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Has everything that can be said about agile 

already been said? Possibly. After all, 15 years 

in software is almost an eon and there has 

hardly been a shortage of comment, analysis 

or viewpoints shared. 

So why focus on the manifesto for this issue - 

particularly as 'testing' was not mentioned in 

the twelve principles? In part, because its 

philosophy of communication and collaboration 

has been broadly accepted across the industry 

and this has meant a re-examination of the 

role of testing and the role testers should play 

in SDLC. Yet it is harder to quantify how that 

acceptance has translated into structural 

changes within organizations.  The research 

on pages 12 - 15 provides one snapshot 

of the changes underway and it offers some 

insight on where areas of challenge still 

remain. 

We also took the opportunity to canvass 

the view of a few industry veterans and we 

talked to Arie van Bennekum, one of the 

original signatories of the manifesto, about 

the revolution in thinking and what needs 

to happen to ensure that “testing” is not 

confined to the end of a development 

cycle.

Vanessa Howard

Editor 
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by Jan Jaap Cannegieter, André Dekker and Marc Potters 

Test tours – 
a practical application 
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Test strategy 

Taking the theory of test tours through its 
paces, Jan Jaap Cannegieter and his team 
discuss their experience and conclusions.

Although the preparation 
for testing was much 
shorter when compared to 
the use of detailed scripts, 
some preparation was 
still required.

A practical application of test tours: 
How it works in practice.

Supporters of exploratory testing often 
claim that it is an approach that can prove 
a better, more flexible and cheaper way to 
test systems. Here we describe a case 
where test tours, an exploratory testing 

(1)concept developed by James Whittaker , 
is used to test a new version of 
an existing system. 

The project 
First, an insight into the project. It took 
place in a large government organization 
where the information services department 
houses a Test and a QA department with 
about 30 test managers, test leads and 
testers. They test small local desktop 
systems through to complex systems with 
a combination of hardware and software 
that use internet-of-things technology. The 
system under test (SUT) is a real-time, 
web-based planning system into which 
different contractors plan and record 
maintenance jobs. The system is used by 
several hundred internal users and a much 
larger number of external users. The latter 
is an uncontrolled group as it is not known 
who or how many people will use the 
system, and the group users continually 
change. Therefore the system needs 
to be self-explaining. 

The test team consisted of two testers - 
both had a great deal of experience with 
scripted testing, knew the system well, had 
tested previous versions and had built the 
regression test set. In addition, they had 
some hands on experience with 
exploratory testing but had never used 
test tours as the main method to test. They 
were however trained in exploratory testing. 

The project included a number of changes 
to the system which was already in 
production. The changes were clear, well-
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documented and prioritized. The 
communication between the system 
administrators and the testers was quick - 
they knew each other and had worked 
together before. The system administrator 
had great confidence in the abilities and 
knowledge of the testers. Development 
was near-shore outsourced to a supplier.

The introduction of test tours
The default test process of this organi-
zation relied heavily on scripted testing. 
A test project would start with a product 
risk assessment and a test plan that should 
be approved upfront. The test plan was 
usually a 20+ page document and the 
impression was that the plan was often 
not read by the stakeholders. So writing 
and approving the test plan was more like 
a ritual dance, a standard procedure, which 
didn't add real value. The only activity that, 
in the opinion of the testers and system 
administrators, did add value was the 
product risk assessment. 

Detailed scripts were generally made 
and documented upfront. The amount 
of documentation led the management 
to believe it was well controlled, though it 
could be argued that this could sometimes 
be a false impression. Different stake-
holders, including the testers and the 
system administrators, believed that the 
current process was costly, inflexible and 
that the amount of documentation was 
unnecessary for proper testing. Different 
forms of testing were introduced to this 
organization by means of a course and 
coaching. For this project the system 
administrators believed that testing done 
in line with the default process was too 
expensive and not flexible enough. Based 
on the changes, the expectations of the 
system administrator and given the 
knowledge of the testers of the system, 
the testers decided to use test tours. By 
not having to make the detailed scripts 
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The test tours used in this project

 
Supporting Actor Tour (Entertainment district): 
The flow of information is being limited because the system under test (SUT) does not apply 
the business rules correctly or because the SUT does not check thoroughly for detours, 
events, works, phases and measures.

Back Alley Tour (Entertainment district): 
Decent traffic management is not possible because the road traffic manager has no overview 
of the measures and traffic delay.

Lonely Business Man Tour (Tourist district):
The public is not informed sufficiently and the constructor is frustrated because the 
functionality of measures is not available.

Couch Potato Tour (Hotel district):
The display and functionality of the application leads to confusion for the user.

Fed-Ex Tour (Business district):
The planning, modifying and approving of measures takes a lot of time and leads to mistakes 
because the maps (schematic/geographic) are confusing or incomplete.

Saboteur Tour (Seedy district):
Users have more/less access or are able to perform more/less action than they 
are supposed to.

Here,the project test tours are described and after each tour the risk covered by the tour is 
described. The risks were determined in the Product Risk Assessment.

Figure 1. 

upfront, the hope was that it would save 
a lot of time without decreasing the quality 
of the testing. 

Preparation 
Although the preparation for testing was 
much shorter when compared to the use 
of detailed scripts, some preparation was 
still required. First of all the list of changes 
were studied closely and the impact of the 
changes determined. An earlier product 
risk assessment was used to determine 
the test strategy. This gave the testers 
a good idea about how testing should 
be done and this was the basis of the 
selection of test tours. James Whittaker's 
book was also used as a reference point. 
An example of a test tour that was 



information would affect the test strategy. 
So every day the test strategy was revised 
based on experience. The advantages of 
test tours (more flexibility and the use of 
extra information from SUT responses) led 
to a new risk (undisciplined testing) which 
led to extra activities (the heads-up 
sessions and daily refinement of the 
test strategy). 

