
Agile Tour Sophia Antipolis
7ème  édition – 5 décembre 2017

Transformation agile & 
livraison continue

Philippe Debras

ODM Software Factory – IBM France Lab

philippe.debras@fr.ibm.com



Merci aux Sponsors !



Operational Decision Manager (ODM)

DevOps

ODM transformation towards continuous delivery
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1. Operational Decision Manager (ODM)



IBM Operational Decision Manager 

5

ODM is platform for 

• Capturing

• Governing

• Executing

frequent, repeatable business decisions 



Team spread all over the world
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Littleton

Hursley

Paris

Sophia

(Shanghai)



Several functions
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PMO

Architects

Development

QA &

Integration

ID

PLM

Designers
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Operational Decision Manager (ODM) ?

Large size project

10+ years of history

Deployed on-prems, on Cloud, on Bluemix

9,500,000

On Prem’s, Cloud, Bluemix

+90

2
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~450 for trunk and branches

~300/month

155/year

Lines of Code 

Platforms

Samples & Tutorials

2-hour self paced Getting Started

Live Branches

Continuous Builds Plans

Defect Reports Created

APARs



©
 2

01
6 

IB
M

2. DevOps
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DevOps – A Global Picture
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3. ODM Team Agile Transformation 
towards continuous delivery 
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Dev Dev Dev Dev Dev Dev Stabilization Stabilization RC1 RC2 RC3 GM

6 months 2 months 2 months

Functional silos (PLM, DEV, QA, DOC)
Waterfall process

• Release planning at the beginning of the 10 months cycle
• Sequential path through Dev, QA, Doc
• Painful integration and bug fixing (stabilization phase, multiple release candidates)

Where are we coming from?
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Objectives
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Ideally: deliver when we want
• Product builds are performed continuously
• Product builds are automatically qualified from a quality perspective
• Delivery of a given build is a business decision (fixes, new features, better perf.)

ODM objectives: capacity to deliver at the end of each 4 weeks iteration
• Stable state at the end of each iteration, potentially delivered to customer as a 

on-prem beta, or a cloud/Bluemix refresh
• Release Candidate phase shorten to 1 week for a beta, 3 weeks for a release
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How do we started ?

©
 2

01
6 

IB
M

• ODM Continuous Delivery initiative 
• Inspiration from Jez Humble presentation at Spark 2013 conference “Adopting 

Continuous Delivery” (available on youtube)
• Working group with PLM, RM, Dev, QA, Doc representatives

• Larger adoption of Agile methodology
• 4 weeks iterations (2 weeks sprints)
• Ranked backlog, iterative planning, small improvements (Toyota katas)
• Delivery team model (PLM, Design, Arch, Dev, QA, Doc)
• Continuous Integration (single trunk, feature toggles, build pipeline)
• Iterative product builds (warmup builds on weeks 1, 2, 3)
• Iterative Quality Assessment (no sev 1 and 2, no doubled-deferred)
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Key practices we have adopted or strengthened
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Release 
planning

•Critical function 
that drive release 
roadmap, project 
plan, delivery 
schedule

•Avoid waterfall 
processes —> 
Agile processes

•Small, frequent 
releases —> focus 
on quality

Collaboration

•Development, QA, 
and operations 
organizations need 
to coordinate

Automation

•Tooling to 
automate the E2E 
software 
development and 
deployment 
process

Continuous 
integration

•Forcing developers 
to integrate their 
work with other 
developers 
frequently

Continuous 
Delivery

•Release more 
rapidly, more 
frequently  
specifically on 
Cloud and Bluemix.

Get  customer 
feedback faster.

Continuous 
testing

•Is not a just about 
QA people (Dev & 
Infrastructure 
needed)   

Continuous 
monitoring & 
feedback

•Failures must be 
found and fixed 
asap  Tooling

Continuous 
improvement

•On going process 
for improvement 
inspired by Toyota 
Kata and iteration 
retrospectives 

•What are our 
impediments ?

•How can we 
accelerate this ?
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Support to organizational changes and innovation
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Time for Learning

Time and environment to innovate

Failure accepted as a factor of opportunity: fail fast and often 

Make it safe to fail: blameless culture

Management style: mission command vs command and control
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Key Elements
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Delivery Team Organization

Continuous Integration

Continuous Testing

Bugfests

Deployment automation
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Build pipeline: automated from line of code to products 
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Continuous Integration Architecture
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Build Wall
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Build Dashboard

Bamboo Build Plans

Success Rate in %

Bamboo Asst Plans

Success Rate in %

VTT Assessment

Campaigns

Success Rate in %

Hyperlinks to 

detailed information

Bamboo Build Plans

Success on Total
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Continuous Testing

Key figures
• +250,000 automated tests executed each night
• 9 AppServers / DataBases combination automatically tested
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Bugfests

Scoped (new product feature)

Time boxed (2 to 3 hours)

Test scenarios are proposed

Every one is invited to participate (dev, qa, doc, om from any functional or delivery 
team)

Slack channel and conference call are open for guidance and support

Defects are discussed and opened in RTC with reproducible scenario
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Deployment automation
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Iteration and release assessments
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At the end of each iteration, we take some RTC snapshots, create 
new streams, and start a release build on these streams

For each release candidate, we run necessary MAT/RAT, IVT, SVT 
tests

Fixes on iteration / release stream are done in controlled mode


