Successful Product
Delivery
Best Practices for Continuous Quality
As projects grow in complexity, so does the challenge of ensuring everyone
understands the scope of the project and that they stay in sync on the everevolving requirements. How can you manage projects more effectively when
scope changes? This paper discusses how the combination of collaboration, traceability,
test coverage and change management helps teams deliver successful projects
with confidence.

Three Elements of a Successful Project
The first element is DATA. Here you are capturing many requirements, test cases, tasks, and user stories. You
are managing data by capturing information for projects in Word, Excel or in a specialized tool.
The second element is PROCESS. It is really important to put structure around the data to help guide how
teams work. Whether you are following a more classic approach, like waterfall, or something more modern,
such as Agile, or are somewhere in the middle using a hybrid, the more you know about a project, the more
insights you gain. It is critical to have a flexible process that evolves with your team.
Finally, the third element, is the PEOPLE. At the end of the day, data and process do not get projects done.
People do. Think about how we like to work – we engage in conversations, bounce ideas around and make
decisions after drawing conclusions and figuring out how to mitigate risk.
The secret to success is keeping everyone connected so you can provide real-time feedback, make decisions
together and maintain that buy-in and commitment throughout the process to deliver quality from start to finish.
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The Value of Requirements Management
Requirements are the foundation of a smooth-running process and are the essential inputs to your missioncritical projects. Effectively managing the flow of changes and refinements early on in your lifecycle will
significantly reduce quality issues downstream and reduce the volatility that plagues so many projects.
Mapping your existing review and standards workflow into a continuous, centralized, and collaborative
process will enable you to maintain quality standards, meet goals, and reduce your overall delivery time.

Four Best Practices
How do you use tools and process to ensure success? The following best practices link directly to
project success; you can achieve this when you have a combination of defined process, the right people and
specialized tools in place to support them. To articulate these, let’s walk through using Jama Connect.

1. Collaboration
Collaboration connects everything together and keeps everyone in sync throughout the development
process, from start to finish. It is critical to keep everyone working on projects connected. You can move
beyond email and Word documents with track changes to help that communication happen in a more intuitive
way that is specific to managing the scope of projects. By using them, you are not creating extra chatter.
Many people struggle with the fact that communication can break. Communication channels can suffer from
the “silo effect,” where there is a lack of communication and common goals between departments in
an organization. Using an online tool or connecting in a way where people across the organization can
easily access the same information is central to the whole notion of making requirements management a
collaborative experience.

Review Center: Simplify the review and approval process by capturing feedback from stakeholders,
including voting for priority and electronic signatures for approvals.
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Jama Connect is a cloud-based platform that keeps everyone connected. In Jama Connect, requirements read
very much like a Word document but the system actually functions quite differently. In Word documents,
changes get reflected in track changes and in multiple versions, making it very cumbersome to blend all
of these back together once feedback is gathered.
In Jama Connect, you can manage a set of requirements to communicate a number of different things, not
just what is contained in that one single document. Jama Connect breaks out a number of different items that
can be sent out for review. This is important because now you can have conversations on individual items.
For instance, you could have a conversation just around a specific market requirement. Although it is part of
a larger set of market requirements, the ability to capture decisions and conversations around each of the
specific items is critical to your processes.
You’ll also be able to see what changed since the last time you viewed a requirement, instead of wondering
if your feedback was ever incorporated or just got lost in different versions of documents. Being able to
identify what has changed between versions is a huge time saver. It not only saves people time through the
review process, but it also lowers the inhibitions for participation, and encourages people to engage in the
process and collaborate. Jama Connect provides more than just the data or words and items that have been
redlined, but also what happened and who is involved in the decision — the context of every requirement,
decision, change and so on.

2. Traceability
While collaboration is all about connecting people together, the second best practice, traceability, connects
all the data and the artifacts (these are your requirements, test cases, use cases, defects, etc). All the detailed
information within your project that really makes up the scope of what it is you are building. By creating trace
relationships between the items, you can track the impact that one change has on the rest of the project,
both upstream and downstream. This is vital for maintaining that continuous quality.

Live Traceability: Use live traceability to help ensure quality, allowing you to view items, understand their
status and take immediate action to close gaps.
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Traceability is key to understanding your requirements, the relationships between items you are working on
or how your requirements are broken down. Because requirements management can be a communication
challenge, traceability lets you take something at a very high level and break it down until you get to
something tangible for somebody to do, while also making sure you are managing the scope of what you
are communicating. How are things related? Which aspects of my project at a low level are related at a
higher level?
One of the key capabilities within Jama Connect is Coverage Explorer. It enables you to start with the
same set of high-level market requirements and understand how they have been implemented throughout
the project. In Jama Connect, you can see how market requirements have been broken down into use
cases and then into functional requirements. As this process continues, you might wonder how to support
expansion to multiple business units. For instance, say a set of requirements was elicited from executives;
the use cases and functional requirements were written and fleshed out by a business analyst and then
handed over the wall to engineers and QA.
By bringing this all into Jama Connect, where all of the people and tools are talking to each other, you
start to do some really powerful things such as bringing in test cases or creating test cases. Now you start
to see some of the gaps in your process and understand more testing may be needed on the functional
requirements to make sure those very high-level requirements are being met. This gives visibility from the
bottom-up as well as the top-down, so someone in QA can understand why a test case is being written and
someone at the management level can have confidence the product you are going to deliver is what was
intended.
Impact analysis in Jama Connect also provides you with the ability to understand a particular item’s full
depth of relationships downstream. Let’s say you want to make a change to a market requirement. Because
you have broken this down and maintained relationships, you now have a powerful tool with visibility into
items such as defects so you can understand the impact of change.

