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Leading a Journey to 
Better Quality
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Agenda

2

What problem are we trying to solve?

How to get started on improving quality?

Selecting metrics

Evolving metrics based on what we learn

@maryamumar
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We don’t catch issues early

Our clients our unhappy

Please fix Quality

Our releases are delayed

@maryamumar
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1 2 3

Does not happen with the QA 
team only

Need a top-down approach to 
echo the practice

How do we know where we are 
with Quality?

@maryamumar
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 Quality BINGO!

@maryamumar
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Action Plan*

*Leading Quality - Ronald Cummings-John, Owais Peer
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Visualise the Problem

Overview

Identify the Areas

What areas do we want 
to improve Quality in?

Identify the 
Stakeholders

Who are the people 
who can assist in 
reaching the goal

Create a Vision 
Statement

What is the moto to get 
there?

Define Metrics

@maryamumar
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Assuring Quality 
enables teams to 
drive for customer 
satisfaction at a 
sustainable pace.
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Who are your Stakeholders?

● CEO/CTO
● Tech leads
● Testing team
● Incident Management
● Release Management

Questions to ask:

● How do you know quality was bad?
● Escaped defects?
● What’s your code coverage like?
● Do you have the right processes in place?

@maryamumar
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Software Delivery Performance

https://cloud.google.com/devops/state-of-devops/@maryamumar

https://cloud.google.com/devops/state-of-devops/
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Areas to improve

Hiring Releases Test Automation Product Quality Process Quality

@maryamumar
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Releases

- Create visibility landscape for releases
- Monitor issues found post-release vs pre-release

- How good is your regression cycle?
- Release notes

- Changes
- Known issues; when to expect fixes

- How easy is it to create deployables?
- How quickly can you deploy?

@maryamumar
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Process Quality

Defect Management Process Definition of Done

Code Review Practices Test Automation Practices Definition of Acceptance 
Criteria

Product Feature sign-off 
Process

Estimation

Definition of Ready

@maryamumar
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Selecting metrics
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Test Coverage

Product Quality

MTTG Build Time Deploy Time Build Failures

PR review PR commit rate 
per Sprint

Average Time in 
Status

QA Kick-back %age of Flaky 
tests

Metrics

@maryamumar@maryamumar
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Product Quality (contd.)

Metrics

Team FeedbackDefects found in 
Sprint vs Escaped 
Defects

Defects found via 
Automation or via 
Exploratory testing 
per Feature

Bug resolution time 
per Severity level

@maryamumar
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Time from check-in to deployed in test environment

@maryamumar
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SATs vs Defects per Team

@maryamumar
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Defects

@maryamumar
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Psychological safety

“Wherever there is fear, you will get wrong figures”

— W Edwards Deming

@maryamumar
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How to make metrics safe

● Teams involved in creating vision
● Consult with teams when deciding what to measure
● Testing team makes quality visible
● Let teams set their own targets
● Regular retrospectives on what is being measured

@maryamumar
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Conclusion

● Quality is subjective - what to focus on depends on many factors
● Start by creating a vision, selecting some metrics, and measuring
● What you measure will evolve, and will determine what teams work on

@maryamumar
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Thank you



Copyright © 2020 Thought Machine Group Limited. All rights reserved.

Disclaimer

The copyright in the contents of this presentation belong to Thought Machine Group Limited (unless expressly stated to belong to 
another person). The information contained in this presentation is confidential and may not be copied, distributed, published, or 
disclosed without the express prior written permission of Thought Machine Group Limited.

This presentation is intended for informational purposes only and should not replace independent professional advice. No 
representation (whether express or implied) is made as to, and no reliance should be placed on, any information, including estimates, 
projections, targets and opinions, set out in this presentation, and no liability whatsoever is accepted as to any errors, omissions or 
misstatements contained in this presentation, and, accordingly, neither Thought Machine Group Limited nor any of its officers or 
employees accepts any liability whatsoever arising directly or indirectly from the use of this presentation for any purpose.

The provision by Thought Machine Group Limited of any service or product described in this presentation is subject to contract.
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Version control certificate

This is the latest version of this document, signed off by Travers Clarke-Walker on 1st November 2019 — please do not use 
any other versions.
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31


