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Agenda

• Part 1 – Test Metrics
– Ten key metrics testers should track
– One bonus metric

• Part 2 - GQM
– Aligning test metrics with business goals
– Defining meaningful metrics

• Part 3 – S-Curve
– Plotting the test execution effort
– Managing the effort with metrics
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Test MetricsTest Metrics
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Test Metrics - Intro

• All testers track some type of metrics
• Common metrics include:

– Number of requirements to test
- by function - by priority

– Number of test cases 
- created - executed
- passed - failed

– Number of defects
- by severity - by status



Slide 5 Software Peace of Mind in Action

Test Metrics - Intro

• These measurements are adequate, but 
require more context to be useful

• Test metric context occurs when multiple 
measures are used together (formulas)

• Test metrics must provide actionable 
information to be useful
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Test Metrics – Why Track?

• Why are test metrics important?
– Improvement comes from understanding
– Answers questions important to our 

development process*
• Which areas have the most defects?
• How long does it take to repair defects?
• Which areas have the highest re-work rates?

*Sample questions from https://wiki.mozilla.org/QA:Metrics%26Coverage
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Test Metrics – 2 Purposes
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Test Metrics – 10 Key Metrics
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Test Metrics - Details

By: Component, Tester, Priority By: Component, Tester, Priority By: Component, Priority By: Component, Priority 
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Test Metrics - Details

By: Component, TeamBy: Component, Team By: Component, TeamBy: Component, Team
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Test Metrics - Details

By: Component, TeamBy: Component, Team By: Component, Team By: Component, Team 
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Test Metrics - Details

By: Component, Priority, Severity By: Component, Priority, Severity By: Component, Team, Severity By: Component, Team, Severity 
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Test Metrics - Details

By: Component, TeamBy: Component, Team By: Component, Team, SeverityBy: Component, Team, Severity
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Test Metrics - Details

By: Component, Team, Tester, 
Severity, Phase/Iteration

By: Component, Team, Tester, 
Severity, Phase/Iteration

By: Component, Team, TesterBy: Component, Team, Tester
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Test Metrics - Bonus
Quality Index

Metric Index Weight Max
1st Run Failures 1 50% 100%
1st Run Failures 2 50% 75%
1st Run Failures 3 50% 50%
1st Run Failures 4 50% 25%
1st Run Failures 5 50% 10%
Sev 1 Defects 1 35% 100%
Sev 1 Defects 2 35% 50%
Sev 1 Defects 3 35% 30%
Sev 1 Defects 4 35% 20%
Sev 1 Defects 5 35% 10%
Bad Fixes 1 15% 100%
Bad Fixes 2 15% 75%
Bad Fixes 3 15% 50%
Bad Fixes 4 15% 25%
Bad Fixes 5 15% 15%
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Test Metrics – Summary

• The metrics shown above provide a strong 
starting point for any organization eager 
to start a test measurement program.

• The next step must ensure tracked metrics 
fully align with business goals…
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Goal / Question / MetricGoal / Question / Metric
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GQM - Intro
• Goal (Conceptual)

– Define what the organization wishes to accomplish 
relative to products, processes, and resources

• Question (Operational)
– Used to understand how to meet the goal and 

determine quality
• Metric (Quantitative)

– Set of data associated with questions to answer them 
quantitatively

• Benefit
– Ensures test metrics align with organizational goals and 

provide important, meaningful, and actionable 
information

• Goal (Conceptual)
– Define what the organization wishes to accomplish 

relative to products, processes, and resources
• Question (Operational)

– Used to understand how to meet the goal and 
determine quality

• Metric (Quantitative)
– Set of data associated with questions to answer them 

quantitatively
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– Ensures test metrics align with organizational goals and 
provide important, meaningful, and actionable 
information
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GQM - Illustration
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GQM - Example
• Goals

– Identify components and files that require 
more community support

– Reduce the number of feature bugs 

• Questions
– Which areas have the most defects?
– How long does it take to repair defects?
– Which areas have the highest re-work rates?
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GQM - Example
• Metrics 

– Trend graphs of coverage (all bugs filed)
– Trend graphs of coverage (all bugs fixed) 
– All bugs : Filed Vs Confirmed by SEV or PRI

• Filed vs Confirmed is when a volunteer finds and files a bug, 
but it stays unconfirmed with respect to developers until it 
has gone through triage and been confirmed. 

– All bugs : NEW Vs FIXED by SEV or PRI
• The NEW vs FIXED provides the mean time to fix a bug and 

helps to develop heuristics on the bug fix capacity of a given 
group.

