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The ALM Playbook: How to Deliver
Dynamics 365 Projects with
Confidence

Leo Lashkariya, Power Platform Solution Architect
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About This Session

Alex Fredrickson TODAY'S OBJECTIVES

Automation Enthusiast

12+ years D365 & Broader Platform
Experience

ALM Fundamentals

Understand core Application Lifecycle Management concepts

Scale with Confidence
Explore how ALM practices evolve as your project grows

Discover tools and techniques for streamlined workflows

Leo Lashkariya

Technical Solution Architect Governance & Compliance

Implement environment strategies for robust governance

Accelerate Delivery

Reduce risk, improve quality, and speed up time-to-value for Dynamics
365

e Adopt Best Practices
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Understanding ALM in the Context of
D365/Power Platform




Defining Application Lifecycle Management (ALM)
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Systematic Process Ensuring Quality & Consistency
ALM systematically manages applications from ALM ensures quality, consistency, and governance throughout
development to deployment and maintenance stages. the entire software lifecycle.
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Build & Release Process
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@} Planning Phase
precedes this process
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Build 1 Extract | Version | Push Test Release
Compile & Package Tag & track Deploy to test Validate quality Ship to end
assemble your deliverables changes over environment & functionality users in
work from the build time production
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Process varies by technology, team capabilities, and organizational maturity. Steps may use different tools and sub-processes.
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Importance of ALM Frameworks

Why ALM transforms how teams build, test, and ship platform enhancements
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Reliable Faster Feedback Automation of Change
Deployment Cycles Integration
Without ALM Without ALM Without ALM
Unpredictable releases with Bugs found late in production, Manual code merges cause
manual steps & deployment failures costly fixes & slow iterations frequent conflicts & errors
With ALM With ALM With ALM
Repeatable processes ensure Rapid automated testing identifies Automated integration improves
consistent delivery of updates issues quickly, improving code quality efficiency & eliminates manual errors
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Relevance to D365/Power Platform Development
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Application Lifecycle
Management

Manage Power Platform
solutions, components, and
dependencies efficiently

Track solution versions across
environments

Govern the full development
lifecycle from build to release
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Continuous Integration &
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Deployment

Streamlined deployment and
integration across
environments

Improved collaboration in
Power Platform projects

Automated pipelines reduce
manual errors and speed
delivery
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Low-Code Environment

Benefits

Rapid development with low-
code platforms

Easier collaboration for
diverse development teams

Empower citizen developers
alongside pro-code engineers
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Summary of levels

Common maturity scenarios most teams encounter

Level 0 — Ad Hoc Development

Development activities are unstructured and lack formal procedures or standards. Teams rely on
individual heroics rather than repeatable processes.

@

Level 1 — No Version Control
No version control systems are used, increasing risk of code conflicts and loss. Changes are tracked —<:>—
manually or not at all.

Level 2 — Undocumented Processes

Minimal or no documentation exists, causing knowledge gaps and inefficiencies. Tribal knowledge @
dominates, making onboarding difficult.
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A L
Maturity Levels of ALM Adoption

Your organization can land anywhere on this spectrum. Moving right requires more cost, effort, and
internal skill.

Level O Level 1 Level 2 Level 3

Cost, Effort & Internal Skill Required —

SNTTER GETTER GETTED ST

Manual processes . Source control basics . Pipelines in place . Rigid, fully automated
Low-risk applications . Some environment . Multi-environment . Complex environments
Occasional development planning strategy . Business critical apps
Minimal governance . Semi-manual . Automated testing . Continuous development
Low cost & effort deployments begins . Highest cost & expertise
Moderate cost & effort . Higher cost & skilled
. AN J L team /0 J
No formal ALM Basic ALM Advanced ALM Enterp:s:/;Grade

You can land anywhere on this spectrum




Things to Consider

1. Business Impact & Compliance 4. Fusion Development
High-impact app used by leadership, org, or external partners? Strict Low-code makers and pro-code developers collaborating effectively?
tracking, auditing, and regulatory compliance needs? Pro-devs managing Azure Pipelines and complex extensions (JS

components, OpenAPI, Dataverse plug-ins)?

