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Lifecycle bottlenecks hurt Agile results. Chief 
among those bottlenecks? The gap between 
development and operations. The DevOps 
movement aims to close the gaps and accelerate 
the last mile to production.

Introduction
We live in the age of the application, a place where business agility 
depends on application agility. This makes the rise of Agile methods 
over traditional, sequential application delivery one of the most 
compelling modernization stories of the past decade. Agile promises 
to help application teams deliver higher-quality software faster. 
And because it encourages collaboration between application and 
business teams, it also promises software more closely aligned 
with business requirements. 

Few modernization trends could be more supportive of today’s IT 
objectives of predictability, quality, and change readiness. Done 
right, Agile delivery reveals code defects earlier in the development 
cycle, decreases overall project risk, and allows quicker response to 
changing business priorities.

Yet despite its potential, some enterprises report that the full 
promise of Agile remains elusive. Others have found it to involve 
more change than expected. Still others find that Agile’s need for 
speed too often clashes with operations’ need for stability. 

So how can an enterprise find true agility when old habits are so 
difficult to break? Identifying and avoiding Agile half measures is a 
start. The rest depends on understanding the complete application 
lifecycle, one which unifies development and operations as part of 
a continuous “application supply chain.”

Agile is as agile does
The curse of scrummerfall 

In the race to benefit from Agile practices, many enterprises suffer 
from piecemeal adoption. In these cases, developers enthusiastically 
embrace the sprint-like iterations favored by Agile, while business and 
QA teams default to their old, sequential places in the project plan. 
It might be said these enterprises have moved to Agile development, 
but haven’t yet achieved Agile delivery.

As a consequence, the key objective of Agile—early discovery of 
issues—is thwarted. Completing the code faster cannot speed time 
to market or improve quality if the rest of the delivery organization 
(business analysts, QA engineers, project managers) continue 
following traditional, sequential Waterfall practices and timelines.

This hybrid Waterfall/Agile approach has become common enough to 
earn a nickname: scrummerfall. The joke goes that with scrummerfall, 
projects fail twice as fast as they would have with waterfall alone. 

It takes an agile state of mind

Let’s look at Agile the way it was meant to be: an iterative, incremental 
approach to delivery. By tackling only a small piece of an application’s 
functionality at a time, working code can be developed in a much 
shorter span of time. When implemented as intended, Agile takes the 
madness out of the development method. The team receives ongoing 
feedback on the system through validation activities and stakeholder 
input to ensure it is staying on course.
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Agile and traditional IT—together in perfect harmony

Perhaps one of the reasons enterprises are slower to fully embrace 
Agile is the fear that it will engender more bad habits than good 
ones. But embracing Agile’s premium on things like flexibility and 
responsiveness doesn’t mean you have to abandon traditional IT 
aims like consistency and thoroughness.

The truth is that these goals are mutually supportive. Consider a 
few key areas where traditional IT objectives, if executed properly, 
can help to further Agile aims.

Speed and quality 

The most well-known Agile metric is velocity—the rate at which you 
deliver functionality. To keep these numbers up, teams might sacrifice 
regression testing by allowing themselves to believe that unit testing 
is enough. Or they might delay non-functional validation of things 
like performance or security. The result? Late issue discovery and 
an increase in production defects.

That doesn’t mean that speed and quality are incompatible, but it’s 
critical that teams eliminate manual effort wherever possible if QA 
hopes to keep pace with development. For example, even manual 
testing can be accelerated with HP Sprinter, which allows for automatic 
data entry as well as “mirror testing,” whereby the actions of a single 
tester are duplicated across multiple browser environments. It also 
provides the ability to automatically record test steps taken to make 
it easier to document and reproduce defects.

As the code base grows from sprint to sprint, the relationship between 
speed and quality requires embracing real test automation. 
HP Unified Functional Testing offers capabilities not only for 
automating the testing of graphical user interfaces (GUI), but also 
for automating services and components that don’t have a GUI at 
all. And HP Service Virtualization allows developers and testers to 
even test highly constrained or unavailable services in a simulated 
or virtual environment.  

