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• Problem Statement
• What are we measuring - 4  Pillars of Delivery Health
• Unified Quality Dashboard (UQD) Views
• UQD Views  & Metrics & Insights
• Action Required
• Demo
• Q&A

Agenda

CLASSIFICATION
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Q & A 

CLASSIFICATION

URL

https://pigeonhole.at/SHIPHATS

Please check with Lydia if these are 

correct details. 

https://pigeonhole.at/SHIPHATS
https://pigeonhole.at/SHIPHATS
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Problem Statement

Agencies' delivery teams are experiencing limited visibility into 

delivery quality where issues are surfaced too late in the 

development stages and limited objective data to drive decisions.

This results in missed opportunities for early intervention and 

creates risk to delivery timelines and quality.

As vendors embrace AI-Driven Development, traditional Quality Metrics alone 
will become inadequate for managing modern delivery partnerships.
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Four Pillars of  Delivery Health

Partnering with SWE Practice and GDT Excellence & Performance, we are shifting to an AI-

augmented development model supported by a future-ready, outcome-centric 

measurement framework

Flow 
Efficiency

• How 
smoothly 
work moves 
through the 
delivery 
system

Deployment 
Cadence

• How often 
value 
reaches 
users

Recovery 
Capability

• How 
effectively 
teams 
responds to 
failures

Security 
Postures

• How 
effectively 
teams 
managed 
exploitable 
risks
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Unified Quality Dashboard (UQD) for Actionable Insights
Your unified Source of Truth to monitor delivery quality and provide insights for early intervention
Primarily source coming from SG Tech Stack tools

• For CIOs & Agency Leaders

• Oversight of agency delivery performance, setting standards and improve.

Strategic View : High Level Insights

• For Delivery Teams

• Insights into delivery quality metrics, early intervention to remove blockers.

Operational View : Removing Delivery Blockers

• For Delivery Teams

• Diagnose and identify bottlenecks to be resolved.

Diagnostic View : Optimizing Engineering Practices

Coming Soon in this quarter 
(FY26Q1)
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Operational View

Focusing on Flow Efficiency & Deployment Cadence

Flow 

Efficiency

•How 

smoothly 

work moves 

through the 

delivery 

system

Deployment 

Cadence

•How often 

value 

reaches 

users

Recovery 

Capability

•How 

effectively 

teams 

responds to 

faiures

Security 

Postures

•How 

effectively 

teams 

managed 

exploitable 

risks

UQD Beta Release will focus on this 2 pillars first as 

data are readily available
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Operational View
Visibility of measurable metrics in this 2 pillars as AI-augmented development naturally surfaces them. 
They are also the vital signs of delivery health that work across all teams and projects.

Flow Efficiency

•How smoothly work moves 

through the delivery system

1.Total Merged Requests

2.Merged Cycle Time

3.Pipeline Durations

Deployment Cadence

•How often value reaches 

users

1.Deployment Frequency 

(DF) for Production

2.Deployment Frequency 

(DF) for lower 

environments

Total Merge Requests — Number of code changes merged in a given period.

Merge Cycle Time — Time taken for a code change to be reviewed and merged (prod ready).

Pipeline Duration — Time taken for automated checks and tests to complete

Deployment Frequency (Production) — How often changes are released to the live system

Deployment Frequency (Non-Production) — How often changes are deployed to staging env
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Drill Down of Flow Efficiency Metrics 

Understanding and Removing the bottlenecks -> 

Improved deployment frequency
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Diagnostic View

▪ Complements metrics in Operational View, allowing the teams to analyse quality further across the 3 
dimensions: process maturity, code, and system functional quality.

▪ Over time, as AI Driven Development become mainstream in vendor delivery, this diagnostic metrics may 
need to evolve to capture emerging quality indicators.

Process Quality

1.DevSecOps 
Maturity Score

2.User Story 
Acceptance Rate

Code Quality

1.Vulnerability

2.Code Defect

3.Code Smell 

System Quality

1.Sprint UAT Bugs*

2.Pre-release UAT 
Bugs*

3.Open Bugs

*Additional data tagging needed in JIRA 

(We will talk more in subsequent slides)
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Typical Interventions for DevOps Friction
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UQD Insights (Upcoming)



13

Access to UQD

• CIOs and DSMs: Access is provisioned automatically. Sign in using a Techpass account. If you do not have one, please register 

for Techpass here: https://portal.techpass.gov.sg/public/signup

• SHIP-HATS Users (Public Officers): You can view dashboard by default.

• SHIP-HATS Users (Vendors): Request your Subscription Admin to raise a SHIP-HATS service request to grant you access to 

specific project in UQD.

Note: COMET: issue -> can use ctrl-shift-alt-2 (workaround)

https://portal.techpass.gov.sg/public/signup


UQD DEMO
https://console.developer.tech.gov.sg/core-sec/dashboard/
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Tagging – the key  enabler for accurate insight
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Tagging your repos via “Tagging” Tab
We have provided a tab in UQD to help users easily identify areas requires attention.

