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What this talk is not about... 

• Team City vs. Jenkins 

• Puppet vs. Chef 

• Waterfall vs. Agile 

• TDD/ATTD/BDD 

• DEVOPS vs. no DEVOPS 



What this talk is about... 

• What problem is continuous delivery trying to 
solve? 

• What common language can we find to talk 
about this? 

• How can we evolve the continuous delivery 
practices in our own projects? 

 



Our value chain (and how long 
does it take?) 



Not so long ago… 



 
• Code written on ‘coding form tablets’. 

• Manually converted to a ‘source deck’ punch cards. 

• Automatically ‘compiled’ into another deck of cards; the program. 

• “Overnight and 24-hour turnaround times were not uncommon” – 
Wikipedia 

• Debugging involved manually going through the source deck whilst 
inspecting output. 

• …and this is only what we would today call the code, test, debug cycle. 





2012 

• Facebook 

– 1 billion+ users 

– Twice per day 

• Etsy 

– 10 million+ users 

– 20 times per day 

• IMVU 

– 50 million+ users 

– 50 times per day 

 





What changed between the two? 

• We release more often! 

• There are more developers involved in the creation of a 
program (possibly) 

What remained the same? 
• The aim is the same: to convert an idea into software that 

provides some value to a customer 

• The developer does some amount of work upfront 

• The developer spends some amount of time waiting to find 
out if what he/she did was ‘successful’ 

• The developer spends some amount of time reacting to this 



CYNEFIN 



Simple 

• A simple problem can be understood by anybody 

• i.e. No specialist knowledge required 

• Example: Cut your finger 
– Sense: You feel pain 

– Categorise: You can see that your finger is bleeding 

– Respond: You put a plaster on your finger 

 



Complicated 

• A complicated problem can only be understood by 
somebody with expertise 

• Example: You experience a health problem which you 
cannot solve yourself 
– Sense: Check blood pressure, heart rate, etc 

– Analyse: Apply expert knowledge 

– Respond: Prescribe a suitable treament 

 



Complex 

• A complex problem can only be understood in 
retrospect 

• Example: An episode of Dr House 
– Probe: Do something that could fail (kill the patient) but 

would provide further information 
– Sense: See what happens. Did they die? If not, what did the 

probe tell us? 
– Respond: Now we can make a more informed decision 

 



Chaotic 

• A complex problem cannot be understood in advance and 
must be acted on immediately 

• Example: Somebody arrives by ambulance in the emergency 
room 
– Act: Deal with the immediate symptoms to stabilise the patient 

– Sense: Do further tests to find out the extent of the injury 

– Respond: Use the outcome of the tests to determine further 
treatment 

 



Classifying our own problems 
Simple – Anyone can understand 

Complicated – Expert knowledge required 
Complex – We cannot say what will happen in advance 

Chaotic – Act first! Immediate danger  



Is your software project COMPLICATED? 

• Perhaps for some straight forward projects in 
predictable environments, they could be said 
to fall under COMPLICATED. 

– i.e. With the right mix of experts we can plan 
exactly how we should approach the task of 
turning an idea into software and delivering it to a 
user 

– There is a software methodology specifically 
suited to COMPLICATED projects 



The Waterfall Model 
• We assume that we understand the 

project up front and will not 
encounter surprises along the way 

• The work is passed from one group 
of experts to the next: Designers, 
Developers, Testers... 

• If something unexpected happens 
the feedback to the previous step is 
slow 

• We have seen that if the project 
turns out to be COMPLEX instead 
of COMPLICATED, The Waterfall 
model will not work well. 
 



Is your software project COMPLEX? 

• I’ve never seen a non-COMPLEX 
project 
– We could not predict everything 
– We had to try things to ‘see what 

happens’ 

• The pattern is fractal 
• AGILE methodologies aim to 

address this complexity by 
aiming for shorter feedback 
loops, because each time we 
receive feedback about our 
environment we have a chance 
to learn and react 



Let’s summarise 

• Our job is to turn ideas into software which 
provides value to a customer 

• We cannot know everything in advance 

• We therefore need to try something and see 
what happens 

• We will have to wait a certain amount of time 
for this feedback 

• This feedback pattern appears on every level 
of the agile onion 



Breathe 



Spot the difference 

• Examples 
– “The testing department found a bug in last Wednesday’s nightly 

build. Could you take a look?” 

– “The deployment team just pushed RC1 into the staging environment 
and it’s complaining about ‘Error 762: Maximum number of threads 
exceeded’. Any idea what is happening?” 

– “John Brown’s commit (#123456) which ran 10 seconds ago broke  a 
unit test in LoginScreenTest.java” 

– Sarah Smith’s commit (#123457) which ran 14 minutes ago broke the 
deployment smoke test” 

• Feedback is more useful when 
– It’s fast 

– It’s accurate 

 



Accurate Feedback 

• Achieving our aim is COMPLEX, but when it comes to 
the feedback we get, we can do ourselves a few 
favours 

• If there is a problem, we need to know the 4 W’s 

– What? 

– Where? 

– Who? 

– When? 

• The 5th W is for us 

– Why? 



Fast feedback 

• Multitasking 

 

 

• Window of opportunity 

– In a COMPLEX system, we have a window of time 
within which to react to feedback otherwise 

• Customers go elsewhere 

• Can we think of examples of this on a lower level? 

 



Feedback about what? 
How does feedback flow back along 

your value stream? 



Questions? 




