part of your build process
¥ Make them easily available
¥ Fetch them from the repository to deploy into later stages
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Visibility and control over locking down

¥ Compliance - automation over documentation
¥ Auditing - see who does what
¥ Make is easy to back out changes
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Reducing risk, increasing speed

¥ Practice - if it hurts, do it more
¥ Constant heartbeat of releases: continuous deployment
¥ The more often you release, the fewer things change
¥ Dast feedback: parallelise tests, use VMs, grids
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People are the key

¥ Get everyone together at the beginning
¥ Keep meeting
¥ Make it easy for everyone to see whatÕs happening
¥ Continuous improvement (kaizen)
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Deployment pipelining

Regular Validation 

Changes are continuously 
validated in production-
like environments. 
Releasing software 
becomes boring 

Predictable and  
Timely Software 

Releases 

Collaboration among 
Dev, QA, Ops teams 

Provide a single tool to model 
and manage production, 
testing and deployment 
environments 

Automate your 
Release process 

Eliminate most manual 
activity and enable one-click 
deployments 

Auditability 

Management can ensure 
stability and security. 
Easy to audit and ensure 
compliance 

Instant Feedback 

Development and 
Operations teams can  
fix problems when they 
occur Ð not on the day  
of the release 
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Key thoughts

¥ Automate, automate, automate
¥ Build quality in
¥ If it isnÕt delivering value to your users, it isnÕt done
¥ Involve everyone from the beginning
¥ Continually improve your process: PDCA
¥ If it hurts, do it more: deploy often, release often
¥ Thank you!
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Resources

¥ Get the book: http://continuousdelivery.com /
¥ Get the software: http://studios.thoughtworks.com/cruise
¥ Get us: http://thoughtworks.com /
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