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EXECUTIVE SUMMARY
Software testing isn’t just about finding bugs. Testing provides information about application quality so that you 

can make effective decisions about whether the software fulfills your organization’s goals.

Testing teams today are under pressure to ensure quality while delivering faster and dealing with mounting 
system complexity. Test engineers are also faced with the myth that test automation alone will solve the 
“increase velocity, fail-faster” conundrum Agile companies face. However, by leveraging data from disparate 
systems, Test has a unique opportunity to become the hub of organizational quality. 

The following five metrics best practices will not only uncover issues, they’ll help stakeholders make more Agile, 
lifecycle-wide decisions. Having a holistic view of the entire software development and delivery stream enables 
the discovery of actionable metrics, consolidated dashboards, cross-functional communication, and traceability, 
allowing Test to expose bottlenecks while also supporting brilliant decision-making.

1. Don’t be fooled by vanity metrics.
Between the Agile revolution and the explosion of 
tools available to software development organizations 
today, the collection of metrics has become 
increasingly popular. But “information radiators” 
are meaningless when they report numbers without 
context. That’s why it’s critical not only to focus on 
actionable metrics, not vanity metrics. 

For example, a quantity — the number of tests passed 
— may not be an effective metric all on its own. A 
ratio — percentage of tests passed — is better. And a 
trend — especially when it is a ratio tracked over time 
— is better still. And metrics created from correlated 
data can provide game-changing insights to improve 
software development. Here are some actionable 
metrics test teams can employ:

  Are all requirements covered by test cases? 

  What percentage of tests have passed and how  
  is this changing over time? 

  What is our defect burndown rate over time?

  What bug fixes (and user stories) are in each  
  build? Were they all tested?

  What is the cycle time to fix high-severity,  
  medium-severity and low-severity defects? 

  What features have the most defects logged  
  against them? Is there a correlation to the  
  velocity of code changes, code complexity, or  
  other factors, associated with those features?

  Where are defects most often found and  
  what are their impacts on stability, revenue or  
  security? 

  What is the defect discovery rate per test  
  discipline? What is the distribution of defects  
  by severity discovered by the different test  
  disciplines?

  What is the ratio of defects found in business- 
  critical or highly visible areas to those found in  
  low-impact areas? 

  What is the mean time from defect found to  
  deployed fix?

2. Create a dashboard of actionable test metrics.
A key Agile practice is to increase communication 
via high-touch practices such as stand-up meetings, 
pair-programming and test-driven development. 



Face-to-face interactions, however, don’t scale, and key 
information lives in separate systems across the lifecycle. 
So how do you increase transparency in an organization 
overwhelmed with complex product development and 
the disparate disciplines that result from this complexity? 
Start by consolidating this information, for example by 
posting all functional test results in one place. 

Create a comprehensive dashboard that pulls all test and 
defect-tracking results into one screen, no matter the 
method (manual, exploratory, automated) or the tools 
used. This has the additional benefit of helping balance 
competing efforts around automated and exploratory 
testing. As with software, quality is key in software 
testing. Displaying test progress for all to see will 
uncover wasted automation efforts and reveal where 
human effort could use a technology boost.

3. Expand the dashboard to include results for all test 
disciplines.
While every project involves functional testing, too few 
go beyond that to do the specialized test disciplines. 
These days, too many organizations are discovering that 
DevOps-style “failing fast” can occasionally be fatal to 
a given product. With heightened awareness around 
security — assume you have already been breached, 
and act accordingly — and the mission-critical nature of 
performance in a highly competitive landscape, testing 
silos are a dysfunctional practice. 

That’s why you’ll want to expand your test dashboard to 
include information from all disciplines. Performance, 
security, scalability and regulatory test results (among 
others) must live alongside functional test results so that 
you can see the entire landscape. 

4. Trace from business requirement to deployed fix.
When you provide information for brilliant decision-
making, you must include context. For example, when a 
defect is found, can you associate it all the way back to its 
originating business requirement? Can you trace its fix 
forward to the deployed software and the performance 
or revenue impact it has? To riff on a theme by Eric Ries 
(“metrics are people too,” the author of The Lean Startup 
writes), requirements are people, too. 

While those in regulated industries may have no choice 
in the matter, when done right, traceability can be 
a boon to any Agile enterprise. How? By enhancing 
transparency across the entire lifecycle. When you can 
put a face to a requirement, you have an ally in making 
the tough choices that teams must make (Fix this defect 
and delay the release or launch now and fix later? Ensure 
up-front test coverage of a major mid-course feature 
change or risk a costly compliance audit?).

Bi-directional traceability across all the artifacts in 



software development (no matter where they live) 
lets you correlate information from requirements 
management, Agile planning, software development 
and quality assurance out through deployment 
and monitoring. With the automation inherent in 
DevOps, the information is out there — it’s just not 
tied together. Correlating artifacts from requirements 
management tools such as IBM Rational DOORS 
and Jama, to Agile planners such as JIRA, CA Agile 
Central/Rally or VersionOne, and then to test 
management tools like HPE Quality Center, is an 
overlooked Agile practice.

