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Path to Production Diagram
Commit to live drawn as it actually runs, build once and promote, the verify step teams skip, the rollback that has to be tested, and the four measures that tell you whether any of it is working.
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Path to production: build once, promote, verify, roll back
One artefact is built once and promoted unchanged. The shaded boxes are the two most often missing, and the two that decide how long an incident lasts.
	Stage
	Step 1
	Step 2
	Step 3
	Step 4
	Step 5

	Change
	Commit  small, frequent
	Build once  one artefact
	Test  fails visibly
	Store artefact  versioned
	Promote  same binary

	Release
	Deploy  a script, not a person
	Verify  did it actually work?
	Watch  errors, latency, volume
	Roll back  tested last month
	

	Measure
	Deploy frequency  how often
	Lead time  merge to live
	Change failure rate  how often it breaks
	Time to restore  how long it stays broken
	


Each row is a stage and reads left to right in order, unless that stage is a set rather than a sequence. This is the same structure the diagram on the page is drawn from, rendered as a table so it can be edited and read aloud.

The value of a delivery pipeline is not that it automates deployment. It is that it makes the distance between "a change exists" and "a change is live" short enough to be boring. The diagram below is the shape that achieves it, with the two boxes that are most often missing.
Build once, promote the same artefact
The first shaded box is the discipline the whole lane depends on. Build one artefact, once, and promote that exact artefact through test, staging and production.
Rebuilding per environment reintroduces the problem the pipeline exists to remove: what runs in production was never the thing that was tested. Dependencies resolve differently a week later. A base image moves. The build machine changed. Each is individually unlikely and collectively routine, and the failure appears as "it worked in test", the least useful sentence in operations.
Configuration is what varies between environments, injected at deploy time. The binary does not vary.
Verify is a step, not a feeling
The second shaded box is the one most pipelines omit. A deployment that reports success has proved that files moved. It has not proved that the application works.
Verification is a small, specific check that runs immediately after deploy: a real request through a real path that touches the things a deploy commonly breaks, configuration, database connectivity, a downstream dependency. It takes seconds and it converts "we think it is fine" into a fact, before the traffic arrives to find out for you.
The rollback has to be tested
Marked as a warning because of how it fails. Almost every rollback procedure is written. Very few are exercised. The most common reason an incident lasts hours instead of minutes is discovering, during the incident, that the rollback does not work, the previous artefact was cleaned up, the schema change was not backward-compatible, or nobody present has the permission to run it.
Test it on an ordinary day when it does not matter. Note also the constraint it puts on the lane above: database changes must be backward-compatible, or rolling the code back leaves it running against a schema it does not understand. Add columns before using them; remove them a release later.
Measure, then change
The bottom lane is deliberately drawn as a set rather than a sequence. The four measures are independent, they are the only honest description of delivery performance, and they can all be recovered from existing records, a spreadsheet is enough to start.
Measure before changing anything. Every improvement below is worth doing, but only the numbers tell you which one is worth doing first, and only they will tell you afterwards whether the tooling you bought made any difference.
Using this diagram
Mark the boxes you have. The usual gaps are: rebuild per environment rather than promote, no verify step, an untested rollback, and no measures. Closing them in that order shortens incidents before it shortens lead time: which is the right way round, because the cost of a long incident is paid in front of customers.
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