The system administrators decided not 
to document the test execution and notes 
were not made in a structured way. This 
saved time, which was used to spend on 
actual testing. However, drawbacks 
included the inability of testers to show 
what they had tested afterwards. Test 
issues were well-documented. In the 
release advice, the consequences of 
the issues were summarized and a 
global description of the test activities 
was included. The limited amount of 
notes that were made during the test 
process was discussed with the system 
owner beforehand and he chose not to 
make notes in favour of test execution. 
The question whether notes should be 
taken in a structured way should be 
answered beforehand when exploratory 
testing is used.

especially valuable for this system is the 
FedEx tour. One of the functionalities of 
the system is planning traffic redirections 
in case of road blocks. The FedEx tour 
focuses on data moving through the 
software. The FedEx tour helped the 
testers to focus on the traffic flow in case 
of a road block. Other examples of tours 
used in this project and the risks covered 
by the test tours can be found in Figure 1.

The preparation led to the realization of 
what would be required for a representative 
test environment, a prioritization of issues 
to be tested, parts of the system to focus 
on, risks to cover and tours to use. This 
project was done on a fixed price basis, 
based on the list of issues, risks and tours. 
The testers decided together with the 
system administrators what the most 
important test activities were.

Execution
The test was executed at the site of the 
organization that built the system. After 
the intake of the system under test the 
test execution started in line with the 
product risk assessment which held the 
most important issues and risks. The use 
of different tours helped the testers to look 
at the system from different points of view 
and helped them to answer different 
questions. Put another way, the test tours 
helped the testers to focus on certain risks 
and test goals. The absence of test scripts 
forced them to look closely at what actually 
happened while the testers executed their 
tests. On a micro-level they had to decide 
what the next test should be, guided by 
the tour at hand. The response of the 
SUT was, besides the information about 
the change and the risk, an important 
source of information for the testers. 

Testers found that test tours require a 
high degree of discipline. Based on what 
they encountered in the SUT they felt the 
need to differ from the plans and forget 
about the priorities, risks and tours. This 
deviation from the test strategy can be very 
positive. Given this experience the testers 
decided to have a 'heads-up' session at the 
end of each day to analyse what they had 
seen, what it could mean and how this new 

Test strategy 
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Figure 2. 

Beyond the job - how testers optimized their value

During the heads up sessions the testers discovered something else, something that wasn't 
directly related to testing but represented a major project risk. 

Communication between the different teams of the development organization andbetween 
the development organization and the business (e.g. the system administrators) was not 
optimal. 

The different teams were not well enough informed about what was happening in other 
teams, what the users wanted, what the limitations were etc. As the saying goes: the left 
hand was not aware what the right hand was doing. 

After the testers made this observation they decided not to ignore this. They decided to 
initiate QA-like activities to enhance communication and help different teams to come to a 
mutual understanding about the system and the project. The testers decided not to do the 
job as described but to maximize their contribution to the project. 

This impacted on testing to some extent but it mainly led to a better understanding of the 
system by the different teams and this led to a better project outcome. This activity was not 
part of the job description for the testers but it did add extra value to the organization.



Final thoughts about the 
application of test tours 
In summary we discovered that the 
claims made about exploratory testing, 
which suggested that it is often a better, 
more flexible and cheaper way to test 
systems, were true for this project. During 
test execution the use of test tours enabled 
the testers to make adjustments based on 
what they encountered/experienced. The 
'heads-up' sessions at the end of each day 
made the testers adjust their test strategy 
based on what they found during testing. 
So yes, in this case exploratory testing 
and test tours made testing more flexible. 

Reviewing costs, we found that this 
project was much cheaper compared to 
the use of detailed scripting, based on 
offers. The offer, that was based on the 
number of hours planned using detailed 
scripting, was 39% higher compared to 
the offer using test tours. Because it was 
a fixed-price project the hours planned and 
spent were the same. Not taking notes 
made the savings slightly higher than 
normal. The savings were largely caused 
by less preparation; making detailed scripts 
upfront was an unnecessary activity in this 
project that would have added little or no 
value. A point of concern is that the savings 
test tours represented in terms of time 
spent are only obtainable when the testers 
have good knowledge of the SUT. It is 
possible, but not easy, to obtain this 
knowledge before test execution. But then 
the hours saved by using test tours will at 
least partly be needed to familiarize 
yourself with the system. In such a case 
the advantages of flexibility and better 
testing would still count. 

It is difficult to say whether the use of test 
tours led to better testing. The testers and 
system administrators believe that it did, 
especially because of its flexibility, but there 
is no quantitative evidence for this. A final 
benefit, claimed by supporters of explo-
ratory testing and test tours, is that they 
are more enjoyable to use. This is not a 
very compelling argument from a business 
perspective, unless you recognize that if 
testers are more engaged, they will 
deliver better results. 

The testers in this project shared the 
opinion that using exploratory testing 
or test tours is more engaging when 
compared to using detailed scripting. 
First of all, making scripts is not the most 
challenging part of the job. Secondly, the 
testers appreciate the flexibility of explo-
ratory testing and test tours. Thirdly, the 
testers were happy that they were able to 
take responsibility. They felt trusted by the 
stakeholders in the project and more 
central to the project's success. 

Nevertheless it needs to be said that we 
are talking about testing new features. The 
testers hold the opinion that test tours (or 
exploratory testing in general) should not 
be used for regression testing. That is 
done by making and automating scripts 
afterwards. So when we take regression 
testing into account a combination of test 
tours and scripted testing would be best. 

If we summarize the experience with 
exploratory testing and test tours, we 
arrived at the conclusion that in this project 
exploratory testing and test tours were 
a more flexible, cheaper and a better 
way of testing 

Test strategy 
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Regression testing within sprints 
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One of the major challenges in agile 
testing is how to integrate regression 
testing in a continually evolving environ-
ment. Here, I set out to explain some 
possible regression test approaches for 
agile projects, an area of testing that 
often receives too little attention. 

