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The deep link between 
"DevOps" & "Release 
management"
A software release represents the ownership of 

released artifacts, while DevOps represents the 

release process which ensures that the owners and 

stakeholders adhere to implicit contractual terms. 

DevOps as a function works hard to establish and 

control the contractual terms of ownership in an SDLC.   

Consider the following 2 example participants in an 

SDLC explaining the ownership contract.

1.  A Developer’s core function is to produce quality 

code that adheres to functional and non-functional 

requirements while ensuring that other quality and 

security parameters are within acceptable limits. 

This function is the basic contractual agreement of 

a developer and DevOps as a function helps to keep 

a check on this agreement. Quality checks, running 

unit test cases and other automated regression tests 

ensure that the ownership contract meets its terms. 

2.  Similarly, a Development manager is responsible for 

the release of a software version (post the contribution 

of several developers) to a QA team that adheres to all 

requirements (Functional and Non-Functional) while 

the ownership also has some authorities. In this case, 

the Development Manager has the authority to release 

a developer artifact to the next stage (QA or other 

relevant teams). DevOps again plays an important 

role in aiding the manager to ensure quality while 

giving him/her the authority to move the artifact to 

the next stage. Similarly, you can associate every role 

and function involved in the SDLC to certain level of 

ownership, which in turn has some contractual terms 

that DevOps as a function can enforce.
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The role of DevOps in 

software development 

has grown in a variety of 

directions. DevOps, in effect, 

has become the errand boy 

of software development.  

Organizations relied on 

automation to be the apt 

solution to every mundane 

task that participants in a 

Software Development Life 

Cycle (SDLC) go through. 

But in principle, DevOps 

has a deeper purpose and 

function that sometimes 

eludes the understanding 

of even seasoned software 

professionals.



Viewing release 
management as a ledger 
of transactions 
Having discussed the link between DevOps and 

Release Management, it is clear that a release is 

simply an artifact that transits through several 

stages while accumulating certifications and 

approvals at each stage. These transitions could be 

recorded transactions that can certainly benefit from 

immutability. Also, using a blockchain to manage the 

transactions could provide that immutability while 

allowing certain other features to benefit the release 

management process. This document attempts to 

bring in the benefits of blockchain innovations into 

the field of DevOps and theorize the ideas that can 

help innovate an industry that is already crowded with 

innovations. Still, the direction is path breaking and 

may find its place in a real time implementation. 

Why Blockchain with 
DevOps? 
Two primary reasons to use Blockchain in DevOps are

1.  Immutable DevOps data can be invaluable in 

bringing tracability to the release pipelines. 

2.  The blockchain based solution can also incentivize 

and reward quality with increased speed of releases.
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Some basics before we define an 
implementation idea 
Before theorizing some of the implementation ideas behind the concept, you need to introduce some 

ideas and terminologies for better understanding

Blockchain - For the purpose of this document, you can imagine it to be a widely distributed database 

where you can only create and view every record in it but cannot update or delete. We call this idea as 

immutability where the data is immutable (Unchangeable).

Tokens - Blockchain issues tokens and also records their transaction

Wallets – Blockchain generates and transfers tokens to wallets that logically hold it, acting as a secret key.

Smart contracts: Block chains are powered by software contracts (sometimes called smart-contracts) 

that define the rules of transactions.

Fungibility:  As stated on wikipedia.com in reference with MBN, “fungibility is the property of a good or a 

commodity whose individual units are essentially interchangeable, and each of its parts is indistinguishable 

from another part”.  This means that every dollar in the financial system has the same value as any other 

dollar and is interchangeable by definition.

Non-Fungible Tokens (NFT) - As guessable as it is, “Non-Fungible” is the reverse of “Fungible”. In a collection 

of objects (or Tokens), each object is unique in value and other attributes but are not interchangeable with 

one another. You can define the fungibility of tokens in the Smart contracts. For example, the Ethereum 

blockchain allows smart contracts that can create non-fungible tokens. The famous CryptoKitties Smart 

contract that brought down the Ethereum network once is one such contract where each “cryptokitty” is 

a unique non-interchangeable token.

https://marketbusinessnews.com/financial-glossary/fungible-definition-meaning/
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Implementation details 
Releases as Non-Fungible Tokens (Eco-system): Every 

change in software that is checked-in by a developer 

is a release. Although, many of those releases do not 

make it all the way to be approved by all levels of the 

workflow, some passes it successfully. So, in theory, 

each release can be a NFT that is minted as soon as 

someone checks in the code. This unique token that 

has unique attributes (such as commit_id, commited 

by id, implemeted ticket_id etc) represents a release 

and goes through a whole workflow of transitions and 

approvals. 

Release creation with each commit mints an NFT. 

Each participant in the SDLC has a wallet to hold NFTs. 

The developer who commits code will get the NFT that 

is in association with that commit. The stages that the 

NFT goes through will have to be predefined in the 

contract and the wallets that can perform approvals 

for each stage (Approvals) will be predefined.

WHITEPAPER



6

Transfer of ownership 
When a holder of a token believes that the token (and the associated release) is ready for the next 

stage, the holder can send the token to the owner of the next stage (say a QA Manager). But only the 

Development manager can approve the transaction. Similar approval cycles can be setup for other 

stages on the release.

Ownership stakes and rewards for 
responsibility
As discussed earlier, every participant in the SDLC of the software has varying degrees of ownership to the 

released product and hence, each stakeholder has a stake in the release. In such a scenario, it might be a 

little beneficial to incentivize (reward) quality and speed of the release. In turn, the rewards could improve and 

speed up the release process. You can reward the wallet that holds NFTs with another token that (possibly) 

has monetary value. The reward can be inversely proportional to the time that it takes for a release to transit 

to the next stage. So, lesser the time a token stays in a stage, more the holder of the NFT gets.

Implementation platform: 
Currently, there are very few Blockchain platforms that allow NFTs. Ethereum is one platform that allows 

a specification named ERC-721 that is specially designed for Non-Fungible tokens. We could leverage the 

ethereum platform for such implementations.

Conclusion 
The technical landscape of DevOps tools and platforms has become very crowded over the past few 

years and it is quite risky for new tools to enter the space unless it is path breaking. A ledger of releases 

can truly be path breaking and can possibly bring in a variety of benefits to the DevOps landscape.
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