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Whny Metrics?

History and comparison
of traditional and agile
environments




We Need Tangibles

A As gauges or indicators
A For status, quality, doneness, cost, etc.
A As predictors
AWhat can we expect in the future?
A As decision making tools
ACanwe release yet?
A A visual way to peer into a mostly newisual world

ABecause we dondt completely
the software/projectand we need to.



History

A Tons of research, mostlgased on industrial metrics.

A Implementationof metrics in project management has
grown exponentially

AHasndt really affected pr

AWhat a metric! |
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Modern Apps Require Modern Metrics

A Application software development is evolving into a
strategic business process

A Shift the conversations with business stakeholders
toward value delivered

A Traditional metrics assume slow, controlled, predictable
change

A Agile projects use different measures



» Customer reported defects
« Failure rates

« Customer experience

« Defect density

« Number of defects per
sprints, per release

« Number of completed passed
tests

» Modularity (Scrap trend)

- Adaptability (Rework trend) - Repeat visits

» Regression testing PSSt -
automation coverage » Business agility

» # automation execution » Renewal rates
ELIES » Customer usage

« # commit test failures - Validated learning

« ROI, TEL, EBITD

« Revenue x employee

- Sales. market size

« Customer satisfaction

« Cycle time (Concept to market)

» Number of successful
transactions

« Earned value

«Velocity « Risk
« Capacity « Mean Time to Repair (MTR)
» Cycle time (Plan to test) - Cycle Time (Frequency of

» Accumulated flow
» Burn down

« Technical debt

» Build rates

« Delivery frequency

» Critical practices being
employed

« Uncertainty reduction
(Reduction of cost to
complete variance)

Production deployment
per sprint)

« Accumulative Flow




The Cone Of Uncertainty

. data statistics and strive
. to mitigate the
- underestimation risk

Underestimate
(Hofstadter's Law)

“Parkinson Squeeze” the
current underestimate

@ http://blog.karmona.com
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Agile vs.
Traditional




Agile vs. Traditional

Short sprints

Long time horizon

Inspection every sprint

Intangible for months

Inherent Risk Mitigation

Manual Risk Mitigation

Builds Quality In

Sacrifice quality by fixing
schedule/scope

Chief metric is working software

Many metrics used and needed




Are metrics abused?

Hi! My name is <redacted>, and | abuse metrics.

" Metrics are used for judging individual performance (MBOs).

®» As 3 consequence, the metric becomes more important than the objective.

" “Green-light reporting” is rewarded rather than reality-based reporting.

=  When the messenger is routinely shot, there is no one to raise a warning until the
barbarians are already at the gates.

" Project costs are the costs charged to Business, rather than the actual
incurred project costs.

®  The Business cannot see a correlation between effort and cost ... and trust erodes.

B Analyses and diagnoses either (a) are not carried out or (b) require substantial
effort — due to the lack of reliable and true metrics.

" The organization is completely disabled from learning & continuous improvement.



Consider af 2

MIN

A How much time does your team devote to preparing
metrics in a month?

AWho are the metrics for?
A Do they help you?
A What would you consider time wasters?



What Do We Measure
hag ahangpd...

Value
(Releasable product)

Quality Constraints
(Reliable, adaptable product) (cost, schedule, scope)

i E JimHighsmith




Scrum Builds Quality In

Definition of Done
+ Acceptance Criteria

Quality

Sprint Review
+ Stakeholder and Customer Feedback

Quality




8 Steps to Scrum endorsed by Ken Schwaber, Scrum.orq) C\:g
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Human Side
of Metrics




Hawthorne Effect

AWhen you measure something, you influence it
A You can exploit this effect in a positive way

A Most traditional metrics have aegative Hawthorne
effect

A Gaming = Hawthorne Effect * Deliberate Personal Gain

Tell me how you will measure me

and | will tell you how | will behave
-Goldratt



Hawthorne Effect

AWhere have you seen this in software development?
AWherehave you experienced gaming?
AWhat have you gamed?

AWhatdo you measure now that might have negative
Hawthorne effectsor easily be gamed?