Agile emphasizes closely working with 
the end users (or at least with the story 
owners) throughout the project. It also
advocates involving testing as early as 
possible. Testing early is one of the 
success factors for any agile development, 
as long as the development set-up 
supports this by providing a successful 
build-to-testing team. With its ever-growing 
maturity, agile testing is becoming more 
and more integrated throughout the project 
lifecycle, with each feature being "fully 
tested" as it is developed, rather than 
most of the testing coming at the 
end of development.

Regression testing uncovers software 
errors by partially retesting a modified 
program to ensure that errors were not 

How to iterate with confidence in a 
continually evolving environment.

If you haven't tested the 
unaffected areas, then you 
can't be confident about 
releasing the product.

introduced during the process of fixing 
other problems. It is a must since many a 
time, a "new feature" will actually enhance 
additional parts of the existing functionality, 
and teams will want to perform tests in 
areas where, theoretically speaking, they 
previously did not (directly) touch. 

Integrating regression testing is a challenge 
and it is helpful to begin with the following 
questions:

1. Where does regression testing 
fit into agile?

2. When do you start regression tests 
in agile projects?

3. Should you do regression testing for 
each sprint or just at the end?

4. What should be covered in sprint-level 
regression test?

5. How much regression should be 
carried out in agile projects?

First, I want to address why regression 
testing is a requirement in agile develop-
ment. It is beneficial because in ensures 
continuity of business functions and in an 
agile context it helps the team focus on the 
(new) functionality to develop in the sprint 
while maintaining overall stability. However 
to maximize utilization of regression testing 
in an agile context, test automation and 
continuous execution should be applied. It 
is also important to realize the difference 
between functional tests and regression 
tests to avoid some common pitfalls.

Where does regression 
testing fit into agile? 
Regression testing should be included as 
part of your sprint 'done criteria', it makes 
a lot of sense when you think about it. It 
means that at the end of the sprint your 
product is potentially releasable. If you 
haven't tested the unaffected areas, then 
you can't be confident about releasing 
the product.



  

 

automated and integrated as part of the 
continuous integration server to make the 
release even more stringent.

Also, on projects running over several 
sprints, it is standard practice to have a 
"code hardening" or "release sprint" to 
ensure the overall functionality of the 
application, mostly from an integration 
point of view. Ideally, this should not stretch 
past 30 to 45 days, assuming enough care 
was taken during the individual sprints to 
cover defects.

Agile regression test approaches
If we compare the agile practices employed 
by different organizations, it is apparent 
that regression testing is practiced under 
two broad categories.

1. Sprint-level (iterative) regression 
testing – This is focused on testing 
new functionalities that have been 
incorporated since the last production 
release. This approach is based on 
sprint frequency. After each iteration 
ends, conduct a manual regression of 

the stories/test cases at the end of the 
current iteration or in the immediate 
next iteration. Test all the functionality 
of the previous iterations. However this 
involves more effort at every iteration.

2. Master (end-to-end) regression 
testing - The "true" regression testing 
that incorporates all the core 
functionalities. This approach is based 
on production release frequency.

We will now focus on different options 
available for including regression testing 
as part of the sprint cycle. Here we assume 
a 10-week release cycle spanning across 
four sprints each with a two-week period.

Scenario A:  Sprint-level regression 
within a sprint.
This is the approach followed by most of 
organizations. In this scenario, each sprint 
cycle is followed by a brief burst of sprint-
level regression testing, as seen in Figure 1. 
The completed code goes through further 
regression cycles but is not released into 
production. After a few successful sprint 

As agile demands that software can be 
released after each sprint, some regression 
is needed in order to have shippable code. 
That said, as the agile cycle is short in 
duration, it may be difficult to accomplish 
thorough regression testing if carried out 
manually. Hence it is advisable to approach 
manual regression tests based on context 
or impact-based tests, or tests that seem 
more relevant given the release objective 
in sprint. Then prior to release conduct a 
more robust regression suite that gives a 
more generic approach and therefore helps 
assure quality is not lost in "untouched" 
areas of the system. 

Generally, under agile testing, each new 
functionality is tested as the sprint 
progresses. Typically, toward the end of the 
sprint, a small window is kept for a short 
regression test before moving to the next 
sprint. Often agile teams implement a Build 
Verification Testing (BVT) routine in which 
a standard set of verification steps, cutting 
across the application, are performed to 
ensure application stability and its ability to 
function. If possible, this routine could be 
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Figure 1: Sprint-level regression within sprint

Figure 2: Scenario B: Sprint-level regression with a delayed week

Figure 3: Scenario C: Sprint-level regression with delayed sprint

Figure 4: Scenario D: Progressive regression within a sprint

Figure 5: Scenario E: Release-based common regression



regression. Instead, there is a common 
regression cycle that is delayed by a sprint. 
So, the regression test cases that are 
employed for a 'sprint n' execution covers 
functionality until the stories that are part of 
'sprint n-1'. This provides the testing team 
more time to keep their regression test 
cases current and automated. It also avoids 
the need to have two separate types of 
regression test cycles. It is possible to also 
avoid a longer end-to-end regression test 
cycle at the end of the sprint cycle. 
However, it is very challenging to maintain 
the sanctity of regression testing. Typically 
the automation maintenance effort 
increases as the team will be still struggling 
against a two-week time window and a 
relatively less stable set of requirements. 
Accordingly, very few organizations try to 
adopt scenario C.

Scenarios A, B or C are better options for 
organizations that do not have a clear 
understanding of the specific constraints 
and challenges before them. 

Scenario D: Progressive regression 
within a sprint.
If an organization is mature enough, the 
fourth option of following a pure agile 
process with instant automation and heavy 
reliance on continuous integration might be 
the best option, as set out in Figure 4. This 
will be true agile sprint hardening.

Mature agile organizations with a good 
continuous integration process would have 
automated most end-to-end regression test 
cases so that it can be executed in a very 
short time window.  Theory dictates that 
any check-in of new code has the suc-
cessful execution of end-to-end regression 
test suite as a mandatory pre-requisite. 

Scenario E: Release-based 
E2E regression.
One approach found uniformly useful is to 
focus on the production release frequency 

cycles - typically three to four - the appli-
cation goes through one round of end-to-
end regression testing before being 
released to production.