Agile as it should be Agile as it too often is

Divvied-up for focus: Dividing a project’s scope among short, distinct periods of time 
(for example, a two- to four-week sprint), compels teams to prioritize objectives and 
think pragmatically about what they can accomplish during each window.

Unchanged

Hands-on with stakeholders: In contrast to the formal, arm’s-length approach of 
Waterfall, Agile encourages close and consistent contact with business stakeholders. 
Receiving stakeholder approval throughout the process helps keep expectations 
aligned and unpleasant surprises to a minimum.

Unchanged

Designed to raise issues: Because each sprint involves development and testing, 
teams are provided the opportunity to prove out integrations, from functionality to 
architecture choices. With traditional Waterfall methods, these areas aren’t put to the 
test until much later in the project—when they can be much more costly to unravel.

Unit testing is accepted as a proxy for system testing, and true comprehensive 
validation doesn’t occur until late in the project. The delay leaves the project open to 
the same Waterfall risks: surprise issues and scarce time to resolve them.

Rigorous, cumulative testing: As development teams move through each sprint, they 
regression-test everything that’s come before. This lets them know whether the latest 
development sprint has broken anything in the previous ones. When problems do occur, 
troubleshooting is confined to the last sprint versus the entire project.

The parts are mistaken for the whole. Each sprint is tested in and of itself, without 
regression tests to vet the work of previous sprints. The team does not know until late 
in the project the cumulative application functionality, performance, or security and 
has little time to react to problems.

Designed for change: Rather than starting with all the requirements and design work 
(many of which will change over time), only the high-level scope and features are 
designated initially (the user story). The details are worked out sprint by sprint, in 
response to the behavior of the application itself as it takes shape.

The team is open to change without being prepared for it. The limitations mean that 
change is introduced with too little appreciation for its impact.

Measured for true progress: Agile promotes the idea that software development is 
only as good as the executable it produces. Progress is measured by working, tested 
code—not the number of sign-off meetings held, lines of code written, or technical 
documents completed.

Without successful test results, progress is a mirage.
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Flexibility and consistency 

Agile encourages teams to be flexible and responsive to change. 
However, the “responding to change over following a plan” 
statement from the Agile Manifesto is often misinterpreted and 
used as an excuse to abandon process and organization. This 
misses the point and has led to countless Agile misfires. These 
things are still valuable; we just don’t want them to come at 
the expense of being able to adapt as inevitable changes arise. 
Capabilities such as those in HP Agile Manager for organizing, 
planning, and executing Agile activities, can empower team 
members to self-organize by providing universal insight into the 
entire project landscape, the flow of work, and where issues or 
bottlenecks exist. This allows teams to be nimble and embrace 
Agile, yet do so in a predictable, repeatable, and scalable way.

Entrepreneurship and economies of scale 

Agile encourages smaller teams and greater autonomy. These are 
good objectives, but they can lead to a loss of collaboration and 
knowledge-sharing across teams. Independent teams also make 
reuse more difficult, which can result in duplication of effort and 
functionality, leading to both higher delivery and support costs. 

HP ALM provides a unified repository of reusable assets so that any 
team, regardless of location, can see at a glance whether a test has 
already been created that they can reuse, or a requirement already 
elicited, or a defect already raised. 

Larger, distributed teams also benefit from collaboration tools like 
HP Enterprise Collaboration, an integrated social media-style module 
for context-based collaboration and knowledge share.

Responsiveness and thoroughness

Agile encourages us to expect change rather than fear it. Every 
enterprise desires the ability to adapt quickly without the burden 
of overhead or red-tape that slows us down. But how can we 
accomplish this without losing critical insight into what has changed 
and why? HP Application Lifecycle Intelligence (ALI), a part of HP ALM 
and HP Agile Manager, automatically connects to a wide variety of 
integrated development environments, source code, and build 
systems to extend traceability all the way to the code, allowing you 
to see the connections across all assets—from requirements to code 
through builds and tests. Developers can work within their tools of 
choice, while connecting them automatically to their peers and the 
broader delivery organization.

This means that when a new change request arrives, you can select 
the requirement under change and, because of the end-to-end 
traceability, are able perform a fast but thorough assessment of 
the impact, update the code, and deploy with the confidence that 
you have identified and made all the changes required.

