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THE CASE FOR CONTINUOUS DELIVERY

nterest in implementing continuous delivery is increasing, 

LZWLJPHSS`�^OLU�WLVWSL�KPZJV]LY�[OL�HWWYVHJO»Z�ILULÄ[Z�HUK�
vast potential, but many companies don’t know where to 

start. The process requires that an organization integrate a 

culture of continual software improvement and delivery. For 

most, that means acquiring a fundamental new mindset.

The Case for Continuous Delivery, written by four of the best 

current DevOps thinkers, aims to help companies get moving 

HSVUN�[OPZ�JY\JPHS�WH[O��0[�PZ�[OL�ÄYZ[�PU�H�ZLYPLZ�VM�ZP_�TPUP¶L�IVVRZ�
ZWVUZVYLK�I`�ALUK�[OH[�VɈLYZ�H�JVTWLSSPUN�JVSSLJ[P]L�HYN\TLU[�
for using continuous delivery in software development.

0U�[OPZ�PUZ[HSSTLU[��MVY�L_HTWSL��0;�9L]VS\[PVU�7YLZZ�YLZLHYJOLY�
Gene Kim argues how continuous delivery represents a 

“staggering” global opportunity. If IT waste were halved and the 

resulting savings properly redeployed, he writes, the industry 

could generate $3 trillion in value annually—more than Germany’s 

entire economic output. “The potential economic impact to 

productivity, standards of living, and prosperity almost makes this 

a moral imperative,” states Kim.

In his essay, Ido Ben Moshe, Zend’s vice president of Global 

:\WWVY[��7YVMLZZPVUHS�:LY]PJLZ��KLZJYPILZ�H�^VYRIVVR�OL�OHZ�
JYLH[LK�[OH[�JHU�HSSV^�HU`VUL�[V�JHSJ\SH[L�L_WLJ[LK�YL[\YU�VU�
PU]LZ[TLU[��960��MYVT�JVU[PU\V\Z�KLSP]LY �̀�;OH[�^VYRIVVR�JHU�
be a powerful tool for convincing company leaders to make the 

JVTTP[TLU[��¸;OL�I\ZPULZZ�ILULÄ[Z�VM�JVU[PU\V\Z�KLSP]LY`�HYL�]LY`�
real,” Moshe writes, “and the numbers prove it, time and again.”

I
Every author makes an equally compelling case, sometimes through 

WLYZVUHS�L_WLYPLUJLZ��>L�SLHYU��MVY�PUZ[HUJL��[OH[�*OYPZ�/PS[VU��
SLHK�JVUZ\S[HU[�H[�;OV\NO[>VYRZ��ILNHU�^YP[PUN�ZVM[^HYL�[V�HT\ZL�
OPZ�IYV[OLY·OPZ�ÄYZ[�¸\ZLY¹·HUK�Z[PSS�HWWYVHJOLZ�JVKL�[OL�ZHTL�
^H �̀�*VU[PU\V\Z�KLSP]LY`�VUS`�ZOHYWLUZ�[OH[�MVJ\Z��OL�HYN\LZ��I`�
shortening the distance between creator and user.

4PRL�4PSSLY��JV�MV\UKLY�HUK�JOPLM�ZJPLU[PZ[�H[�*SV\KHU[��YL]LHSZ�[OH[�OPZ�
WHZ[�YVSL�HZ�H�WO`ZPJPZ[�VU�[OL�3HYNL�/HKYVU�*VSSPKLY�WYVQLJ[�WYLWHYLK�
him well for continuous delivery. In fact, it’s really all he has ever known. 

¸;OL�ÄYZ[�SPULZ�VM�WYVK\J[PVU�ZVM[^HYL�0�L]LY�^YV[L�^LU[�SP]L�H�ML^�TPU\[LZ�
after commit,” Miller writes. “Thank goodness they passed the test!”