2. Click on Tagging

1. Click on Unified 

Quality Dashboard

3. Follow the instructions here and scroll 

down to check for other instructions
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JIRA Template to enable JIRA Insights (optional)

a. Bug Found during 
Development
b. Bug Found during Sprint 
Acceptance
c. Bug Found during Pre-
Release Acceptance

a. Critical
b. High
c. Medium
d. Low

For Agency using JQM Jira template

For Agency not using the JQM  

Jira template 
Raise request to SHIP/HATs to 

include the custom fields named as 

"Severity“ and “Bug Type” to “Bug” 

issue type
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Release Roadmap

We are 

here

https://www.magicpatterns.com/c/u1bmvbthaegfa2hrtexwlk/preview

https://www.magicpatterns.com/c/u1bmvbthaegfa2hrtexwlk/preview
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Recap - Benefits of using UQD

• Clear, end-to-end visibility into how software is delivered today

• A single, system-level view across projects to spot bottlenecks

and track improvement

• Data-driven insight into speed, quality, and engineering practices

(e.g. deployment frequency, merge/pipeline times, code & system quality)

This is not meant to be a tool to compare or rank teams but is designed to help 

each teams understand where they are and support continuous 

improvements within each team, based on own context
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Action Required
While you can access the dashboards now, your data will not show correctly if 

it is not tagged. To get useful insights, you must take following steps to clean 

and tag your data. 

1. Go to the Console: http://console.developer.tech.gov.sg/ 

2. Tag your projects: Refer to the “Tagging” tab in UQD and follow the 

instructions closely to ensure your projects are properly labelled. 

3. Validate your metrics: Check your metrics in UQD. Please note that your 

information will appear one day after you complete the tagging. 

4. By 15 May 2026, submit FormSG to update SHIP-HATS, which of your 

systems have been baselined. https://go.gov.sg/repotagging 

Videos & Documentation

• Edit System DGP Id in Console 

• Configure GitLab Topics 

• Production Environment 

• Create environment with Custom 

name 

• Documentation

Support

If you require assistance, contact the team via 

a SHIP-HATS support ticket and select the 

“UQD” component. 

http://console.developer.tech.gov.sg/
https://go.gov.sg/repotagging
https://youtu.be/k7WtGsoY12Y
https://youtu.be/k7WtGsoY12Y
https://youtu.be/NTHI3IFIYG4Tagging
https://youtu.be/NTHI3IFIYG4Tagging
https://youtu.be/j2swz5S5r3k
https://youtu.be/j2swz5S5r3k
https://youtu.be/_NCKb4DUMdM
https://youtu.be/_NCKb4DUMdM
https://youtu.be/_NCKb4DUMdM
https://docs.developer.tech.gov.sg/docs/ship-hats-docs/getting-started/unified-quality-dashboard?product=SHIP-HATS
https://docs.developer.tech.gov.sg/docs/ship-hats-docs/getting-started/unified-quality-dashboard?product=SHIP-HATS
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490


Let’s hear from you!
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Q & A 

CLASSIFICATION

URL

https://pigeonhole.at/SHIPHATS

https://pigeonhole.at/SHIPHATS
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1. Is onboarding to the UQD mandatory?

Agencies are encouraged to go onboard UQD as it provides agency teams a set of Quality Metrics for continuous monitoring on team 

performance during project stage

2. Will HQ be using UQD to track agency’s delivery performance?

The data collected in UQD will provide more precise and meaningful insights for agencies to support ongoing improvements in software 

quality across the organization including uplift their vendors delivery quality.

3. What happens if agency cannot complete the baselining by the date line?

Agency can seek help via SHIP-HATS Service Desk, select 

Component = Unified Quality Dashboard (UQD) if they encounter any difficulties in tagging 

the repository. 

SHIP-HATS Service Desk (SSD2) - Jira Service Management

4.  Who has access to UQD?

UQD is currently available in Console http://console.developer.tech.gov.sg/ 

SHIP-HATS users who has a valid agency subscription (excludes Vendors) will have direct access to the dashboard. If vendors require access 

to UQD, please also log a SHIP-HATS service request.

FAQs

https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
https://sgtechstack-cep.atlassian.net/servicedesk/customer/portal/490
http://console.developer.tech.gov.sg/


Annex
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User Story Acceptance by Sprint – Show if Dev team is able to 
complete1 all committed stories

RESTRICTED/SENSITIVE NORMAL

What to look out for : If there is a consistent trend of dev team unable to meet the DoD (>75%) ,there is a need 

to do a deeper dive to understand if there is any impediment.

Bar- # US Committed 

at start of sprint

Bar- # US Met DoD 

at end of sprint
X Axis: name of sprint

Line - Percentage of User Story met DoD

1Complete: Meeting the definition of done (including hands on testing by PO)
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Sprint UAT Bugs by Month: Quality of the User Story delivered 
when  Dev team indicate story as ready for acceptance 

RESTRICTED/SENSITIVE NORMAL

What to look out for : If sprint acceptance consistently surfacing critical/high severity bug, team will need to 

look at the root cause of these reported issue and improve the existing testing practice  

Bug reported by Severity

Line- Total # of Bug Reported

X Axis: Month

(based on bug created date) 



29

Pre-Release UAT Bug by Month: Show Quality of each Release

RESTRICTED/SENSITIVE NORMAL

What to look out for : If pre-release surfacing critical/high/medium severity bug, team will need to look at why 

these issues only surfaced during pre-release. This is also a measure of quality across releases. 
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Open Bugs by Month – Show Technical Debt Accumulated

RESTRICTED/SENSITIVE NORMAL

What to look out for :  No open defects or trending down of open defects 

1Bugs = Total bugs include those found during Dev, In Sprint, Pre-Release  

Total # of Open bugs

Total # of bugs

X Axis: Month

(based on bug created date) 



Thank you.
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