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Agenda

Introduction

Agile Basics ïPrinciples

Project Vital Signs ïMeasurement Considerations

Hierarchy ïRelease vs. Cycle vs. Sets

ÅExecution Planning Example / HPQC Test Lab Sample

Test Plan vs. Test Strategy  vs. Releases

What the PM wants to know ïkey metrics for testing

ÅTest Executions

ÅDefects

Other Key Metrics ïIdeas / Discussion

GOAL: GIVE THE BUSINESS OWNERS CONFIDENCE IN 
PROJECT MANGEMENT AND TESTING EFFORTS BY 
MONITORING, CONTROLLING AND REPORTING KEY 
METRICS FOR YOUR PROJECTS
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Tony Troup

Management Consultant with over 25 
years program/project/leadership 
experience

Focused on Quality Assurance and 
Testing as well as Project/Program 
Management since 1998

U.S. Navy Nuclear Engineer Qualified 
Submarine Officer

PMP, MBA, BSME, CSM, ICAgile Certified 
Professional

3



© 2015 Trissential. All Rights Reserved.© 2015 Trissential. All Rights Reserved. 4

Philosophy on Project Metrics

Regardless of Agile or Waterfall, we can still draw on 

PMBOK ñvital signsò ïScope, Quality, Schedule, 

Budget, and add to it ideas surrounding ñteam 

healthò or ñcollaborationò

Other metrics will be described that you all are likely 

used to seeing.

Use some or none, depending upon your product 

owner / sponsor / PM needs.
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Agile Principles

1.Our highest priority is to satisfy the customer through early and continuous delivery of 

valuable software.

2. Welcome changing requirements, even late in development. Agile processes harness 

change for the customer's competitive advantage.

3. Deliver working software frequently, from a couple of weeks to a couple of months, with a 

preference to the shorter timescale.

4. Business people and developers must work together daily throughout the project.

5. Build projects around motivated individuals. Give them the environment and support they 

need, and trust them to get the job done.

6. The most efficient and effective method of conveying information to and within a development 

team is face-to-face conversation.

7. Working software is the primary measure of progress.

8. Agile processes promote sustainable development. The sponsors, developers, and users 

should be able to maintain a constant pace indefinitely.

9. Continuous attention to technical excellence and good design enhances agility.

10. Simplicity - the art of maximizing the amount of work not done--is essential.

11.The best architectures, requirements, and designs emerge from self-organizing teams.

12.At regular intervals, the team reflects on how to become more effective, then tunes and 

adjusts its behavior accordingly.
5
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Project ñVital Signsò

6

Value

Quality Delivery

Team Work / 

Collaboration

Continuous 

Improvement
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Agile Principles ïMetrics View

1.Our highest priority is to satisfy the customer through early and continuous delivery of 

valuable software.

7. Working software is the primary measure of progress.

7

Value

Measurement Ideas:

-Customer Satisfaction in the form of 

surveys or numerical grades or color grades 

(stop light)

-Business value ïrunning tested working 

features by sprint, story points delivered
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Agile Principles ïMetrics View

7. Working software is the primary measure of progress.

9. Continuous attention to technical excellence and good design enhances agility.

8

Quality

Measurement Ideas:

-Number of high/medium/low bugs found by 

sprint

-Test coverage by sprint / iteration 

(expected vs. actual, ahead or behind or on 

track)

-Total passing tests by sprint / iteration
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Agile Principles ïMetrics View

1.Our highest priority is to satisfy the customer through early and continuous delivery of 

valuable software.

3. Deliver working software frequently, from a couple of weeks to a couple of months, with a 

preference to the shorter timescale.

7. Working software is the primary measure of progress.

9

Delivery

Measurement Ideas:

-Team Velocity (story points delivered by 

iteration)

-Bugs found per story by sprint or release, 

escaped defects to production

-Burndown charts (earned value, Cost 

Performance Index (CPI) and Schedule 

Performance Index (SPI)
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Agile Principles ïMetrics View

4. Business people and developers must work together daily throughout the project.

5. Build projects around motivated individuals. Give them the environment and support they 

need, and trust them to get the job done.

6. The most efficient and effective method of conveying information to and within a development 

team is face-to-face conversation.

8. Agile processes promote sustainable development. The sponsors, developers, and users 

should be able to maintain a constant pace indefinitely.