,ZZH`Z�HSZV�PUJS\KL�I\SSL[�WVPU[�Z\TTHYPLZ�VM�RL`�SLZZVUZ�[OLZL�
L_WLY[Z�SLHYULK�^OPSL�[HRPUN�[OLPY�V^U�JVTWHUPLZ�[V�[OL�UL_[�SL]LS�VM�
DevOps and working closely and collaboratively with their teams to 

ZOPW�OPNO�WLYMVYTPUN��JVU[PU\HSS`�PTWYV]PUN�JVKL��

Lessons from 29 DevOps Experts on the Best Way to Make the 

Transition to Continuous Delivery provides best practices and 

advice from the top DevOps industry leaders. If you’re interested 

in learning more about how to implement continuous delivery, this 

book covers each step: getting started in continuous development, 

integrating and automating the process, getting the team on board, 

changing the culture, and best practices for the future. Download 
the full e-book now�[V�[HRL�HK]HU[HNL�VM�[OLZL�L_WLY[�PUZPNO[Z�HUK�
determine whether continuous delivery is right for your business.

� � � � � � � ������2L]PU�-LH[OLYS`
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FOREWORD

Exploring Continuous Delivery
nnovation has changed. Gone are the days when a solitary genius holed up in a garage 
conceived a big idea, and then painstakingly perfected and brought it to market years 
later. ;VKH �̀�PUUV]H[PVU�PZ�Å\PK��MHZ[�TV]PUN��HUK�JVSSHIVYH[P]L��0UUV]H[PVU�PZ�[OL�LUNPUL�
for growth and value creation in the modern world, and software is the fuel. 

The ability to create new, high-quality software applications and bring them to market more 
X\PJRS`�PZ�[OL�¸?�MHJ[VY¹�[OH[�KLÄULZ�PUK\Z[Y`�SLHKLYZ��HUK�[OLZL�SLHKLYZ�HSS�OH]L�VUL�[OPUN�PU�
common: their IT organizations are leaving traditional approaches behind in favor of new, agile, 
collaborative approaches to the design, development, and delivery of applications.

At Zend, we are committed to helping companies deliver innovation more quickly. We’ve 
seen the dramatic results of this trend in working with Fiat, Hearst Corporation, BNP Paribas, 
Newell Rubbermaid, Prada, and other customers that are achieving faster and more frequent 
releases of more reliable software and, as a result, improving their business growth and 
WYVÄ[HIPSP[ �̀�3PRL�V[OLY�JVTWHUPLZ�HYV\UK�[OL�^VYSK��[OLPY�Z\JJLZZ�Z[LTZ�MYVT�[OL�HKVW[PVU�
of Continuous Delivery methodologies and best practices.

This e-book has been created for companies at virtually any stage of the journey toward 
*VU[PU\V\Z�+LSP]LY �̀�0U�[OL�MVSSV^PUN�WHNLZ��`V\»SS�ÄUK�LZZH`Z�MYVT�ZVM[^HYL�PUK\Z[Y`�SLHKLYZ�
whose experiences, insights, and solutions can make it a lot easier to get started, progress 
ZTVV[OS �̀�HUK�ÄUPZO�Z[YVUN�

Wishing you the best success,
Andi Gutmans
CEO, Zend

Zend helps businesses 

deliver innovation more 

quickly, on a larger 

scale, and across more 

channels than ever before. More 

than 40,000 companies rely on our 

solutions, including Zend Server, 

the integrated application platform 

for mobile and web apps. Zend 

Server provides superior tools for 

JYLH[PUN�OPNO�X\HSP[`�JVKL��ILZ[�
PU�JSHZZ�PUMYHZ[Y\J[\YL�MVY�TV]PUN�
applications from source control 

through deployment, and the best 

IHJR�LUK�WSH[MVYT�MVY�WLYMVYTHUJL�
H[�>LI�ZJHSL��ALUK�OLSWLK�LZ[HISPZO�
7/7��^OPJO�[VKH`�WV^LYZ�TVYL�
than 240 million applications and 

websites around the world. Visit us 

at www.zend.com.

I
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Get started

Continuous Delivery is a Journey

We’ll meet you wherever you are, 

with the resources you need to succeed.

�%"���&)&16�1,� /"�1"�+"4Ǿ�%&$%Ȓ.2�)&16�0,ƞ4�/"��--)& �1&,+0���+!��/&+$�1%"*�
to market more quickly is the “X factor”  that defines industry leaders.