2. Prerequisites & Licensing @ 5. 0Ongoing Support
Required licenses in place (Azure DevOps Basic+, Power Apps Per Formal support plan and dedicated team established for post-
App/User)? Organization ready to integrate Azure DevOps for source deployment issues?

control & build pipelines?

o) 3. Environment & ALM Maturity (Level 300+)

Defined, automated strategy for managing Dev, Test, and Prod
environments? Source control (branching, merging, PRs) and CI/CD
pipelines fully implemented?
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Where are you now

And where do you want (need) to be?

Level O

Level 1

Level 2

Cost, Effort & Internal Skill Required —

Level 3

Manual processes
Low-risk applications
Occasional
development
Minimal governance
Low cost & effort

Source control basics
Some environment
planning

Semi-manual
deployments
Moderate cost & effort

Cl/CD pipelines in place
Multi-environment
strategy

Automated testing
begins

Higher cost & skilled
team

J

Rigid, fully automated
Complex environments
Business critical apps
Continuous
development

Highest cost & expertise

J

No formal ALM

Basic ALM

Advanced ALM

Enterprise-Grade

ALM




Step-by-Step ALM Process at Each
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Maturity Level




Step 1: BUiId g > > > > >

Level O Level 1 Level 2 Level 3
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Extract

Step 2: Extract >, 9,0, 0,0,

Level O Level 1 Level 2 Level 3




Version

Step 3: Version » 0,0, 0, 0,

Level O Level 1 Level 2 Level 3




Push

Step 4: Push ,©,0,0, 0,

Level O Level 1 Level 2 Level 3
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Test

Step 5: Test > 95,9,9,0,

Level O Level 1 Level 2 Level 3
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Release

Step 6: Release »©,0,0,9,0

Level O Level 1 Level 2 Level 3




Environment Strategies

Level O Level 1 Level 2 Level 3

Default/Prod Prod




ALM Environment Topology: Scaling with Maturity

Evolution of Environment Components, Complexity, and Cost

Level 0/1: Tactical Level 2: Managed Level 3: Optimized
Complexity #OO Cost «OO Value «OO I t Complexity O Cost eeO Value eeO Complexity eee Cost eee Value eee
Dev Test/QA  Prod
Single Power Platform = - - = ln:eg::;icit?:: afs.lt/ eCrD

Environment (Dev)

. Minimal components . Separate Dev/Test/Prod . Complex "Super-Dev" stack

. Makers work in shared dev . Source control integrated . Full automated CI/CD

. Low infrastructure footprint . Team development enabled . Containerization / Virtualization
. Lowest environment cost . Moderate environment cost . Highest environment cost

LOW COMPLEXITY | LOW CAPACITY MODERATE COMPLEXITY | MODERATE CAPACITY HIGH COMPLEXITY | HIGH CAPACITY




Core Components ALM Framework
Across Maturity Levels

Do we use this section to tell 4 client stories? From 0
to Enterprise?




Real World Example:

e \ D
The Client & The Complex Landscape The Gap
. Global equipment installer (Projects: $5k-$500k) . Project Managers lacked a unified view for monthly compliance
. Concurrent rollout of D365 Project Operations, Field Service, and . No consolidated accounting audits or control monitoring

F&SC

. J L J
The Solution: A Standalone Bridge
Instead of waiting for full ERP maturity, deployed a standalone Power App to aggregate:Project Budgets (Planned) « Project Actuals (Real-world) -
Compliance Checklists (Governance)

The Strategy: Multi-Maturity ALM

D365 Core (F&SC) — Level 3+: Enterprise Compliance Power App — Level 1: Tactical

. Rigorous, automated pipelines . Managed solutions with manual/lightweight deployments
. Source-controlled deployments . Prioritizes speed-to-value for PMs
. Protects the financial ledger . Fast-track compliance visibility

Key Takeaway: Maturity is not a destination — it's a spectrum. The client achieved compliance visibility months ahead of the global rollout
schedule.