Further, this sets the stage for achieving scaled 
Agile and scaled DevOps. Having requirement 
artifacts flowing all the way through to their tools 
and beyond keeps test aligned with the entire team 
— automatically. It also saves the time and expense 
of manual entry. Too often, companies pay full-time 
employees to duplicate artifacts from one system to 
another for traceability across various artifacts. If 
your development cycle is four weeks long and it takes 
someone one week to re-key the requirements as part 
of your test plan activities, that’s 25% of the lifecycle 
wasted.

5. Use metrics to find bottlenecks in the software 
delivery pipeline.

Teams often measure the time from when a defect 
was found to when that defect was fixed, as opposed 
to when the fix was deployed into production. 
That’s because the information for the former is 
contained in a single system and the metric is easy to 
produce. While this is an interesting metric, it’s not as 
interesting as knowing the time from when the defect 
was found to when the fix was deployed. And what 
about at the latter stage of the lifecycle? Defects are 
often reported to the service desk. That team may be 
able to report mean time to resolution of problems, 
because resolution times are manually tracked in the 
help desk system. But what if we not only understood 
the time it took from reporting the defect to the help 
desk and having a fix deployed — but also every step in 
between?

  How long it takes for the defect to get on the  
  dev team’s backlog?

  How long it takes for the dev team to actually fix  
  it?

  How long it takes to retest it in next build?

  How long it takes to deploy that build into  
  production?

The sum total of all these steps is your problem 
resolution cycle time. By evaluating cycle time in this 
fashion, you don’t just find mean time to resolution, 
you find where the bottlenecks are. Is it taking two 
weeks for the development team to get to the defect 
it in their backlog? Or is the defect report sitting in 
limbo for three months between the help desk and 
dev team? It turns out that drilling down into these 
segments of the overall cycle time can launch a 
powerful DevOps practice: finding bottlenecks in the 
pipeline.

DON’T FEAR TEST AUTOMATION — USE IT TO 
GROW TEST’S INFLUENCE
As Agile, continuous delivery and DevOps 
movements have become more popular for 
software development organizations, and as every 
company has become a software-based company, 
the need for quality has never been stronger. 
Traceability and context are key factors for more 
effective Agile decision-making. 

Rather than fearing the changes that DevOps-
related automation brings, Test has the opportunity 
to sit at the hub of the lifecycle, using an expanding 
number of techniques, tools and disciplines 
to make quality software. There’s increasing 
awareness that a new kind of role, the software 
design engineer in test, can shine in managing the 
increased complexity and automation needs of 
quality assurance efforts. Further, when you track 
organization-wide efforts on a common quality 
management dashboard, quality becomes a reality 
rather than an afterthought. Enable bidirectional 
traceability and visible metrics throughout the 
lifecycle, and you’ll find test has the opportunity to 
be a driving force for Agile and DevOps at scale. 
Better testing helps organizations make better 
decisions — and that’s no vanity metric.



HOW TASKTOP DATA LOADS YOUR TESTING 
DASHBOARD WITH ACTIONABLE METRICS
With every increase in software development 
lifecycle complexity, it seems there’s a sympathetic 
increase in the number of specialty tools designed to 
conquer that complexity. Unfortunately, these new 
tools introduce new information silos. Testers create 
defects to share with developers who won’t log into a 
test tool. Both dev and test work off of requirements 
created by business analysts in their requirements 
tool. Capturing a lifecycle-view of test activity can 
only happen via the integration of these tools and the 
data they’re myopically hoarding.  

The good news is, you can aggregate these data in a 
way that doesn’t add additional overhead but instead 
makes possible frictionless insight, action, reporting 
and compliance. Tasktop Data complements Tasktop 
Sync’s integration fabric by aggregating artifact data 
into a single database. You can then use any analytics 
tool you choose to explore the data or expose it to 
your teams in the form of lifecycle-wide dashboards 
and traceability reports. 

CAN AGILE TESTERS AND THE TEST CENTER OF 
EXCELLENCE COEXIST?

Scaled DevOps requires lifecycle-wide quality 
oversight. Agile testers and the TCoE can cross-
fertilize each other’s efforts to achieve broader 
coverage.

When organizations treat quality as an imperative, 
they soon find that getting there requires lifecycle 

oversight. But how does this fit within Agile 
development, where there is sometimes a conflict 
among fans of Scrum who say that a development 
team must consist of three to nine developers and 
must contain all the skills necessary to create and 
deliver the code? If that’s the case, where do all those 
other test disciplines live?

The answer is to stop fretting about the apparent 
conflict between Agile testers and the Test Center 
of Excellence (TCoE). In the development of complex 
software, there is a place for both, using different 
tools and techniques. Testers or Software Engineers 
in Test that are embedded in Agile teams might do 
exploratory testing, behavior-driven development 
(BDD) and test-driven development (TDD). They may 
log their defects in an Agile planning tool. Meanwhile, 
the TCoE can focus on the entire lifecycle, acting 
as the last line of defense before the software goes 
out the door, using test automation, security and 
performance test practices, application monitoring 
and enterprise test management tools. 

It doesn’t have to be one or the other — and they don’t 
have to use the same tools (in fact, they probably 
shouldn’t). However, they all must be working toward 
validating requirements at every stage of the lifecycle. 
As a single source of truth, the quality management 
dashboard should expose metrics across all test 
disciplines.
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To learn more about how Tasktop can help your business email us at: info@tasktop.com or  

call us at: +1 778-588-6896 
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