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Agile’s Promise 

“Our highest priority is to satisfy the customer through early and continuous 
delivery of valuable software. “  Agile Manifesto, First Principle 

The great promise of the Agile movement is rapid and flexible software development. Of course, 
with every great promise often come hidden downsides. Though Agile delivered many positives in 
terms of adaptive planning, evolutionary development, early delivery and continuous 
improvements, it also led to an explosion of complexity, from frequency of releases to 
containerized endpoints.  Organizations embracing agile practices continue to face barriers in 
updating code, compiling binaries and moving packages across mixed environments, including 
production datacenters. 

The truth is, software releases are complex.  Satisfying customers with frequent releases is not as 
easy as it sounds.  Organizations embracing agile are discovering that, across the software 
development lifecycle, continuing to use traditional approaches causes great code to languish in 
staging areas. Traditional software development practices impede the movement of code across 
the lifecycle.  That is the intent.  Traditional practices were designed for stability, which equates to 
fewer software releases, not more.  In waterfall practice, a development team’s software quality 
is judged by the infrequency of their releases.  Long cycles are spent in analysis.  Code integrations 
often happen monthly.   Testing is measured in functional points.  Production teams plan for bi-
yearly code updates and all is tracked in a Gantt chart showing timelines in 6-8 month cycles.  

While Agile shifted the way development teams plan, track and organize their development 
cycles, much of the way testing and production teams work is still based on a waterfall practice.  
At best, there is a belief that a hybrid approach will work. There is discussion around how to 
create a  ‘WaterScrumFall’ approach, allowing developers to practice agile but leaving testing 
teams and datacenters to work at their own waterfall pace.  Developers want to drink from a 
firehose, testers want to drink from a garden hose, and production wants to sip from a straw.   

DevOps is changing this thinking.  With the right approach, testing and production can become as 
lean as development – the ‘last mile’ of agile can be achieved.  

At OpenMake Software, we think disruptively.  OpenMake Software knows that waterfall habits 
continue to block leaner, efficient methods of software releases, such as continuous build and 
continuous deployment.   Our corporate mission is to break down traditional software release 
barriers that blocks organizations from recognizing the full benefit of agile.  Our laser focus on 
software release automation, from build through deployment, has allowed our customers to 
master agile’s last mile, which is the point where production teams participate in continuous 
delivery at the speed of agile.  

“In waterfall 
practice, a 

development 
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quality is 
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The DevOps Revolution 

 “DevOps has been done before – CA Endevor stands for ENvironment for 
DEVelopers and OpeRations.”  Anonymous Mainframer 

 

If you have ever heard of Endevor for z/OS and wondered why it was 
spelled wrong – well, now you know.  Of course, it is odd to discuss an 
old and creaky system like z/OS around Agile and DevOps, but there are 
lessons to be learned here.  

Developers on the mainframe went through a similar process revolution in the mid- to late-80’s.  
While topics such as Agile and DevOps were not being preached, to some degree, they were 
being practiced.  It was during this time that mainframers began to recognize the maintenance 
cost and high error rates of one-off compile, link and move JCL that often did not work across 
development, test and production environments.  They also saw the need for versioning their 
source code, automatically compiling the objects on check-in and moving the objects into the 
correct environment upon a successful build.  Sound familiar?  They also wanted a way to track 
source to object parity to easily identify what was running in production and on what LPAR. They 
wanted the ability to track dependent objects and libraries, understand impact and automate 
tasks that had been taking them days to complete.  

It was this climate that permanently changed the way in which mainframe programmers managed 
their software development lifecycle.  The shift required developers to give up old habits and 
embrace a more modern and efficient way of building and deploying software.  Even though 
software development was still being analyzed and planned in a waterfall approach, they sorted 
out a practice for supporting small incremental changes, quickly updating production and tracking 
all of the pieces and parts working in sync with testing and production teams.  This DevOps 
revolution is now being embraced by agile developers. 