P

L4

ﬂ .-__ '_\. o

- 4 = g 4 T £ ; 3 -2 = ; 4 ’ . 3 4 T ; 3 4 T £ ; 3 . Mgy, | gl
2 i = el 2 i = = A AR Y A B 2 £ = = Y = £
L RS TN e e AN S N e R S N e S KOV N e “ e R e A A ST 7 g S M N R s AN e e Tl A




* Consistent Environments
 Ensuring development environments are consistent improves reliability and
reduces integration issues during development.
* Dependency Management

* Including all necessary dependencies guarantees applications run smoothly
across different environments.

« Sample Data Inclusion

« Adding sample data helps developers test features in realistic scenarios
without affecting production data.




* Consistent Environments
 Ensuring development environments are consistent improves reliability and
reduces integration issues during development.
* Dependency Management

* Including all necessary dependencies guarantees applications run smoothly
across different environments.

« Sample Data Inclusion

« Adding sample data helps developers test features in realistic scenarios
without affecting production data.




 Capturing Solution Changes
* Track all modifications made to solutions to maintain accurate and updated
development records.
» Source Code Management

« Manage source code and artifacts efficiently to support collaborative
development and integration.

* Traceability and Version Control

* Ensure traceability and implement version control to monitor code evolution
and maintain integrity.




* Collaborative Development
* Version control enables multiple developers to work simultaneously on a
project, enhancing collaboration and efficiency.
» Change Tracking

« Committing changes regularly helps track modifications and maintain a
detailed history of the project’s evolution.

* Rollback Capability

* Version control systems allow reverting to previous versions, preventing loss
and enabling recovery from errors.




* Validated Deployment
* Deployment involves validated and tested updates to ensure a smooth
transition to production.
* Minimal Disruption
* Deployments are planned to cause minimal disruption to live production
systems and users.

* Maintaining System Integrity
* Ensuring system integrity is paramount during deployment to maintain
reliable operations.




Best Practices and Key Takeaways
for Power Platform ALM
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Practical Recommendations for Each
Maturity Level

Tailored Advice Importance

Custom recommendations ensure teams apply the right ALM practices at their maturity stage — avoiding over-
engineering or under-investing.

Maturity-Based Implementation

Implementing ALM tools suitable for each maturity level leads to steady improvements in both efficiency and
quality.

Gradual Improvements

Big change doesn't happen overnight. Improve your ALM practices where practical for your team — focus on
incremental wins.
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* Lack of Governance
« Absence of strong governance can lead to misaligned objectives and project
risks in ALM adoption.
* Inadequate Testing

» Failing to conduct thorough testing increases the risk of defects and
deployment failures in projects.

* Proactive Risk Mitigation

« Awareness and early identification of pitfalls enable organizations to reduce
risks during ALM implementation.




» Automation Investment
 Continuous investment in automation drives efficiency and scalability in
application lifecycle management.
» Governance Implementation

» Strong governance ensures compliance and quality across evolving
organizational processes.

* Integration Strategies

« Effective integration connects diverse tools and systems to support complex
enterprise needs.




Understanding ALM Maturity Implementing ClI/CD Frameworks Benefits to Power Platform Teams

Comprehending ALM maturity levels helps Adopting suitable CI/CD frameworks Enhanced delivery quality, accelerated
teams identify growth areas for effective streamlines development and deployment innovation, and alignment with enterprise
application lifecycle management. processes for faster delivery. standards result from these practices.
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Real World Example:

Level O Level 1 Level 2 Level 3

: Build Push Release I Extract  Version
L e e e e e e e e e e e e e e e e e e e e e e e e e e e e e o -

* Client size, revenue, other applications, IT team size
* A blurb about their situation and how they leverage the platform.
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0
Development activities are unstructured and lack formal procedures or standards.

