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Niels Malotaux —

Independent Project and Organizational Coach

Expert in helping projects and organizations to quickly become
* More effective - doing the right things better

* More efficient - doing the right things better in less time

* More predictable - delivering as needed

Getting projects back on track

Embedded Systems architect (electronics/firmware)

Project types

electronic products, firmware, software,
space, road, rail, telecom,

industrial control, parking system ?\e
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Do we deliver Zero Defect software ?

* How many defects are acceptable ?
* Apparently the requirements specify a certain number of defects
* Do you check that the required number has been produced?

In your projects

¢ How much time is spent putting defectsin?

* How much time is spent trying to find and fix them?

* Do you sometimes get repeated issues?

« How much time is spent on defect prevention ? q\/\a\\’(\/

Bette’
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What is a defect?

A defect is the cause of a problem
experienced by any of the stakeholders

while relying on our results
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Is Zero Defects possible ?

e Zero Defects is an asymptote

injection of defects —»

N
113 \
acceptable ~ _
level”
zero defects time »

~We aren’t perfect,
~ but the customer shouldn't find out |

~ Zero Defects
. = nohassle

* When Philip Crosby started with Zero Defects in 1961,

errors dropped by 40% almost immediately

* AQL >Zero means that the organization has settled on a level of incompetence

Causing a hassle other people have to live with

Malotaux - BCS - Zero Defects 2022



cause

Prevention: Root Cause Analysis

solution

root cause

* |Is Root Cause Analysis routinely performed - every time?

e What s the difference between Cause and Root Cause ? root solution

* (ause:
The error that caused the problem

* Root Cause:
What caused us to make the error that caused the problem

* Without proper Root Cause Analysis, we’re doomed to repeat the same errors
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Does Testing ‘assure’ quality ?

* Some testers call themselves QA: ‘Quality Assurance’
Deming
. (1900-1993)
* (Cantesters assure quality ?

* Deming:
* Quality comes not from testing, but from improvement of the development process
* Testing does not improve quality, nor guarantee quality
* It’stoo late
* The quality, good or bad, is already in the product
* You cannot test quality into a product

* S0, how to create quality ?
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Some Examples

We’re not perfect,
but the customer shouldn’t find out
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(@

Chapter

DESign tEChniqUES Requirement — What to achieve

Reasoning
Assumptions
Questions + Answers

® Req Uirem e nt 3 Calculations
e Review > : i@‘é

* Design
Decision — How to achieve

e Review lterate asneeded @ | DecsbnoHowoacdiee
New date: change of idea:
L COde > Repeat some of the above

Possible solutions
Selection criteria

Decision — How to achieve

SIS0 a Design Log
* Integration test (no questions, no issues)
* Ifissue in test: no Band-Aid: start all over again: room

Review: What’s wrong with the design? C_\ean

* Reconstruct the design (if the design description is lacking)
* What happens if you ask ""Can | see the DesignLog 2"

Malotaux - BCS - Zero Defects 2022 10




Chapter

CaSEZ In the pUb Requirement — What to achieve
Reasoning
Assumptions
James: S
Niels, this is Louise : %CSTE
Louise, this is Niels, who taught me about DesignLogging ; =
Tell what happened eecton s W
Decision — How to achieve
Louise: | Newdate:change of ideas

Repeat some of the above

*  We had only 7 days to finish some software

Decision — How to achieve

*  We were working hard, coding, testing, coding, testing a Design Log

* James said we should stop coding and go back to the design
 "We don't have time!" - "We've only 7 days!"

e James insisted

*  We designed, found the problem, corrected it, cleaned up the mess

* Doneinless than 7 days

* Thank you!
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What James told me afterwards

| gave the design to two colleagues for review

* Louise corrected some minor issues

* It wentinto a ‘final’ review, with another colleague

* Based in his expertise, the solution was completely reworked

* Actually, two features were delivered and deployed
* One that was design and code reviewed had no issues after deployment
* Other one, was the source of quite some defects

* This success proved instrumental in buy-in for DesignLogs
which are now embedded in the development process
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There are many ways to represent a design

* Only few are useful

Block[N] Type

Service
Block[N]