  

No, Not the 
Mainframe 
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Collaboration for Greater Control 
 

“Business people and developers must work together daily throughout the 
project.” Agile Manifesto, Fourth Principle 
 
Imagine a DevOps process that allows a continuous delivery process to automatically push code 
updates from dev to prod – zero touches.  Anyone from any team can understand the root cause 
of a production error, analyze a potential deployment problem or plan for a developer release.  
This is the reality of DevOps. 
 
The key to a DevOps practice achieving continuous delivery and continuous deployment is 
collaboration amongst and across teams.  Like mainframers before, the shift in thinking must 
come from all parties – developers, testers and production teams alike.  Taking control starts with 
understanding that shifting responsibilities, shared transparency and improved automation are 
fundamental to achieving the goal of agile DevOps.  It is also important to understand that change 
is best achieved incrementally, one small success at a time.   
 
Working across organizational units requires a high level of trust.  Developers must give testing 
and production teams more insight into how their application is assembled and how it impacts the 
infrastructure layer.  Testing teams need to take more responsibility in managing releases into the 
various testing environments with less reliance on developers.  Production teams should have 
confidence that developers are increasing the rate of deployments in order to reduce risk.  A shift 
in thinking across the board is required in order for the DevOps revolution to take hold.     
  

“Developers 
must give 

testing and 
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Complexities in Software Development 
 
“Simplicity--the art of maximizing the amount of work not done--is essential.” 
Agile Manifesto, Tenth Principle  
 
Yes, software is complex.  Complexities arise from the sheer number of pieces that make up a 
software application.  A common mistake is evaluating software complexities from a single point 
of view.  Developer challenges differ from those faced by testing and production.  Yet, no man is 
an island; everyone is interconnected – or, they should be.  A holistic 
view is critical to understanding complexities.   
 
Developers see software complexities around how the application is 
designed and assembled.  Regardless of the language or platform, 
software is created from hundreds of lines of code that must be 
integrated and compiled as a single unit.  External libraries, transitive 
dependencies and shared artifacts must all be assembled along with 
the application code to create a ‘release candidate.’  Agile intends to 
simplify this by encouraging small, incremental coding changes that 
are integrated, tested and deployed frequently. 
 
Testing and production teams face their own unique challenges.  
Testers must balance and coordinate the testing of multiple 
application team releases into the testing environments, work with 
production teams to ensure testing and production environments 
are mirrored, create fast ways to re-install updates with clean 
databases, execute test and make recommendations to production.   
The faster the release cycle, the more complex the testing 
environment.   
 
Production is responsible for managing the IT infrastructure, communicating infrastructure 
changes to development and testing, spinning up new endpoints based on usage, and releasing 
application updates without understanding what they are.  In other words, production teams 
must assemble a puzzle without the top of the puzzle box as a guide.   
 
One highly effective tool for confronting these complexities is feedback loops. Based on a cycle of 
evidence, relevance, consequence and action, feedback loops offer (close to) real-time insights 
that increase communication, simplify collaboration, and push teams towards improved behavior, 
and therefore, improved outcomes. DevOps tools provide feedback loops between development, 
testing and production teams to address software complexities and improve agile techniques.    
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The Elephant in the Room 
 

“At regular intervals, the team reflects on how to become more effective, then 
tunes and adjusts its behavior accordingly.”  Agile Manifesto, Twelfth Principle 
 
While feedback loops are critical to improving agile, they can expose problems that not all players 
care to acknowledge.  This is true amongst everyone from developers to production control.  
Inevitably, old habits must be disrupted for new, leaner practices to flourish.  
 
DevOps Automation is a key component to achieving agile.  However, automation often means 
shifting control and responsibilities between teams.  Not everyone is willing to give up that 
control.  To fully recognize the benefits of agile, it’s essential to take a hard look at which 
responsibilities can be shared and what can be automated.   
 