Andi Gutmans, CEO & Co-founder, Zend

Learn More

Build the business case

ROI validation

Get buy-in

Integrate &

Automate

Adopt best

practices

http://www.zend.com/en/solutions/continuous-delivery?utm_source=slideshare&utm_medium=eBook&utm_campaign=ContinuousDelivery
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INTRODUCTION

All the best,
David Rogelberg
Editor
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ontinuous Delivery isn’t just a technical shift, it’s a cultural one. Even though it takes hard work to make the transition, the 
ILULÄ[Z�JHU»[�IL�PNUVYLK��-HZ[LY�[PTL�[V�THYRL[��IL[[LY�X\HSP[`�WYVK\J[��JVTWL[P[P]L�HK]HU[HNL��OPNOLY�J\Z[VTLY�ZH[PZMHJ[PVU�
HUK�YLK\JLK�JVZ[�VM�KL]LSVWTLU[�HYL�Q\Z[�H�ML^�VM�[OL�ILULÄ[Z�KYP]PUN�*+�[V�ILJVTL�[OL�UL^�UVYT�

With the support of Zend, we reached out to 29 top DevOps professionals and asked them the following question:

@V\Y�MYPLUK�OHZ�ILLU�[HZRLK�^P[O�[YHUZP[PVUPUN�OLY�JVTWHU`»Z�ZVM[^HYL�KL]LSVWTLU[�LɈVY[Z�
to Continuous Delivery. She’s extremely capable, but she’s nervous about leading the 
transition. Please share a story from your own experience that will provide her with a critical 
piece of advice that will help her to be more successful.

The response was fantastic. Not only did we receive insightful essays, but the expert advice came from the very people who have been 
leading this revolution – people like Gene Kim, Andi Gutmans, Rebecca Parsons, Scott Hanselman and Andrew Yochum. The essays in 
this book roughly break down into six categories that range from understanding the business case for CD through actually making the 
journey. We hope the collective wisdom and hard-learned lessons contained in these pages will inspire you and help you take your own 
KL]LSVWTLU[�LќVY[Z�[V�H�OPNOLY�SL]LS�

C
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The Case for 
Continuous 
Delivery

GENE KIM 

)\ZPULZZ�:\JJLZZ·HUK�7LYZVUHS�-\SÄSSTLU[·
;OYV\NO�+L]6WZ�7YHJ[PJLZ��������������������������������������������������

IDO BEN MOSHE 

4LHZ\YPUN�,_WLJ[LK�960�MVY�*VU[PU\V\Z�+LSP]LY �̀�������������

CHRIS HILTON 
)L`VUK�)(:0*!�4VKLYU�7YVNYHTTPUN�4LL[Z�
*VU[PU\V\Z�+LSP]LY �̀�������������������������������������������������������������

MIKE MILLER
Start Small, Launch Early, Fail Fast, and Iterate: 

*VU[PU\V\Z�+LSP]LY`�PU�)PN�:JPLUJL�������������������������������������
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TVUN�[OL�ILULÄ[Z�VYNHUPaH[PVUZ�NHPU�^OLU�[OL`�HKVW[�+L]6WZ�HYL�
faster time to market and reduced IT waste, both of which increase 
VYNHUPaH[PVUHS�LќLJ[P]LULZZ�HUK�THYRL[�JVTWL[P[P]LULZZ�

Faster Time to Market

Back in 2007, at the IT Process Institute, we benchmarked 1,500 IT organizations 
[V�Z[\K`�^OH[�[OL�OPNO�WLYMVYTPUN�0;�VYNHUPaH[PVUZ�^LYL�KVPUN�KPќLYLU[S`�HUK�OV^�
they achieved their “good to great” transformation.  Back then, we thought that 
1,000 production changes per week was fast.

I learned from my friends at the Software Engineering Institute at Carnegie Mellon 
University that in every industry, high performers accelerate away from the herd.  
In other words, the best continue to get even better. 

Thanks to practices such as continuous integration, continuous delivery 
and DevOps, high performers are often now doing thousands of production 
deployments daily!  Amazon has gone on record that they are routinely performing 
over 23,000 deploys per day, while preserving world-class reliability, stability and 
security.

