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Why Measure

A GOAL OR A TOOL
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Why Measure

A Software test measurement provides
visibility into product and process quality.

I Test metrics are facts to help a team, coach

or project manager understand their current
position.

I Provide an objective measure of the
effectiveness and efficiency of testing.

I ldentifies risk areas
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Measurement Provides Awareness

A Knowing something is only the beginning of an
equation that culminates in action.

A Awareness helps provide a spotlight of attention
that filters unwanted information.

A If you are not able or interested in taking action,
what value is there in knowing?

Awareness Attention Action
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A Dialog About Measurement

A Good measurement requires an internal
conversation about testing performance
and goals.

A Measurement helps make better
decisions.

A If you don't use performance S
measurement data, then do not bother
measuring at all. Measurement shelfware
wastes money.
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The Basics

A All numbers begin life as good and useful tools.

A Act as a steward of the numbers and a high priest
of information.

A Information rich world but very little structure and
few filters.

A Metrics are a tool to fight Continuous Partial
Attention (mostly).

A Defining what is important to the organization and
what to measure is critically important and is not
a truly democratic event.
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Effective Measurement Is A Balance

A Effort
A Cost

A Interference
A Conflict

8
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A Insights
A Actions
A Change
A Transformation
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Good Numbers Go Bad

A METRICS CAUTIONARY
TALE
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A Cautionary Tale

A Message Messes
A Mistakes, Errors and the Like
A Lack of Understanding
A Lack of Use or Poor Usage

b :_When Good Numbers Go Bad_ H

Misg - A11
——_Comrmunication - A1
Mone- A12 - -A
Missinterpretation- A2/
Errors - B1.1
— _, Collection- B1
Erratic-B1.2 —— |
S — | Mistakes- B
Errors- B2.1 -
——— Math-B2 /
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Message Messes: Communication

A Communication AA metric progra
T Field of Dreams: unless it is linked directly to a set

Un-validated vision of goals, missio

P M | _ Michael Sanders,
| o_nc_) OQl.JeS. Past CIO of Transamerica Life
Unidirectional

communication
T Beliefs: Powerful filter
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The Solutionis . ..

Solutions:

A Validate how goals have been
translated into metrics.

A Actively address misinformation
and interpretations by providing
neutral interpretations.

A Involve measurement users in
analysis, interpretation
(take a page out of Agile).
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Message Mess: Misinterpretation

A Misinterpretation

I Lack of education and
knowledge: Missing
the know how or frame
of reference to analyze
or interpret metrics
data

T Active dissemination:
Making up a story . ..

13

nlt 1 s of paramo
an organization to ensure that the
proper decisions are made based
upon the best (most accurate)
data availabl e. ¢

David Herron,
David Consulting Group
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Metrics Analysis Should not be About Spin . ..

Solutions:

A Communicate and educate
early and often.

A Keep interpretations neutral.

A Deal with misinterpretations
as soon as they are identified.
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Mistakes: Collection

A Collection Aln order to capt

I Errors: Collecting the procedures, guidelines,
wrong information or not templates, and databases need to
R - - be in sync
collectlng it at.aII (including with the standar d
all of their variants
, : Donna Hook, Medco
0garbage 1in — 0 )
I Erratic: Collecting data
when the urge (or boss)
hits you.
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Make Sure You Collect the Right Stuff . ..

Solutions:

A Do not sweep problems under
the rug.

A Make sure data specification is
at a level that will allow you to
actually collect it correctly.

A Collect data as specified in the
measurement plan.
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Mistakes: Math

A Math

I Errors: Mistakes happen
In logical definition of
the metrics, the data
collected and the

NnWe acci dent al
instead of $66. Now our
stakeholders ask for a second
source. o0

Rob Hoerr,
Fidelity Information Services

Y

statistics 1in

anything by

equations.

I Knowledge:

Al never took
college but the graph looks
prettyo syndr ome
Al can prove
number syndr omeo
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One Plus One Equals ...

