Supplemental Measurements Library
Product Pre-Deployment Measurements


Product Pre-Deployment (PPD) Measurements
1.0.1 Purpose

The Product Pre-Deployment (PPD) measurements are used to measure the organization’s performance as it pertains to activities associated with testing a product at a customer’s site (e.g. a customer’s lab environment), prior to deploying the product in the production environment.  The measurements will focus on “customer controlled” testing performed in a lab or test environment where there is a joint customer/supplier (organization) engagement and the organization is working closely with the customer during validation of expected functionality and responding to problems/defects found, most likely outside of normal maintenance service level agreements.  The measurements help provide insight into the quality of the supplier in terms of the quality of the customer testing experience.  The customer testing experience has direct impact on customer satisfaction.
This “customer controlled” testing performed in a lab or test environment where there is a joint customer/supplier (organization) engagement can be referred to by various names, such as lab trial, beta test, customer lab test.  For the purposes of this section, the term “pre-deployment trial” will be used to refer to this type of activity.  
The Product Pre-Deployment measurements section is subdivided into the following measurements:

· 1.1 – Pre-Deployment Problem Reports (PPR) measurements that focus on the problems experienced during the pre-deployment trial activities
· 1.2 – Pre-Deployment Problem Report Fixed Responsiveness (PFR) measurements that focuses on the supplier’s responsiveness to resolving problems found during the pre-deployment trial
· 1.3 – Pre-Deployment On-Time Delivery (POTM) that focuses on the supplier’s ability to meet milestones established for the pre-deployment trial.
· 1.4 – Pre-Deployment Supplier Readiness (PSR) measurement that focuses on the supplier’s ability to deliver products into deployment trials that contain no problems that block testing progress, and so are ready for trialing.
Pre-deployment trial testing of products developed using Agile/Iterative methods will be include where the testing is done as part of the final “transition phase” testing to ensure the product is ready for deployment to the users.
Also, the PPD measurements are not intended to measure the more routine customer initiated testing performed after the product is generally available where the supplier would be contacted only when problems or questions arise and would respond in accordance with any maintenance service level agreements that would be in place.  
When using the PPD measurements to set goals and drive continuous improvement, it is important to consider the TL 9000 Performance Data Reports smoothing rules (see Section 4.2.10 TL 9000 Performance Data Reports) and the use of smoothed averages. Monthly snapshots may demonstrate too much variability to provide an accurate representation of trends for the pre-deployment measurements.

1.0.2
Pre-Deployment Product Measurement
Section 4.2.6, Product Measurement, defines the product lifecycle in relation of reporting the standard TL 9000 measurements. Since lab trials can take place prior General Availability of the product, Figure 1.0.2-1 depicts the product’s life cycle model for the Pre-Deployment measurements.

Figure 1.0.2-1 Pre-Deployment Trial Lifecycle Models
Note that with life cycle models 2 and 3, post-GA data collected during the pre-deployment trial will be reported as part of the pre-deployment measurements as well as the TL 9000 measurements reporting only post-GA data (such as NPR and SFQ).
Since pre-deployment measurements revolve around customer testing, the priority at which a problem found during the pre-deployment trial is worked differs from the problem severity associated with a product already declared GA.  For the pre-deployment measurements, the problem priorities are

· High – indicates a problem in any functionality delivered in the release (i.e. maintenance, base release or enhancement functionality) where the customer cannot continue with pre-deployment trial testing or will not be able to complete the pre-deployment trial on schedule. A High Priority problem covers Critical-like and some Major-like situations which must be fixed before the customer is required to recommence test or deployment. These problems may also be referred to as blocking problems.
· Medium – indicates a problem that must be resolved before the product can be deployed into the production environment.
· Low – indicates a problem that does not need to be resolved in order for the product to be deployed into the production environment.  These problems would be worked to closure through normal service level agreements.
To obtain a comparable measure, the organization and customers shall map the priority of pre-deployment problem reports according to the definitions for high, medium, and low pre-deployment problem reports.  In organizations where the same problem tracking system is used for pre-deployment and post-GA reported problems, companies may choose to map Critical problems to High priority, Major problems to Medium priority and Minor problems to Low priority.  However, organizations need to be aware of the potential conflicts with regards to expectations of problem reporting and fixed responsiveness when the Pre-Deployment study takes place when the product has already been declared GA and thus subject to reporting into the existing problem-related measurements (NPR, FRT,OFR, and SPR).
1.0.3
Applicable Product Categories
This measurement may be applied to any product category.
1.1
Pre-Deployment Problem Reports (PPR)