1
No version control systems are used, increasing risk of code conflicts and loss.

2
Minimal or no documentation exists, causing knowledge gaps and inefficiencies.
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* Manual Deployment

» Deployments and integrations are done manually without automation tools,
increasing effort and delays.

* Error-prone Process

« Manual steps increase the risk of errors and inconsistencies during software
releases and integrations.

e Informal Workflows

* Lack of formal workflows results in inconsistent processes and unpredictable
deployment outcomes.




* Version Control Introduction

* Version control systems help manage code changes and track development
history efficiently.

* Scripted Deployments

» Scripted deployments automate software releases to improve consistency and
reduce errors.




» Automation Pipelines
« Automation pipelines manage software builds, tests, and deployments
seamlessly to ensure consistent delivery.
» Workflow Standardization

» Standardizing workflows improves reliability and reduces manual errors in
software delivery processes.

 Accelerated Delivery

« Automation accelerates software delivery cycles while maintaining high
quality through continuous testing.




* Enterprise System Integration
» Advanced CI/CD pipelines seamlessly integrate with various enterprise systems to
streamline workflows and processes.
« Security Policy Enforcement
» Robust security policies are enforced within pipelines to protect code integrity and
prevent vulnerabilities.
* Scalability Support
* The CI/CD process supports scalability to handle growing workloads and increasing
deployment demands.
« Comprehensive Monitoring and Governance

 Monitoring and governance tools provide real-time insights and ensure compliance
throughout the deployment lifecycle.




Maturity Levels of ALM Adoption

Create continuum here.




Informal Development Process
Development activities are unstructured and lack formal procedures or standards.

Absence of Version Control
No version control systems are used, increasing risk of code conflicts and loss.

Lack of Documentation
Minimal or no documentation exists, causing knowledge gaps and inefficiencies.

TR0 2\ 2R

" el

! TN N 7 1 79 7 1 79 W37, § =N ' ! 7 1 79 N

e Y




Foundational ALM Practices
Basic ALM includes essential practices like version control to manage code changes effectively.

Standardized Deployment
Standardized deployment steps ensure consistent and reliable software releases across environments.

Governance and Structure
Basic ALM provides governance to development activities by enforcing structured workflows and controls.
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* Testing Automation
« Automating testing enhances accuracy and speeds up defect detection,
reducing reliance on manual tests.
» Continuous Integration

e Integration automation ensures code changes are merged frequently,
improving software reliability and collaboration.

* Automated Deployment

« Deployment automation accelerates software delivery by reducing manual
steps and minimizing errors during release.




* Fully Integrated ALM
» ALM practices are seamlessly embedded within organizational workflows for
cohesive operation.
* Scalable and Secure Systems

* ALM solutions support scalability and robust security to handle complex
enterprise needs.

» Compliance and Complexity Support

* ALM practices ensure adherence to compliance requirements in complex
environments.




Systematic Process
ALM systematically manages applications from development to deployment and maintenance stages.

Ensuring Quality and Consistency
ALM ensures quality, consistency, and governance throughout the software lifecycle.

1.build your work

2.extract your work
3.version your work

4.Push (to test) your work
5.test your work

6.release your work (to end
users)
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« Automation of Integration
 CI/CD frameworks automate code integration, improving efficiency and
minimizing manual errors in software development.
* Faster Feedback Cycles

« They enable rapid feedback through automated testing, helping developers
identify issues quickly and improve code quality.

* Reliable Deployment

» Cl/CD promotes reliable and repeatable deployment processes, ensuring
consistent delivery of software updates.




* Application Lifecycle Management

* ALM helps manage Power Platform solutions, components, and dependencies
efficiently throughout development.

