


Some Agile Metrics in Frequent Reassessment

Measurements provide a quantitative indication of the extent, quantity, dimension, capacity or size of some attribute of a product or process. Measurement is the act of determining a measure. On the other hand, the metric is the quantitative measure of the degree to which a system is in relation to a certain attribute. and finally, indicators: a metric or combination of metrics that provides an understanding of a process/project/product.
According to version 3.0 of the BPM CBOK, "measure is the quantification of data to an acceptable standard and quality (accuracy, completeness, consistency, temporality)". In order to exemplify the difference between measure, metric and indicator, data are collected ⇒ measure. ex: number of errors found in a revision of a software module. The others are related as follows:
a) 	Collection: measurement. e.g.: number of revisions made to collect the number of errors;
b) 	Rate found ⇒ metric. e.g.: average number of errors per review;
c) 	Comparison between metrics ⇒ indicator. ex: one team has an average number of errors equal to twice that of the other.
Compliance with plans is a budget-driven mindset – an approach where it doesn't matter if the plan is out of date and the competitive situation has changed since the plan was developed. In this way, the indicators are reduced to the budget. For an agile organization to grow, it is necessary to think of an adaptive performance management system where a set of measurements are oriented to output results, productivity, costs and so on, measuring the relative performance of teams and not performance against a plane (HIGHSMITH).
There are three fundamental aspects to creating an adaptive organization:
a) 	First, it must be recognized that the performance appraisal system impacts agility;
b) 	second, one must change the focus over time to a direction and obsession with results, or customer value.
c) 	Third, you must separate the performance measurement of the result from the performance measurement of yield.
HOPE AND FRASER propose a performance management system based on key performance indicators (KPIs) that establish strategic and tactical results desired by companies and relative performance indicators that measure performance against internal and external benchmarks rather than fixed budgets or plans. .
The DOERR formula is the best way to explain the structure of KPIs through an OKR: I will (Objective) measured by (set of Key Results ). So, as the name implies, OKR has two components, the Objective and the Key Results. Goals are memorable qualitative descriptions of what you want to achieve. Goals should be short, inspiring and engaging. An Objective should motivate the team and Key Results are a set of metrics that measure your progress towards the Objective. For each Objective, you should have a set of 2-5 main results. More than that and no one will remember them. All Key Results must be measurable.
PUTNAM propose the SLIM model which provides a mechanism for both external and internal references. The SLIM model is based on operating quantity, productivity, time, effort and confidence.
Agile Metrics can include the Number of Interruptions, the Amount Delivered, the Number of Unforeseen Items, the Number of Inconstancy, among others:
a) 	Burndown: it is the best known indicator of Scrum. It basically measures the progress of the Sprint and gives visibility to the team's performance.
b) 	Velocity: it is the sum of the work that was delivered in a Sprint, that is, what the team accomplished and was accepted by the client.
c) 	Capacity: is the work that was performed by the team during the Sprint.
d) 	Focus: it is the division of speed over capacity, that is, it measures the percentage of utilization of the team and how much it is focused on delivering.
e) 	Extra Work: is the percentage of work found and adopted during the Sprint (SCRUM). The concept of work found is the work that was reported that exceeded the estimates for that Sprint, in other words, the “surprises”. The adopted is what was added during the Sprint.
f) 	Precision: is the degree of precision of the team's estimates. If the team has a very low percentage, it could be that the tasks are being underestimated or that the team is under pressure to score low. On the other hand, if you always have a percentage close to 100%, there may be too much planning or the team is taking little risks, trying to eliminate risks.
Kanban, however, goes a step further and gives transparency to the process and its flow. Kanban also exposes bottlenecks, queues, variability and waste. Everything that impacts the organization's performance in terms of the amount of value work delivered and the cycle time required to deliver it. Provides team members and external stakeholders with visibility into the effects of their actions (or lack of actions). Visibility of bottlenecks, waste and variability, and their impacts, also encourages discussion about improvements and teams quickly initiate improvements to their processes (ANDERSON & CARMICHAEL).
As a result, Kanban encourages incremental evolution of existing processes, evolution that is generally aligned with Agile and Lean values. Kanban does not demand a drastic revolution in the way people work, it encourages gradual change instead. It is a change understood and accepted by consensus between workers and their collaborators.
Kanban metrics often provide good indications of efficiency. These metrics can be obtained through the analysis of User Stories, which are mapped by degree of importance in a given activity board (Kanban Board, Scrum Board, Task Board, Team Board, whatever you prefer to call it). Some KANBAN metrics include: Lead Time, Cycle Times, Execution Time (Touch Time), Waiting Time (Waiting Time), Work in Progress (WIP ) and Flow.
David Anderson, leader of the Kanban community, presents us with a simple heuristic for you to observe your flow efficiency. Measure the ratio of the time spent on a job that was really urgent in your company to the average time the job takes to flow in that same type of work (ANDERSON & CARMICHAEL)
A wide range of lead times means that your cycle time varies significantly, and your process is inconsistent. This is called the tail. If the tail is long, then the agile process still has low maturity. Common causes for long tails include: tasks stuck in queues, flow debts, technical debts, deadlocks, impediments, work overload, rework, items aging within a system. To the SCRUM Master, it is suggested to actively work to trim the tail. After all, long tails are bad. It is also suggested to evaluate which of them should be kept. If the team looks at too much, it won't pay attention to anything. Metrics can be few, simple to measure, easy to understand, relevant to the path the team is pursuing, and they should be able to be influenced by the team's work.

Measurement Methods

In general, Indicators allow the manager to assess the status of an ongoing project, track potential risks, discover problem areas, adjust workflow or tasks, assess the team's ability to control the quality of software work products. And collecting metrics is difficult, a slow, political, and often questioned process. Process metrics are used to improve the maturity level of the process, detect errors before product delivery, identify defects delivered to end users, measure work products delivered, human effort spent, time spent and the fulfillment of schedule.
Metrics can be analyzed in real-time through the length of your feedback cycle, based on how often you are willing to review the metrics and make changes. Very long cycles mean that improvements to your process will take place slowly. Cycles that are too short can cause your process to not have time to stabilize between each change, which can cause loss.
One of the typical tweak points for Kanban is the work in progress (WIP) limit. Agile has been good at providing transparency about ongoing and completed activities, and reporting metrics like velocity (the amount of work completed in an iteration).
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