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The core ideas behind any agile process are demonstrating

value through working software, and the ability to adapt to

meet new requirements. Doing these things requires frequent

integration so that there is a clear sense of what the state of the

code is.

While there isn’t one exact approach to code integration that

will work for every team, some approaches lend themselves to

agility more than others. But even agile teams often have long

discussions about which code line and branching models to use, and they often end up with

more complex strategies than necessary.

Many decisions about branching models are made in the name of managing risk, and teams

sometimes pick models that make integration harder in the name of safety. But managing risk in

this way can be counterproductive.

Teams may try to manage risk by moving slowly and placing barriers to change, such as various

branches, review steps, testing stages, and manual approval processes. Moving slowly can seem

safer, and sometimes it is, but only if the steps you use are guaranteed to be correct. These

processes are often manual, and thus also error-prone, so rather than help you manage change,

they simply give you an illusion of control (https://www.cmcrossroads.com/article/illusion-

control-software-configuration-management).

Agile teams work best when they acknowledge that there is also risk in deferring change. Any

validation process will have flaws. This means focusing on processes that improve the time

from code change to delivery so that feedback can happen quickly, and when there is a

problem, teams can fix it immediately.

Having branching models that keep work isolated means that work is integrated into the

delivery code line less frequently. While this may be more efficient for those working on a

feature in the short term, it can hurt the flow of the team in the long term.

Martin Fowler illustrates the impact of integration frequency

(https://martinfowler.com/articles/branching-patterns.html#IntegrationFrequency) on speed

of change. Deferring integration can increase the risk of merge conflicts, which causes you to

move more slowly as you spend more energy addressing those conflicts. Slow change can

sometimes be more risky than you expect because of the costs of extra work needed to

reconcile conflicts, as well as the technical debt that results from bypassing the normal process

to fix critical errors.

Using agile branching patterns alone won’t make your code more agile

(http://www.berczuk.com/pubs/2012/techwell-2012-02-29.pdf). For frequent integration to

work well, you need to have confidence that your code line still works. Healthy code lines also
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require that thought be given to testing and deployment practices.

When Brad Appleton and I were working on capturing patterns for version management, first

in the Streamed Lines (http://acme.bradapp.net/branching/patterns.html) paper and later in our

book, Software Configuration Management Patterns (https://amzn.to/3fsGUyl), we were trying

to capture patterns for how teams used their code-line management process to collaborate

effectively. We were not thinking about agile software development per se, but we quickly

realized that the patterns had agility in mind. One of the recurring themes in these patterns is

that frequent integration is key to an effective development process, which is especially true

for agile teams.

, branching (/other-keywords/branching)

About the author

(/users/steve-berczuk)

Steve Berczuk

(https://www.techwell.com/users/steve-berczuk)
Steve Berczuk is a Principal Software Engineer with experience as a manager,

Scrum Master and technical lead in Boston, MA. The author of Software
Configuration Management Patterns: Effective Teamwork, Practical
Integration (http://www.stickyminds.com/s.asp?F=S541_BOOK_4), he is a

recognized expert in software configuration management and agile software

development. Steve is passionate about helping teams work effectively to

produce quality software. He has an M.S. in operations research from Stanford

University and an S.B. in Electrical Engineering from MIT, and is a Certified

ScrumMaster. Contact Steve at steve@berczuk.com

(mailto:steve@berczuk.com) or visit berczuk.com

(http://www.berczuk.com/) and follow his blog at blog.berczuk.com.

(http://blog.berczuk.com)

We use cookies to ensure you get the best experience on our website.  

https://www.techwell.com/keywords/agile
https://www.techwell.com/keywords/agile
https://www.techwell.com/keywords/coding-patterns
https://www.techwell.com/keywords/coding-patterns
https://www.techwell.com/keywords/configuration-management
https://www.techwell.com/keywords/configuration-management
https://www.techwell.com/keywords/continuous-integration
https://www.techwell.com/keywords/continuous-integration
https://www.techwell.com/keywords/programming
https://www.techwell.com/keywords/programming
https://www.techwell.com/keywords/risk-management
https://www.techwell.com/keywords/risk-management
http://acme.bradapp.net/branching/patterns.html
http://acme.bradapp.net/branching/patterns.html
https://amzn.to/3fsGUyl
https://amzn.to/3fsGUyl
https://www.techwell.com/other-keywords/branching
https://www.techwell.com/other-keywords/branching
https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/users/steve-berczuk
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
mailto:steve@berczuk.com
mailto:steve@berczuk.com
http://www.berczuk.com/
http://www.berczuk.com/
http://blog.berczuk.com/
http://blog.berczuk.com/


(//twitter.com/TechWell)(
https://www.youtube.com/user/SQEVide

(//www.linkedin.com/compa
corp)

(https://www.st

Terms of Use (/terms-of-use) Privacy Policy (/privacy-policy) Site Map (/techwell-sitemap)

©2011-2026 TechWell Corp.
4000 Legato Road | Suite 1100 | Fairfax, VA | 22033

Conferences
(/software-
conferences)

 »

Communities
(/software-
communities)

 »

Associated Training
and Consulting 
(https://www.coveros.com/)

»

Advertise (/advertise-
with-techwell)

About Us (/about-us)

Join Mailing List (/join-
mailing-list)

Speak at a Conference
(/software-
conferences/be-a-
speaker)

FAQ (/faq)

Press & Media (/press-
and-media)

Contact Us (/contact-
us)

We use cookies to ensure you get the best experience on our website.  

https://twitter.com/TechWell
https://www.youtube.com/user/SQEVideo
https://www.linkedin.com/company/techwell-corp
https://www.stickyminds.com/
https://www.techwell.com/terms-of-use
https://www.techwell.com/privacy-policy
https://www.techwell.com/techwell-sitemap
https://www.techwell.com/software-conferences
https://www.techwell.com/software-communities
https://www.coveros.com/
https://www.techwell.com/advertise-with-techwell
https://www.techwell.com/about-us
https://www.techwell.com/join-mailing-list
https://www.techwell.com/software-conferences/be-a-speaker
https://www.techwell.com/faq
https://www.techwell.com/press-and-media
https://www.techwell.com/contact-us

