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Preface

No matter how skilled or experienced I am as a software
developer, requirements writer, project planner, test engineer,
or book author, I'm going to make mistakes. There’s nothing
wrong with making mistakes; it'’s part of what makes me
human. But because I err, it makes sense to catch the errors
early, before they become difficult to find and expensive to
correct.

Finding my own errors is often hard because 1 am too
close to the work. Many years ago I learned the value of having
some colleagues look over my work and point out my mis-
takes. I always feel a bit sheepish when they do, but I prefer to
have them find the mistakes now than to have customers find
them much later. Such examinations are called peer reviews.
TRere are several different types of peer reviews, including
inspections, walkthroughs, and others. Most of the points 1
make in this book apply to any activity in which someone
other than the creator of a work product examines it in order
to improve its quality.

1 began performing software peer reviews in 1987; today
I would never consider a work product complete unless
someone else has carefully examined it. You might never find
all of the errors, but with help from other people you will
find many more than you possibly can on your own. The
manuscript for this book and my previous books all under-
went extensive peer review, which contributed immeasur-
ably to their quality.

ix
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My Objectives

There is no “one true way” to conduct a peer review, so the principal goal of this
book is to help you effectively perform appropriate reviews of deliverables that
people in your organization create. I also address the cultural and practical
aspects of implementing an effective peer review program in a software organiza-
tion. Inspection is emphasized as the most formal and effective type of peer
review, but [ also describe several other methods that span a spectrum of formal-
ity and rigor. Many references point you to the extensive literature on software
reviews and inspections.

Inspection is both one of the great success stories of software development
and something of a failure. It’s a grand success because it works! Since Michael
Fagan developed it at IBM in the 1970s, inspection has become one of the most
powerful methods available for finding software errors. You don’t have to just
take my word for it, either. Experiences cited from the software literature describe
how inspections have improved the productivity of many software organizations
and the quality of their products. However, only a fraction of the software devel-
opment community understands the inspection process and even fewer people
practice inspections properly and effectively. To help you implement inspections
and other peer reviews in your team, this book emphasizes pragmatic approaches
that any organization can apply.

Several process assets that can jumpstart your peer review program are avail-
able from the Web site that accompanies this book. Find it by going to one of
these locations:

http://www.processimpact.com/pr_goodies.shtml

http://www.awl.com/cseng/

These resources include review forms, defect checklists, a sample peer review
process description, spreadsheets for collecting inspection data, sources of train-
ing on inspections, and more, as described in Appendix B. You are welcome to
download these documents and adapt them to meet your own needs. Please send
your comments and suggestions to me at kwiegers@acm.org. Feedback on how
well you were able to make peer reviews work in your team is also welcome.

Intended Audience

The material presented here will be useful to people performing many project
functions, including:
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* Work product authors, including analysts, designers, programmers, main-
tainers, test engineers, project managers, marketing staff, product managers,
technical writers, and process developers

* Work product evaluators, including quality engineers, customer representa-
tives, customer service staff, and all those listed as authors

* Process improvement leaders

 Managers of any of these individuals, who need to know how to instill peer

reviews into their cultures and also should have their own deliverables
reviewed

This book will help people who realize that their software product’s quality
falls short of their goals and those who want to tune up their current review
practices, establish and maintain good communications on their projects, or ship
high-quality software on schedule. Organizations that are using the Capability
Maturity Model for Software or the CMMI for Systems Engineering/Software
Engineering will find the book valuable, because peer reviews are components of
those process improvement frameworks (see Appendix A).

The techniques described here are not limited to the deliverables and docu-
ments created on software projects. Indeed, you can apply them to technical
work products from any engineering project, including design specifications,
schematics, assembly instructions, and user manuals. Any business that has doc-
umented task procedures or quality control processes will find that careful peer
review will discover errors the author simply cannot find on his own.

Reading Suggestions

To gain a detailed understanding of peer reviews in general and inspections
in particular, you can simply read the book from front to back. The cultural
and social aspects of peer reviews are discussed in Chapters 1 and 2. Chap-
ter 3 provides an overview of several different types of reviews and suggests
when each is appropriate. Chapters 4 through 8 address the nuts and bolts of
inspection, while Chapter 9 describes important inspection data items and met-
rics. If you're attempting to implement a successful review program in an organ-
ization, focus on Chapters 10 and 11. For suggestions on ways to deal with
special review challenges, such as large work products or distributed develop-
ment teams, see Chapter 12. Refer to the Glossary for definitions of many terms
used in the book.
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CHAPTER ONE

The Quality Challenge

“Hey, Maria, do you have a minute? I can’t find a silly little bug
in this program. Can you take a look at this code for me,
please?”

“Sure, Phil. What’s it doing wrong?”

“It’s not aligning these images correctly. They're all sup-
posed to be left-aligned, but each one is indented farther in. I'm
pretty sure the problem is in the DisplayImage function, but
I've been looking at it for 15 minutes and I just can’t see any-
thing wrong.”

“Hmmm, let’s see here. It looks like ...” [mutter, mutter,
mutter] “No, that part looks fine. But look at the top of this
loop.” [Maria points to the screen.] “I think this parenthesis is
in the wrong place. If you move the index variable outside that
paren, I don’t think the images will be stairstepped any more.”

Phil smacks his forehead with his palm. “You're right!
Thanks a lot, Maria. I can’t believe I didn'’t see that.”

“No problem, Phil. I'm glad to help.”

ost programmers have asked their colleagues to help
Mthem find elusive problems in their code. Often you
are too close to your own work to spot errors you've made.
As you study the code, your brain just recites what you cre-
ated earlier (or what you intended to create) because you're
following the same reasoning you used when you made the
mistake. You need a fresh perspective—a pair of eyes that
hasn’t seen the code before and a brain that thinks in a dif-
ferent way.



The Quality Challenge

Looking Over the Shoulder

In a peer review, someone other than the author of a work product examines that
product to find defects and identify improvement opportunities. A defect (also
known as a bug or a fault) is a condition in a software work product that would
cause the software to produce an unsatisfactory or unexpected result. Phil asked
Maria to conduct a short code review because he knew he was stuck, and Maria
was able to get him unstuck after studying the problem code for just a few
moments. Even if your organization adopts a formal peer review process, con-
tinue to rely on the kindness of your colleagues through these quick, ad hoc
reviews,

People conduct various types of project reviews besides peer reviews
intended to discover defects; see Table 1-1 for some examples. Although all of
these reviews contribute to successful project execution and might involve
“peers” of the author, this book focuses on peer reviews whose primary objective
is to improve product quality.

Table 1-1. Types of Project Reviews

Review Type Purpose

Educational review  Bring other stakehotders up to speed on technical
topics pertinent to the project

Management, Provide information to senior managers so they can

readiness, or decide to release a product, continue (or cancel) a

gate review development project, approve (or reject) a proposal,
change project scope, adjust resources, or alter
commitments

Peer review Look for defects and improvement opportunities in

a work product
Post-project review  Reflectona recently completed project or phase to
learn lessons for future projects
Status review Update the project manager and other team
members on progress toward milestones, problems
encountered, and risks identified or controlled




