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Introducing

Quality results from the 
way managers and 

supervisors lead

W. Edward Deming 
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The process
Introducing

Ongoing Improvement

Best practices
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Topics

• Improvement & organization business goals

• Improvement of root cause

• Basic stages for improvement of projects
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The classic story
Product interoperability

• Customers configuration – Not tested

• Customer is excited – problem is solved

• Customer environment verified �

• Customer configuration has changed

• Release 6.0 –crashes

• Developers on site

• Release 6.5

• Release 7.0 –crashes

EOS – Customer is deeply disappointed ����
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The classic Story  - Introspect

� 1st step – Customer facing ASAP

� 2nd step – Prevent future flare-ups 

X 3rd step – Testing to keep track of customer 

configuration
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Focus on:

�Symptoms

�Root cause
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Is it effective?
Text item

Text item

Text item

Text item

Text item

Text item

Text item

Is it efficient?
Text item

Text item

Text item

Text item

Text item

Text item

Text item
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You are 
here

Destination
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�Is it effective?

Get the top 
down view
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�Is it efficient?

Get the bottom up 
view
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The combined approach
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O
rganizational A

nalysis

Fault analysis

Vision

Objectives

Goal

Metrics

Process Definition

1-2 Years

6 Months

Analysis Methodology
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Time to market
business 

goals

Reduce 
time to 
market

Reduce QA cycle 
time

by 30%by 30%

Current QA process

QA Objective

QA Goal

QA metrics
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Basic phases for the 
improvement of projects

���

Understand the 
root cause

Justify the 
improvement

effort

Evaluate 
results

Develop a 
transition plan 
from training 

through rollout

Coordinate 
multiple 
projects

Overcome & 
monitor 

obstacles
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Understand the root cause

���

Understand 
the root cause

•Fishbone diagram

•Five Why’s

•Brainstorming
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Lead time Lead time –– Cause effect DiagramCause effect Diagram
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Lead time Lead time –– Cause effect DiagramCause effect Diagram
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Lead Time

Technical
environment

Test ProcedureSetup Time

Tests Database
(e.g AUT)

New features
tests

Automation

Lead time Lead time –– Cause effect DiagramCause effect Diagram
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Understand the Root Cause
• Root cause buried deep beneath a mountain of 

symptoms

• Fishbone diagram documents the entire solution 

domain

• Selects the bones that look most likely to yield a cause 

you can solve
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Justify the improvement effort

���

Understand the root 
cause

Justify the 
improvement

effort

Sell the solution

•Decrease rework costs

•Increase productivity

• Reduction on TTM

• Decrease development 
costs

•Avoided pain
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Justify the improvement effort
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Coordinate multiple projects

���

Understand the root 
cause

Justify the 
improvement

effort

Coordinate 
multiple 
projects

•1st Project – Pick the low 
hanging fruit

•Build a successful track

•One project at a time

•Avoid multiple changes

•Communicate project 
information
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Overcome & monitor obstacles

���

Understand the root 
cause

Justify the 
improvement

effort

Coordinate 
multiple projects

Overcome & 
monitor 

obstacles

Consider 
improvement project 
as a regular software 
development project



28 ©2002 Mercury Interactive Corporation www.mercuryinteractive.com

Previous abuse of measurements

Lack of commitment

Miscommunication between groups

Insufficient resources

NIH – Not invented here

Implement risk management
program

Improvement program risk
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The Problem

How to test an Enterprise�J2EE 
Application with Limited Resources

The Solution
Lab and Processes Automation
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Automation Flow

Detect New 
TD Version

Image DB 1

Install TD
Server Infra

Regression
Test

Backend
Tests

Single User
Experience Installation Mini

Benchmark

Upgrade 
& Copy

Sanity

Image DB N

Upgrade 
& Copy

Sanity
Mailing &
Reports
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Avoided pain

�Full Regression Test Cycle on All Daily Builds

�Full reuse of test infrastructure in order to cover 
more Backend and Client Side platforms

�Robust testing infrastructure, enabling 
seamless test additions and removals as well 
as migrations between versions
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Drawbacks and Risks

� Large investment in Testing Infrastructure
• 2 Man-Months for infrastructure & initial tests
• 2 Man-Week migration to new version
• ½ Hour for Results Analysis per run

� High investment in the Testing Laboratory

�High dependency on deliverables from R&D

Next Next
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Server and Client Infra

VB App probes
for new build

each 5 min

Restore image
on AUT client

Configure client
for automation

Kickoff
Automation

Cycle

One of the biggest issues 
was to detect the new 
builds & prepare the 
Testing Environments

Uninstall & 
Install 

AUT Server
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Regression Test
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Regression Test
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Regression Test - Report
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Develop a transition plan

���

Understand the root 
cause

Justify the 
improvement

effort

Develop a 
transition 
plan from 
training 
through 
rollout

Coordinate 
multiple projects

Overcome & 
monitor obstacles
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Pilot group
��– Start with a pilot release, select carefully:

• Early adopters

• Perform the solution immediately

• Expend extra time at something new

• Define metrics

• Willing to provide feedback

����������	�
��������
�
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Basic stages of improvement project

���

Understand the 
root cause

Justify the 
improvement

effort

Evaluate 
results

Develop a 
transition plan 
from training 

through rollout

Coordinate 
multiple 
projects

Overcome & 
monitor 

obstacles
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Evaluate results

Realistic goals?
Learning curve accounted for? 
Another iteration?

?

Evaluate results against your stated 
goals. Did you get the results you 
expected?

Conduct a retrospective on the 
improvement project

Key

•Gather stakeholders, change team,  managers involved

•Discuss the pros & cons of the project
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Version Status - Open Defects
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Version Progress by Defects
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Remaining QA task – defects fix verification
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Best Practices to Keep in Mind

�Define the problem statement

�Define the goal of the project

�Define the scope of the improvement

�Determine the stakeholders in the improvement 

project
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Best Practices to Keep in Mind

�Develop a project plan task list

�Obtain resources committed to the project

�Plan a schedule based on the resources availability & 

Update it regularly

� Implement a method for tracking the project
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Introducing

Learning
Is not compulsory…
Neither is survival

W. Edward Deming 

Ongoing Improvement
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