GENE KIM

Gene Kim is a multiple-award–
winning CTO, researcher, and 
author. He was the founder and 
CTO of Tripwire for 13 years. He 
has written three books, including 
“The Visible Ops Handbook” and 
“The Phoenix Project: A Novel 
About IT, DevOps, and Helping 
Your Business Win,” and is part 
of the team writing the upcoming 
“DevOps Cookbook”.

Author, Researcher at 
IT Revolution Press

Twitter   I   Website   I   Blog  
b

Thanks to practices such as continuous integration, continuous delivery 

and DevOps, high performers are often now doing thousands of 

production deployments daily!

The ability to sustain high deployment rates (i.e., fast cycle times) translates into business value in two ways: how 
quickly the organization can go from an idea to delivering value to the customer and how many experiments the 
organization can perform simultaneously. If Organization A can perform only one deployment every nine months and its 
JVTWL[P[VY�JHU�WLYMVYT����KLWSV`TLU[Z�PU�H�KH �̀�6YNHUPaH[PVU�(�OHZ�H�ZPNUPÄJHU[��Z[Y\J[\YHS�JVTWL[P[P]L�KPZHK]HU[HNL�

KEY LESSONS

WORK TO ACHIEVE FASTER 
TIMES TO MARKET.

REDUCE IT WASTE.

INCREASE ORGANIZATIONAL 
EFFECTIVENESS.

BUSINESS SUCCESS—AND PERSONAL FULFILLMENT—THROUGH DEVOPS PRACTICES

A

KEY LESSONS
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High deployment rates also enable rapid and constant experimentation. Scott 
Cook, the founder of Intuit, has been an outspoken advocate for a “rampant 
innovation culture” at all levels of the organization. One of my favorite examples is:

     “Every employee [should be able to] do rapid, high-velocity experiments . . 
. . Dan Maurer runs our consumer division, including running the TurboTax 
website. When he took over, we did about seven experiments a year. By 
installing a rampant innovation culture, they now do 165 experiments in the 
three months of tax season. Business result? Conversion rate of the website is 
up 50 percent. Employee result? The folks just love it, because now their ideas 
can make it to market.”

To me, the most shocking part of Scott Cook’s story is that they were doing all 
[OLZL�L_WLYPTLU[Z�K\YPUN�WLHR�[H_�ÄSPUN�ZLHZVU��4VZ[�VYNHUPaH[PVUZ�OH]L�JOHUNL�
freezes during their peak seasons, but if you can increase conversion rates and 
therefore sales during peak seasons when your competitor cannot, then that’s a 
genuine competitive advantage. The prerequisites to doing so include being able 

b

to make many small changes quickly, without disrupting service to customers.

Reduced IT Waste

Mike Orzen and I have long talked about the enormous waste in the IT value stream caused by long lead times, poor 
OHUK�VќZ��\UWSHUULK�^VYR��HUK�YL^VYR��>L�LZ[PTH[LK�OV^�T\JO�]HS\L�^L�JV\SK�YLJHW[\YL�I`�HWWS`PUN�+L]6WZ�SPRL�
principles, calculating that if we could halve the amount of IT waste and redeploy those dollars in a way that could 
return 5 times what was invested, we would generate $3 trillion of value per year.

;OH[»Z�H�Z[HNNLYPUN�HTV\U[�HUK�HU�VWWVY[\UP[`�[OH[�^L»YL�SL[[PUN�ZSPW�[OYV\NO�V\Y�ÄUNLYZ��;OH[»Z�����WLYJLU[�VM�HUU\HS�
global gross domestic product, or more than the entire economic output of Germany.

BUSINESS SUCCESS—AND PERSONAL FULFILLMENT—THROUGH DEVOPS PRACTICES

GENE KIM
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“The Visible Ops Handbook” and 
“The Phoenix Project: A Novel 
About IT, DevOps, and Helping 
Your Business Win,” and is part 
of the team writing the upcoming 
“DevOps Cookbook”.

Author, Researcher at 
IT Revolution Press
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This is important, especially when I think about the world my three children will 
inherit. The potential economic impact to productivity, standards of living, and 
prosperity almost makes this a moral imperative. However, there’s an even greater 
cost. Working in most IT organizations is often thankless and frustrating. People 
feel as if they’re trapped in an ever-repeating horror movie, helpless to change the 
outcome. Management abdicates their responsibility to ensure that IT is managed 
well, resulting in endless intertribal warfare between development, IT operations, 
and information security. Things only get worse when the auditors show up.