This has the advantage of allowing the 
team to focus on ensuring functional validity 
for the sprint without the additional burden 
of ensuring end-to-end regression suite 
completion. And since production release 
is preceded by an end-to-end regression 
cycle spanning two weeks, there is also 
flexibility in the degree of automation 
needed. This is more a flexible iterative 
approach than agile - especially as the 
production release happens only once 
every 10 weeks. However, this is a more 
realistic and practical approach when 
moving to an agile approach for an organi-
zation accustomed to either a waterfall or 
an iterative model of software development.

Scenario B: Sprint-level regression with 
a “delayed week”.
In Figure 2, this approach differs from 
scenario A in that the sprint level regression 
continues beyond week two and extends 
till the middle of week three. This removes 
the constraint on the team to stop testing 
abruptly at the end of week two and start 
with the next sprint immediately thereafter. 

During the early days of agile transition, 
following scenario A either results in the 
testing team regularly spending weekends 
at the office - especially if a third-party 
vendor is doing the testing - or the team 
deciding to park critical defects with an 
implicit understanding that will be taken 
up at a future date. That future date never 
comes due to a back-log and the organi-
zation is left to catch up during the end-to-
end regression window. Giving the team 
an additional two or three days to continue 
testing and defect fixing relaxes this 
constraint - and the resulting productivity 
and quality improvement is sufficient to 
justify this deviation from theory.

Scenario C: Sprint-level regression 
with “delayed sprint”.
In this approach, seen in Figure 3, 
organizations do not differentiate between 
sprint-level regression and end-to-end 
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instead of sprint frequency to help tran-
sition into an agile organization, as shown 
in Figure 5. It is more effective for the 
organization to progressively reduce its 
production release window from an itera-
tion mode of three to four months of the 
ideal window of one or two weeks. The core 
sprint and regression process needed can 
be determined and adopted from the 
beginning. As the automation percentage 
increases and organizational maturity 
improves, the release frequency can be 
increased at pre-set decision points, 
arriving finally at the two-week release 
window over a period of nine to 12 months.

Scenario F: Hybrid (manual and 
automated) regression within a sprint. 
Conduct manual testing of features in sprint 
1 (functionality A), then in sprint 2 (functio-
nality B), do manual testing of B and select 
the tests of A that you want to include in 
your (growing) regression pack and 
automate them at that time. Then when 
you are doing sprint 3 (functionality C), you 
have manual tests of C, you are automating 
regression tests for B, and now you can run 
the (existing) automated regression 
tests for A.

Conclusion
Regression testing has an important role in 
agile development. In addition to its usual 
purpose of proving stability, it helps the 
team to focus on the functionality in the 
current sprint. Depending on the project, 
hardening sprints may need to be used as 
a way to compensate for a slow desta-
bilizing of your application. In each sprint, 
you drift a bit further from your quality ideal 
as different parts of your system start 
diverging from each other. Use hardening 
sprints to get everything back in line 
through refactoring. Fixing issues as they 
occur - rather than paying this technical 
debt toward the end of a release - is not 
only more efficient, but also builds 
in better quality 

Ravi Kumar BN is a product verification manager for Imaging Clinical Applications & 
Solutions, HealthCare IT at the Philips Innovation Centre, Bangalore. He is a six sigma, 
lean and agile testing expert and is actively involved in building and deploying testing 
strategies for platforms including ERP, mobility, cloud, analytics, voice responsive web 
design and wearable technology.





by Vanessa Howard

Are we agile or faster waterfall?

PT - March 2016 - professionaltester.com 12

Feature

It has been fifteen years since the Agile 
Manifesto was created and it is not easy 
to fully assess the impact it has had on 
testing practices but this snapshot of 
testing web applications throws up 
some interesting insights. 

Sauce Labs commissioned research 
based on 520 global software professionals 
responsible for the quality of web appli-
cations. The aim was to understand current 
trends in testing online environments. 
Certain questions were repeated from 
a similar survey carried out with the same 

Agile methodology may now be the norm 
but how do organizations feel they are 
performing? 

Dig further and the 
Promised Land has not 
quite materialized

audience a year ago which also provides 
further food for thought. 

The survey, conducted by Dimensional 
Research, reveals that agile methodology 
is now the norm with 88% of organizations 
stating that they have adopted it, compared 
to 82% in the previous year. Yet dig further 
and the Promised Land has not quite 
materialized. Organizations are not wholly 
satisfied with the pace of which they 
deploy a new build. Even though more than 
two thirds deploy at least weekly (67%), 
this speed is still not considered adequate 
for many teams. When asked how quickly 
they would ideally like to release, almost 
half indicated they want a faster 
deployment (46%). 

For example those that currently deploy on 
a daily basis but want to deploy hourly, and 
teams that report they deploy bi-weekly but 
want to deploy weekly or daily. Not a single 
respondent is seeking to slow the rate 
of deployment. 

So if the business need exists and the 
desire amongst teams to work with agile 
principles is well-established, where are 
the roadblocks? The survey attempts to 
answer that by using five QA best practices 
as a framework to assess where the gaps 
may exist. First, the principles are 
set out as: 

Central to agile is that teams work in tight 
partnership and the research suggests that 
this is a working reality with 86% reporting 
they see themselves as partners in 

· Development and QA work as 
partners to deliver applications 

· Development and QA teams 
communicate in real-time 

· Bugs are fixed immediately 

· Testing is highly automated 

· Development and testing is 
highly iterative



Feature
 

  

 

delivering high quality applications. 
Figure 1 also shows that only 4% 
characterize their relationship as 
antagonistic and as there has been a 
good deal of commentary about the need 
to break down a silo mentality, that change 
seems positive and permanent. 

Equally important to attitude is the 
timeliness of communication between 
QA and development teams. The traditional 

model of a QA team sitting independently 
capturing defects in a tracking system or 
writing long and detailed email threads will 
stymie speed. In Figure 2, you will see that 
most organizations (77%) describe day-to-
day communications between QA and 
development happening in real-time, either 
in person or via messaging. A minority 
(23%) still use systems that are not 
real-time.

