
Scalable Development 
Practices for Distributed 
Teams

Session Host:  Michael Sullivan

HOT TOPIC MEDLEY TRACK

PAUL GIBSON, MATT SMITH



Safe Harbor Statement

This presentation contains forward-looking statements that involve inherent risks, 
uncertainties and assumptions. It outlines Blackbaud’s current plans and general product 
direction as of the date this presentation was created. Functionality described in this 
presentation that is not currently available is subject to change at any time, without 
notice, at Blackbaud’s sole discretion. It does not represent a commitment to develop or 
release specific features within the timeframe discussed, according to the presented 
design, or at all. Please make any purchase decisions based on features and functionality 
that are currently available. 



Customization of Blackbaud Solutions

As a Blackbaud customer, your Authorized Support Contacts retain the responsibility for 
providing internal support for Customizations of your Blackbaud solutions by: 

• Providing direct support to answer questions regarding Subscription functionality, 
internal business practices, and troubleshooting processes to Your Non-Authorized 
Users 

• Providing direct support to answer questions regarding Customization specifications, 
features, intended usage, and Error correction and troubleshooting processes to Your 
Non-Authorized Users 
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We support the entire 
social good community.

NONPROFITS

HIGHER EDUCATION 
INSTITUTIONS

K–12 SCHOOLS

HEALTHCARE 
ORGANIZATIONS

FAITH 
COMMUNITIES

ARTS AND CULTURAL 
ORGANIZATIONS

FOUNDATIONS

COMPANIES

INDIVIDUAL 
CHANGE AGENTS
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Our vision is to power an 
Ecosystem of Good® that 
builds a better world.



Cloud solutions purpose-built to drive digital transformation and impact
for the social good community 



Scale Challenges

• 100+ Scrum Teams

• 40K+ Customers

• Worldwide

• Broad Portfolio

• Broader Opportunity



Tools for Distributed Teams



Blackbaud Development Big Ideas

• Capability Oriented Architecture

• Specific Capabilities are “owned” by Specific Engineering Teams

• Engineering Teams are responsible for end-to-end customer success of the capability
• Front End Experience

• Back End Business Logic

• Data Persistence

• Usage and Adoption Metrics

• Infrastructure Costs

• Service Performance and Availability



Online Donation Forms

Gift Transactions

Recurring Gift Processing

Church Groups

Prayer Wall

App Marketplace

Capability Examples



“Owning” = “On Duty”



• We want Team Autonomy, Creativity, Culture of 
Experimentation and Learning

• We must have compliance with Standards and 
Governance

Empowered, Engaged, Consistent, and Compliant



OTG  SLA 

The Off the Grid Day to Service Level Agreement Chasm

99.999%





Continuous Delivery Pipeline

TEST (T01) PROD (S*)







Engineering System NFRs
• CI/CD Pipeline

• Multi-region failover deployments

• CDN for SPAs

• Blackbaud domain SSL certs

• Security Static Code Analysis

• Canary Deployments

• Monitoring and Alerting

• Observability

• SKY API Publishing





Engineering System Benefits

• Team Productivity

• NFR Compliance

• Community Contribution & Continuous Improvement



Colo 
Windows

Azure IaaS 
Windows

Azure App 
Services

Azure K8s 
Linux

Capability Integration
• Cross team integration happens via REST or Async  Contracts

• Implementation details tend to be consistent 

• but are not required by the architecture

• Evolution can be graceful and at a pace that works for a team

• Asynchronous Infrastructure Evolution

• Asynchronous Tech Stack Evolution

Java .Net Core AWS .Net
Framework Linux Windows





Blackbaud Development Big Ideas

• Capability Oriented Architecture

• Specific Capabilities are “owned” by Specific Engineering Teams

• The Blackbaud Engineering System ensures Cloud Scale Productivity & Compliance



Engineering System Case Study

Blackbaud Enterprise CRM in Azure



Enterprise CRM in 
Azure



Software Defined 
Infrastructure (SDI)

• PowerShell modules using 
Engineering System CI/CD Pipelines

• Log into the Management Hub and 
run commands to create and initialize 
resources (SQL, Web, etc) or manage 
applications



Azure Automation 
and Runbooks

SDI PowerShell Modules

Automation Account Runbooks

Azure 
Portal



Azure Automation 
Accounts and Runbooks

• Start Runbooks from the Azure Portal

• Code executes on the Hybrid Worker 
in our domain

• Leverage our SDI PowerShell modules

• Runbooks are designed to handle 
Azure and Domain authentication



IaaS Operations 
Management 
(IOM)

SDI PowerShell Modules

IOM Services/DB

Automation Account Runbooks

IOM UIAzure 
Portal



IaaS Operations 
Management (IOM)

• Built with Engineering System services

• Inventory Database and Service to 
manage IaaS resources

• Orchestration service to execute 
groups of Runbooks through the 
Azure SDK



IOM
CRM Client



IOM
Create Rig



IOM
Upgrade Tenant



Bonus Big Idea:  Test Tenancy



Thank you!
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