Agile teams need to carefully evaluate their own practices to determine how to improve the 
movement of code across the lifecycle, making it easier to include testing and production teams in 
the agile conversation and process from the beginning.  This is the core practice of Agile and the 
goal of DevOps.  
 
Alas, old waterfall habits persist within agile practices because they are hard to break.  One-off 
scripting of build, test and deployment processes continue to be used; written documentation on 
how to maintain and execute these scripts are still required.  Development often has to handhold 
testing teams to run a deployment, and production continues to support their traditional 
approaches to pushing out code.  Though agile is preached, it is not always practiced. 
 
It is critical to understand that agile does not offer the same luxury that waterfall approaches 
once provided – namely, time. In waterfall, updating a build or deployment script was not a 
problem.  Weeks were given to get the job done.  Sorting out code dependencies, fixing 
infrastructure and wiping out a database could be done manually.  Agile changes that.  Old one-
off scripting practices and manual habits must be replaced by DevOPs automation if the full 
benefit of agile is to be recognized.  
 
 

  
 

“To fully 
recognize the 

benefits of 
agile, it’s 

essential to 
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Hidden Road Blocks 
 

“The most efficient and effective method of conveying information to and 
within a development team is face-to-face conversation.”  Agile Manifesto, 
Sixth Principle 
 
Collaboration, sharing responsibilities, and shifting control are all critical steps toward achieving 
agile.  While small organizations can get everyone in the same room to work face-to-face, it is not 
always possible for mid-size to large organizations.  In fact, these organizations may house testing 
teams and production control teams at different physical sites.  Developers are often working 
remotely or even offshore.   
 
The inability of teams to work face-to-face creates some very real roadblocks.  First, developers do 
not wait for testing and production teams to change their processes. Developers move forward 
with DevOps tools that can often be downloaded for free and implemented immediately.  Many 
of these tools do not meet testing and production requirements.   
 
Secondly, developers build out processes that help them with their agile requirements.  Most 
commonly, a continuous integration server is implemented to orchestrate the execution of one-
off scripts for compiling and deploying code.  These CI workflows are managed and maintained by 
development for development. 
 
The obvious temptation is to employ these same practices at test and production.  However, 
because the process is built on top of one-off static scripts, it cannot support the dynamic 
requirements of moving code across environments that are mixed.  In addition, continuous 
integration servers were designed for executing ‘builds’ across many machines using agents.  
Installing open source servers on all testing and production end points simply may not be an 
option.  
 
All teams must move away from scripted and manual processes that are not transparent, dynamic 
or reusable, and consider better ways to automate steps for better collaboration and connection 
across locations. 
  

“Developers 
do not wait 
for testing 

and 
production 

teams to 
change their 
processes.” 
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Getting Started – 10 Tips 
 

“The best architectures, requirements, and designs emerge from self-
organizing teams.” Agile Manifesto, Eleventh Principle 
 
The best method for getting started with DevOps is leveraging teams that are already working 
toward improving agile practices.  The trick is getting these teams to see beyond their local 
requirements and solve the problem globally, addressing testing and production needs in addition 
to their own.  Below are 10 tips to consider: 
 
1) Process comes first, then tooling. Gather basic requirements from developers, testers and 

production control. What concerns do they have?  Start by solving the big issues and don’t get 
caught up in the smaller details.  Don’t forget the DBAs. 

2) When considering your existing process, be honest about what works and what does not.  Do 
not be afraid to take on those ‘black box’ scripts.  They will derail the process every time. 

3) Jenkins is not the solution for all things.  Jenkins CI does not do builds, testing or 
deployments.  It simply calls external processes, which are the same build and deploy scripts 
that were used in waterfall.  Take automation to the next level and allow Jenkins to 
orchestrate the process by calling on build, testing and release automation tools that 
minimize the waterfall one-off scripting.  

