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ABOUT ERIK 

 Agile Solutions Manager @Centare 

 Diverse organizational experience 

 Love bowties and serious good food 

 Passionate about transforming organizations 

 Tweets @erikjweber 



LET ME TELL YOU A STORY 
About a Whale 



BRUNO $6 Billion Dollar Loss 



http://dealbreaker.com/2013/01/jpmorgan-dissects-a-whale-carcass/#more-96424 
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CONFESSION “Big 
Picture 
Porn” 

Venkat Rao 
Forbes.com author, systems thinker, philosopher.  www.Ribbonfarm.com 



AGENDA 
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 Why Metrics? 

 Measuring in Traditional vs. Agile 

 The Human Side of Metrics 

 Agile Metrics 

 Wrap up 

 

AGENDA 



WHY METRICS? 
History and comparison of traditional and agile environments 
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WE NEED TANGIBLES 

 As gauges or indicators 
 For status, quality, doneness, cost, etc. 

 As predictors 
 What can we expect in the future? 

 As decision making tools 
 Can we release yet? 

 A visual way to peer into a mostly non-visual world 


software/project and we need to. 
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 Tons of research, mostly from the 80-  

 Implementation of metrics in project management has grown exponentially 

  
 What a metric! 

HISTORY 

1980 1985 1990 1995 2000 2005 2010

Metrics Usage

Software Project
Success Rate

Chaos Report from 1995 to 2010: project success rate goes from 16% to 30% 
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Short sprints 

Inspection every sprint 

Inherent Risk Mitigation 

Builds Quality In 

 

Chief metric is working software 

Long time horizon 

Intangible for months 

Manual Risk Mitigation 

Sacrifice quality by fixing schedule/scope 
 

 

 

 

 

 

 

 
Many metrics used and needed  

AGILE  VS.  TRADITIONAL 
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   Definition of Done  
   +   Acceptance Criteria 
   Quality 
 
   Sprint Review 
   +  Stakeholder and Customer Feedback 
   Quality 

SCRUM BUILDS QUALITY IN 



“The only metric 
that really 
matters is 
what I say 
about your 
product.” 



HUMAN SIDE OF METRICS 
Metrics 



 

THE HAWTHORNE EFFECT 
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 When you measure something, you influence it  

 You can exploit this effect in a positive way 

 Most traditional metrics have a negative  
Hawthorne effect 

 

 Gaming = Hawthorne Effect * Deliberate Personal Gain 

 

 
 

 

HAWTHORNE EFFECT 
“Tell me how you 
will measure me 

and I will tell 
you how I will 

behave” 
- Goldratt 
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 Where have you seen this in software development? 

 Where have you experienced gaming? 
 What have you gamed?   

 What do you measure now that might have negative Hawthorne 
effects or easily be gamed? 

HAWTHORNE EFFECT 
5 min 
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TRY 

 Identify positive/negative Hawthorne 
effects on each metric that exists 

 Measuring things you want more of 

 No-questions-asked policy of reporting 
gaming (so you can simply stop 
wasting time gathering that metric) 

AVOID 

 Using metrics with negative 
Hawthorne effects 

 Easily gamed systems 



an effect on outcomes 

THE HAWTHORNE EFFECT 



Measure 
Up! 
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 Austin Corollary:  
 You get what you measure, and only what you measure; and 

you tend to lose others you cannot measure: collaboration, 
creativity, happiness, dedication to customer service 

  
 Measure the team, not the individual 

 Measure the business, not the team 

 Helps keep focus on outcomes, not output 

MEASURE UP 
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 What are some possible outcomes of the                        
following common metrics? 
 Lines of code 

 Defects/person 

 Defects/week 

 Velocity 

 

 

MEASURE UP 
5 min 
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 How about these? 
 Accepted Features or Features/Month 

 Revenue or Revenue/Feature 

 Customer Retention or Churn Rate 

 Net Promoter Score 

 Happiness 

 

 

 

MEASURE UP 
5 min 
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TRY 

 Customer reported defects 

 Team Throughput 

 Accepted Features 

 Customer LTV 

 Value 

AVOID 

 Defects during development 

 Capacity/Efficiency 

 Velocity (or worse: LoC) 

 New Customers 

 Cost 

MEASURE UP 
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 Product Dev is a complex system 


what you think they do 

 Stakeholders are focused on the system, 
the rule of WYSIATI applies 

 

  
 Value of Measurement =  

1/Ease of Measuring  

 

THE MEASUREMENT PARADOX 
“Not everything 

that can be 
counted counts, 
& not everything 
that counts can 

be counted”  



EASY TO MEASURE, TOO ISOLATED 
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TRY 

 Measuring up! 

 Making measurements visible 
only at the appropriate level 

 Measuring what really matters, 
and has a direct line-of-sight 
contribution to outcomes  

AVOID 

  

 Management by metrics 

 Sets of easy-to-gather metrics 
that purport to tell you 
something about the 
system/outcome. 

MEASUREMENT PARADOX 



AGILE METRICS 
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 We no longer view or use metrics as isolated gauges, predictors, or 
decision making tools; rather they indicate a need to investigate 
something and have a conversation, nothing more.  

 We realize now that the system is more complex than could ever be 
modeled by a discrete set of measurements; we respect this. 

