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Jira is a great tool for project & issue tracking and for capacity planning. It has evolved into
a de facto dashboard for engineering leaders. However, when looking at the entire DevOps
lifecycle, there are several key metrics and insights that are either extremely difficult or
impossible to get from Jira, limiting the 360 degree visibility that engineering leaders need
to make critical decisions. Here are six key insights that you cannot get from Jira today.

Lead Time is the time between development
initiating work on a task and the time it is
delivered to the customer. This is typically
measured by a work item marked as “in progress”
and the time it is deployed in production. It is a
very simple definition. However, it can prove
extremely difficult to measure. 

Accurate end to end cycle time          
 (Lead time to change)

Developers pick up tasks in Jira, and change
the state to “In progress”. This is the “start” of
the timer. 
They work on the item and check in code in
GitHub when ready. However they may or may
not update Jira state at this point. One can see
the PR checked in and some comments and
other activity as it goes through the PR Review
process and then is finally merged in GitHub. 
Finally, the change is deployed to production
via Jenkins. This is when the timer should end.
However, in most teams, the actual
measurement is done based on Jira status
change. This leads to erroneous measurement
of cycle time.

6 Insights You Cannot
Get From Jira

To get insight into the total cycle
from start to finish, cross-tool
reporting is required across Jira,
GitHub and Jenkins. This requires
extremely diligent process hygiene,
and, can be very time consuming.
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The developer picks up tasks in
Jira, and changes the state to “In
progress” (Jira)

When a commit is made in GitHub, it usually
requires a Jira ticket number associated with it.
However, the lack of 2-way, real time
integration between Jira and GitHub means any
change in status in GitHub isn’t automatically
populated in Jira.  

To identify the bottlenecks or to know
the true status of a PR requires a highly
granular level of traceability across
different phases of the SDLC - Where is
the majority of time being spent?
Where is a work item stuck? Answers to
these questions are hard to obtain from
Jira alone.
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SDLC Bottleneck Identification

It is very difficult to track an item
through these switchbacks across
different systems and identify whether
it is stuck, where is the hold up and the
reason for the hold up. 

A work item goes through multiple
states that are tracked in at least two,
sometimes three different systems:

PR Review is a common hold up in
development. But GitHub does not have a state
for “PR Review”. To know the status of a PR is,
one must drill down into logs and events
related to the individual PR, and view the
comments or other activities on it. This alone
indicates that the PR is in the review process.
The only visibility we have in GitHub is that PR
was committed, and then it was merged. 

Lack of real time integration between GitHub
and Jenkins further complicates the situation. 

Moreover, multiple GitHub PRs can be related
to a single Jira ticket, making traceability within
Jira even more difficult. Building an automation
for a one to many situation can be very 
 challenging, requiring complex rules and
conditions that don’t always translate well. 

Figure: Breakdown of end to end cycle time into various phases

To see where the bottlenecks are in the overall
process, traceability of an item from Jira to
GitHub, and granular knowledge at all times is
extremely critical. This cannot be found in Jira.

The developer starts work on the
actual item (GitHub)
Code is checked in and goes
through PR review (GitHub) 
Final check in after PR review is
done and changes are made
(GitHub)
Push to production (Jenkins)
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Figure: Code hotspots

Engineering leaders need visibility into the overall
scope of the release. But it can be very difficult
to determine exactly which features were
deployed in any given release. 
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Deployment Scope

When a full deployment takes place, you can see
what packages and builds were pushed and
which jobs were completed. But without the
mapping of what stories were covered by which
job, you still cannot understand which features
got published in that release.

The distributed nature of development teams has
improved efficiency, but it has also resulted in
some opacity around releases. Multiple
development teams work simultaneously on their
own tasks. Each of them have their own Sprints
and builds. The front-end team, the back-end
team, the automation team, the database team -
each could have their own microservices. They
create their own sprints and their own builds
within their own branches of code to push out
those microservices.

