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 Quality, Testing and product assurance  coach and trainer – 
since the last 28 years 

 Vast experience in SW only and embedded systems 

 Trained > 1000 professionals during my career, and over 20 
companies 

 Keen on people, how we think, how well we work,  how we 
can do better 

 Established the Israeli branch of ISTQB® - ITCB (2004), serve 
as VP and marketing director, lead the ISTQB® Partner 
Program w/w 

 Established the SIGiST Israel – Israeli Testing Forum (2000) 

 Train and coach internationally since 1995 

 

Alon Linetzki 

July 2011 

2 



© Copyrights to Best-Testing, 2008 

We shall [try to] cover… 

 Motivational comparison:  

Ä Traditional development/testing vs. Agile 

 Adaptation of testing 

Ä Cultural transformation 

Ä Changes in testing tasks 

Ä Changing processes 

ÄAutomation 

ÄDefect management 

 Summary 
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Comparing Traditional vs. Agile 
4 

Success rate of projects 

Communication 

Agility 

Change & Flexibility 

Cost of Change 

Planning 

Visibility 

Business Alignment 

Work Cycle 

Business Value 

Documentation 

Quality & Design 
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Success rate of projects 
5 

The Standish Group  
CHAOS Report (2009) 

Agile success rate (vs traditional) 
[redefining “success”] 

Traditional Agile 

July 2011 
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 According to the 2010 IT Project Success Survey, success rates 

are: 

Ä Traditional projects (waterfall, V-Model): 47% are successful, 36% are 

challenged, and 17% are failures. 

Ä Iterative projects (RAD, RUP): 61% are successful, 28% are challenged, 

and 11% are failures. 

Ä Agile projects (Scrum, XP): 60% are successful, 28% are challenged, and 

12% are failures. 

 

Success with iterative models 
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Success rate of projects 
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Communication 
8 

Study of over $37 billion worth of US 

Defense Department projects (1995) 

46% 

20% 

44% 

Didn't meet needs

Required extensive rework

Miscellenious

Traditional Agile 

 Customers on board 

 Face2face communication 

 Co-location 

 Collaboration daily 
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Agility impact 
9 

Traditional Agile 

Scope derives budget & 
schedule 

Budget & schedule derive scope 

July 2011 

But… at the end scope, budget and 
schedule are given, quality drops… 

briefly-owner-http://www.slideshare.net/dusankocurek/product 
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Change and flexibility 
10 

 Embrace change  

Ä Requirements - a prioritized stack 
which is allowed to change 
throughout the lifecycle 

 Greater flexibility is required of 
testers 

Ä As requirements evolve 
throughout the project, test cases 
must change as well 

 

 

Traditional Agile 

 Change is not welcomed 

 Testers require an “[almost] 

complete specification" doc 
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Cost of change 
11 

The law of software development - 

Cost of change increases throughout 

the development lifecycle 

Traditional Agile 
 Breaking this law & lowering 

the cost of change 

 Enables the team to deliver 

scope incrementally and 

accept change at any point 

Cost of change curve -  Barry Boehm, 1981 

July 2011 
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Planning 
12 

‘Near time planning’ is preferred in Agile 

Details are added as late as possible… 

 

 What shall I be doing 31 Dec 2012, at noon? 

 Revisiting requirements/specifications/code/etc. – 

every time… 

 Etc.. 

 

Traditional Agile 
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Visibility 
13 

High (daily) visibility  

of the exact status 

 

 

 

Traditional Agile 
Limited visibility throughout 

the project 

 

 

 

http://ww1.prweb.com/prfiles/2006/06/14/399356/OnlineVisibilitySuccess.jpg http://farm5.static.flickr.com/4076/4929563868_c4e3848520.jpg 
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Business Alignment 
14 

Customer involvement only at the 

beginning & at the end 

 

 

 

Traditional Agile 
Continuous Customer (or PO) 

involvement and feedback 

throughout the project 

 

 

 

http://www.balancedinsight.com/blog/wp-content/themes/titan/images/sidebar/sidebox.jpg http://www.agilesavvy.com/images/cim-customer-wanted-RSZ00001.jpg 
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Work cycle 
15 