Solutions:

A Have a professional
statistician (or trained
amateur) review your
graphs, equations,
assumptions and logical
use of math.
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Understanding: None

A None i What many peopl e

i Assumi ng: D dhat metrics nged to be tracked over
the assumption that userst ' M and ANALYZED.
and providers understang'"s T"out, Bloomberg
what is being measured

and know how to use

the measures, or the data

are contributing will

be used for.
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Educate Your Users . ..

Solutions:

A Communicate and EDUCATE
early and often. Remembers
awareness does not equate to
knowledge.

A Use case studies to train your
users and contributors.
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Understanding: Complexity

A Complexity

I Overly Simple: Failure
to ensure explanative
power of the measures
and metrics

I Overly Complex:

NKeep 1t simple
that the measurement is
meaningful to both process actors
and managers. o

S. J. Sanders, BOT International

nBaffle them with
bull sésyndr omeo
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Complexity Leads to Uncertainty . ..

A Leverage a statistician to ST
review your graphs and | |
equations. Are they
explanative? Are they predictive?

A Simplify, simplify then do it
again, but do not violate step one.

A Involve metrics users in the analysis
of the metrics and measures.
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Usage: Poor

A Poor Relevance

NGood numbers go b3
I Culture Mismatches: management dictates what the metrics
Measures and metrics program will report in order to improve
linked to unrelated or make a less then stellar project look
items combined with better then it real
the logical backing of RaeAnn Hamilton, TDS Telecom

studious people result
In interesting
ramifications. Type of
mismatches include:

I Types of work
I People
I Goals
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Make the Measures Relevant . ..

Solutions:

A Review the measures you are
accumulating and reporting.
Ask the following questions:

I Do the measures work for all
the types of work they are measuring?

I Do the measures address all of the roles
that participate in the work?

I Are the measures and metrics aligned?
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Usage: Poor

A Poor

. : AnOne characteri s
risk aversion or worse. |people Upod for r
i Report Cards: performance. o
Comprehensive or Miranda Mason, Accenture
jaded view?
I Politics: NWe canot
challenge that, it is too
pol i tical o.

I Pressure: Incent
behavior outside of the

norm?
. G
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Your Report Card is in the Mail . . .

Solutions: Because of our
A Recognize the level of concern for your
i personal safety,
granularity each measure the hotel
can be used to (person, iscpifices
i ] ] travel beyond
team or organization) explain this point.

performance.

A Create balanced scorecards
linked to business goals and
the behavior you want people

) to exhibit. IR

I
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Usage: Lack

A Lack of:

I Action: Data is collected,
then nothing. Someone
forgot that

action 1 s r ejgtoindd Wolters Kiuger

block on the flow chart.

I Follow Through: Inaction
IS a message about the
perceived importance of
the behavior being
measured.

l27

NThe key 1 s that
to taking measurements and
deri ving metrics

of some (plapned) decision
n#a?&?ngp ?d¢ess. o
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Now That You Have Data. ..

Solutions: |
A USE THE DATA YOU — 1 -

Budget

ARE COLLECTING. amp]

A Report the measures e {
(publicly) and take actions b — [
based on the data.
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Usage: Detall

ADeta” nl believe regul
| Too Much: O |lard invelvement will sighifieantly
information is good, Increase the chance that we will
t hen more | s\?vrzv'geé“”fatto%CPS@mer(S)
I Information Overload: | \ark Smith, Diebold

Contributing to
organizational ADD
(Continuous Partial
Attention, CPA).
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What Level of Detall . ..

Solutions:

A Link information needs to
your organizations business
goals as an anchor to collect
and report only what is
required.

A Discipline is required to make
business goals an anchor.
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End Of The Cautionary Tale

A Good numbers do not go bad all by themselves.
Problems can stem from many sources including:
I Lack of planning,
I Lack of knowledge (on many fronts),
I Politics and/or
I Mere mistakes.