1.1.1
General Description and Title
The Pre-Deployment Problem Reports (PPR) measurement tracks the total number of problem reports found during the pre-deployment trial testing of the product.
1.1.2
Purpose

The Pre-Deployment Problem Reports (PPR) measures the number of problems found during the joint customer/organization pre-deployment testing.
1.1.3
Applicable Product Categories
See Section 1.0.3
1.1.4
Detailed Description 

a) Terminology
See Section 1.0

Pre-Deployment

Pre-deployment Trial

Pre-deployment Trial Problem Priority (High, Medium, Low)

b) Counting Rules

1) Only products involved in pre-deployment trials (customer-controlled joint customer/organization test activities) are included.  See Section 1.0.2 for possible pre-deployment trial life cycle models.
2) Counting rules 2, 3, 4, and 5 in Section 5.1.4 b) shall be applied.

3) To obtain a comparable measure, the organization and customers shall map the priority of pre-deployment problem reports according to the definitions for high, medium, and low pre-deployment problem reports. When a problem clearly belongs in a given priority classification per the definition, then that priority shall be used. If it is not clear which priority applies, the customer’s assignment of priority shall be used.
4) Problem reports shall be counted in the priority classification in effect at the time the data are calculated for reporting to the TL 9000 Administrator.   This should be the priority at which the problem is worked during the pre-deployment trial.  If a problem is downgraded from either High or Medium priority as part of pre-deployment trial closeout activities, it should be reported at the higher priority to the TL 9000 administrator.

5) When reporting to the customer, the priority classification in effect at the time the data are calculated for the customer report shall be used. 
6) Temporary fixes such as temporary patches or workarounds are frequently used to resolve high priority problems. The official fix is often developed under a subsequent or “follow up” medium or low priority problem report (or post deployment major or minor severity problem) that references the original blocking or high problem report. A problem report of this type shall not be reclassified and shall be reported with its original priority. The subsequent low priority/severity problem report shall not be counted in PPR, but it is included in Pre-Deployment Problem Report Fix Response Time (PFR) measurement.
7) If a pre-deployment trial includes testing at multiple test sites as part of the testing required for production deployment, the pre-deployment trial will only be counted once in the normalization units calculation.
8) If a product undergoes testing at two (or more) test sites and each trial experience represents an independent organization/customer testing experience to determine readiness for deployment into the pre-deployment trial’s target deployment population, then the pre-deployment trial will counted once for each independent testing effort.

c) Exclusions
1) Problems found while testing at the customer site after the product has been deployed into production by that customer are not counted.
2) Problems found during customer initiated testing performed after the product is generally available where the organization would be contacted only when problems or questions arise and would respond in accordance with any maintenance service level agreements that would be in place are not counted.
3) All exclusion rules in Section 5.1.4 c) shall be applied.

d) Calculations and Formulas 

1) The applicable PPR measurements shall be calculated as shown in Table 1.1‑3.
2) Data for each pre-deployment trial experience will be reported at the end of the trial, after the product is deployed into production.

Table 1.1‑1
PPR Notation

	Identifier
	Definition

	K
	Normalization Factor; the number of pre-deployment trials completed in the calculation period

	Hi
	The number of high priority problems in pre-deployment trial i

	Mi
	The number of medium priority problems in pre-deployment trial i

	Li
	The number of low priority problems in pre-deployment trial i



Table 1.1-2
PPR Measurement Identifiers and Formulas – Input Measurements

	Identifier
	Title
	Formula

	PPRh
	Sum of high priority problems over all pre-deployment trials completed in the calculation period
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	PPRm
	Sum of medium priority problems over all pre-deployment trials completed in the calculation period
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	PPRl
	Sum of low priority problems over all pre-deployment trials completed in the calculation period
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	PPRs
	Normalization factor
	k



Table 1.1‑3
PPR Measurement Identifiers and Formulas

	Identifier
	Title
	Formula

	PPH
	Pre-deployment high priority problems per pre-deployment trial
	PPRh / PPRs

	PPM
	Pre-deployment medium  problems per pre-deployment trial
	PPRm / PPRs

	PPL
	Pre-deployment low priority problems per pre-deployment trial
	PPRl / PPRs


e) Reported Data and Format

1) Data should be collected and reported at the end of the pre-deployment trial and used for continual improvement.  Table 1.1-3 shows the formulas used to compute the measures.

2) The PPR measurement elements are shown in Table 1.1-4.  

