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Highlight key moments in evolution out of chaos to move toward one button deploy.    
Started as Build Engineer ς shared resource.  Roles? 



 
Embedded in Development team 
ÅConfiguration Management   
ÅBuild and deployment automation 
ÅWeb & DB server builds outs & maintenance 
ÅDB upgrades/restores 

 

Sandwiched between dev and ops 
teams  doing  
      

 
  
   CDD 



CDD - Chaos Driven Development  



 1.  Allocate capacity for improvements. 
 2.  Limit Work-In-Progress (WIP) 
 оΦ  /ƻƴǎƛŘŜǊ ŎǳǎǘƻƳŜǊ ŘŜƳŀƴŘ ŀƴŘ άŎƻǎǘ ƻŦ ŘŜƭŀȅέ 
 4.  Increase trust 
  
  

 

                 ²ƘŀǘΩǎ ǘƘŜ ǇƻƛƴǘΚ   
 

 
    
         
 
 
 
    not about tools 
  framework and leadership 



 

 

ά5ǳŘŜΣ LǘΩǎ ǊŜŀƭƭȅ ƴƻǘ ŀ 
configuration issue.έ 

 

How transparency changed mindsets 

 
²ƻǊƪƛƴƎ ƛƴ /aΣ ŎƻƳƳƻƴƭȅ ƘŜŀǊŘΣ άaǳǎǘ ōŜ ŀ ŎƻƴŦƛƎ ƛǎǎǳŜέ ǿƘŜƴ ǎƻƳŜǘƘƛƴƎΩǎ ōǊƻƪŜƴΦ 

hǊ ά.ǳƛƭŘǎ ǘŀƪŜ ǘƻƻ ƭƻƴƎέ ǿƘŜƴ ǇǊƻƧŜŎǘǎ Ǌǳƴ ƭŀǘŜΦ 



David Anderson comes to Corbis 

Featured Driven Development 
9ƭƛ DƻƭŘǊŀǘǘΩǎ ά¢ƘŜƻǊȅ ƻŦ 
/ƻƴǎǘǊŀƛƴǘǎέ 



Configuration Management 
state model  
 
Good to have the what, but  
would have been better to   
include the why to understand 
the bigger picture for flow.   
 

-  Demand for our service 
-  Customer dissatisfaction 
-  Cost of delay to customers 



Initial Kanban Board Design 

Engineering  
Ready 

Test Prod Analysis 

Courtesy Olav Maassen QNH 

Dev UAT 

Making work visible 
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Initial Kanban Board Design 

Engineering  
Ready 

Test Prod Analysis 

Courtesy Olav Maassen QNH 

Dev UAT 

One kanban card 
attached to one 
piece of work. 

Each card acts as a 
signaling mechanism 

Cards are pulled when 
there is capacity to 
handle the card 

No free cards 
means no work 
can be started. 

A pull system cannot be overloaded if the capacity (determined by 
number of signal cards) has been set appropriately.    Tokyo Imperial 

Garden? 





Configuration Management part of the team 

 
Build Ready lane 



2 hour Monthly Operations Review was used to 
reflect on quantitative objective performance 

measures ς the good, the bad, the embarrassing  

CM/RM last 

Finance 1st 

Attended by entire  
software  
Engineering org of 
80 people 
Including  
Contractors. 
Evolved  with 
IT/Ops Teams 
attending. 
 

Measure and Manage Flow  



Automated reporting 
out of TFS 

 
 
 



Automated reporting 
out of TFS 

 
 
 

CT 

WIP 

Cycle Time  = 
Work in Progress 

Throughput 
SAP 



A Little Queuing Theory 

Cycle Time  = 
Work in Progress 

Throughput 

Cycle Time (CT) = how long it takes one item 

to go through the system 

Work in Progress (WIP) 

= 

how many items are in 

the system at any time 

Throughput (TH) = 
how many items are 

produced per unit of time 

John Little 



Automated reporting 
out of TFS 

Demand for  
services 
Increased  
30% 
In June, 2007 
 
 
 



Automated reporting 
out of TFS 

Demand for  
services 
Increased  
30% 
In June, 2007 
 
 
Mgmt approved 
additional  
Headcount ς Tactical 
short term fix to 
Handle  
sub-optimization with Dev coding  
Faster than we can release 



²ƘŀǘΩǎ ǘƘŜ ŘƛŦŦŜǊŜƴŎŜ  
between a 2 hr business  
meeting and a 2 hr movie? 



