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· Real QA: Assuring the ‘Quality and Value’ Up Front, and minimizing testing effort.
· By Tom@Gilb.com
· Testers call themselves Quality Assurance (QA). Their real title should be ‘The Too Late Effort to Find Too Few Bugs Department’. It is not the testers fault. It is the fault of the development organization and their management, at CTO and CIO level. The situation is getting worse, with the popularity of Agile methods – not the Agile and Scrum ideas and ideals – but the shoddy way they are practiced. “Let’s get on with the coding, and good luck to the testers.”
· Failure to Address Real World Qualities – Technical and Business Level

· The Standish Report [Standish] 2009 reports that project failure is worse than ever, coinciding I guess with Agile popularity!

· The ‘investment’ in test effort is a huge percentage of every project, but it is well documented [Jones, [Defect Removal]] that the best testing methods will only catch a fraction ( about half) of the bugs. And ‘bugs’ are only one dimension of ‘Quality’. What about Usability, Security, Robustness, Adaptability, and many more?  What about the levels of value delivery to stakeholders; above the level of the technical system? Things like Product Preference, Market Share, Customer Confidence, Brand Recognition – which the project funding directors care more about than technical qualities, but which are driven by the technical qualities. Shall we call these Business Qualities? Who will test and measure and manage to Assure that the Technical Qualities really do result in the Business Qualities? Not today’s testers!
· Bad Top Management
· The problem starts with very poor top-manager management of IT/Software Projects [Top Level]. I have personally seen well over $100 million wasted in a single year in a major multinational, and $160 million of 8 years in another. In both cases my analysis and advice was that the top-ten single-page of Project Results/Values/Qualities was simply ‘nice sounding words’ (Robust, Adaptable), and was not ever defined, so that it could ever be tested, or measured, as delivered. This is simply not in director culture! They can make ‘money budgets’, but cannot make Project Quality budgets measurably. They don’t teach this at business schools!

· Stakeholders Qualities?
· At the second level of Quality for our projects is the Stakeholders. Even small to medium projects (a few developers) can easily need to consider 20 to 40 stakeholders. Each stakeholder is by definition interested in at least one ‘Quality’ aspect of the system; and probably a few more qualities in addition. Most development processes have no way of identifying all these stakeholders, and their quality interests. This is another reason why projects fail. QA needs to explicitly analyze and specify – with priority and value information all critical stakeholder qualities. The Scrum Product Owner ideally does this, but I have rarely [exception, Gilb Post] seen a documented instance of doing it well. We are still over-focussed on User and Customer. We forget too many real critical stakeholders and their critical qualities.
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Illustration: Kai Gilb: [jeffsutherland ]“Very cool product backlog management by Tom and Kai Gilb http://ad.vu/2h4d Sat 28 March 2009”
What we need to do better?

We need to do QA Upstream. Test is too late. We all know you don’t get quality by testing it in! You get it by building it in. This applies to everything, not just software. We need to move our narrow focus from ‘does the function work’, to ‘does the system deliver all required qualities to stakeholders?’ We need to build much better quality requirements specifications. We need to take responsibility for several levels of quality: Business, Stakeholder, and Product levels [Gilb Post]. 

Incremental requirements are a good idea, but it is the quality and relevance of each requirement that needs to be much better [CE]. Rather one requirement done well than 100 done poorly! We need to vastly improve our capability of design and architecture, so that they directly, numerically, and testably, address the multitude of critical stakeholder quality aspects on our prioritized agenda. 

We need to focus on delivering value; high stakeholder value first, incrementally. Maybe we need to drop the technical level term ‘quality’ and rename what we do ‘Value Assurance’ [VA] of ‘Stakeholder Value delivery’

How we might do it better?:

In principle, the tools we need are known, freely available, used in practice for decades, and proven to give high quality and value. They are documented in for example [Cleanroom, CE, Jones [Method Effect], and many other sources]. They are upstream. They are early-and-frequent learning cycles, defect-prevention processes, quality requirements, quantified architecture, incremental and automatic testing.

Our problem is that most people are not trained in their existence, their power, and their economics [Jones [Method Effect]], at university, or in professional training courses. Our problem is the will to learn and the will to implement properly. We, in software, are like the recently fallen financial institutions: we get paid very well for doing a very bad job, and public law and customs do not restrain us from our bad practices [No Cure]. When will we cause so much public worldwide disruption that Heads of State, as with Financial Chaos, bail us out, and change laws to prevent recurrence. What will it take before they (We won’t! Banks did not) react? How many trillions lost? How many governments bankrupt? How many lives lost? 

The Organizational Challenge.

I have seen a test manager (now R&D Manager) change his entire small development organization successfully (2003-2009 and on) in this direction [Confirmit]. That is one possibility. Ideally the CIO and CTO carry out their natural responsibility here. But experience does not give us much hope. They are well paid for not doing this it seems. So the burden falls on the CEO function, to appoint CIO/CTO that will do the job of Real Quality Assurance – at the level of stakeholder value delivery assurance. Of course some CEOs insist on losing their job (nice golden parachutes as reward for ineptness). So the Board must get better CEOs. And finally, because we have so many inept Board’s, some combination of legal changes, and culture changes dictated by business survival economics might kick in. 

     We are quick to adopt useless fads, but slow to adopt powerful proven tools. 

I give up on most of you – but it has been a pleasure to note there are some exceptions out there that prove the rule! Maybe you would like to inject some fun in your career, and make a quality and value difference?
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