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W
hen speaking about Continuous D

elivery
w

hat do m
ost people think about ?
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R
A

K
E
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Continuous D
elivery is N

O
T just tooling. 

It is a m
indset to adopt. 
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The goal of Continuous D
elivery is

to sustainably m
inim

ise the lead tim
e to 

create positive business im
pact.
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The Phoenix Project

The Principle of the 3 W
ays

Strategies for 
im

proving Softw
are D

elivery
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#1 - From
 Left to Right

D
evelopm

ent
O

perations
C

ustom
er

B
usiness

M
axim

ise the flow
 of the softw

are delivery process.
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Repeatable and reliable process for 
delivering softw

are.

This m
eans 

●
autom

ate the hell out of it,
●

and everything under version control.
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Encourage collaboration.
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Create an 
em

pow
ered product team

s.
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Aim
 for a single piece flow

.
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Bigger batches 
= bigger lead tim

es
= m

oney stuck in the system
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Sm
aller batches = reduce risks

●
Release process is m

ore often practiced
●

Finding out w
hat w

ent w
rong is easier

●
Rolling back sm

all changes is easier
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Your application is alw
ays in a 

releasable state on m
ain line.

Ready for release does not m
ean actually releasing.

Softw
are w

ith unfinished w
ork can still be releasable.

Every build is a release.
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Trunk Based D
evelopm

ent

●
M

ake changes increm
entally

●
H

ide unfinished w
ork

●
Branch by Abstraction

●
Feature Toggle as a last resort
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Feature Branching is "D
oing Agile"

C
ontinuous D

elivery and Trunk Based D
evelopm

ent is "Being 
Agile"

-- D
ave H

ounslow
 (@

thinkfoo), You A
re W

hat You Eat, Pipeline Conf 2016
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D
evelopm

ent
O

perations
C

ustom
er

B
usiness

#2 - From
 Right to Left

Creating feedback loops at all stages of the pipeline.
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W
henever som

ething fails, 
stop the production line.
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Build quality in
to the code from

 the start, 
not testing it in later.

2 kinds of inspections

●
Inspection after the defect occurred

●
Inspection to prevent defects
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Testing is not a phase, 
it is part of your developm

ent process.

Everybody is responsible for the quality.
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Source: Stephen Sm

ith, Alw
ays Agile Consulting

U
nit Tests

A
cceptance 

Tests

End
to End 
Tests

Exploratory 
Tests

U
nit 

Tests

A
cceptance 

Tests

End
to End 
Tests

M
anual Tests

Continuous Testing
Test Ice C

ream
 C

one
Test P

yram
id
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Continuous D
elivery w

orks because it has 
this crazy focus on Q

uality.
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D
evelopm

ent
O

perations
C

ustom
er

B
usiness

#3 - Creating a culture of im
provem

ent
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Your delivery pipeline w
ill not com

e over 
one night.

Instead have regular retrospectives w
ith 

everybody involved in the softw
are delivery 

process.
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Source: D

am
on Edw

ards, D
TO

 Solutions

M
ake use of the Value Stream

 M
ap.

Identify w
astes and bottlenecks.
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"Spending tim
e optim

ising anything other than the critical resource 
is an illusion."

-- W
. Edw

ards D
em

ing
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Repetition and practice leads to m
astery.

If it hurts, do it m
ore often. 

Bring the pain forw
ard.
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Conclusion
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O
ptim

ising for throughput and for speed 
gets you to low

er costs 
and higher quality.

W
here in the past optim

ising for cost and 
quality got you neither.
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Continuous D
elivery is 

not easy nor cheap ! 

It is a cultural change.
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H
ello, I am

 Thierry de Pauw
, @

tdpauw

Full Stack Softw
are Engineer

Agile Technical Coach

http://thinkinglabs.io