.ǳƛƭŘǎ ŘƻƴΩǘ ǘŀƪŜ ǘƘŀǘ ƭƻƴƎ 
Outliers  
caused by 
complex system 
prone to design 
and code issues 



Data center outage 
SQLServer services errors 
SAN disk failures 

240 servers 



Manually created slides may 
seem like a burden, but resulted  
in us getting help and budget. 



Configuration issue in web.config 



Configuration Issue on webserver called out.  



Ops Review 
 

    Transparency = Trust 
Vulnerability = Empathy 

 
 All eyes on the same results 

Å Put us on the same side 
Å Unwanted results became the problem  

 

Focus on the system, not the individual 

 
 



 

 

         άSo ς just when can we  

                upgrade SQLServer  

                on the DB servers?ά 



Crazy complicated DB system 

Heavy reliance on replication and linked server connections  
1 central data source replicated out to a bunch of other instances.   
Each of those linked to an order mgmt DB. 

 



3rd party software customized to the point 
of no return 

Vendor upgrades could no longer be applied 
 
         only version of finance app 



Each DB lived on its own separate SQLServer box  
Boxes had diff SP installed and/or  diff SQL Server versions.    

Over time, changes to DB system  
made it almost impossible  
to do data restores.  



ά²Ƙŀǘ ŘƻŜǎ ƛǘ take to get 
ǊŜŎŜƴǘ Řŀǘŀ ƛƴ ǘŜǎǘΚέ 

 
 
   



ά¦ƳΣΧ ǘƘŜ Řŀǘŀ ƛǎ ƻǳǘ ƻŦ ǎȅƴŎ ƛƴ ǘƘŜ 
ǘŜǎǘ ŜƴǾƛǊƻƴƳŜƴǘΦέ  



òActually, mine should go next!ó 
capacity to do maintenance work competed with customer driven priorities.  
 



Engineering ready queue 
 



Engineering ready queue 
 

WIP limits 



New intangible work item type created 
ŎŀƭƭŜŘ άaŀƛƴǘŜƴŀƴŎŜέ 



Kanban tickets hold a lot of information that enable 
decentralized control and local decision making 

when deciding priority of items to pull. 

Electronic ID number 

Date Accepted ς clock 
starts on SLA 

Signifies item that has exceeded SLA ς 
indicates that item should be prioritized if 
possible 

Hard delivery date ς for 
regulatory, legal, or 
strategic reasons 

Issue attached to change 
request ς indicates 
management attention 
required 

Assigned engineer 



Swim lane created for maintenance work 



.ǳǎƛƴŜǎǎ ŘƛŘƴΩǘ ŎŀǊŜ ŀōƻǳǘ {v[{ŜǊǾŜǊΦ  
 

Maintenance tended to be  

dismissed until it became  

an emergency.   
 



Problem: 

Developers incentivized by  

making change. 
 

Ops incentivized by  

keeping production stable. 
 



 

 

άǳƳΣ LǘΩǎ ¢ƘŀƴƪǎƎƛǾƛƴƎ 9ǾŜ 

 and you want me  

to do ǿƘŀǘΚέ 

Change in leadership principles shifted culture to new levels 



 

 

 ά²Ŝ would be  

 hosed without ȅƻǳέ  
  

 Mgmt recognition for heroic behavior 

 άI was here till 2 am last nightέ 

 prize 



The Night Owl 
 
 
 

Heroic behavior  
άǊŜǿŀǊŘŜŘέ with praise by mgmt 
ŦƻǊ άōŜƛƴƎ ŀ ǘŜŀƳ ǇƭŀȅŜǊέ  
and recognition  
in front of the whole team. 
 
Meanwhile, quiet guy in the  
corner getting work done 
on time is ignored.  



The Night Owl Phenomenon 
 
Positive  
Punishment? 
needed quality performance from  
people not yawning 

 
Quality ŘƻŜǎƴΩǘ  
happen on  
5 hours of sleep.      

Stock options or not, people began to resent the long hours.  Wanted to have dinner 
with the family at night. 