Yet not all testing best practices have been 
achieved. A cornerstone of agile is that 
defects should be addressed as they are 
identified. Unfortunately, only a small 
number of organizations that have adopted 
agile have achieved this important level 
of maturity (23%).
 
It can be argued that most agile teams 
are performing better than if a traditional 
waterfall approach is followed, with only 
5% reporting that it takes more than a few 
days for most bugs to be fixed, but almost 
half still take many days to fix bugs (48%). 
Figure 3 also shows that it is also still 
common (24%) to go through the process 
of putting defects into a tracking system 
for later prioritization and fixing, which 
will add to delays.

Figure 4 highlights another area of 
weakness among agile teams is their 
adoption of test automation. By embracing 
automation, the hope is that it is possible to 
quickly test changes in rapidly evolving 
code, catch problems immediately and not 
delay deployment. However, only one in 
four (26%) have broadly adopted test 
automation. A worrying 41% are still testing 
either completely or primarily with manual 
methods. Not that this is an area that is 
being ignored – about a third (34%) have 
automated about half of their testing effort – 
but clearly more work is needed to fully 
achieve automation that can deliver on 
the promise of agile.
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How quickly are bugs that are 
found during testing fixed?

They are put in a bug
system & prioritized

24%

More than a
few years

5%

Immediately

23%

Within a few
working days

48%

Development and QA consider themselves
to be partners in delivering high quality 
applications to our customers

The QA team is a necessary evil pointing
out problems

The QA and development teams have an
antagonistic relationship where they are 
rivals poking holes in each others work

75% 80% 85% 90% 95% 100%

86% 10% 4%

Which of the following statements most 
accurately describes the relationship between 

your development and QA teams?

Not real time (i.e. through bug
tracking system or email)

Real time (i.e. in person or
with messaging)

77%

23%

How would you describe the timeliness of 
typical day-to-day communication between 

QA and development teams?

Figure 1: Partnership model at work

Figure 2: The rise of real-time communication  

Figure 3: Defects and delays



complete features are passed for testing 
once done. But for most agile teams (59%) 
it is still the norm for individual features to 
be completed before being passed to the 
QA team. 

By looking at these five agile testing best 
practices, it becomes clear that there is 
significant room to improve. Figure 6 
shows that only (21%) of agile teams have 
achieved all of these five areas within agile. 
For most (79%) they are doing better than 
before, but still have work to do.

It is useful to note at this point that 
there are no real differences in terms 
of company size when looking at how 
successfully best practices have been 
adopted. The survey identified fully agile 
teams in very small as well as very large 
companies. Any software team with the 
right processes and focus has the potential 
to achieve the full benefits of agile, 
regardless of size.

Earlier I mentioned that the researchers 
also compared last year's findings with this 
and it is worth noting that not only does the 
adoption of continuous integration (CI) 
continue to grow but that it is changing 
testing efforts and outcomes. 

First, it's growth, as seen in Figure 7. At the 
beginning of 2015, 70% of those surveyed 
stated that they use CI and by the outset of 
2016, that figure had climbed to 77%.  

Across both years, a similar number of 
participants indicated that they now do 
more automated testing and that they test 
earlier in the development cycle. However, 
the 2016 survey saw more companies 
seeing other benefits when compared to 
the previous year. As you can see in Figure 
8, one third (33%) reported that their 
testing was more rigorous with CI, up from 
only a quarter (26%) in last year's survey. 

Add to that another area for concern - that 
code is tested as soon as it is written. The 
goal for a fully agile team should be to 
achieve a micro-iterative process, where 
features are broken down into small 
testable requirements to speed the 
identification and fixing of defects. Unfor-
tunately only a minority (24%) of agile 
software organizations have achieved this 
micro-iterative approach. Most have made 
some progress, with only 17% saying that 

Feature
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How would you describe the place of testing 
and QA in your development process?

„Back-end“ - major features
are passed for testing only

when they are done

17%

„Iterative“ - individual features
are tested as they are

developed without waiting
for a major revision

59%

„Micro-iterative“ - features are
broken into small testable

requirements that are
quickly iterated 

24%

„Fast waterfall“

All 5 Agile Testing
Best Practices

79%

21%

“Fully Agile" or just "Fast Waterfall"

How would you characterize the amount of effort 
that is put into automated and manual testing?

40%

35%

30%

25%

20%

15%

10

5%

0%

5%

Fully manual Some automation,
but mostly manual

Mostly automated
but some manual

Fully automatedFairly even 
between manual 

& automated

36%
34%

23%

3%

26%

Figure 4: Rates of test automation take-up

Figure 6: Work in progress

Figure 5: Iterative testing still the norm 



There were other changes too. 
The rate of 'try more things for faster 
customer feedback' has grown from 22% 
in 2015 to 32% in 2016 and 'writing code 
with fewer errors' has increased from 17% 
in 2015 to 21% in 2016. This indicates 
that the first tranche of changes came 
very quickly with the adoption of CI, but 
that certain changes may take more 
time to filter through after the 
initial adoption.

On balance, where do we stand 15 years 
since the Agile Manifesto was released? 
Although agile may be accepted and even 
ubiquitous, only one in five organizations 
has fully implemented the best practices 
typically associated with a mature agile 
development. 

It is helpful that the lines are blurring as 
teams work in partnership. Hybrid teams 
and skill sets will be needed as real value 
is not to be found in accepting agile's 
broader philosophy alone. The hard yards 
are now to be gained through harnessing 
the experience and know-how of teams in 
order to identify which practical processes 
will bring testing in line with the pace of 
development and delivery 

Feature
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0%

70%

64%

33%

32%

21%

69%

61%

26%

22%

17%

10% 20% 30% 40% 50% 60% 70% 80%

2016

2015

We do more automated testing

We test earlier in the
development cycle

We test in a more systematic
and rigorous fashion

We try more things for faster
customer feedback

We write code with fewer errors

How has testing changed since the
adoption of agile or CI development?