 We understand there are some behavioral psychology concepts 
associated with measuring people and their work; we respect this.  

 

GUIDING PRINCIPLES 
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NO SINGLE PRESCRIPTION 
 What really matters?   

 Listen to the customer 
 Trends over static numbers 

 Will this help us be more agile? 
  

 What is this really measuring? 
 Who is the metric for?  Who should see it? 
 What behaviors will this drive? 
  
 Are we measuring at the right level?  Up? 
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 These are primarily for the team (can be communicated to 
management) 
 Sprint Burndown 
 Velocity 
 Release Burndown 

 From the management level, intense focus or incentivizing on these 
is not good 

 Allow the team to use empirical data, and remain transparent and 
honest  

METRICS FOR THE TEAM 
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SPRINT BURNDOWN 
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VELOCITY 
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RELEASE BURNDOWN 
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 These are for the team and for management 
 Working Software 

 Throughput 

 Happiness 

 Higher level measurements (measure up!) 

 Positive Hawthorne effects 

 

METRICS FOR MANAGEMENT 
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WORKING SOFTWARE 

 Can everybody confidently give the 
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 Getting Done 

 Adding Value 

  

 Need to view team AND business throughput simultaneously 
 Careful with correlation and causation 

 Empirical way to gauge value/spend 

 In place of direct capacity or productivity measures 

THROUGHPUT 
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 What does this mean to you? 
  

 How would you measure it? 
  

 

 

 

THROUGHPUT 
5 min 
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THROUGHPUT: TEAM 

2010.Q1 2010.Q2 2010.Q3 2010.Q4 2011.Q1 2011.Q2 2011.Q3 2011.Q4 2012.Q1 2012.Q2

Delivered Features or Value Points 
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THROUGHPUT: BUSINESS 
 Revenue 


the time, how is that effecting 
revenue? 

 Are our development efforts 
effecting revenue?  Or is it 
something else? 

 Revenue/Feature 
 Revenue-data-driven 

decision making 

 Split A/B testing 
 Does variant A or B result in 

more revenue? 

 Cohort Analysis 
 How is revenue changing 

across cross-sections of 
prospects/customers? 
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THROUGHPUT: WHAT TO LOOK FOR 
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HAPPINESS 



WHERE IS THIS ALL GOING? 

Final Thoughts 



BUILD & MEASURE 

Plan 

Build 

LEARN TOO LATE 

Test 

Headache 

SPRINT 

Release 



BUILD 
Sprint Sprint Sprint Sprint Sprint Sprint Sprint Sprint 

MEASURE & LEARN 
Production 
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 -ridden, return-to-sender, 
zero sales, customers hate you, all-around-bad product? 

 

 

SHIFTING MINDSETS 

 1st Premise: 
 Zero Defects!  

 Meets requirements! 

 

 Better Premise: 
 High Value / High Revenue 

 High Customer Satisfaction 

 A quick-to-change Agile 
Product 



ONE MORE STORY 

About a Pilgrim 
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 Adjusted Consolidated Segment Operating Income  

 Income, without marketing costs or stock-based employee comp  

 ACSOI looks good   
 Lets use ACSOI in S-1 filing to the SEC for our upcoming $1 Billion IPO  

ASCOI 



(This is for Groupon employees, but I'm posting it publicly since it will leak anyway) 

 
After four and a half intense and wonderful years as CEO of Groupon, I've 
decided that I'd like to spend more time with my family. Just kidding   
I was fired today.  If you're wondering why... you haven't been paying 
attention. From controversial metrics in our S-1 [IPO] to events of 
the last year and a half speak for themselves.  
 
If there's one piece of wisdom that this simple pilgrim would like to impart 
upon you: have the courage to start with the customer. My biggest 
regrets are the moments that I let a lack of data override my intuition on 
what's best for our customers. This leadership change gives you some 
breathing room to break bad habits and deliver sustainable customer 
happiness - don't waste the opportunity! 
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FINAL THOUGHTS 

 Measure Up.  Start with the Customer. 

 Build it quick enough & often enough to make measuring on the build 
side irrelevant.  Focus measurements on the Customer side.  
  

 The only metric that really matters is what your customers say about 
your product.   

What are they saying about yours? 
 

 

 

 



THANK YOU! 
Erik Weber 
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 @erikjweber 

 centare.com 

 

 Vote for DRIVE in the 
crowd-sourced sessions 

 

QUESTIONS? 
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 Goldratt  The Goal http://amzn.to/NTEEQR  
 Mike Grifiths -  http://bit.ly/yfV643 
 Elisabeth Hendrickson   

http://bit.ly/xtSDdg 
 Ian Spence  

http://bit.ly/y4UKIt 
 N.E. Fenton  http://bit.ly/ybwUzA 
 Robert Austin  http://amzn.to/wTfgx3 
 Mary Poppendieck  http://bit.ly/zppVTC 
 Jeff Sutherland    http://bit.ly/xO8ETS 

RESOURCES 

http://bit.ly/yfV643
http://bit.ly/xtSDdg
http://bit.ly/y4UKIt
http://bit.ly/ybwUzA
http://amzn.to/wTfgx3
http://bit.ly/zppVTC