Å Bi-weekly release cadence became the norm  
 (vs. 3-6 month releases) 

Å  Pressure to work overtime decreased  
Å  Release night heroics reduced 
Å  Production deployments evolved into a 

non-event 
  

Changes to releases after applying 
Kanban  



 
ÅDevelopment standards backwards compatible  
ÅTest team accepted latent code patterns 

(feature switches/configuration flags)   

ÅFewer merge issues  

 

Changes contributing to 
improvements 
 



Kanban with good leadership changed culture 
 
-    Team results recognized vs. individual heroics 
- Self organization fostered vs. command & 

control 
- /ǊŜŀǘƛǾŜ ǘŜƴǎƛƻƴ ŜƳǇƘŀǎƛȊŜŘ  ǾǎΦ άDŜǘ ŜǊ ŘƻƴŜέ 
  

Fear driven out  
- People empowered to do the right thing 
- Quality improved, pride in workmanship 
- Innovation replaced mediocrity 

  



 

 

 

άaέ ƛǎ ŦƻǊ aŜǊƎŜ 
 

 

Tolerance for process exploration 



Codeline Migration Strategy  - Oct 2006 
from: SourceGear Vault 

to: Team Foundation Server 

How many  
mergers? 



Codeline strategy - Dec 2006 

Integration branch  
concept emerged to avoid  
baseless merging in TFS 



Codeline strategy - Jan 2007 
Major Merge issues reported at Ops reviews 
Merging consumed more capacity than development. 
 
    
Experimented with Feature crew branches for large project work all 
branched from combined dev branch  but overhead was too high 



/ƘŀǇ мп ƛƴ ά/ƻƴǘƛƴǳƻǳǎ 5ŜƭƛǾŜǊȅέ Ǉǳō нлмм 

Supports our  
experiment findings in 2007.  

 
Branching by feature is risky. 
 



Codeline strategy ς July 2007 
Major Merge issues reported at Ops reviews 
Merge coordination costs too high 
 
   



Merge Policy documented in 6 pages  
but not made explicit enough. 

Could have simply posted the 
policies on our board, making it 
easier for developers: 
 
1. Only check-in code to Sustnmnt\DEV line. 
2. Always associate code to a work item. 
3. Do not checkout files directly from  
         Sustnmnt\SQA codeline  - it will sever  
         relationship req for merging in TFS. 
4. Assign responsibility for merging/shelving  
         changes for build items. 
 



Sustainment releases stuck waiting a release.   
The approach used to branch the code prevented  
check-ins until the major project release was deployed. 



Codeline strategy - Sept 2007 

Large project Dev branches combined 



Codeline Strategy ς Oct 2007 
Full circle ς returned to just 2 codelines 
 

  Tolerance for process exploration brought understanding  
 



 

 

The Transition from manually 
triggered builds to Continuous 

Integration 

/ƻƴǎƛŘŜǊ ǘƘŜ ά/ƻǎǘ ƻŦ ŘŜƭŀȅέ 



Automating builds and deployments  

visual build pro 



Automated testing was seen as  
         too expensive 

! ŦƻŎǳǎ ƻƴ ŎǳǘǘƛƴƎ Ŏƻǎǘǎ ŀŎǘǳŀƭƭȅ ǊŜǎǳƭǘǎ ƛƴΧ 



Collected and presented data on  

the Cost of Delay for 

developers unable to see the impact 
of their changes quickly.   



Continuous Integration  

(a major cost) implemented to allow 

developers to immediately see 

impacts of code changes and fix 

problems on the spot. 



Continuous Integration reporting 



 

 

What it took  

to change policies 



All hands on deck troubleshooting for  
    4 days and nights  
    resulted in a 3 day  
     post production 
      freeze in  
      prod and test  
      environments. 



15 min standup every morning at 9:30 

ŘƛŘƴΩǘ ŀǎƪ о ǉΩǎ 
after standup 



15 min window after standups allowed 
for spontaneous discussions 
  
ÅFewer interruptions (less drive-bys) 
ÅLess meetings! 
ÅIncreased self organization 
ÅMore technical solutions to problems 

discussed 



Reporting showed incremental 
improvements over time: 

2007  Reporting consisted mostly of problems: 
  Inconsistent environments 
  merge issues 
  servers down 

  

2008  Reporting consisted mostly of improvements: 
   CI 

   virtualization 
   predictable db restores 
   automated deployment   
 



 

Improvements were not part of 
a project plan  

or any IT governance initiative.   
They were made as part of a 

continuous 
improvement policy 

 
 



         
Management must create  

a way for 

improvements to occur - 

they are not free. 
  

 

free 



                 ²ƘŀǘΩǎ ǘƘŜ ǇƻƛƴǘΚ   
 

 1.  Capacity allocated for making improvements. 
 

4 key points demonstrating what was needed 