 Continuous Integration and Deployment

 CI/CD enables streamlined deployment and integration, improving
collaboration in Power Platform projects.

e Low-Code Environment Benefits

« Low-code platforms facilitate rapid development and easier collaboration for
diverse development teams.




Maturity Levels of ALM Adoption

Manual

Low-risk applications
Occasional development
Etc.

Rigid

Automated

Complex envronments
Business Critical
Applications

Continuous Development




1. Business Impact & Compliance

s this a high-impact application used by
Ieadersh|7p, the entire organization, or external
partners:

Are there strict tracking, auditing, and
regulatory compliance requirements?

2. Prerequisites & Licensing

Are the required licenses in place (Azure
DevOps Basic+, Power Apps Per App/User)?

Is the organization ready to integrate Azure
DevOps Tor source control and build pipelines?

3. Environment & ALM Maturity (Level
300+)

Is there a defined, automated strategy for

requesting and managing Dev, Test, and Prod
environments?

Are source control practices (branching,
merging, pull requests) and CI/CD pipélines
fully'implemented?

4. Fusion Development

Are low-code makers and pro-code developers
collaborating effectively?

Are pro-developers managing Azure Pipelines
and complex extensions (JS components,
OpenAPI, Dataverse plug-ins)?

5. Ongoing Support

Is there a formal support plan and a dedicated
team %stabllshed to manage post-deployment
Issues?




*  What is the impact of the solution? * Do you understand and have you implemented source control concepts?

* Are the applications classified as critical or high business impact? * Is branching and merging understood?

* Who is using the application? * Are pull requests used to review and merge changes?
« Isita productivity application used by everyone in your organization? * Are build pipelines used to integrate and deploy between validation, test, and
« s it used by senior leadership to make business-impact decisions? production environments?

e s itintegrated with external users; for example, partners and customers who i i - -
rely on the solution as part of an external pr%ces%? * éégéutggrr%sd?evelopment teams engaged to include low-code and pro

* Are there specific compliance and auditing needs?

*  How important is tracking and auditing who is using the application? * Are your professional development teams familiar with branching and
+  Does the solution have compliance and auditing requirements? merging strategies and able to assist makers?
« Do you have the prerequisites in place? * Do your pro-code and operations teams manage Azure Pipelines?

« Do you have a defined environment strategy for development, validation, test, - ; ; )
andyproduction? 9y P Are you a pro-code team creating components in JavaScript?

» Do you use Azure DevOps Services or can you integrate with Azure DevOps < Are you integrating with OpenAPI-enabled Web APIs?
Services for source control and build pipelines?

Do you have license prerequisites in place? * Are you using or planning to create plug-ins to extend business processes

. . 1 ?
» Do you have Basic or above Azure DevOps licenses for makers? in Microsoft Dataverse:
e Do you have Per App or Per User Power Apps licenses to access the ALM . ?

Acc>ellerator makergglution? i Do you have a support plan?

) i , * Who is supporting the application and solution?
* Are you looking to move to Level 300 - Defined or beyond: Do you have a formal support team to manage issues with the solution?

* Do you have an environment strategy in place? )
* What is the request strategy for environments?

* Do you have a process to create development, test, and production
environments?

» Is the process to request environments automated?
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https://learn.microsoft.com/en-us/power-platform/guidance/alm-accelerator/maturity/overview#business-impact
https://learn.microsoft.com/en-us/azure/devops/repos/git/git-branching-guidance
https://learn.microsoft.com/en-us/azure/devops/repos/git/git-branching-guidance?#review-and-merge-code-with-pull-requests
https://learn.microsoft.com/en-us/azure/devops/pipelines/get-started/key-pipelines-concepts
https://learn.microsoft.com/en-us/learn/paths/transform-business-applications-with-fusion-development/
https://learn.microsoft.com/en-us/powerapps/developer/data-platform/plug-ins
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