In the short term, it might be easier to let your numbers

go bad, even to run wild.

Do not wake up late one night to see your numbers

featured in a good-numbers-go-bad infomercial.
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Methods

WATERFALL AND V-MODEL
AND ALTERNATIVES
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The Venerable V-Model

A Developed for managing!

A Salient Features
I A simplification of the

complexity of development

T Waterfallish

I Provides a uniform procedure

for development

I Shows the decomposition of

requirements paired with
verification and validation
steps

33
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System Level
Design Requireme

Design Requirements

System Level

Subsystems

Item Level Configuration Items

Assemblies

Components

All Design Requirements Complete

SFR = System Functional Review TRR = Test Readiness Review
PDR = Preliminary Design Review SVR = System Verification Review

CDR = Critical Design Review
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Scrum At A Glance

A Developed for managing! Q(J%
A Salient Features \2 = vy
i Product and Sprint o
backlogs (cardpwall) o é?//_ITE]TFQT »W@
i Iterative planning ]» | st
T &
i Standup Meetings A Roles\\

I Definition of done

I Sprint Demos

I Retrospectives

I Self directed and organized

eams G
34
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I Scrum Master
I Product Owner
I Scrum Team
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Test Driven Development At A Glance

A Salient Features:

i Focus on meeting need
expressed in test through
code

I Reduces technical debt via
refactoring

I Testing is an enforced
regression test

I Iterative
A Role(s):
I Developer

: G
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Write Code

Test Eunction Run Test Refactor
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xP At A Glance

|

A xPis a full methodology:

A Salient Features, part 2

Project management and i Unit test

technical components i Pair programming
A Salient Features i CODE

I Release plan A Roles

I Iteration plan i Customer

I Acceptance test i Developer

I Stand Up meeting i Tracker

I Pair negotiation i Coach

Eftimaras -y Estimatas -
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Kanban At A Glance

A Pull methodology

A Salient Features:
I Work in process limits
I Continuous Flow
I Iterative releases
I Self directing
I Ildentifies when work sits

I Does not require that you
change your methodology

Kanban can be used any
where so lets talk about it

more =>
37
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A Example

upstream

Write User Story f
Acceptance Test

TaDo Ddrg

Unit Test/
Code/Refactor

TR

T

Downstreampulls
if ToDo is empty.

downstream

Acceptance Test
[nnu Ddrg DOME
- .
[ N |
Q Deploy

o | Te0o | ouw | oo

H |
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What Is Kanban

AKanbanmeans f@Avisual <car dbo

A Originally part of the Toyota Production system,
Kanban cards limit the amount of inventory tied
up I n Anwork I n progress

A Excess inventory is waste, time spent producing
it Is time that could be expended elsewhere

A Kanban represent how WIP is allowed in a
system
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But. ..

But we are doing

Incremental development

and testing. Shou
everything be fine?

DG
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Common Time Box Development Issues

A Short time-boxes force development items to be
smaller

A Smaller development items are often too small to be
valuable and difficult to identify

A Quality of requirements suffers as analysts rush to
prepare for upcoming cycles

A Quality of current development suffers when busy
analysts are unable to inspect software or answer
guestions during development

A Quality often suffers as testers race to complete work
late in the development time-box
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Inside an iteration, effort across roles is uneven

Specialization
can
exacerbate
this issue

H |
0
&

Development work often continues throughout a cycle while
testing starts late and never seems to get enough time

—_— \
I\N\E \/
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Why Do Anything?

42
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Why

A Using a Kanban approach in software shifts from
time-boxed iterations in favor of focusing on
continuous flow.

I43
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Characteristics of Kanban

A Visualize the workflow
A Limit WIP (work in progress)
A Measure & optimize flow

A Explicit policies (definition of Done, WIP
limits, etc)?
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Flow: More or Less Complex

http://flic.kr/p/4yvFP2 http://flic.kr/p/7xD6WF
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