Table 1.1‑4
PPR Data Table 

	Identifier
	Value

	MeasurementID
	PPR

	PPRs
	Normalization Factor

	PPRh
	Total number of high priority problem reports from all pre-deployment trials completed in the calculation period

	PPRm
	Total number of medium priority problem reports from all pre-deployment trials completed in the calculation period

	PPRl
	Total number of low priority problem reports from all pre-deployment trials completed in the calculation period


3) The organization shall have the capability to supply the PPR measurement and its sub-elements for individual product pre-deployment testing efforts.  These data are not reported to the MRS.

1.1.5
Sources of Data 
Organizations shall collect all data necessary to support this measurement.  

1.2
Pre-Deployment Problem Report Fix Response Time (PFR)
1.2.1
General Description and Title

Pre-Deployment Problem Report Fix Response Time (PFR) measures the organization’s overall responsiveness to reported problems during the product’s pre-deployment trial experience. The Pre-Deployment Problem Report Fix Response Time applies to the delivery of the official fix in response to customer problem reports as well as to the delivery of temporary fixes or workarounds to high priority problems.

As part of the joint customer/supplier (organization) engagement, it is expected that the customer and the organization will establish fix response time criteria for working high priority/blocking problems, based on the parameters of the pre-deployment trial and the expectations of the customer and the organization for how quickly these problems need to be worked to ensure successful completion of the trial in the allotted timeframe.
1.2.2
Purpose

This measurement is used to quantify the responsiveness to problem reports and to facilitate prompt fixes and closures of problem reports during pre-deployment testing and the readiness of the product for deployment into production.

1.2.3
Applicable Product Categories

See Section 1.0.3

1.2.4
Detailed Description
a) Terminology

The Measurements Handbook Glossary includes definitions for 
Closure Criteria

Closure Date 

Closure Interval

Fix

Fix Response Time

Official Fix 
Temporary Fix
See Section 1.0 for additional terms
Problem Priority (High, Medium, Low)

b) Counting Rules

1) Only pre-deployment problem reports that are originated by a customer and meet the criteria for Number of Pre-Deployment Problem Reports shall be included. All counting rules noted in 1.1.4 b) shall apply to the PFR measurement.

2) For high priority problems, the start of the interval for calculating PFR shall be the date, and time the problem is reported to the organization. If the priority of a problem report is modified, the PFR interval shall still start at the receipt of the problem report.
3) Temporary fixes such as temporary patches or workarounds are frequently used to resolve blocking or high priority problems. The official fix is often developed under a subsequent or “follow up” medium or low priority problem report that references the original high/blocking problem report. A problem report of this type shall be counted twice, once to measure the fix responsiveness of the high/critical problem and once to measure the fix responsiveness of the lower priority official fix.
4) For high priority problems, the end of the interval for calculating PFR shall be the date, and time when the official fix or a temporary workaround fix was provided so that testing could continue.  If the problem report originator later rejects the fix as incomplete because it was ineffective or unusable or had to be removed due to undesirable effects caused by the installation of the fix, the problem report shall be re-classified as open. All intervening time shall be included in determining on-time problem closure as if the fix had not been delivered
5) PFR shall be reported in the priority classification at the end of the pre-deployment trial, prior to any adjustments of problem priority as part of trial closeout activities.
6) The customer has the final determination that a problem report has been closed. All resolutions must be acknowledged by the customer that the solution provided by the organization meets the customer’s requirements. This is particularly relevant to the resolution of duplicate problem reports (see 5.1.4 b) 4)) where the criteria may vary by individual customer.

7) Since this measurement is intended to quantify the organization’s fix response time, any excessive delays in the closure of a problem report caused by the customer, as mutually agreed with the customer, may be excluded from the overall closure time. The organization shall keep records of such delays with specific start and stop dates. Examples of this type of event include

· excessive delay in testing a proposed solution due to customer resource constraints,

· customer delay in supplying sufficient information for the organization to commence problem resolution after the organization requests needed data, and 

· not being able to get access to a customer facility to resolve a problem report.

8) If the deployment of the fix into the pre-deployment environment is delayed or does not occur specifically at the customer’s request and not because of problems within the organization, the interval is defined as ending when the fix is first made available for delivery. The delay interval shall not be included in the PFR calculation.

9) Delays attributable to inability to exercise a disaster recovery plan due to government restrictions and/or concern for safety of personnel are not counted.

10) If there is no established timeframe for resolving high priority problems, high priority problems will be considered fixed on time if they are fixed by the end of the pre-deployment trial.

c) Counting Rule Exclusions
1) All counting rule exclusions in 1.1.4 c) shall apply.