Have you fallen prey to scrummerfall?
An organization can ask three key questions to 
gauge the effectiveness of its Agile efforts:

1. Are my Agile projects discovering code defects 
earlier in the lifecycle than my traditional projects? 
With Agile, issues should always surface sooner.

2. Am I seeing fewer defects in finished 
products when I compare my Agile projects with 
non-Agile projects? 
Agile should improve the quality of a software 
project, while decreasing the costs of fixes.

3. Are business stakeholders generally more 
satisfied with Agile projects? 
Agile should help business and IT better 
communicate expectations.



Figure 1: How long does it take to release?

“If you were to change one line of code on your project, how long 
would it typically take your organization to push the resulting 
change into production?”

Source: Forrester Research Inc., “Five Ways To Streamline Release Management,” 
February 2011 (survey of 101 IT professionals)
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The critical last mile

Agile delivery teams have made great strides in building software. 
But what is the point of being able to rapidly create new features 
if they are bottlenecked by the same sluggish release process we 
have always used? 

This challenge is vividly illustrated by a Forrester survey on 
release management. When asked how long it takes to release 
a change to a single line of code—essentially measuring the 
operational overhead of the release process—over 80% of the 
respondents said it takes more than a day, and for 44 % it takes a 
week or longer.

To capitalize on the advances made with Agile development and 
better translate them into business value, it is time to extend Agile 
principles into the operations world.

DevOps and Continuous Delivery

The emerging DevOps movement takes aim at exactly this 
challenge by seeking to close the gap between Development and 
IT Operations. DevOps is a set of principles and methods—inspired 
by Agile—that focuses on better collaboration between the two 
groups. Continuous Delivery, which is enabled by DevOps, focuses 
on what is most important: shorter cycles for actually putting 
functionality in the hands of users. It relies not only on better 
collaboration, but on comprehensive automation of the build, test, 
and deployment process. At the extreme level, every code change 
that passes a series of automated tests could, conceivably, be 
deployed immediately. Though automatic deployment to production 
makes sense in only certain scenarios, this level of integration 
between development and operations is revolutionary because 
it enables releases to be driven by business need as opposed to 
operational constraints. 

The keys to successful adoption of DevOps and Continuous Delivery are 
quality, automation, and collaboration. Together, these fundamental 
elements can unify our traditional IT silos to enable agility across the 
end-to-end application lifecycle. 

Quality to build trust 

Effective DevOps begins with trust—trust by operations teams that 
development teams, working at Agile speed, have not cut corners for 
the sake of time. In contrast to the development focus on delivering 
change quickly, the traditional mindset of operations is that change 
introduces risk—the risk of issues and the risk of outages. The 
operations focus, and indeed, how it is typically measured, is on 
application availability and stability. So it’s understandable that 
it often seeks to minimize change to avoid the pain of releasing 
low-quality software. The key to reconciling these two diametrically 
opposed views is quality. Without it, the trust necessary for the DevOps 
relationship simply cannot take hold.  

The release process, or pipeline, begins at code check-in. The 
right approach can dramatically elevate the quality of a change 
as it progresses through this pipeline. Say that you already use 
continuous integration to build several times a day. This becomes 
much more powerful when coupled with automated build verification 
and regression tests. HP Lab Management Automation capabilities 
for scheduling, provisioning, and deploying test labs enable this 
continuous testing approach for higher quality from the outset. This 
regular, more timely feedback to developers means functional and 
non-functional issues are identified and fixed early, resulting in a limited 
build-up of defects, a more precise view of progress, and reduced 
volatility before release to production. Development teams therefore 
earn the right to deliver more functionality faster, while mitigating the 
risk that is of primary concern to their operations counterparts.

Automate for agility 

The second key factor is automation. If you consider your release 
process, any manual step that exists, whether it’s a manual handoff, 
approval, or manual task such as testing, will significantly impact 
release time. For most enterprises, the release process consists 
of a host of manual steps carried out by multiple people armed 
with lengthy documents and checklists (which are also assembled 
manually and prone to errors). This approach is far from agile and 
the potential for mistakes is high. 