3. Test coverage
Test coverage is fundamental to quality assurance. It is your way of making sure you don’t have any gaps in
your test plans; it’s an insurance policy to guard against the risk that new features being added upstream are
not properly tested downstream. Much of what you are seeking with test coverage in a requirements
management tool is visibility and understanding. What are you testing and why? The real goal is to make
sure everyone is on the same page. When you come into a test case scenario, it is critical for everyone to
understand and have visibility into what they are testing. When you have only a certain level of visibility
into what you are supposed to be testing, often times things can open up to interpretation and people make
mistakes.

Test Management: Give your Quality Assurance (QA) teams the ability to create and organize test plans,
test cases, dashboards, and reports to manage testing easily, in real time.
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Let’s first do a quick overview of some terminology. A test plan is a statement of what is to be tested and by
whom. You will back this with a set of test cases that will explain what aspects of a product you intend to test. You
accomplish this by taking a certain set of test cases and executing those to prove a certain functionality works.
The test cases being implemented in Jama Connect are merely a statement of a set of steps that you need
to take to accomplish a test. A test run is the execution of that test case and stamping out these validations
so you can see what you have validated, on a specific build, and that all things are working as they should.
Jama Connect gives you a very distinct set of instructions and simplifies your view. It is easy to start a test run
and move through the steps needed to accomplish a task. If any questions come up, or further clarification is
needed, you can get the information you need from the test run details upstream.
Within Jama Connect you can also log a defect. What makes logging a defect from a specific test run in Jama
Connect powerful is that relationships are created between a defect and the specific test case, as well as
between the defect and test run. You now have two pieces of information that are often lost when filing bugs
in other bug tracking tools.
Now you have visibility into the original test case, which is also tied upstream to the functional requirements
use cases and market requirements. You also have specific ties to the test run itself or the environmental
data. All of that information becomes incredibly valuable to the engineer who gets assigned to fixing this bug.

4. Change management
Change management is tracking all of the version history of requirements and other items as they evolve
over time during the planning and development cycle. One of the principals of Agile teaches us to embrace
changing requirements. Why? Because we will know more about what we are trying to build as we get
deeper into the development cycle and uncover new information. It is important to understand when things
are changing, why they are changing and to keep people in the loop so they have the most up-to-date
information available.

Real time collaboration: Jama Connect encourage early and often collaboration and engagement. Shorten milestone
phases, reduce development cycles, improve efficiency and help your teams identify risks and opportunities.
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One key aspect that is often overlooked in a requirements management process is the ability to manage
changes. People today often make a change to the same document they are working on in Word. They then
do a comparison with previous versions and run it by the different business units to understand if the change
is going to be a problem. A lot of that decision-making is contained within the people themselves.
If you can capture change requests in a parallel way, you can facilitate an effective change management
process, make sure everything stays in scope and make sure everyone knows what is being built. When
viewing a change request in Jama Connect, you can see what the change request is, why it should be made,
and which items will be affected. It provides the ability to evaluate the change request on a separate basis
from the actual impacted items.
Before you can approve or defer a change request, you want to understand the impact on the rest of the
application. This is where impact analysis within Jama Connect comes into play, as another way to
leverage these relationships to understand how all of this fits into the larger picture.
As you look at a particular market requirement, you can see all of the downstream items and determine
whether or not the impact of your change will be large or small. Then, you can decide whether to accept a
change request without impacting that individual item until you intend to.
In summary, Jama Connect provides a collaborative platform to keep everyone in sync to deliver complex
projects successfully from initial requirements through testing. No more out of date specs. No more
communication issues when changes occur. No more gaps in test plans. Developing these key best practices
using Jama Connect will help lead your team to deliver successful projects with continuous quality.

Interested in seeing how Jama Connect can improve your development process?
Start a free trial now.

ABOUT JAMA SOFTWARE
Jama Software brings innovative analytics, solutions and insights to companies creating complex products
and mission-critical software systems. With expanded product and service capabilities, the Jama Product
Development Platform empowers large enterprises to accelerate development time, mitigate risk, slash
complexity and verify regulatory compliance.
Representing the forefront of modern development, its rapidly growing customer base of more than 600
organizations — including SpaceX, NASA, Thales and Caterpillar — use Jama Software to streamline
processes and bring complex products to market. Through Predictive Product Development, Jama equips
its customers to make the most of their revenue potential and achieve ongoing competitive advantages.
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