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Introduction

In the ever-evolving landscape of enterprise technology, the integration of DevOps principles has
become imperative for organizations striving to streamline operations, enhance efficiency, and
accelerate innovation. Turkish Petroleum, a leading player in the energy sector, recognized the need for a
robust DevOps framework to optimize their SAP S/4HANA processes. In their quest for transformation,
they discovered ReleaseOwl, a pioneering native SAP DevOps platform, to orchestrate their journey
towards resilience and excellence.

This case study delves into the strategic, phase-by-phase implementation of DevOps methodologies by
ReleaseOwl that revolutionized the company's SAP S/4HANA landscape. By aligning business objectives
with technological advancements, Turkish Petroleum embarked on a transformative path, enhancing
productivity, developing resilience, and driving sustainable growth.

To DevOps or Not: Navigating Turkish Petroleum's Digital Transformation

The process began with understanding whether DevOps was really that important for the organization.
We delved into the pain points and areas of improvement in their SAP processes on a high level to get a
better understanding:
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@ Resilience and Optimization:

e The energy industry demands unparalleled efficiency and unwavering stability.

e Traditional methods needed to evolve to unlock maximum potential for all-round
performance.

e Sustaining optimum levels of efficiency and productivity over extended durations
became imperative.

Q Not Just a Tool:
e Required a comprehensive transformation, rather than just an assortment of tools.

e Requires cultural and process changes.

A Mission-Critical Systems:

o Downtime leads to significant financial losses.

e Continuity of operations are impeded.
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e Regulatory compliance is crucial.
e Visibility and control over the development lifecycle.

The transition to DevOps was not a binary decision for Turkish Petroleum. They understood the
magnitude of the transformation and went with our suggestion to adopt a phased approach, recognizing
thatit's not merely about implementing a set of tools but fundamentally altering the culture, processes,
and mindset within the organization. This approach allowed them to gradually integrate DevOps
principles into their workflows, mitigating risks and ensuring smooth adoption across the organization.

Challenges Faced with Implementing DevOps

After understanding and establishing the need for DevOps, there came the challenges associated with
actually trying to implement it. Some of these include:

e Cultural Resistance: Traditional SAP practices often involve siloed teams and a culture that
values stability and adherence to established processes. Introducing a more agile and
collaborative DevOps culture can be met with resistance from employees who are comfortable
with the status quo.

e Legacy Infrastructure: Older SAP systems might be running on dated infrastructure that is not
well-suited for DevOps practices. This might also include legacy tools like 4me, etc.

e Skill Gap: Traditional SAP practices may have focused on specific roles and skills that are
different from those required for DevOps. Bridging this skill gap was challenging.

e Transition Management: Moving from traditional SAP practices to DevOps requires a significant
transition in processes and workflows. Managing this change effectively can be challenging.

e Lack of Metrics and Monitoring: Traditional SAP practices may not have emphasized the
importance of metrics and monitoring for continuous improvement. Implementing DevOps
requires robust metrics and monitoring systems.
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Resolving the Challenges

There were quite a few challenges and roadblocks, but ReleaseOwl was able to find solutions or
workarounds to all of them, successfully paving the way for a smooth DevOps Transformation:

e Cultural Training: ReleaseOwl helped train the team in DevOps methodologies and in recognizing
the importance of implementing DevOps in their process to achieve future growth, stability, and
resilience.

e Highly Customized approach: ReleaseOwl went the extra mile in fully integrating with the
company’s legacy infrastructure and tools, in order to make the process smoother and more
familiar.

e Technical Training: ReleaseOwl provides comprehensive training to bridge the gap between
traditional processes and DevOps.

e Transition Support: ReleaseOwl phased out the transition process and offered consistent
support to address any issues that were presented.

e DORA Metrics and Monitoring: Including DORA metrics and monitoring the SAP development
process closely helped the company put numbers to their goals and have a more concrete
understanding of the benefits of DevOps in their process.

How ReleaseOwl helped Turkish Petroleum achieve DevOps Transformation

Turkish Petroleum realized that DevOps isn't just about achieving agility; it's more importantly about
building resilience. In an industry where downtime can lead to significant financial losses and safety
concerns, having robust systems and processes in place is non-negotiable. By embracing DevOps,
Turkish Petroleum aimed to enhance the resilience of their mission-critical systems, ensuring continuity
of operations even in the face of unforeseen challenges or disruptions. DevOps offered them the
framework to implement rigorous change management practices, providing visibility into every stage of
the development and deployment lifecycle. This not only ensured compliance with regulatory
requirements but also instilled confidence in stakeholders regarding the reliability and stability of their
systems.