Automation allows teams to eliminate these manual handoffs, 
reduce errors, and accelerate overall release times. Fundamental to 
this is application portability, a capability provided by HP Continuous 
Delivery Automation that lets teams build the application once 
and then easily deploy anywhere. Portability is achieved through 
environment-aware application models that are shared between 
development, test, and operations. Because everyone deploys 
the same way using the same assets, the result is consistent, 
accurate deployments every time across the various environments 
in development, test, staging, and production. What’s more, it 
supports environments that are based on-premises, across different 
cloud vendors, or a hybrid combination for maximum flexibility.



Figure 2: HP Executive Scorecard

6

Collaborate across silos

Effective collaboration ends the “bucket brigades” and finger pointing 
that characterizes traditional development/operations relationships. 
It avoids the asynchronous latency and disconnected threads of email, 
phone calls, and other legacy media, and helps these teams focus on 
common goals. Collaboration also entails sharing and reuse of assets 
so that lessons learned in one environment need not be reinvented 
in the next. 

Building DevOps collaboration can begin with something as simple as 
Agile teams including operations representatives in sprint planning 
sessions and end-of-sprint demos. For day-to-day idea sharing and 
problem solving, team communication can benefit from social media 
style collaboration tools like HP Enterprise Collaboration mentioned 
earlier, that structures conversations around named work items, 
making for focused, context-aware discussion.

Integrated tooling across the two groups also pulls down barriers 
and helps everyone speak the same language. Integrated capabilities 
from the HP portfolio include:

• Performance scripts used in QA can automatically be packaged and 
sent to operations so they don’t have to recreate on their own.

• Usage patterns from production can be directly imported to 
HP Performance Center to create more accurate, real-life testing 
scenarios. Actual user sessions can be automatically converted 
into performance scripts for use in test.

• Common performance diagnostics tools between development 
and operations allow for data sharing and a mutual understanding 
of issues for faster analysis and resolution.

• Two-way information exchange for resolving production 
problems: a problem in production can automatically log a defect 
for development for rapid prioritization against other backlog 
items; as development resolves the defect, it is automatically 
updated with the service desk. 

Importantly, HP’s Executive Scorecard provides “single pane of glass” 
insight across development and operations for better visibility into 
how these teams are performing together. DevOps specific metrics 
and the ability to set and cascade KPIs also allows measurements 
and incentives to be aligned to ensure everyone is pulling in the  
same direction.

Bringing it all together: the complete 
application lifecycle 
The true life of an application is bigger than requirements through 
deployment. It is a continuous cycle of planning, delivering, and 
running the application, which begins with a business idea and 
ends with application retirement. Each of these areas impacts and 
is fundamentally linked to the others. If we are trying to be agile, 
we cannot afford to treat these as three separate lifecycles—one 
for planning, one for delivering, and another for deployment and 
management. A single seamless lifecycle is required.

Gartner has estimated that for an application 
with a 15-year life span, only eight percent of 
the total cost of ownership is associated with 
the initial build. The remaining 92 percent comes 
from maintaining, enhancing, and running the 
application. This underscores the importance  
of adopting a broader, complete-lifecycle view  
for building and managing applications.
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Figure 4: Expanding the business impact of Agile
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Plan. Deliver. Run. Retire. 

Agile was created by developers so its focus, naturally, is on the 
delivery portion of the application lifecycle. DevOps and Continuous 
Delivery take a significant step toward realizing the complete lifecycle 
by closing the gap between delivering and running the application. 
That leaves planning and retirement. 

Delivering the wrong thing quickly is no way to make the business 
happy. Faster delivery cycles create a more significant planning 
challenge—supporting dozens of fast-paced projects without 
losing track of the big picture. Demand comes from all directions: 
enhancements and strategic needs from the business, production 
incidents from the service desk, and quality and maintainability 
improvements identified by development or operations teams. 

Integrations between HP Project and Portfolio Management, 
HP Service Manager, and HP ALM offer a consolidated view of all this 
demand so it can be prioritized and aligned with business objectives. 
This then feeds into the steps necessary for planning and preparing 
the release, for example, understanding demand in the context 
of available budgets or assigning resources and tracking them 
across projects. Once projects are underway, planning becomes a 
continuous process of managing demand and tracking the health, 
budgets, and staffing of the collected work. A robust approach to 
project and portfolio planning gives IT management the ability to 
support every decision with hard data and bring order to chaos.

