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Modern So)ware Development 
DORA All the Way or What?
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1984 

"Works on my machine (only)" 

2025 

"Always in a releasable state, everywhere"



Modern So)ware Development

High quality, built-in 

Fast feedback on customer value 

ConAnuous so)ware development



TL’DR

DORA capabiliHes super important! 
resp. underlying soCware development pracAces & skills 

 
Most probably even in the age of (Gen)AI 

 
Get to know them. Learn them. Use 'em.



DORA
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DORA
Digital OperaHonal Resilience Act

Since 2022 

..2025 (EU)



🧙🧚🧝🦄
DORA

DevOps Research and Assessment

Since 2015

🧔🧑💻👩💻👩🤓



Once Upon a Time …

🧙🧚🧝🦄



🦄🐦🔥 🚀



State of 
DevOps 
Report 

(since 2013)

2018

Latest report 
2024 🤖

DORA 
(2015)

https://dora.dev/



High Performing Teams 
High Performing OrganizaAons 

Smarter. Not Harder.



High Performing Teams 
High Performing OrganizaAons 

have in common?

What do



Survey 
(every year)



DORA Four Key Metrics

https://dora.dev/guides/dora-metrics-four-keys/

Change 
lead Hme

Deployment 
frequency

Change 
fail percentage

Failed 
deployment 

recovery Hme



DORA Core Model

https://dora.dev/research/

PerformanceCapabiliHes

So)ware 
delivery

Reliability 
(SLOs)

predict Outcomes

OrganizaHonal 
performance

Well-being

predicts



DORA Core Model PredicHons

https://dora.dev/research/

PerformanceCapabiliHes Outcomes

predicts

❌ predicts ? ❌
🎯 ✅ ???

? ✅ ? ✅predicts🎯 ✅ predict



Fast feedback

DORA CapabiliHes

https://dora.dev/capabilities/

CapabiliHes

Climate for 
Learning

Fast flow

ConHnuous Delivery 

Test automaHon 

Monitoring and observability 

DocumentaHon quality 

Empowering teams to choose tools 

Well-being 
… 

29 capabiliHes (2024)



Let's have a look at 
selected 

capabiliHes



Version Control

https://pixabay.com/de/photos/buchwand-b%C3%BCcher-mauer-dekorativ-1151405/

Why? 

Reproducibility 

Traceability 

(auditors love this!)

dora.dev/capabiliHes/version-control/



Version Control

https://pixabay.com/de/photos/buchwand-b%C3%BCcher-mauer-dekorativ-1151405/

Source code 🥱 

Build & test scripts 

Infrastructure configuraHon 

Database schema 

Everything 🏅🏆 

(auditors love this even more!) dora.dev/capabiliHes/version-control/



Version Control

https://pixabay.com/de/photos/buchwand-b%C3%BCcher-mauer-dekorativ-1151405/

"… full version control is that 
I should be able to walk up with a very 
minimally configured environment […] and 
be able to easily build, and run the product 
aCer cloning the repository." 

– MarHn Fowler

marHnfowler.com/arHcles/conHnuousIntegraHon.html



ConHnuous IntegraHon (CI)

https://pixabay.com/de/photos/f%C3%A4den-stillleben-n%C3%A4hen-garn-dekor-5296409/

"We have a CI server" 

Well, yes, sure, but … 

CI is not a tool.

❌

dora.dev/capabiliHes/conHnuous-integraHon/



ConHnuous IntegraHon (CI)

https://pixabay.com/de/photos/f%C3%A4den-stillleben-n%C3%A4hen-garn-dekor-5296409/

Every commit triggers a build 

Every commit triggers automated tests 
that provide feedback within minutes 

Keeping the build green is highest priority 

Integrate all work into the main line at least daily 🏅🏆

dora.dev/capabiliHes/conHnuous-integraHon/



https://pixabay.com/de/photos/wald-b%C3%A4ume-ge%C3%A4st-baumkrone-238379/

Branching Strategies for CI

Don't branch 😁 

Short(est)-lived branches 🤷



https://pixabay.com/de/photos/wald-b%C3%A4ume-ge%C3%A4st-baumkrone-238379/

Trunk-Based Development

dora.dev/capabiliHes/trunk-based-development/

Three or fewer acHve branches. 

Merge branches to trunk at least once a day. 

No code freezes. No integraHon phases. 

Comprehensive automated tesHng. 

Synchronous code reviews. 

Work in small batches.



https://pixabay.com/de/photos/paket-postdienst-lieferung-postamt-7225976/

ConHnuous Delivery (CD)

Ability to deploy to producHon at any Ame, on demand. 

Not necessarily automaHcally. But all steps automated. 

Increases flexibility. Minimizes risk. 

Builds on many other capabiliHes!

dora.dev/capabiliHes/conHnuous-delivery/



Architecture

Microservices? Monolith? 

Deployment strategy does not maZer that much. 

Loose coupling makes the difference.

dora.dev/capabiliHes/loosely-coupled-teams/
https://pixabay.com/de/photos/steine-felsen-gro%C3%9F-und-klein-4628967/



Loose Coupling

Team can change design of their systems without permission 
or dependency on other teams. 

Team can complete work without fine-grained communicaHon 
or coordinaHon with people outside the team. 

Team can deploy and release independently of surrounding systems. 

Team can do most of their tesHng w/o an integrated test environment. 

Team deploys during normal business hours.
dora.dev/capabiliHes/loosely-coupled-teams/

https://pixabay.com/de/photos/verbindung-eisenbahn-koppel-5022763/



Is This Really New?

Not at all. 

Remember Extreme Programming (XP)? 

Good pracAces. Worst naming ever.



History
1999 20022001



History RepeaHng Evolving

1999

2001

2002

202020192016 (& 2021)20102007 (& 2018) 2018 2022

2013
2019

20232011 2015 (& 2023)

2022
2001

1999 (& 2019)

1999 (& 2004)

2002



Modern So)ware Development 2025

Applying all the good pracAces 

we’ve been knowing for 15, 20, 30, 50 years. 

Only this Hme we've got 

and decision-maker friendly documentaHon & guides.

P R O O F *

*) empirical underpinning



What about (Gen)AI? 🤖



https://mastodon.social/@nikoheikkila@fosstodon.org/114765667066055508



DORA 2025 Findings on AI

Developer Happiness ↗ 

So)ware Delivery Performance ↘ 
More Bugs, Quality ↘😮



Can we sHll review the code being generated? 
How fast can we understand?



Typing code fast was never the borleneck. 
Thinking is. 

Skills & capabiliAes are.



BDD++
Required Future Skill? 🔮 

WriHng 
testable 

executable 
specificaAons



Recap

DORA capabiliHes super important! 
resp. underlying soCware development pracAces & skills 

 
Most probably even in the age of (Gen)AI 

 
Get to know them. Learn them. Use 'em.



'… the real trade-off, over long periods of Hme, is between 
"beZer soCware faster" and "worse soCware slower"' – Dave Farley



dora.dev
youtube.com/@ModernSoCwareEngineeringYT

marAnfowler.com/arAcles/conAnuousIntegraAon.html

www.conHnuous-delivery.co.uk

www.infoq.com/arHcles/replace-process-dogma-engineering/

tsvallender.co.uk/blog_posts/a-vision-of-conHnuous-integraHon

www.puppet.com/resources/history-of-devops-reports minimumcd.org

trunkbaseddevelopment.com

scs-architecture.org
www.soonersaferhappier.com

coupling.dev
collaboraHve-so)ware-design.com
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