Example from https://wiki.mozilla.org/QA:Metrics%26Coverage
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GQM - Activities
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GQM - Activities
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GQM - Activities
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GQM – Key Practices



GQM Plan
• Contains each measurement goal and its corresponding questions 

and metrics

Measurement Plan
• Defines the base measures, derived metrics, and indicators 

identified in the GQM Plan
• Establishes procedures for collecting and calculating the metrics 

Analysis Plan
• Documents the methods to analyze, aggregate and present metrics 

information in a meaningful way to the stakeholders
• May be documented as a dashboard

GQM Plan
• Contains each measurement goal and its corresponding questions 

and metrics

Measurement Plan
• Defines the base measures, derived metrics, and indicators 

identified in the GQM Plan
• Establishes procedures for collecting and calculating the metrics 

Analysis Plan
• Documents the methods to analyze, aggregate and present metrics 

information in a meaningful way to the stakeholders
• May be documented as a dashboard

GQM – Deliverables
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GQM – Deliverables
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GQM – Deliverables



Use one of the following business goals to 
determine questions and metrics from a test 
perspective:

GQM – Practice
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GQM – Summary

• The GQM method of metrics development 
ensures that test metrics align with what’s 
important to the organization

• By accounting for business goals when 
framing our metrics we make our group 
more valuable and better able to exact 
changes deemed useful to the 
organization as whole

• Once you have your metrics in place, its 
time to use them…
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SS--CurveCurve



S-Curve - Intro

Slide 32 Software Peace of Mind in Action



S-Curve - Intro
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S-Curve – Formula
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Theoretical curve for a 15 
day test effort with 100 
tests to be executed.

S-Curve - Theoretical
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By plotting the actual cumulative number of 
tests passed and comparing it to the 
theoretical curve we are able to identify 
potential issues and make adjustments to 
the effort to ensure testing is as successful 
as possible.
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S-Curve - Actual



• Background
– Best-in-class manufacturer is nearing the end of a 

3-year implementation of a highly-configurable ERP 
package

– Prior to release of the “Global Template” to the first 
manufacturing market (Asia), the team chose to 
execute a full regression of the following types of 
tests:
• Functional – executed and validated by single tester
• End-to-End – executed and validated by multiple testers
• Accounting Process Flows – executed and validated by 

multiple testers

S-Curve - Example
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• Team
– No professional testers
– 30-40 SMEs in the areas of:

• Supply Chain Planning, Supply Chain Management, 
Manufacturing, Operations, Sales (divided by product 
category), Accounting, etc.

• Test effort
– Complete manual test execution of 370 E2E, 390 

functional, and 600 process flow test cases in 15 
days

– Daily stand-up held to review metrics and adjust test 
execution strategy

S-Curve - Example
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The following are snapshots of the S-Curve 
throughout the test effort with an interpretation 
and directions provided based on analysis of the 
curve and other information available.

S-Curve - Example
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Day 1
Good start, as expected. Since this is a regression test effort 
most environmental issues should be taken care of, as well as 
the few, if any major blocking issues

S-Curve - Example
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Day 3
Pass rate proves higher than anticipated by the S-curve, but is 
explained by it being a regression test.  Few process flows 
have been completed, but this was anticipated because the ac-
counting group
is finalizing
end-of-quarter
results. 

S-Curve - Example

Slide 41 Software Peace of Mind in Action



Day 5
Pass rate at this point indicates a possible early completion.  
Process flow execution and passes have been high since the 
accounting group shifted resources to test execution.  The best 
news is that the
team is about 2
days ahead of
schedule.
Manager verifies 
with team that
they are execut-
ing high priority
tests first.

S-Curve - Example
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Day 7
The team is unable to keep up with the steep rise in test case 
passes indicated by the theoretical curve.  An issue with cus-
tom manufacturing has been discovered and is being investi-
gated.  This issue
impacts the 
team’s ability to
execute about
30 functional
and 50 E2E tests.
Redirected team 
to focus on pro-
cess flows. 
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S-Curve - Example



Day 10
Execution has become anemic.  Accounting is not completing 
process flow validations because of issues with taxes and a 
known problem with VAT.  Next week is focused on defect 
correction and 
re-testing.  Devel-
opment indicates
the custom manu-
facturing issue
will be corrected 
by the end of the 
week and VAT 
should be correct-
ed as well. 
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S-Curve - Example



Day 11 (after 1 week dedicated to defect corrections)

A solution was determined for the custom manufacturing issue, 
but implementation is not complete.  VAT remains a problem 
also.  The team has executed nearly all possible tests not 
related to known 
issues.  Asked 
team to “queue 
up” data for tests 
that must be
executed once
solutions are
implemented. 

S-Curve - Example
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Day 15
Although the team did not achieve 100% completion, fewer 
than 40 tests were outstanding.  Furthermore, specific 
acceptance criteria were established prior to test execution and
all criteria were
met or exceeded.

S-Curve - Example
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S-Curve – Summary

• Using the S-Curve allows the test manager 
to make necessary adjustments to the test 
effort based on a realistic projection of 
how the test activities should go

• I have used this graph successfully 
manage test efforts over the last 10 years 
and it is one that I highly recommend 
implementing



Questions
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