@ Phased Approach:

-
e Recognized the complexity of transformation and phased itin.

e Adopted a gradual integration strategy.

e Mitigated risks and ensured smooth adoption.

AP
c_——};’?o Holistic Transformation Journey:
e Adopted DevOps as an end-to-end methodology, not just a platform or tool.

e Embraced DevOps as a strategic imperative, fostering a holistic transformation in
business processes.

e Utilized ReleaseOwl for seamless integration, orchestration, automation, and more,
driving fundamental changes.
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0‘ L) Seamless Transport based Change and Release Management

e Seamless assigning, syncing, and managing of transports through ReleaseOwl

Platform.

e Transport Impact Analysis including dependencies and downgrade checks, Code
Coverage, ATC Code Analysis reports and much more.

e Seamless integrations with 4me ( ALM ), UlPath, ServiceNow to achieve end-to-end

DevOps.

e Parallel landscapes and easy conflict resolution with web-based Transport Retrofit.

e Streamlined workflows with integrated approval processes.

DevOps Transformation at Turkish Petroleum

Planning

Change
Management

Build and
Deployment

Testing
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User Story Management in
spreadsheets.

Manual change processes
within SAP.

Manual SAP deployments.

Limited SAP testing
automation.

Phase 1: Foundational

Introduction of ALM
tool for requirements
management.

Basic version control for SAP
configurations.

Initiating automation
in SAP deployments, particularly
in SAP S/4HANA and SAP BTP.

Increased SAP testing
automation, covering SAP
S/4AHANA, SAP BTP, SAP CPI,
SAP Analytics Cloud etc.,

Streamlined Planning and
Tracking with
ALM Tool

Strong version control for
SAP systems.

Mature CI/CD pipelines for
SAP S/4HANA, SAP BTP, SAP
CPI, SAP Analytics Cloud

Comprehensive SAP test
automation for extensive
test coverage, including
regression, functional, and
performance testing.
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Advanced utilization of
ALM tools for end-to-end
planning, traceability,
and collaboration.

DevOps culture ingrained
in SAP, emphasizing
collaboration, change control,
and automation.

Mature CI/CD with self-service
CI/CD capabilities,
enabling fast and reliable
deployments.

Full SAP test automation
and CI/CD integration,
ensuring end-to-end
testing and rapid feedback.

The first phase includes an understanding of the current process and analysis of workflows.

e Anintroduction to User Story Management and its benefits.

e Tracking manual change processes and deployments.

e Introducing test-case repository for critical business flows.

Phase 2: Emerging

This phase helps the team take their first steps towards automation.

e Introducing ALM tools for more efficient user story management.

e Bringing traceability for test and deployment automation.

e Introducing advanced impact analysis for critical business scenarios.
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Phase 3: Intermediate

This phase enables the team to start using DevOps principles integration, automation, and
CI/CD in their daily work.
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e Planning and tracking user story management with ALM tools.
e Introducing version control at a deeper and more scaled level.
e Develop functional CI/CD pipelines for their SAP processes.

e Comprehensive test automation, including regression, functional, and
performance testing.

8‘0 Phase 4: Advanced (*In progress- BTP, CPI)

This final phase was the point at which the company truly embraced DevOps transformation
as part of their culture.

e End-to-end usage of ALM tools for user story planning, and collaboration.
o Embracing the full power of change control, collaboration, and automation.
e Mature CI/CD pipelines, enabling fast and reliable deployments.

¢ End-to-end test automation and traceability, including CI/CD integration and rapid
feedback.

Conclusion

Turkish Petroleum's SAP DevOps transformation, powered by ReleaseOwl, exemplifies the critical role of
innovation and technology in the energy sector. This journey highlights the importance of embracing
Industry 4.0, demonstrating significant gains in operational efficiency and resilience. Overcoming
challenges such as cultural adaptation and technological integration, Turkish Petroleum has not only
enhanced its competitive edge but also set new standards for the industry.

The achievements in deployment efficiency, downtime reduction, and compliance mark just the
beginning of the benefits realized. As Turkish Petroleum advances, leveraging ReleaseOwl's capabilities
for continuous improvement, it paves the way for further innovation. This case study underscores that
integrating DevOps into SAP environments is indispensable for future-ready companies. Turkish
Petroleum's forward-looking approach serves as a compelling model for digital transformation in the
energy sector.
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