Does your development organization 
practice continuous integration (CI)?

0% 20% 40% 60% 80% 100%

2016

2015

Yes

No

77%

70%

23%

30%

Figure 7: Organizations adopting CI

Figure 8: The emerging impact of CI

Vanessa Howard is a journalist and editor 
of Professional Tester 

Research material Figures 1-8: Sauce Labs - 2016 State of Testing Survey



by Anonymous 

Five claims that tell you 
this isn't agile 
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There are a lot of companies claiming to 
champion agile practices but in reality, their 
practices show less agility than they think. 
Here are some of the common claims and 
misconceptions I have heard and you may 
have too. 

People have their own areas of 
responsibilities and expertise. 
We don't need a daily ten-

minute meeting. It's just a distraction and 
waste of time. I don't need to know what 
others on the team are doing. 

Firstly, how can you be sure that others 
are not duplicating your work? Perhaps 

Having worked in a number of 
organizations, our insider covers common 
misconceptions about agile practices and 
arguments to help dismantle opposition

Simply put, if these are 
not part of your workplace 
culture, then your environ-
ment is not an agile one

someone has already developed a login 
script, which means there is no need for 
you to do that work. You can just re-use 
that code. Daily heartbeats aren't intended 
to turn into full sit-down meetings, but 
rather to ensure that everyone has a 
general idea about the project upon 
which they are working. 

Secondly, agile teams know that 
spreading knowledge among teammates 
improves the end product, especially when 
creating common code modules, because 
it reduces the overall technical debt. 
Additionally, having knowledge clump 
around one or two individuals in a develop-
ment team ensures an over-reliance on 
those individuals. What if they fall ill near 
a deadline? What if they leave? 

Thirdly, myopic standpoints introduce 
errors by their very exclusivity. If you want 
to get on in the development world, it is 
worth developing a “big picture” mentality 
in addition to understanding the minutiae of 
your own role. Working end-to-end will also 
help with detecting errors earlier, usually 
at the point they are creeping in. 

Agile is about working software 
over documentation, therefore 
we don't need any 

documentation at all. 

This is all-over wrong. From an agile point 
of view, documentation means the layers 
of red tape covering a great deal of 
(especially waterfall-orientated) develop-
ment teams. It refers to the sign-offs and 
permissions and 'Requests for Comments' 
that get sent around in a lot of organi-
zations, before actual work can 
take place. 

It does not refer to end-user 
documentation, user-story documentation 
or other documents that ordinarily form 

2

1
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be performed with developers who test as 
well as testers who develop. 

Doing lots of production 
releases is a total waste of 
time. We could be using that 

time to just get everything right for the 
final release. 

If producing a release is draining time then 
it could be that your production processes 
may be a little suspect. It is a common 
adage that the more you do something, 
the better you get at it. By producing small, 
frequent releases throughout your develop-
ment cycle – at least once a fortnight – not 
only will you enable more frequent testing 
of what will be the end product, but you can 
also start streamlining the process of de-
ployment. Some companies have their 
deployment automated to such an extent 
that the entire process can be performed 
by scripts. This can benefit testers, 
developers and end users alike and 
can often lead to additional bugs being 
spotted before they become massive 
delaying factors.

Self-organizing teams never 
work because people need to 
be managed. 

Well, no. With clear guidelines and 
encouragement, you can clear a Kanban 
board. People respond better to being 
guided, rather than managed and within a 
Scrum, it is usually better to have a scrum 
master who understands this. 

Generally, development cycles can be 
disrupted by managers or end users who 
know nothing about development or tech-
nology at all, and technologists can be 
disruptive around those who are not as 
technical as they are. Scrum masters are 
supposed to bridge that gap by gently 

tugging on the reins of the development 
team as a whole, ensuring that information 
is to hand, that needs are being met and 
that end-user requirements are still being 
catered to. 

There are many in-depth texts on creating 
self-organizing teams already published 
and rehashing them here would be point-
less, but there are several key points of 
note. The team should comprise competent 
individuals who can work alone as well as 
with others. Collaboration between 
individuals should be encouraged, 
especially between newer and veteran 
developers to ensure knowledge share. 
If there is no trust and respect between 
a team, it can never work, regardless 
of the software methodology. 

Within the team there must be a scrum 
master who takes responsibility for delivery 
and reminds the team about time mana-
gement, but who also feeds back to senior 
management about the need for training or 
coaching. Scrum masters are the glue that 
binds the team, and actively work to create 
an environment that encourages and 
motivates team members. 

Senior management also has its 
responsibilities, one of which is to know 
when to interfere and when to stay away. 
Newer teams, especially, need time and 
space to fail and fail fast. Responding to 
reasonable feedback from the scrum 
master and providing sufficient training 
and incentives to keep a team together 
is also essential. 

Obviously, there are edge cases, but what 
I’ve set out helps signpost where your 
organization is and what needs to change. 
Simply put, if you overhear any of these 
where you work, then perhaps your 
environment is not an agile one 
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part of the end product. Requirements 
documentation is just as important as 
the user guide. It is not carte blanche to 
neglect your end users! It is an effort to 
stop turning developers into paper-pushers 
in order that they can spend more time 
coding and less time asking for 
permission to code.

My developers are too busy 
coding. They don't have time to 
test as well. Testers should test 

and developers should develop.

Comments like this are usually indicative 
of a deeper, underlying problem which 
exceeds the scope of an article like this, 
but some points should be mentioned. If 
your developers are not developing test 
scripts for automation purposes while they 
are coding, you could be adding months to 
your development cycle. Testers can then 
better test the conditions under which that 
code fails, rather than just testing the code. 
If your testers are receiving code that is 
weeks out of date, you could be 
experiencing fundamental communication 
problems, as well as wasting time and 
money. It would also be symptomatic of 
non-agile environments, despite any 
claims to the contrary. 

