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Agenda

Context - the Quality Analyst / Manager role

1. Traditional Projects

2. Agile Projects

The third way !

• 6 ways an agile QA should add value

Skills & Teamwork

Conclusion
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The impact of software quality ...

¥ $60 bn / year cost (in US)

¥ Heathrow T5 - testing squeezed, test 
harness, scale

¥ Seattle Parking Meters

¥ Vista SP1 - 551 declared fixes

¥ LA Air traffic control - loses voice

¥ Mars Climate Orbiter, Ariane 5 etc, etc

¥ ozone hole found late

¥ my productivity
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“Traditional” Environment

¥ long development / release cycles > = 6 weeks

¥ (not just waterfall)

¥ independent test team

¥ testing mainly at end

¥ limited involvement of testers in requirements, 
design, build

analysis, design and build analysis, design and build

test test

engineers

test team
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“Traditional” QA role

¥ “The last line of defence”

¥ Confrontational with development

¥ Utterly independent ...

¥ ...often separately outsourced

¥ QA becomes QC / testing ...

¥ ... at the end of the project ...

¥ ... & squeezed

¥ automation minimal and rarely maintained

quality becomes the test teamÕs problem
responsibility has moved to the wrong place
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“ ... clearly 

defined services 
that can be 

simply defined 
and then easily 
purchased ...”

quality canÕt be bolted on
quality assurance is needed across the lifecycle

an example of the problem
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(disciplined) Agile Environment

¥ short development / release cycles

¥ ~ 2 weeks

¥ All requirements have acceptance criteria

¥ Test Driven or Test First used consistently

¥ developers write the tests 

¥ Continuous Integration and Automated Build Pipeline

¥ 1000s of tests automated

¥ real quality metrics

end to end iteration end to end iteration end to end iteration end to end iteration

production 
deployment
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(disciplined) Agile QA role ?

¥ Automated tests replace testers

¥ BA / business writes acceptance criteria

¥ We’re all generalists, we all do QA

¥ CI / Build Pipeline give us real quality metrics

¥ Test Driven development gives us a focus on quality

quality is everyoneÕs problem
no need for QA people any more 



SDLC & Process

Concept
Requirements

Designs
Engineering

Acceptance
Deployment

Operations

Business Need

RÕqt A,B RÕqt C,D RÕqt E,F

Metrics
Tooling
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A third way ... 6 key areas a Quality Analyst adds value

1. Process & Tools

2. Business Need

3. Acceptance Criteria

4. Steer Automated 
Testing

5. Manual Testing

6. “Done”?
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1. Process and Tools

¥ Is the SDLC right ?

¥ Are the right tools being used ?

¥ are the right agile practices being used ?

¥ are they being used rightly ?

¥ are we getting the right metrics ?

¥ are we using the right metrics ?

¥ how good is good enough ?

ongoing, strategic quality assurance  
critical leadership issues
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2. Business Need

¥ does the the system make a coherent 

whole ?

¥ independent of a BA view ?

¥ do the requirements meet the business 
need ?

¥ avoiding gold plating

up front engagement with the business
validation of business concept into requirements
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3. Requirements and Acceptance Criteria

¥ acceptance criteria (and requirements) 

¥ measurable ?

¥ explicit ?

¥ coverage ?

¥ automation ?

¥ are non functional acceptance criteria good 
enough ?

¥ extensible & maintainable ?

¥ operational & maintenance documentation

¥ perform, scale, tolerate faults ?

up front involvement in requirements definition
influence acceptance criteria
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4. Steer Automated Testing

¥ QA acts as the customer for automated tests

¥ adds a testers thinking 

¥ brings back independence

¥ coaching role

¥ pairing / threesomes work well

brings an independent test mentality back
coaching and influencing
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5. Manual Testing

¥ less scripted

¥ unusual paths

¥ areas uneconomic to be automated

¥ user experience and usability

¥ starts early - on developer machines, 
through to separate environments

¥ separate load, scale, performance, 
latency, reliability & resilience tests ?

Focuses on interesting & unusual tests
Performance, Scale, Reliability specialisms critical
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6. “Done” ?

¥ Binary milestones critical for agile tracking

¥ PM, BA, TA vested interests

¥ QA final arbiter that requirements done

independent view of done



SDLC & Process

Concept
Requirements

Designs
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Deployment
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Business Need
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QA at every stage in the life-cycle

1. Process & Tools

2. Business Need

3. Acceptance Criteria

4. Steer Automated 
Testing

5. Manual Testing

6. “Done”?
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Team work and team leadership

PM

BA TA
QA

¥ from : usually separate QA 

function

PM

BA TA

QA

¥ to : core to project leadership
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Skills 

Traditional
•team member

•individual performance

•different people for strategic 
and tactical activities

•explicit scripts (mainly 
manual)

•lots of button pushing

•performance, scale, reliability 
specialism

Agile / Iterative
•leader

•teamwork

•strategic AND tactical - ie 
DIFFICULT

•facilitation and influence (esp. 
developers)

•small amounts of button 
pushing

•performance, scale, reliability 
specialism
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Summary - 6 ways a QA adds value ...

ongoing, strategic quality assurance 
critical leadership issues

up front engagement with the business
validation of business concept into requirements

up front involvement in requirements definition
influence acceptance criteria

brings an independent test mentality back
coaching and influencing

Focuses on interesting & unusual tests
Performance, Scale, Reliability specialisms critical

independent view of done

2. Business Need

3. Acceptance Criteria

4. Steer Automated Testing

5. Manual Testing

6. “Done”?

1. Process & Tools
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Conclusion - role of the agile Quality Analyst / Manager

¥ Quality Assurance over testing / Quality 

Control

¥ mix of strategic and tactical

¥ Engagement throughout SDLC

¥ Core leadership role 

¥ Success by teamwork & influence

¥ closer to the business

¥ more interesting work

but thereÕs no future in button pushing !
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