Finally, application retirement is the step that completes the lifecycle. 
It is recognizing that an application will live a useful life and should 
not be maintained beyond it. This means knowing the point at which 
an application’s cost exceeds its value, and then providing the means 
for archiving data and taking the application offline to re-provision its 
resources. This allows IT to remain nimble by avoiding the pitfall of 
portfolio bloat and the spiraling maintenance costs it brings.

The Agile enterprise

The positive impact to the business grows as Agile principles are 
extended through the enterprise. The move from Agile Development 
to Agile Delivery entails pulling down the silos and empowering all 
players to work together as a team to rapidly build quality software. 
This is a critical step in avoiding the scrummerfall trap and wasting 
precious resources by performing mini-Waterfalls inside each sprint.

The next step, Continuous Delivery, better delivers on the Agile 
promise by going the last mile and actually putting value into the 
hands of the users faster. It does this by automating build, test, 
and deployment processes and enhancing collaboration through 
DevOps principles. 

The final and most coveted step, true business agility, is ultimately 
what every enterprise is looking for. Once you begin delivering new 
features to users quickly, you open your doors to a steady stream of 
user feedback. These customer reactions can provide timely insight 
into shifting preferences, helping you make more precise course 
corrections and more informed decisions. In essence, it lets you apply 
the Agile concept of “inspect and adapt” at the business level.

The result is that the business is now more nimble. We can deliver 
value to our users at a faster rate and we have deeper insight into 
our customers because we have a more refined feedback loop.
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HP IT Performance Suite (ITPS) 

HP IT Performance Suite helps enterprises master the complete 
application lifecycle. It starts with a connected platform for 
managing the core Agile delivery process, including backlog and 
sprint management, user stories and quality management, and 
integration to the developers’ environments.  

HP also helps enterprises solve for the complete lifecycle. HP delivery 
solutions sit at the center of a broader portfolio that integrates with 
the other portions of the lifecycle to include project and portfolio 
management, architecture governance, deployment automation, 
service management, and even a collaboration platform. Across every 
essential function and every portion of the lifecycle, HP helps IT 
align with business goals, manage hybrid IT environments, guard 
against security threats, and mitigate risks.

Why HP?

No other company can offer beginning-to-end application support 
like HP. Rather than loosely-coupled point tools, HP provides 
a unified platform for lifecycle management and automation 
that addresses the needs of all stakeholders. HP’s commitment to 
providing technology-agnostic solutions means that all environments 
are supported, too—.NET, Java, SAP, Oracle—more than 70 in all. 
Whether working with traditional or Agile methods, for a team of ten 
or an enterprise of tens of thousands, HP solutions offer enterprises 
the proven configurability, scalability, and adaptability to achieve 
true agility throughout the complete application lifecycle. 

HP Services
HP Services help enterprises realize the value HP IT Performance 
Suite in support of their Agile or DevOps agendas. Bringing consulting 
expertise, intellectual property, and a broad portfolio, we can help 
customers in the following areas.

Strategic advisory services

To succeed in executing a transformation such as DevOps, you need to 
be able to develop a strategic roadmap, anchored by a common vision 
and driven by a cohesive set of initiatives that progressively deliver 
competencies to meet the desired business objectives.

Solution consulting

These offerings combine people, process, and software to help 
you realize your strategic IT goals. Our solutions are based on our 
unique intellectual property that has been created and formulated by 
hundreds of successful deployments worldwide. Solution architecture 
and design, process consulting, management of change, and software 
integration and implementation services are part of these offerings.

HP IT Performance Suite implementation services

A comprehensive set of software implementation packages 
and upgrade and migration services help you leverage HP ITPS 
software functionality quickly and effectively. This includes key 
components such as lab management, test management, functional 
testing, performance testing, security testing, collaboration, and 
IT and operations management. 

For more information
Discover how HP can help your organization become more agile. Visit 
hp.com/go/agile and hp.com/go/devops.

http://hp.com/go/getconnected
http://www.hp.com/go/agile
http://www.hp.com/go/devops