There are plenty of tools around now to 
enable some testing to take place even at 
the requirements phase. No one is saying 
this will solve all testing problems down the 
line, but if your requirements have been 
mapped out properly, documented 
according to business stories formulated 
by the end users themselves and your end-
user representatives, it will radically reduce 
the number of requests for changes later 
in the cycle.

Encouraging developers and testers to 
occupy their own separate and distinct 
silos will inevitably introduce obstacles in 
communication which is always a bad idea. 
Automated test scripts coupled with 
frequent builds so that some aspects can 
be tested while others are still being coded 
will also assist in improving the end product 
as well as reducing the overall develop-
ment cycle, but these activities can only 

3

4
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Anonymous has worked in a number of organizations and managed projects where the 
focus has been to produce crash-free software that also does not lose sight of the end-
user experience.



by Vanessa Howard

Agile on a good day, 
agile on a bad
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We asked some testing experts for their 
views on where agile excels and why it fails.

The history of the IT 
industry is littered with 
changes of direction, 
dead-ends and u-turns.

Dorothy Graham 
Software testing consultant, speaker 
and author 

I have been a fan of “non-monolithic” 
development (i.e. not waterfall) since I first 
met Tom Gilb in the early 1990s - in fact my 
first published paper was not on testing but 
on incremental development, inspired by 
Tom's “Evolutionary Delivery”. Tom has 
sometimes been described as the 
“grandfather” of agile for this reason.

Agile on a good day

The best of agile is a gelled team, 
working well together so that the whole 
is more than the sum of the parts, with 
everyone in the team valued, contributing 
and collaborating, providing small working 
useful bits of IT for real users and stake-
holders, and getting quick feedback to 
constantly improve what is produced. 
A specialist tester is a member of the 
team, but everyone does testing, sharing 
the tester's expertise (as do other 
members of the team).

Rather than adopting the whole ethos 
of agile (with proper training and culture 
change), people just pick an element 
without supporting the reason for it. For 
example, stop doing any documentation, 
but not doing the intense daily detailed 
personal communication that gives the 
reason why you need less (not no) 
documentation. Testers, rather than being 
valuable members of the team throughout, 
may still be seen as “afterthoughts” instead 
of constant influencers. Of course testers 
need to adapt the way they work to the 
agile ethos as well, with early automation 
and fast feedback.

Agile almost seems to be “all or nothing” - 
it works best when all of the agile practices 
are done in a whole culture of responsive-
ness to stakeholders and customers, and 
only picking out “bits” of agile doesn't 
work well.

Agile on a bad day
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Paul Gerrard 
Test-transformation consultant 

 
Agile didn't 'start' fifteen years ago – the 
notion of agility has always been around. 
But what has happened is the perception 
that software must be built in stages from 
perfect requirements has given way to a 
philosophy that says software can be built 
incrementally, but in conditions where rapid 
feedback can be given and acted upon 
effectively. The silos of development and 
test and operations are being dismantled 
steadily and the ethos of software 
development as an exploratory, 
experimental collaborative activity is taking 
hold. Driven by the Digital Transformation 
goal of many businesses, the transition is 
now, I guess, about half complete. The 
revolution that Agile started in the 2000s 
might take another ten to fifteen years to 
complete. How so?
 
Agile is not a goal in itself. It is a way of 
thinking, behaving or even a philosophy. 
The goal of agility is not to build software 
quickly or cheaply, but to change our 

Agile on a good day 

attitude to how we operate as thought 
workers. Nearly every organisation has 
adopted the new zeitgeist. Now, we are 
looking to deliver, not in stages, but 
continuously. The focus in the past was to 
use technology to build technical assets 
(although that is still important). The focus 
has changed – to using technology to 
support the thinking, collaboration and 
innovation that is essential to create 
software that matters. Agile is transitional, 
as was RAD and JAD - its pre-cursors. It is 
not an end in itself, but a means to a goal. 
The next ten to fifteen years will reveal 
whether this industry can really get its act 
together and reach that goal.
 

 
The history of the IT industry is littered with 
changes of direction, dead-ends and u-
turns. The hype of agile has peaked and 
many organisations, having been fooled 
that agile and scrum and other 
bandwagons will transform their software 
management are looking to the 'next big 
thing'. This might be Digital Transformation 
or DevOps or Continuous Delivery or the 
Internet of Things, but one thing is sure: 
they won't have learned from the mistakes 
of the last craze and they will insist on 
making the same mistakes all over again. 
We are supposed to be a technology-led 
industry, but really, it is a fashion industry, 
with the seasonal hype cycles drawing the 
frustrated and the just-bored 'leadership' of 
our industry astray to chase the next 
unicorn.

Agile on a bad day



Huw Price  
VP at CA Technologies

On a good day, what’s not to like? For 
testers, agile has collapsed the traditional 
delineation of roles, they are embedded 
early, at the inception of an idea and are 
there to help define and model what has 
to happen to secure the project objective. 

Everyone involved recognizes that it 
makes no sense whatsoever to test at the 
end of a sprint. Testers are working as 
requirements are created and all team 
works in parallel. Think of it as a barn 
raising. Everyone comes together and at 
the end of the day, you have a working 
barn. 

Agile on a good day

I see too many examples of Cargo Cult 
agile. James Shore identified this back in 
2008, a critique based on the story from 
WW2, where the allies used a Pacific 
island as a cargo drop point. After the allies 
moved on, the islanders were said to 
replicate all the elements that they had 
observed as part of the drops - the airstrip, 
the control towers, the headphones and so 
on - but didn't understand where the 
airplanes came from and why they no 
longer landed. 

I’ve witnessed organizations announce 
they are agile, use the language but they 
have not translated the philosophy into 
meaningful, practical change. For example, 
‘scrum’ meetings become little more than 
status meetings and new processes and 
sign-offs start being overlaid onto their idea 
of agile. They end up trying to stuff waterfall 
into agile and wonder why their bamboo 
control towers aren’t resulting in airplanes 
landing. 