2) If a high priority problem report misses its fix due date, it is not counted in PFR again – even if a new due date is negotiated.
d) Calculations and Formulas
The applicable PFR measurements are calculated as shown in Table 1.2‑2.
1) Problem reports that were closed on time are those that were closed by the due threshold time as defined below.
· For high/blocking priority problems, the threshold agreed to as part of the pre-deployment experience will be used.  If no threshold has been established, the problem will be determined to be fixed on time if the problem is fixed before the end of the pre-deployment trial (same criteria as for medium priority problems).
· For medium priority problems, the problem will be considered fixed on time if it fixed before the end of the pre-deployment trial.
2) Since low priority problems are not required to be resolved in order for the product to be deployed into the production environment, there is not fix responsiveness measure for low priority problems.  These problems would be worked to closure through normal service level agreements.
3) In cases where there are no problem reports due to be closed during the monthly calculation period, the PFR value is 100%.


Table 1.2‑1
PFR Notation
	Identifier
	Definition

	PfHt
	Number of high/blocking priority problem reports closed on time

	PfHc
	Number of high/blocking problem reports closed by the end of the pre-deployment trial

	PfHd
	Number of high/blocking priority problem reports opened during the pre-deployment trial

	PfMt
	Number of medium priority problem reports closed on time

	PfMd
	Number of medium priority problem reports opened during the pre-deployment trial

	PfLc
	Number of low priority problem reports closed by the end of the pre-deployment trial

	PfLd
	Number of low priority problem reports opened during the pre-deployment trial



Table 1.2‑2
PFR Measurement Identifiers and Formulas
	Identifier
	Title
	Formula
	Note

	PFRH
	High priority problem report fix response time
	100 x (PfHt / PfHd)
	% closed
on time

	PFRM
	Medium priority problem report fix response time 
	100 x (PfMt / PfMd) 
	% closed
on time

	PFH
	High Priority Problem report fixed
	100 x (PfHc / PfHd)
	% closed 


	PFL
	Low Priority Problem report fixed
	100 x (PfLc / PfLd)
	% closed 



e) Reported Data and Format

1) Data should be collected and reported at the end of the pre-deployment trial and used for continual improvement.  Table 1.2-2 shows the formulas used to compute the measures.

2) The PFR measurement elements are shown in Table 1.2-3.  


Table 1.2‑3
PFR Data Table 
	Identifier
	Value

	MeasurementID
	PFR

	PFRht
	Number of high priority problem reports closed on time

	PFRhc
	Number of high problem reports closed by the end of the pre-deployment trial

	PFRh
	Number of high priority problem reports opened during the pre-deployment trial

	PFRmt
	Number of medium priority problem reports closed on time

	PFRm
	Number of medium priority problem reports opened during the pre-deployment trial

	PFRlc
	Number of low priority problem reports closed by the end of the pre-deployment trial

	PFRl
	Number of low priority problem reports opened during the pre-deployment trial


3) The organization shall have the capability to supply the PFR measurement and its sub-elements for product pre-deployment testing efforts.
1.2.5
Sources of Data 
Data for the PFR measurement are derived from information provided by customers and from analysis by the organization.
Customers
1) confer with the organization to establish a due threshold time for high priority problem report 
2) agree with problem report closure decisions.
Organizations
1) track problem reports, their priority and actual closure dates,

2) count due and on-time closures to problem reports, and compute the measurements according to the stated rules, and

3) confer with the customer if changing priority classification for problem reports.
1.3
Pre-Deployment On-Time Milestones (POTM)

1.3.1
General Description and Title
The Pre-Deployment On-Time Milestones (POTM) measurement tracks the timeliness of products into and out of pre-deployment trials.
1.3.2
Purpose

To be supplied

1.3.3
Applicable Product Categories
See Section 1.0.3

1.3.4
Detailed Description 
a) Terminology
See Section 1.0

Pre-Deployment

Pre-deployment Trial

b) Counting Rules
1) Only products involved in pre-deployment trials (customer-controlled joint customer/organization test activities) are included.  See Section 1.0.2 for possible pre-deployment trial life cycle models.

2) Pre-deployment trial milestones and criteria to determine satisfactory completion for planned start of the trial and planned end of the trial shall be defined as part of the joint customer/supplier (organization) engagement.
3) Changes to the originally committed completion date shall not be made unless there is joint customer/organization agreement as a result of a customer request.  A change in a committed date may not be initiated by the organization. 
4) The customer will have the final decision as to whether or not the conditions required for the committed date have been satisfied and the committed date met.
5) Early completions are considered to have met the commitment date unless specified by the customer.
c) Exclusions

1) If a pre-deployment trial does not have commitments for start dates and end dates, then the trial will not be included in the POTM measurement.  The supplier will retain evidence that there is customer concurrence on the trial does not have committed start and/or end dates.
d) Calculations and Formulas 