Block[N] Type

. .
. Don' i
on't waste reviewer's time
Service
Block[N]
1 second service block Normal Block
I/‘i:i:\\\ . Vel -‘s‘ l/"-~‘\\ 1 second m _ Vel ~\\‘
{ N0 Block[N] }__Normal Block Service Service Done _f NoNag VT X=0 Block[N] service block [ Service Service Done _f Yoxe1 1
\OTL=? 4 Type Block[N] B . \ TL=TN [} Type P\ BlockIN] ™ ,,
Mana’ ) DY S’ Mg’

N !=Strategy Size

N == Strategy Size

[

N !=Strategy Size

N == Strategy Size
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Useful design ?

Malotaux - BCS - Zero Defects 2022
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http://www.vectorcontrols.com/EN/controls/universal_wall.html

Choose the appropriate design

47 pages documentation
condensed into one page

Malotaux - BCS - Zero Defects 2022
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Translating
into flow

Malotaux - BCS - Zero Defects 2022
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PEROING ron
hc %contract

herbstclient =il

What is better than reviewing code ? o

nogap ) herbstelient chain : set Frame_gap -1
=et window_gap %{window_gap--11 : keybind !lnu 0 emit_hook "
SEL Frame_horger uidth E{Frane_horder_width-1} :b,

* If youreview software, what do you review ? L

set window_gap %
pad 0 %{aPad[d1}
pad 1 %{aPad[dl}

* What s better than reviewing code?

hc keybind $Aod-Alt-v set_layout wertical

* May I review the design first ?
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1M _Set Restats Set Powers

\
I

Set Resets
“

Set InitalDelay

© poiit |

PCInit3 f

et Resets
- T
SetPowerPue N
Init
sarows | R )
—

it Not PCRece
ettt | Rstrogy e 2
. Restarts not gong

e
T\ are

=

[ o)

Init
Activel

Set 24nrDelay

wansient state /‘i‘“\ sz

MovIH
MOVHE
coto

WaitPC
ECPhase
EndBCX

Select next phase
(See EndPCX)
Exit BC

Phase

CRInl

Restart initl BCW

call
MovLH
MOVHE
coto

EECOBCE
RIn2EC
PCPhase
EndBCX

Init powers counter
Selact next phase
(See EndPCX)

Exit BC

; Phase

Restart init2 BCW

ECRIn2 Call EEOPCR ; Init resets counter
MovIW  ReInBC ; Select next phase

i MovWE  ECPhase i (See EndECX)
Goto EndECX ; Exit BC

; Phase Active init 1 BCW

ECATnl Call Pre24h 5 Init 24h counter
MOVIW  AIn2EC ; Select next phase

; MoVWE  BCPhase ; (See EndECX)
Goto EndECX ; Exit BC

BCStat,PCRecvd  ; BC received?

Goto ECHaitl ; Branch if not
BCF BCStat,PCRecvd  ; Acknowledge BC received
MovIH  AInlPC ; Select next phase

H MOVWE  BCPhase ; (See EndECX)
Goto EndECX ; Exit BC

ECHaitl MovF ECDCntr, £ ; Check delay counter (initial delay)
skpz ; Skip if counter done (Szers)
Goto EndEC i Exit BC if not yet done
MovIW  ReInBC Select next phase
MOVWE  BCPhase (See EndPCX)

EndBCX

Exit BC

; Phase Reset BCW

ECRes  BSF BCStat,ResPls ; Reset pulse on
MOVE BCDCntr, £ ; Check delay counter (reset pulse)
Skpz ; Skip if counter done (=zero)
Goto EndeC ; Exit PC if not yet done
BCF BCStat,ResPls ; Reset pulse off
MOVIH  InidPC ; Select next phase

: MOVWE  BCPhase ; (See EndECX)
Goto EndECX i Exit BC

i Phase Power ECW
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Case: Scrum Sprint Planning

* What is the measure of success for the coming sprint ?

* “What a strange question !
We're Agile, so we deliver working software. Don't you know 2”

* Note: Users are not waiting for software:
they just need improved performance of what they’re doing

* How about a requirement for 'Demo’': No Questions - No Issues
* How's that possible !!?