The inevitable result is chronic underachievement. As humans, we’re wired to 
JVU[YPI\[L�HUK�[V�MLLS�SPRL�^L»YL�HJ[P]LS`�THRPUN�H�KPќLYLUJL��@L[��HSS�[VV�VM[LU��
when IT professionals ask their organization for support, they’re met with “you 
don’t understand,” or worse, a barely masked, “You don’t matter.”

At the IT Revolution Press, our mission is to improve the livelihoods of 1 million 
IT workers by 2017. We hope that The Phoenix Project can help business and IT 
gain a shared understanding of the problem and that the DevOps Cookbook can 
OLSW�WLVWSL�Ä_�[OL�WYVISLT�

b

BUSINESS SUCCESS—AND PERSONAL FULFILLMENT—THROUGH DEVOPS PRACTICES
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Bring your code and user feedback 

closer together

Intuit founder Scott Cook is an advocate for a “rampant 

innovation culture” and allowing employees to do rapid, 

high-velocity experiments.  Several years ago Intuit’s 

Consumer Division took this to heart, and transformed the 

TurboTax website through Continuous Delivery.

The result?  
They ran 165 experiments during the 3-month tax 

season. The website saw a 50% increase in the 

conversion rate. The employees loved it because 

they saw their ideas come to market.

Gene Kim, Author and Researcher, IT Revolution Press discusses success through DevOps practices.

http://www.zend.com/en/solutions/continuous-delivery?utm_source=slideshare&utm_medium=eBook&utm_campaign=ContinuousDelivery
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evelopment leaders often approach me wanting to take their agile 
process to the next level and reap the rewards of implementing 
Continuous Delivery practices, but they need to make the business 
JHZL�[V�[OLPY�IVZZ��[OL�JOPLM�PUMVYTH[PVU�VѝJLY��VY�[OL�JOPLM�ÄUHUJPHS�
VѝJLY��;OL�I\ZPULZZ�ILULÄ[Z�VM�JVU[PU\V\Z�KLSP]LY`�HYL�]LY`�YLHS��

and the numbers prove it, time and again, for companies large and small across 
industries. Yet I’ve worked with many IT professionals as they grappled with 
how to measure the expected return on investment (ROI) of a process and 
methodology improvement. With this in mind, I created a workbook that anyone 
can use to calculate expected ROI for his or her organization and present their 
I\ZPULZZ�JHZL�^P[O�JVUÄKLUJL��;OL�^VYRIVVR�PZ�IHZLK�VU�L_WLYPLUJLZ�VM�ZPTPSHY�
organizations and industry analysis.
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b As you prepare to build your business case, identify the area or areas of 

greatest potential impact for your company, and go from there.

Draw on the Successes of Others

There’s incredible value in having a proven methodology based on user surveys, best practices, and benchmarks from 
other organizations that have successful, mature DevOps practices. IT executives can use it to determine the potential 
revenue gains, productivity improvements, and cost reductions realized from Continuous Delivery. They can evaluate their 
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aligned with their organization’s characteristics and goals.

In the workbook, gains used to calculate Continuous Delivery ROI fall into four key areas:
  • Accelerated time to market with new functionality;
  • Enhanced IT team productivity and reduced headcount waste;
  • Reduced application failures because of increased application quality; and
����0UJYLHZLK�ÅL_PIPSP[`�PU�[OL�0;�LU]PYVUTLU[�
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It’s not unusual to see returns like these in industry surveys of organizations that 
have invested in DevOps and Continuous Delivery:

  • 21 percent increase in new software and services delivered;
  • 22 percent improved quality of deployed applications;
  • 50 percent fewer failures; and
  • 19 percent increase in revenues.