The applicable POTM measurements shall be calculated as shown in Table 1.3‑2.
1) Data for each pre-deployment trial experience will be reported at the end of the trial, after the product is deployed into production.
2) In cases where there are no trials with a committed start date or a committed end date during the monthly calculation period, the corresponding POTM value is 100%,


Table 1.3‑1
POTM Notation

	Identifier
	Definition

	POTsa
	The number of pre-deployment trials that met the committed start date

	POTsc
	The number of pre-deployment trials completed in the calculation period having a committed start date

	POTea
	The number of pre-deployment trials that met the committed end date

	POTec
	The number of pre-deployment trials completed in the calculation period having a committed end date



Table 1.3‑2
POTM Measurement Identifiers and Formulas

	Identifier
	Title
	Formula

	POTS
	Percent of pre-deployment trials meeting the committed start date
	100 x (POTsa/POTsc)

	POTE
	Percent of pre-deployment trials meeting the committed end date
	100 x (POTea/POTec)


e) Reported Data and Format

1) Data should be collected and reported at the end of the pre-deployment trial and used for continual improvement.  Table 1.3-2 shows the formulas used to compute the measures.

2) The PFR measurement elements are shown in Table 1.3-3.  


Table 1.3‑3
POTM Data Table 

	Identifier
	Value

	MeasurementID
	POTM

	POTsa
	The number of pre-deployment trials that met the committed start date

	POTsc
	The number of pre-deployment trials completed in the calculation period having a committed start date

	POTea
	The number of pre-deployment trials that met the committed end date

	POTec
	The number of pre-deployment trials completed in the calculation period having a committed end date


3) The organization shall have the capability to supply the POTM measurement and its sub-elements for individual product pre-deployment testing efforts.

1.3.5
Sources of Data 
Organizations shall collect all data necessary to support this measurement.  

1.4
Pre-Deployment Supplier Readiness (PSR)

1.4.1
General Description and Title
The Pre-Deployment Supplier Readiness (PSR) measurement tracks the percent of pre-deployment trials that have no reported high priority problems that would inhibit test progress during the trial.
1.4.2
Purpose

The Pre-Deployment Supplier Readiness (PSR) measurement focuses on the supplier’s ability to deliver products into deployment trials that contain no problems that block testing progress.  The measure provides an indication of the readiness of the organization’s product for pre-deployment testing.
1.4.3
Applicable Product Categories
See Section 1.0.3

1.4.4
Detailed Description 

a) Terminology
See Section 1.0

Pre-Deployment

Pre-deployment Trial

Pre-deployment Trial Problem Priority (High, Medium, Low)

b) Counting Rules

1) Only pre-deployment high priority problem reports that are originated by a customer and meet the criteria for Number of High Pre-Deployment Problem Reports shall be considered when determining whether or not a pre-deployment trial had at least one high priority problem.

2) The normalization factor of pre-deployment trials is the same as for the Pre-deployment Problem count measurements (1.1). 
c) Exclusions

1) none
d) Calculations and Formulas 

The applicable PSR measurements shall be calculated as shown in Table 1.4‑2.
1) Data for each pre-deployment trial experience will be reported at the end of the trial, when the product is deployed into production.

Table 1.4‑1
PSR Notation

	Identifier
	Definition

	PSRh
	The number of pre-deployment trials completed in the calculation period that experienced no high priority problems during the trial

	PSRs
	Normalization Factor; the number of pre-deployment trials completed in the calculation period



Table 1.4‑2
PSR Measurement Identifiers and Formulas

	Identifier
	Title
	Formula

	PSR
	Percent of pre-deployment trials with no high priority problems
	100 x (PSRh / PSRs)


e) Reported Data and Format

1) Data should be collected and reported at the end of the pre-deployment trial and used for continual improvement.  Table 1.4-2 shows the formulas used to compute the measures.

2) The PFR measurement elements are shown in Table 1.4-3.  


Table 1.4‑3
PSR Data Table 

	Identifier
	Value

	MeasurementID
	PSR

	PSRs
	Normalization Factor

	PSRh
	The number of pre-deployment trials completed in the calculation period that experienced no high priority problems during the trial


3) The organization shall have the capability to supply the PSR measurement and its sub-elements for individual product pre-deployment testing efforts.

1.4.5
Sources of Data 
Organizations shall collect all data necessary to support this measurement.  

Possible Pre-Deployment Trial life cycles:


1) Begins after Validation; Ends when Product declared GA


2) Begins after Validation; Continues through when Product declared GA; Ends after Product declared GA


3) Begins after Product declared GA





** See Figure 4.2.6-1
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