* They actually succeeded!

Malotaux - BCS - Zero Defects 2022
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Demo ??

* Give the delivery to the stakeholders

e Zip your mouth

* Keep your hands handcuffed on your back
* and o-b-s-e-r-v-e what happens

* Seeing what the stakeholders actually do, provides real feedback

@

e Then we can ‘talk business’ with the stakeholders

Is this what you do?

Malotaux - BCS - Zero Defects 2022 22



The ‘Demo’

Concurrent database record update

No questions — no issues !

(

Customer site

(

\.

Demo room

——

Malotaux - BCS - Zero Defects 2022
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Delivery Strategy Suggestions

* What we deliver will be used by the appropriate users immediately,
within one week not making them less efficient than before

 If a deliveryisn’t used immediately, we analyse and close the gap
so that it will start being used (otherwise we don’t get feedback)

* The proof of the pudding is when it’s eaten and found tasty, by them, not by us

* The users determine success, and whether they want to pay
(we don’t have to tell them, but it should be our attitude)

* Would you dare to deliver no-cure-no-pay?

Malotaux - BCS - Zero Defects 2022 24



Case: How much legwork is being done in your project ?

* Requirements/specifications were trashed out with product management
e Technical analysis was done and

* Detail design for the first delivery

* At the first delivery:
« James: How is the delivery? (quality versus expectation)

* Adrian: It's exactly as expected,
which is absolutely unprecedented for a first delivery
the initial legwork has really paid off

Malotaux - BCS - Zero Defects 2022
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Some techniques shown

* Design

* Drawings

* DesignlLog
* Review

* No Questions - No Issues

A Zero Defects attitude makes an immediate difference

Malotaux - BCS - Zero Defects 2022
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Basic approach

* Design the requirement j
* Review Y\

* Designimplementation

, Iterate fast, as needed
* Review

)
* Implement (code?)
) /

e Review

« Test doesn’t find issues (because they’re not there)

Malotaux - BCS - Zero Defects 2022
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Do we deliver Zero Defect products?

* How many defects do you think are acceptable?
* Do the requirements specify a certain number of defectsg \
* Do you check that the required number has beecf@)‘ tS

* Inyour prOJects (‘ O\\)a\\
* Howm t% putting defectsin?

¢ How mugh tune is spent trying to find and fix them ?
* Do you sometimes get repeated issues?

* How much time is spent on defect prevention ?

* Could you use “No Questions - No Issues” ?

Malotaux - BCS - Zero Defects 2022



Approaching
Zero Defects

| Is Absolutely Possible
\\
W\
\ . .
SN If in doubt, let's talk about it
NN
AN \\
\\ ~ o
“acceptable ~_ T ~__
level” o S~. TT——— o ___
zero defects ¥ ] Niels Malotaux

Copyright © 2022 by Niels Malotaux niels@malotaux.eu www.malotaux.eu/?id=zerodefects
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Evolutionary Project Management Methods (2001)
Issues to solve, and first experience with the Evo Planning approach

How Quality is Assured by Evolutionary Methods (2004)

After a lot more experience: rather mature Evo Planning process
Optimizing the Contribution of Testing to Project Success (2005)
How Testing fits in

Optimizing Quality Assurance for Better Results (2005)
Same as Booklet 3, but for non-software projects

Controlling Project Risk by Design (2006)
How the Evo approach solves Risk by Design (by process)

TimeLine: How to Get and Keep Control over Longer Periods of Time (2007)
Replaced by Booklet 7, except for the step-by-step TimeLine procedure

Human Behaviour in Projects (APCOSE 2008)
Human Behavioural aspects of Projects

How to Achieve the Most Important Requirement (2008)
Planning of longer periods of time, what to do if you don’t have enough time

Help! We have a QA Problem! (2009)
Use of TimeLine technique: How we solved a 6 month backlog in 9 weeks

Predictable Projects (2012) - How to deliver the Right Results at the Right Time

Measurable Value with Agile (Ryan Shriver - 2009)
Use of Evo Requirements and Prioritizing principles
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Inspection pages

More
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