4) Production should be considered before other teams.  If the process works for production, it 
will work for testing and development.  And, making production happy is critical if they are to 
embrace the leaner practice.  The mistake is when Agile and DevOps are implemented by 
developers for development, without considering production needs.  

5) Continuous Delivery is not Continuous Deployment – understand the difference. 
6) Beware of DevOps tools that require corporate-wide acceptance.  This ‘one ring to rule them 

all’ tactic comes from the waterfall approach and does not work well in agile.  It is also 
expensive, therefore, high risk.   

7) Your DevOps tooling should be based on consumption, allowing you to implement on a team-
by-team basis.  

8) DevOps tools cover development, testing and production needs and all relate to improved 
automation. Don’t get caught up in just a single area – continuous delivery for example.  

9) DevOps tools must do more than manage tasks.  Task management comes from waterfall 
practices. If you are managing everything through a task-based system, you are missing out 
on what automation can bring. 

10) Your goal is repeatability.  If what is being implemented at development cannot automatically 
be repeated at test and production, you are going down the wrong path. 

 
  

“And, if you 
dare… Go 
talk to your 
mainframer.  
You will be 
surprised by 
what tips 
you will 
learn.” 
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Conclusion 

Agile has increased the complexity and frequency of software releases.  In many cases, testing 
and production teams are not ready to sustain the increased release cycles, and instead, impede 
the delivery of software to end users.  The result is that great code languishes in staging areas and 
the promise of agile is not achieved.  

Developers do not wait for testing and production teams to embrace leaner practices.  They build 
out their own process to meet their needs, often using static scripting called by a continuous 
integration server.  When testing or production tries to adopt the developers’ process, it does not 
work.  In order for testing and production teams to embrace the development process, it must be 
dynamic to automatically adapt across mixed environments that are constantly changing.  

DevOps automation solves this problem.  DevOps tools can simplify complex software releases, 
help testing teams increase test cycles, and deliver the continuous feedback loop needed for 
continuous process improvement.  These types of tools can deliver big wins to the process; it has 
been done before.  A similar transformation occurred in the mid-80’s on the mainframe – a history 
lesson worth learning and repeating.    

Taking control of and improving the agile process with DevOps automation can be done using a 
simple, project-based approach.  The tooling selected must meet production requirements, but 
should not be a ‘one ring to rule them all’ solution.  These large legacy approaches to acquiring 
and implementing automation are high risk and expensive.  Consider consumption-based 
licensing, as well as open source and SaaS models to get the job done.   

Mastering agile’s last mile is all about establishing a repeatable process that will unblock the 
barriers to leaner testing and production practices.  It is well worth the effort, and the only way to 
recognize the full promise of agile.    
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Tracy has lived and breathed Application Lifecycle Management, what is now referred to as 
DevOps, for over 20 years.  She began her career as a software programmer for Wall Street in the 
late 1980s working with OS/2, and Sun Workstations.  Even though agile was not yet a topic, 
working with end users who were ‘traders’ taught her the importance of getting a new feature 
delivered quickly.  To the end user, it equated to big dollars.  Tracy co-founded OpenMake Software 
with Steve Taylor with the goal of standardizing and automating the software release process from 
build through deploy.   

Tracy can be reached on LinkedIn  @tracy-ragan-oms 

 

About OpenMake Software  
OpenMake® Software delivers highly reusable continuous delivery solutions that allow our customers to master agile's 
last mile. DeployHub™ for continuous deployment eliminates the friction in the continuous delivery pipeline as code 
moves between environments. Meister® accelerates and streamlines the software compile process for highly efficient 
continuous builds.  
 
As a 100% self-funded organization, we have the freedom to focus on our customer’s needs, delivering innovation in agile 
DevOps. An investment in our solutions or Professional Services forms a ‘technical partnership’ that provides you 
expertise and support to solve your toughest DevOps challenges for today and tomorrow. 
For more information go to www.OpenMakeSoftware.com 

DeployHub OSS can be downloaded from www.DeployHub.org 
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