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Travelzoo Background

• Travelzoo (NASDAQ: TZOO) is the most trusted publisher of travel deals 

• Travelzoo evaluates & tests thousands of travel deals for true value 
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• Over 18 million subscribers

• Largest publisher of travel deals on 

the Internet

• Has offers listed from 1,000+ 

leading travel companies worldwide

• Deal experts located in 21 offices 

across North America, Europe & 

Asia.

• Properties include: 

- Travelzoo Top 20® list; 

- Newsflash™ e-mail alert service; 

- Travelzoo Network™; 

- SuperSearch™ booking tool;

- and most recently Fly.com™
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Why Build Fly.com?

• Address a gap in Travelzoo’s portfolio of services:  

– a travel metasearch engine

• Fly.com needed to:

– be an innovative travel search engine 

– be fast & easy to use 

– allow users to find best values on flights from hundreds of airlines & online 

travel agencies

– be built quickly & cheaply; adapting to changes in industry during 

development; meet & exceed competitive capabilities

• It needed to match & exceed functionality of competitive air metasearch

engines.

– Industry benchmarks suggested that similar metasearch engines built by 

competitors took up to 2+ years to build and cost between $5-10M.
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Technical Options for Building Fly.com

• Create well defined, detailed specifications & outsource creation of Fly.com to 

large services provider

• Build internally as a waterfall project in .NET

• Build a custom solution using Agile Methodologies & the Agile Platform

Why Choose OutSystems & Agile?

OutSystems technology coupled with its Agile methodology provided a significant 

set of advantages:

• Ability to evolve full vision of final product as Travelzoo gained expertise in the 

space, avoiding common issues like overproduction, waiting to decide, etc

• No need to write in-depth spec before starting; explore market needs while 

developing system

• Full integrated support (technology + process) for a rich Application Lifecycle 

Methodology (ALM) – delivering rapidly, on target, often and with quality.
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Fly.com Project Data Points

• Duration 

– Expected: 28 weeks  Actual: 32 weeks

– Number of Sprints: 14 (including a tuning sprint,) Number of Demos: 12

– 250 change requests (using Agile Platform Embedded Change Technology)

– 4 week tuning sprint & 4 versions released during tuning

• The Team

– Business Sponsor: Chief Technology Officer

– 1 Engagement Manager

– 1 Delivery Manager

– 3-5 Developers & 1 QA FTE

– 7 Key Users

• Technology

– OutSystems Agile Platform used for: requirements gathering, design, integration, 

component assembly, version control & configuration management, deployment & 

performance management

– Over 20 integrations w/ databases, third party systems etc

– .NET environment.
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Fly.com Backlog

Sprint N

Fundamentals of Our Agile Application Lifecycle Approach

• Constantly evolving process (w/ retrospectives at the beginning of each 2-week sprint)

• Daily user interaction and feedback (no delays & lean application developed)

• The Project-focused approach used in initial development phase was 

transformed into product-focused approach during ongoing maintenance
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Sprint N-1 Sprint N+1

Rolling deployments of tested, new functionality
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5 Key Aspects of Agile ALM Platform
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#1 Integrate w/ Databases & 3rd Party Systems

• Easy to integrate Fly.com w/ 20+ external DBs & apps 

• Easy to enable incoming integrations to Fly.com

#2 Develop, Assemble & Reuse Components

• Component library built for reuse in Fly.com & 3rd party sites

• Wrapped existing Travelzoo billing system for reuse 

#3 Deploy New Functionality Regularly

• New functionality deployed every 2 weeks

• Zero downtime during deployment

#4 Manage Process, Team & System

• Agile Platform’s Service Center sent real time alerts of any slow-down or bottleneck

• OutSystems Agile Network used for project management & issues management

#5 Enable Rapid Change

• Embedded Change Technology (ECT) used by product & project managers to give feedback

• “Change with impunity”

• Agility allows A/B/C/D/… tests to replace guesswork, even for major commercial partnerships
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Managing a Distributed Team
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Exec & Technology 

Steering Team in CA

Travel Deal Producers & 

Product Managers in NY

Developers in 

Portugal

• Need to engage with globally distributed stakeholders

• Engagement manager holds daily status meeting with each team

• Development team have daily SCRUM stand-ups

• Agile Network used to manage backlogs & sprints

• Retrospectives of previous sprint at the start of each new sprint
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The Results

• World class flight search

(beating competitors in objective tests)

• Unique summary & low fare calendars 

• Built-in usage tracking & reporting

• Back-office interface with flexible controls

• High performance API broker engine 

• Out-of-the-box operational monitors

• Extraordinarily LEAN service delivery

• Smooth transition from project to product
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Major Achievements

• Fly.com is able to handle a sustained load of 40,000 searches per hour with 99.8% 

availability

• Fly.com functionality delivered with less cost & faster than competitive solutions:   

– 6 months to deliver working system that was stress tested, and then new 

features added to meet & beat the competition

– Less than 1 year to develop & release what competitors had taken 2+ years to 

achieve

– Compares prices from hundreds of airlines & online travel sites with just one 

user search.  Integration of 12+ distinct information providers in real-time, 

aggregating all the data received, stored & made available asynchronously

– Links to hundreds of external sites with over 30 types of parameter formatting & 

integration methods

• Competitive differentiation: 

– Fly.com remains to this day the first and only air metasearch site, offering a 

complete real-time view of prices for all cabins and our unique integrations of low 

fare calendars with travel deal offers from Travelzoo.
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Summary: Key Success Criteria for the Fly.com Project

• “Lean” was actually a plus – had we more money and time we might have used 

a traditional approach and missed the mark

• “Agile” was critical – both as a methodology (daily SCRUM stand-ups, 2-week 

sprints, etc) and in OutSystems’ specific instantiation:

– “The platform is the methodology”  - rich development paradigm with Embedded 

Change Technology; ability to expose & control all web services; inherent tracking of 

code state & changes; ability to play through multiple scenarios etc.

– Operational monitoring, logging, tuning counters that normally would have taken years 

to create & tune came “free” with OutSystems Platform

• “Aligned” attitude & aptitude: 

– A strong partnership between business users & engineering. The chief 

business sponsor for the project was the CTO

– Partnering with OutSystems gave us a vendor who developed a deep 

understanding of Agile Application Lifecycle management AND ability and desire 

to learn our business and industry.
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