Hawthorne Effect

Try Avoid

A ldentify positive/negative A Using metrics witmegative
Hawthorne effecton each Hawthorneeffects
metric that exists A Eas”wamed Systems

A Measuringthings you want A Measuring things you really want
more of more of, and don

A No-questionsaskedpolicy of effect on outcomes

reporting gaming (so you can
simply stop wastingtime
gathering that metric)



Measure Up

A Austin Corollary:

AYou get what you measure, and only what you measu@nd
you tend to lose others you cannot measure: collaboratipn
creativity happiness*dedication to customer service

ASuggests Omeasuring upbd
AMeasurethe team, not the individual
AMeasurethe business, not the team

A Helpskeep focus on outcomes, not output



Measure Up

AWhat are some possible outcomes die following
common metrics?
ALinesof code
A Defects/person
A Defects/week
AVelocity



Measure Up

A How about these?
A AcceptedFeatures or Features/Month
ARevenueor Revenue/Feature
A CustomerRetention or Churn Rate
ANet Promoter Score
AHappiness*



Measure Up

Try Avoid

A Customer reported defects A Defects during development
A TeamThroughput A Capacity/Efficiency

A AcceptedFeatures A Velocity(or worse:LoC

A CustomerLTV A New Customers

A Value A Cost



The Measurement Paradox

A Product Dev is a complex system

AMetrics used in i s oyoathinko n
they do

A Stakeholdersare focused on the systenthe rule of
WYSIATI applies

ABeware of o0l ow hanging frr
A Valueof Measurement= 1/Easeof Measuring

ONot ever ywdnbhdacougtedicbuntg,

& not everything that counts can be countedd
Albert Einstein



Measurement Paradox

Try Avoid
A Measuring up! Aol f we just ha

A Making measurementsyisible A Management by metrics
only at the appropriate level A Setsof easyto-gather

A Measuringwhat really metrics thatpurport to tell
matters and has a direct you somethingabout the
line-of-sight system/outcome

A Contribution to outcomes
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Agile Metrics



Guiding Principles

A We no longer view or use metrics as isolated gauges,
predictors,or decisionmaking tools; rather they indicate
a need toinvestigate somethingand have a
conversation nothing more.

A We realize now that the system is more complex than
could everbe modeledby a discrete set of
measurementswe respect this.

A We understand there are some behavioral psychology
concepts associateavith measuring people and their
work; we respect this.



No Single Prescription

A What really matters?
A Listento the customer
A Trendsover static numbers

A Will this help us be more agile?

AFor each one, | etds ask:
A Whatis this really measuring?
A Who is the metric for? Who should see it?
A What behaviors will this drive?
AWhat 6s the risk of negative Hawi
A Are we measuring at the right level? Up?




Metrics According to Project Complexity

Complex Complicated )
Probe-sense-respond Sense-analyze-respond
Unknown Mostly known

Disorder

Chaotic
Act-sense-respond
Turbolent —
unconnected

Simple
Sense-categorize-respond
Known

Source:
CynefinFramework by David Snowden



Appropriate Measures

A Simple
A Concentrate on business value metrics

A Complicated

AMeasures shift from business value to progressive quality anc
efficiency

A Complex
AEmploy strongly progressive metrics

A Chaotic
AFocus on reducing risk



Project
domain
complexity Type of metrics that count




Metrics forthe Team

A These are primarily for the team (can be communicated
to managemen

A SprintBurndown
AVelocity
AReleaseBurndown

A Fromthe management level, intense focus or
Incentivizing onthese isnot good

A Allow the team to use empirical data, and remain
transparentand honest



SprintBurndown
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Metrics for Management

A These are for the team and for management
AWorking Software
AThroughput
AHappiness*

A Higherlevel measurements (measure up!)
A PositiveHawthorne effects



Working Software

A Can everybody confidently
givet he o0t humbs
Increment?

l




Throughput

V4

AMeasures how much oOstuff 6
A GettingDone
AAdding Value
AThe right :stuff:

A Needto view team AND business throughput
simultaneously
A Carefulwith correlation and causation
AEmpiricalway to gauge value/spend

A In place of direct capacity or productivity measures



Throughput

A What does this mean to you?
AHow do you define oO0the right

A How would you measure 2
AWhat does oOvalued mean i n y



Throughput: Team

Delivered Features or Value Points

20101 2010.02 2010.Q3 2010.04 2011.01 2011.02 2011.03 2011.04 2012.01 2012.02



Throughput: Business

A Revenue A Revenue/Feature
Al f wedre deliv eAﬁi\l’(‘ﬁr?gLﬁdat?'dé'vgntd‘?f'?'oa s
the time, how Is thateffecting A Split A/B testing

revenue? _ .
A Does variant A or B result in
A Are our developmentefforts more revenue?
effectingrevenue? Or It A Cohort Analysis
somethingelse? A How is revenue changing

across crosssections of
prospects/customers?



Throughput: What to Look For




Happiness*

Altds really about moti vat
people well

A Motivation
A Autonomy, mastery, purpose

A Treating people well

ATrust, compensation, work environment, training,
support