 Shorter work cycle 

Ä Time between specifying a 

requirement in detail and 

validating it may take from 1 

day and up to 2 weeks 

Traditional Agile 
 Longer work cycle 

Ä Months pass until a working 

software is available 

 

http://missions.wsbaptist.org/ 

http://gvsunshinecoastblog.com/category/jobs/ 
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Business Value 
16 

A value is delivered during the development,  

not just at the end  

V
a

lu
e

 

Time 

Traditional Agile

Same value… 

Different time… 

July 2011 
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Documentation 
17 

Documentation not for the sake of it -  

Only when it’s adding value to the customer 

Traditional Agile 
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Quality and Design 
18 

 Simpler design 

 Testing happens more 

frequently and earlier 

 Test Driven Development 

 Designing through 

refactoring 

 

 

Traditional Agile 
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Soft skills  
19 

 

 Stronger discipline 

Ä Close work with your stakeholders, respect their decisions, 

produce PSP on a regular basis 

 Higher accountability of stakeholders because they decide on -  

Ä Active stakeholder participation 

Ä Prioritized requirements 

Ä Producing working software on a regular basis 

 Wider range of skills 

Ä  Instead of being overly specialized  generalizing specialists 

July 2011 
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Adaptation of Testing Processes 
20 

Å Cultural transformation  

Å Changing processes 

Å Automation 

Å Defect management 
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Cultural Transformation 
21 

Å Same thing in a different appearance 

Å Changes in the testing team 

Å Personal changes 

July 2011 
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Scrum is much more about changing the 
way we think than it is a process… 

 

Tobias Mayer 

 

July 2011 
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 Many companies are a ‘Control’ culture while agile is 

all about ‘Collaboration’ and ‘Cultivation’ and to a 

lesser extent about ‘Competence’ 

 Culture is very challenging with Agile Adoption 

 People implementing Agile, have to feel ‘in-peace’ 

with it’s culture requirements 

 Fixation of the team on different cultures than 

Collaboration and Cultivation, will lead to conflicts 

Agile is a cultural change… 
23 
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 Transition in Culture = Transition in terminology 

Ä Release = Release (usually made up of a few releases) 

Ä Sprint = Cycle 

Ä Retrospective = Lesson learned 

Ä User story = Requirement 

Ä Theme/Epic = High level requirement 

Ä Quadrants = Test types 

Ä Stand up meeting = Status meeting 

Ä Clean Path = Formal test Cycle 

Ä Hardening Sprint = system test, E2E 

Ä … 

Same thing, different sh… 
24 
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 [at last] We are no 

longer the sole quality 

keepers… 

 

 ‘Team’ includes 

people from other 

teams and with other 

knowledge… 

Changes in the testing team 
25 

Full cooperation and 

collaboration with 

different stakeholders 

throughout the release 

July 2011 
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Personal changes 
26 

 Testers are more independent 

 Testers are more involved in ‘coding things’ 

 Testers should be more creative & communicative 

http://blog.thirdeyehealth.com/human-society-ignored-human-evolution-including-human-body-and-human-brain/ 
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Changing ‘Processes’ (and tasks) 
27 

Å Obsolete testing tasks 

Å Changes in test design 

Å Changes in test execution 

Å Changes in quality foundations 

Å Newly introduced testing tasks 

 

July 2011 
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Obsolete testing tasks 
28 

RBL/SBL Test planning done differently… 

Gantt charts have little  

value in Agile projects… 
Whiteboard! 

July 2011 
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The focus is on small 
pieces of code 

Changes in test design 
29 

Transition to design : 

 Exploratory testing  

 Automation 

Write tests for small chunks 

until we prove a story 

right… 

 Not all tests are 

documented- skeleton used 

 Different skills are needed 

 Training is needed 

 More time for preparation – 

on test automation 

But… keep the broader picture in mind! 