Code hotspots can happen due to a
variety of reasons; the most common
reason is poorly architected or
designed code. Before figuring a
mitigation plan for changes in/around
a code hotspot, you need to be able to
identify that the change is in a code
hot spot and determine the risk factor
for the change. 

With Jira as a primary system of
record for change approval,
engineering leaders often want to
know the risk of approving a ticket. A
best practice is to know whether the
change touches a code hot spot. Code
hotspots are areas of the code which
frequently produce defects. These
could result in poor user experience
such as slow response times, or bugs,
which all lead to bad user experience.
Developers often spend a
considerable time working on or
around code hotspots - they hinder
the overall productivity of the team.

Plotting code hotspots can often turn
into an excel nightmare. You need
data from your ticketing system such
as Zendesk to identify the issues. 

Having the mapping of the requirements to
stories to tasks requires adherence to rigorous
processes, both during requirements definition,
and also while defining the stories, tasks and
sprints, which is often an issue.

Code Hotspots

Figure: Determining scope of a release

WWW.PROPELO.A I



Clarity and completeness of requirements:
Requirements should have sufficient detail
including the problem statements, business
priority, use cases, and acceptance criteria.

Next you need data from Jira about
various code modules. And finally
you need to correlate them. But the
point of failure is that often, Jira
tickets are not “well groomed”. That
is, it doesn't contain information
about the code modules impacted
by the change. Correlating GitHub
PRs with Jira activity to identify the
code modules is an option but this
is complex and time consuming.
Correlating GitHub PRs with Jira
activity to identify the code
modules is an option but this is
complex and time consuming.

Alignment of PM and Engineering
teams is critical to the success of
the business, and to ensure that the
right and relevant features are built
and deployed. Ensuring this
alignment requires several criteria
to be fulfilled.
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Measuring the alignment of
PM & Engineering teams

A lot of this information can be found in Jira.
However, what is missing is a way to evaluate
whether the process was adhered to, how much of
the information was provided. This additional
information can help determine if this is an ongoing
issue that needs to be addressed, or if it was a
one-off. 

Figure: PM Process Hygiene Score

Roadmap visibility: the engineering team should
have visibility into the short term roadmap as
well as the long term vision so they can plan and
architect accordingly.

Scope stability: the overall scope should be
defined upfront and any scope creep should be
impacted to ensure that the engineering teams
can meet their deadlines.

Priority definition and adherence: It is
important to avoid shifting priorities since this
can often derail engineering efforts and
impact the development time as well as
quality.
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The data around sprints and story points is
saved in Jira. However, there is no obvious way
to quantify risk. Having a risk factor could give
early indications of slippage, but that does not
exist in Jira. 

Sprint slips can happen due to a variety of
reasons. Some early warning signs for sprint
slips are:
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Early risk-warning on sprint slips

Jira is an excellent tool to help plan
your development efforts and to track
issues. But even with a lot of
customization to track additional
fields, and strict process adherence
and governance, Jira alone is not
sufficient to get complete insight. 

Conclusion

Excess story points: there is generally a limit
on how many story points a team can handle
during a sprint. If this is exceeded, it can
cause slippage.
Imbalance of large stories versus those
needing low effort: If the sprint is loaded with
a few but large stories that take a lot of
effort, that can sometimes cause sprints to
take longer.
Missing story points: It is important to always
have points associated to stories so the
engineering team can gauge effort.
Stories that are “stuck” with no activity: this
gives a clear indication that the sprint might
slip Propelo provides out-of-the-box

software metrics and insights into the
performance of engineering
organizations. It aggregates &
correlates data from over 30 tools
across the DevOps toolchain, and
centralizes it for easy consumption and
reporting. 

With Propelo, you get in-depth
understanding of the factors that affect
your teams, so you can prioritize and
resolve the issues that have the most
impact on your business.

To measure the various factors
impacting your development velocity
and software quality, you need to be
able to pull data from sources across
your DevOps toolchain such as
GitHub, Jira, Jenkins, PagerDuty, etc,
and correlate them to get the right
information.
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To learn more about Propelo or to request a demo, contact us at sales@propelo.ai


