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KEY CHALLENGES:
• Be willing to adapt “people 

processes” to the tool to fully 
realize the benefits.

• Provide feedback on  
vRealize Code Stream as  
part of “Customer One”  
beta program.

• Embrace continuous  
delivery as the new norm to 
reliably manage high volume 
of releases. 

BUSINESS BENEFITS
• Slash typical release cycle 

from 12 hours to 3. 
• Reduce IT staff needed for 

release cycle by 90 percent, 
from 300 persons to 30. 

• Ensure repeatable, 
standardized and rapid 
continuous delivery.

• Use one dashboard to easily 
manage myriad DevOps tools, 
such as Puppet.

• Manage continuous delivery 
from vRealize Code Stream 
using one button. 

Realizing Continuous Delivery: 
IT Matures DevOps Initiative  
and Slashes Release Cycle Time 
and Costs Using vRealize  
Code Stream
Meet accelerated demand for application releases through 
automation and the adoption of VMware vRealize™ Code 
Stream™ for DevOps initiative. 

The Challenge
Faced with about 250 applications and services needing deployment yearly, 
VMware IT Tenant Operations knew it needed to step up its commitment to realizing 
“continuous delivery” as part of its DevOps initiative. But like a lot of IT organizations, 
it needed to do so with a minimum of disruption to its application developers and 
operational support engineers, who embrace popular industry solutions like Jenkins, 
Puppet, Chef, and Docker. 

“I began looking for one solution that could orchestrate our release process across 
these various tools without adding complexity to it,” said Jerry Li, senior IT manager.

VMware’s own vRealize Code Stream, released in December 2014, made all that 
possible from a single dashboard and a one-button touch. Li’s team signed on to be 
“Customer One,” VMware’s term for when IT actually participates as a beta customer 
in the product release process, and created a demo and proof of concept for using the 
tool in its own release cycles. 

Lessons learned so far?

“The software release process is just that – a process – and it always has been,” noted 
Li. “Sometimes in order to use a new tool to its fullest, you have to be willing to modify 
comfortable old ways to adapt somewhat to the tool. Through some trial and error, we 
optimized our process for the tool.”

An example is giving up the ability to make code changes after release. Because the 
process is automated, changes beyond a point can only be made in another release.

“So there had to be something of a cultural shift, too,” noted Li. “But everyone 
immediately welcomed the benefits of automation, especially that it avoids the 
annoying issue of code sometimes working in one environment and not in another. 
The old days of ‘IT Apps’ saying it’s an Ops issue, and ‘IT Ops’ saying the reverse, are 
over, and no one misses them!” 

VMware on VMware Case Study



 2

VMware on VMware Case Study

Li and his team worked in a close feedback loop with VMware’s product 
engineering team, sharing their experience and iterating the process-tool dyad 
until they got it right. 

vRealize Code Stream, targeted for DevOps initiatives, is an application release 
automation solution that enables developers and operations teams to release software 
more frequently and efficiently, while leveraging their investments in existing build, 
test, provisioning, deployment and monitoring tools.

Solution
Tenant Ops team started by modeling the current (old) release process inside 
vRealize Code Stream and deployed artifacts to core platforms and applications. 
With one button, they can now deploy releases from a lower environment to a higher 
one and automate both environment provision and code deployment. vRealize Code 
Stream is integrated with other tools used across the organization, such as Bamboo, 
Perforce and Artifactory. 

A convenient dashboard allows visibility into release metrics and relationships 
between applications, artifacts and machines, added Li. 

Eventually, IT will retire its current Product and Portfolio Management (PPM) tool, an 
estimated savings of $800,000 annually. The availability of vRealize Code Stream as a 
SaaS offering on VMware vCloud® Air™ means organizations can ramp up continuous 
delivery quickly and with little risk, he added. 

Other benefits: IT can boost its deployment frequency by 50 percent, according to Li. 

A bit harder to estimate but easy to see the upside: not having to replace current tools 
like Bamboo.

“Avoiding a ‘rip and replace’ is huge,” said Li. “It’s a real benefit to be able to continue 
using our existing tools.” 

Li’s team has been working with vRealize Code Stream for just a few months, creating 
a demo and running proofs of concept. The product is being rapidly mainstreamed 
into the organization over the next several months. The first release all the way to 
production will occur in the late spring of 2015. 

“Continuous delivery means you have to deliver to production every day. IT needs a 
tool to automate an end-to-end release process that’s as simple as pressing a button. 
vRealize Code Stream is that one-touch solution,” said Li.

100 Percent IT Protected

vRealize code stream has eliminated “code drifting”—the inevitable and mysterious 
loss of some lines of code between environments. Moreover, the product has 
standardized this part of the DevOps process through automation. 

“Automation ensures 100 percent IT protection during the release process,” said Li. 
“We don’t have to worry that source code could be sitting on someone’s desktop. 

“The continuous delivery paradigm requires automation or it will encounter 
potentially serious challenges, “ Li continued. “Only automation ensures the fully 
repeatable processes demanded by this accelerated pace; you just can’t get to 
continuous delivery with manual processes.”

vRealize Code Stream enables continuous delivery with a minimum of disruption and 
dramatically reduces the resource requirements of the release process. 

“Continuous delivery means you 
have to deliver to production 
every day. IT needs a tool to 
automate an end-to-end release 
process that’s as simple as 
pressing a button. vRealize 
code stream is that one-touch 
solution.”

- Jerry Li,  
Senior Manager,  
VMware IT
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Resource Requirements Slashed from 300 People to 30

Prior to using vRealize Code Stream, the integrated release process used by the IT 
team required 300 people working 12 hours, often over a Friday night into Saturday. 
Now the same process can be done with 30 people in about 3 hours.

“If you view it in man-hours and do the math, that’s a reduction from 3600 man hours 
to 90,” said Li.

The Proof of Concept demonstrates the following expectations are reasonable: that 
vRealize code stream will boost productivity by 4x; make possible a 90 percent 
reduction in deployment efforts; save $25,000 annually in license costs and ensure 
smooth coordination between IT Applications, IT Operations and UAT. Since Li’s team 
deploys at least 250 services and applications annually, that means vRealize Code 
Stream is destined to be a valuable player.

VMWARE ON VMWARE
As the leading proponent of  
our own products, VMware  
is committed to passing on  
the lessons learned by our 
internal IT group in applying 
virtualization and cloud 
management technology  
to solve business challenges.  