As you prepare to build your business case, identify the area or areas of greatest 
potential impact for your company, and go from there. Use the workbook to do 
the heavy lifting in terms of the data you need to gather and the formulas to use. 
@V\»SS�ZH]L�[PTL�HUK�LќVY[�HUK�IL�^LSS�WYLWHYLK�[V�Q\Z[PM`�*VU[PU\V\Z�+LSP]LY`�[V�
your business leaders and decision makers. The workbook is available at 
https://pages.zend.com/continuous-delivery-economics.html.
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for Apple in the 1980s and as an employee received a free Apple II+ 
computer. My father introduced me to BASIC and the power of GOTO. I 
spent hours typing on the keyboard, thinking up, writing, and modifying 
ZTHSS�WYVNYHTZ·TVZ[S`�MVY�T`�IYV[OLY»Z�HT\ZLTLU[��/L�^HZ�T`�ÄYZ[�

user. It was a thrill to have an idea, write the code to make it happen, and show 
him the result.

Of course, I grew up and learned better methods of programming than BASIC 
and GOTO. Software development was growing up, too, and adapted to 
all the complexities of the modern technological world. Ideas were formed, 
requirements were analyzed, designs were made, and code was written. Tests 
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The most valuable thing you do as a software developer is make 

that connection between creation and use.

were performed, and integrations were tested; then, releases were created, deployments scheduled, and eventually a 
user got to see the result. Hopefully, the result resembled the original idea, and he or she liked it.

Eventually, the gap between idea and user became so big that something had to be done. Agile practices came along 
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the tenets of building modern, quality software.

The most valuable thing you do as a software developer is make that connection between creation and use. 
Continuous delivery takes that next step, shortening the distance between the creator’s mind and the end-user’s 
feedback. Don’t guess what your customers need and like: streamline your process so that they can tell you 
themselves. Who knows what new ideas will arise to move us beyond even continuous delivery? Maybe someday we 
can all feel like kids tinkering away for our sibling’s enjoyment again.
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SHORTENS THE DISTANCE 
BETWEEN CREATOR AND USER.

STREAMLINING YOUR 
PROCESS HELPS ELIMINATE 
THE GUESSWORK AROUND 
YOUR DELIVERABLES.

BEYOND BASIC: MODERN PROGRAMMING MEETS CONTINUOUS DELIVERY
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t’s strange to think of continuous delivery as something new or intimidating: 
it’s all I’ve ever known! I grew up programming for the ultra–real-time 
LU]PYVUTLU[�VM�L_WLYPTLU[HS�WHY[PJSL�WO`ZPJZ��>OLU�`V\»YL�ÄYPUN�\W�H�IPSSPVU�
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their commissioning quirks. Everything—down to the custom hardware—is 
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a few minutes after commit. Thank goodness they passed the tests!

In big science, time is precious and expensive. Hours are measured in millions 
of dollars. That was a lot for a fresh graduate like myself to grasp. That pressure 
stemmed from opportunity, and ingraining continuous delivery mindset (the idea 
that “master” is essentially deployable at a moment’s notice) was the best way 
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to balance responsibility with agility. We didn’t set out with a mandate to build a DevOps culture: we evolved based on 
our own system dynamics. Simply put, things always had to be in a production-ready state: if you wrote it, you darn 
well had to be there to get it running! That shared responsibility was the core principle by which our loosely federated, 
untrained teams were able to support such a professional enterprise.

At Cloudant, we’ve been able to grow that base culture into something core to our entire organization. Nobody is 
removed from the user experience. And we’re not alone. Every market is now a land grab, and new product (new 
revenue!) is king. That requires rapid innovation, delivery, and operations in a way that simply isn’t possible with the 
traditional enterprise application life cycle. In the time it takes to plan your next release, someone may have already 
captured the market. Adopting continuous delivery approaches for your team and aggressively weaving together cloud 
ZLY]PJLZ�PZ�[OL�ILZ[�^H`�[V�IL�LќLJ[P]L�PU�[OPZ�IYH]L�UL^�^VYSK��:[HY[�ZTHSS��SH\UJO�LHYS �̀�MHPS�MHZ[��HUK�P[LYH[L��;OH[»Z�[OL�
mark of the new winner.
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START SMALL, LAUNCH EARLY, FAIL FAST, AND ITERATE: CONTINUOUS DELIVERY IN BIG SCIENCE

Simply put, things always had to be in a production-ready state: if you 

wrote it, you darn well had to be there to get it running!
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