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How can you deal with 
half-finished work?
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Make a branch!
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we are deferring integration!

Trunk

F1

F2
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Pain of merge = fn (  
    size_of_merge,  
    duration_since_last_merge)
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Big merges = commit race!
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Merging refactoring is 
*really* hard
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Option 3:
Check in anyway

err…wat?
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integrate often…

Trunk

…fast feedback…
…break up merge pain

err…but what about half-finished features?
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Feature Toggles
Hide the partially 

implemented feature in 
the running system
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But what about changes to existing 
functionality?
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Persistence Interface

Generic SQL 
Persistence

Postgres

shipping every two 
weeks…
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Feature Branching

Branch-by abstraction
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Important Rules:
Use a flag in as few places as possible

Remove them once you’re done
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Side Benefits:
Can be used for A/B testing

And with some work, canary releasing
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Continuous Delivery Book…
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Published in 2011
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Treat every check-in as 
a release candidate
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@samnewman@gotochi

Integrate often



@samnewman@gotochi

Integrate often

Keep batch size small
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Integrate often

Keep batch size small

Ship often



@samnewman@gotochi

And there there was Git
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Goal
Merge a patch in less than 3 seconds
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Branches much more lightweight
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Full local copy of source history
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Merging of text is better but…
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And then there was GitHub…
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2008
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https://github.com/blog/3-oh-yeah-there-s-pull-requests-now
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http://readwrite.com/2011/06/02/github-has-passed-sourceforge/
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But PRs use branching!
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And then there was gitflow…
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Ops Meta-Metrics - John Allspaw
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But if I merge in frequently, 
why do I need GitFlow?
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split.io, launch darkly

http://split.io
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“Trunk-based development is likely the most controversial 
practice discussed in this book 
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“Trunk-based development is likely the most controversial 
practice discussed in this book 

- Gene Kim, Jez Humble, Patrick Debois &  John Willis 

[…] 
However, the data from Puppet Labs’ 2015 State of DevOps 

Report is clear: trunk-based development predicts higher 
throughput and better stability, and even higher job 
satisfaction and lower rates of burnout.“
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“We found that having branches or forks with very short 
lifetimes (less than a day) before being merged into trunk, and 
less than three active branches in total, are important aspects 
of continuous delivery, and all contribute to higher 
performance. So does merging code into trunk or master on a 
daily basis. “

- State Of Devops Report, 2016
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So are branches evil?
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Integrate often
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Integrate often

Keep batch size small
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Integrate often

Keep batch size small

Ship often
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http://samnewman.io

@samnewman

Thank You!

Also thanks to Don Clark for the people icons 
https://commons.wikimedia.org/wiki/File:Gender_neutral.svg  CC BY-SA 4.0

http://samnewman.io