11.The best architectures, requirements, and designs emerge from self-organizing teams.
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Team Work / 

Collaboration

Measurement Ideas:

-Customer Satisfaction in the form of 

surveys or numerical grades or color grades 

(stop light)

-Business value ïrunning tested working 

features by sprint, story points delivered
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Collaboration Metric - Cumulative 

Flow Diagram

CUMMULATIVE FLOW DIAGRAM SAMPLE

DONE QA IN PROGRESSBACKLOG

Sprint1 0 0 0 300

Sprint2 10 24 28 300

Sprint3 20 35 25 255

Sprint4 5 8 8 25

Sprint5 75 42 42 175

Sprint6 90 31 24 125

Sprint7 145 24 34 95

Sprint8 195 55 33 75

Sprint9 255 33 55 25

Sprint10 300 28 35 0
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Niko Niko ïTeam Mood 

Happy Factor

Sprint 1 2 3 4 5 6 7

Tony

Chad

Annette

Bill

Rob

Paula

Matt

TEAM AVG

NIKO NIKO Calendar - Team Mood Happy Factor
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Key Metrics to Discuss

Categories

ÅWaterfall ïQA (WQA)

ÅWaterfall ïPM (WMP)

ÅAgile ïQA (AQA) 

ÅAgile ïPM (APM)

Schedule - SPI

ÅEarned Value (yep, still applies),   CPI, SPIé.just measured a 

bit differently

Cost - CPI

Quality

Scope

Escaped Defects

Velocity
13
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QA / Testing Metrics 

ïA Short List
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Test Strategy vs. Test Plan 

vs. Releases

Test Plan is 

more detailed 

than strategy 

(tactical, day to 

day activities 

(Ready 

Reference))

- Performance 

Testing Plan 

typically 

separate 

document
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Release / Cycle / Sets Hierarchy

Functional Specifications (Requirements!)

Testable Conditions (happy/sad)

Test Release

CYCLE:  A set of development and 

quality assurance efforts performed to 

achieve a common goal based on the 

release timeline. After you define a 

release, you add cycles to the 

release. You can then assign 

requirements, defects, and test set 

folders to the cycles. 

Test Cycle RELEASE:  A group of changes to the 

application that will be available for 

distribution at the same time. You can 

divide a release into cycles. You can 

then assign requirements and defects to 

the release and cycles

Test Sets

Example:  100 

requirements to 

test

Example:  200 minimum 

(happy +sad)

Equates to Build 

Number usually

Example 100 

Tests executed 

each Release 

(weekly?)

Tests in Folders in HPQC

-Login

-Add/Modify

-Delete

-Order Entry

-Print

-Etc.
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Test Execution Time ïPlanning 

Example

Functional Specifications (Requirements!)

Testable Conditions (happy/sad)

Test Release

ñThe Mathò ïSET EXPECTATIONS AND BACK IT UP!

-100 tests X 15 minutes/test = 25 HOURS

-And that is for only ONE (1) Cycle (pass, iteration, etc.)

-So for 3 cycles, ~75 Man-hours just to execute and document

>>>Add a Browser? Double the time

>>>Add a Release? Double the time, etc.

>>> REAL WORLD:  85 tests took 16 man-hours for an application 

with application experienced testers, and no defects

Test Cycle

Assume:

Å15 minutes to execute AND 

document 1 test (pass or fail) ï

passes will be shorter, failures (and 

documented defects) will take longer

Test Sets

Example:  100 

requirements to 

test

Example:  200 minimum 

(happy +sad)

Assume 1 

release

Assume 3 cycles 

with 100 tests 

each (single 

browser)

Tests in Folders in HPQC

-Login

-Add/Modify

-Delete

-Order Entry

-Print

-Etc.
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HPALM Example ïTest Lab

Test Sets

Release 

Folders 

(cycles)
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OGM - Internet Explorer 7 - Test Execution Status 
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OGM - Internet Explorer 7 - Test Execution Status 
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Key Metrics ïWhat the PM Needs ï

Graph or Table ïTEST EXECUTIONS

Planned Cumulative Executions (Structured and Unstructured)

Actual Cumulative Executions (Structured and Unstructured)

Actual Daily

Passes

Actual Daily

Failures

Show Ahead / 

Behind

Example Only
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Key Metrics ïWhat the PM Needs ï

Graph or Table ïTEST EXECUTIONS

Planned Cumulative Executions (Structured and Unstructured)

Actual Cumulative Executions (Structured and Unstructured)

Actual Daily Passes

Actual Daily Failures

SIT and UAT Schedule, Daily!

Example Only

-If cycle = 5 days, then DAILY TARGET executions should be 

20% per day

-Know if you are AHEAD or BEHIND in executions

-Know PLANS for catching up!
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Key Metrics ïWhat the PM Needs ï

Graph or Table ïDEFECTS

Use HPQC Dashboard or other ñtools of 

truthò if possible; Graph AND Table Helpful

Show Ownership ïbreak out if vendor 

involved or needed for exit

Show Status & Severity

Show Counts of defects ïSnapshot in time