The infrastructure has to be in place, not 
just familiarity with the terminology. And 
don’t lose sight of user satisfaction - 
rewarding yourself for run rates and losing 
sight of deliverables is another pitfall. 

Agile on a bad day

Feature
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Sakis Ladopoulos
QA manager, project manager & ICT 
consultant

The straight line of sequential processes 
is too long to follow in the constantly 
changing environment of a software 
development endeavor. The Agile 
Manifesto provided some really solid 
ground to overcome this issue and several 
methodologies have emerged since then 
which have made a hard hitting impact in 
the way that we develop software.

All the agile methodologies - trying to make 
the two ends of a long straight line to meet 
- have redefined testing and have brought it 
into the light of core development activities 
instead of a last-rehearsal approach before 
release as in a waterfall process. TDD and 
BDD have gone to extremes where 
everything does not only end with testing 
but also starts with testing too. It seems 

Agile on a good day

that in agile methodologies a tester should 
be a critical role within SDLC with great 
responsibilities instead of a cog in the 
machine or sometimes even the scapegoat 
for all evil, as it used to be.
 

Why is there a continuous debate whether 
testers as a different discipline are needed 
in agile era? And why is it so difficult to 
tailor testing activities in agile 
methodologies of software development?

Let's make it clear: agile is a purely 
development concept. Testing in agile 
has been redefined as a new means 
to help development. Testing though, 
as quality assurance, goes beyond the 
boundaries of the software development 
process. Quality assurance is an integral 
part of project processes which encap-
sulate, or should encapsulate, the software 
development methodology whichever is 
selected.

So it is not a matter of whether we need 
testing or testers in agile methodology but 
how well we acknowledge the need for 
quality assurance regardless of the 
selected methodology. The fact that the 
agile development concept may utilize 
testing activities does not change by any 
means the need for quality assurance 
processes to run on top of development  

Agile on a bad day
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by Bogdan Bereza 

Testing Talk
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Interview

Anthea Whelan talks to Arie van Bennekum, 
one of the seventeen signatories and authors 
behind the Agile Manifesto. 

We don't have testers in 
our factory. We have people 
who understand the testing 
tools, working in both 
testing and development.

Since you signed the manifesto fifteen 
years ago, has the uptake of agile as a 
mind-set been as fast and widespread 
as you had all initially hoped?

Have you since wondered among 
yourselves if you should have included or 
omitted something, or changed any of the 
contents of the Manifesto itself?

I don't know if we really expected it to be 
this big. It's surprising how wide-spread 
it is – agile went global. 

It's also surprising how people have 
created enormous sets of dogmas, 
embracing just one method, denying 
others, but still trying to identify as agile. 
I like to call these people AINO – agile in 
name only. Agile techniques are not based 
on traditional paradigms, but on best prac-
tices. If you deny them, you aren't agile as 
you are not in a state of continuous 
development and improvement.

When I present to groups, I always say 
that I would take out “software” and replace 
it with “solutions”. 

I talked to Ward Cunningham and James 
Grenning recently [co-signers], and I 
noticed that after a few minutes, they broke 
into high-level technical and development 
stuff, and James turns to me and smiles 
saying: “Arie, you were always more of 
the business side, weren't you?”

I was a developer, but I do think that 
there are some who still have a focus 
on software. I think it is people and process 
and software together that make a solution. 
The interaction between people is as much 
a part of the solution as stemming busi-
ness failures by quantifying in a discipline 
process, by agreeing to these processes 
so you can handle incoming and changing 
requirements. 
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spent too much time delivering the 
wrong stuff. 

Once you have the mind-set down well, 
what you need are strong foundations. 
Spend just a couple of hours on how you 
do the daily meetings, how you do the 
heartbeats, how you do the quantifications 
– the team foundations are really 
important. 

One thing I really want is to have people 
out of their silos – you know, “I just do 
testing”, “I only do analysis”. Too often 
I see agile just among the developers. 
We do end-to-end agile which means 
people are multi-disciplinary. It doesn't 
mean you have to have all the skillsets 
of the team – just more than one. 

When I started my career, the bottom most 
tier of the organization was “tester”. Then 
it was “programmer”. Then it was “analyst 
programmer”. So when people were an 
analyst programmer, they wouldn't do any 
more testing because that was a demotion. 
I didn't want to do that anymore. I've never 
done just one role in a job. When I identify 
something that needs to be done, 
I just do it. 

Help your team to finalize. Share 
knowledge and experience. Celebrate 
successes. Stop starting – 
start finishing! 

If you could choose just one agile 
methodology or practice as the most 
crucial factor for more agility, what 
would it be?

 

Why is there no mention of testing 
at all in the manifesto?

You have to serve your business by being 
adaptive, so if you don't involve everyone, 
all the way through, you will create a 
problem at the end. 

For me, getting information in agile is 
about getting information from the source. 
Asking questions of everyone without 
judging – just for clarification. This is 
when it becomes important to have equal 
interaction either through facilitators or 
using customer proxy business analysts. 
There is a lot of validation, verification 
and testing with the client in that role. 
All of these elements form part of the 
solution to be delivered.

I think there are just two kinds of 
people – people who make (develop) 
stuff and people who use it. We don't 
mention analysis, testing, QA. We don't 
even mention architects, although we 
mention architecture. Developers is 
an umbrella term. 

“Testing” is not something you only do at 
the end of a development cycle. It is part 
of the development cycle – something you 
do from beginning to end. Develop as a 
group and take it all on. Part of that is 
analysis, and testing, and so on. 

We don't have testers in our factory. 
We have people who understand the 
testing tools, working in both testing 
and development. Our developers 
both programme the software and 
write the test scripts at the same 
time – all testing is automated.

If you tell people what to do, a lot 
of the time you shut down half their 
brains. These people have degrees, 
masters. I show everyone all the tasks 
that have to be done and ask them all 
as a team to make it happen. Never spend 
more time on a story than you need – only 
spend enough time as is needed to get it 
done. With regular heartbeats, you check 
things repeatedly so you never end up 
with the wrong version because you've 
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