July 2011 
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Coding: 

 Done on small chunks 

 Includes a lot of 

refactoring 

Changes in test execution 
30 

Many test repetitions 

 Different skills are   

needed… 

 Training is needed 

 Different time allocation 

for exploratory tests 

 Less time for automation                 

runs 

Transition to execute 

 Exploratory testing 

 Automation 

July 2011 
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Changes in quality foundations 
31 

Daily build  

(Continuous integration) 
Gating is no longer needed 

[or it is done daily…] 

One team One lab 

July 2011 



© Copyrights to Best-Testing, 2008 

Newly introduced testing tasks 
32 

Suggestion: ‘Clean path’ 

at the end of each sprint 

There is a need to gain confidence in the product’s quality 

Each testing task relates 

to a small chunk of code 

Suggested: Hardening 

sprint at the end of each 

release 

System was not tested 

E2E during the release 

There is a need to assure the product’s quality before delivery 

July 2011 
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Automation 
33 

Å Automation as a cornerstone 

Å Transition in test automation 

July 2011 
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 Moving towards test–centric XP practices 

 Test practices have to be automated 

 Automation helps to shorten the feedback 

loop even more 

 Automating all ‘checks’, manually testing 

other things – Sapient tests (James Bach)… 

Automation as a corner stone 
34 

A
u
to

m
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o
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http://tomschlueter.blogspot.com/2010/12/cornerstone.html 
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 Automated tests mimic the 

manual test procedures 

Transition in test automation 
35 

Traditional Agile 

 Automated [small] tests 

dominate 

 Starts with verifying the 
smallest possible pieces of 
the software 

 

 Testing the functionality of 

the whole system 

 

 Executed quickly and 

shortens the feedback loop 

even more 

 Test results arrive late  since 

the testing phase occurs 

long after the main dev’ 

effort is over 

July 2011 
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Defects Management 
36 

Å Evolving defect management 

Å Changes in measurements 

Å What shouldn’t we skip? 

July 2011 
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Evolving defect management (1/4) 
37 

 In traditional projects, managing a higher defect count 

demands more effort & attention 

 In Agile, teams are value - driven not defect – driven: 

Ä ‘Potentially shippable code’ is the goal 

Ä Stories are the unit value (not defects), and tests indicate when this 

value is achieved 

 Continuous testing and continuous integration combined with 

short sprints - result in a lighter defect process 

July 2011 
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Evolving defect management (2/4) 
38 

Instead of focusing on defects 

Defect Submit & Close Rates
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Evolving defect management (2/4) 
39 

Instead of focusing on defects 

Defect Submit & Close Rates
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we focus on acceptance 

Rank User Story Status 

1 Create a subscriber Pass 

2 Edit profile Fail 

3 Change the menu language Pass 

4 Send an email Pass 

5 Delete a subscriber Pass 

6 Recreate a subscriber Fail 

July 2011 
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Evolving defect management (3/4) 
40 

 Defects are fixed-on-arrival or scheduled alongside new 

features to be prioritized by the PO 

 Development and testing now communicate via ‘failing tests’ 

[that validate a story] instead of ‘routing defects’ 

“We opened a defect for you in the defect 

management system..” 

Vs. 

“This user story is failing, because this and that 

happens. let’s fix it”  

July 2011 
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Evolving defect management (4/4) 
41 

Complex defect workflows 

July 2011 
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Evolving defect management (4/4) 
42 

Complex defect workflows are replaced with the simplicity of 
Pass/Fail of a test (to validate US) 

July 2011 
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Changes in measurements 
43 

 Weekly measurements 

 Defects backlog 

 Requirements coverage 

 Testing progress 

Traditional Agile 

 Daily measurements 

 Work-done status (Burnup) 

 Velocity, Burndown 

 Escaping defects. 
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What shouldn’t we skip? 
44 

 Dashboards 

 Measuring trends for continuous 

improvement 

 A broader view of the project  

 Effectiveness of testing 

 How many defects per our investment? 

July 2011 
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Summary 
45 

 Agile requires we re-define testing… 

 Traditional methods & way of working… are not working! 

 The biggest change is changing our culture and mindset – 

starting with customer, management/business, stakeholders, 

then testing 

 Writing more code, be involved more in product doing, 

generalize skills 

 Think small, run fast, refactor on the way… 

 Changing tasks – drop some + adopt some new ones 

 Communication, self discipline, sharing, supporting each other 

as a team. 
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 What about testing team leaders – what is their 

role? How did it change? 

 Can we have testers adding value even if they do 

not write code? 

 How should decisions take place inside the team – 

since we have no managers (potentially)? 

 Can we really drop stand alone system test & E2E 

before shipment? 

 Etc… 

Food for thought… 

July 2011 
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Questions? 
47 
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Never Ever Give Up!!! 
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