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Agile — Bringing Testing to the Forefront

Mario Moreira

Welcome!

+ VP of Client Engagement and Enterprise Consultant e b

with Emergn
- Helping companies transform to Agile.

+ Pastroles, CM Engineer, SQA Manager, Architect,
Programmer, VP of Engineering, Head of Agile
Transformation, and more.

*  CSM and CSP having implemented Scrum, XP, &
Kanban at the product and organizational levels.

»  Writer of the Agile Adoption Roadmap Blog (at
http://cmforagile.blogspot.com/)
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Books I've authored
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Adapting Configuration
Management for
Agile Teams
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What We'll Cover Today

What is Agile and Benefits

Challenges of Agile ’

Agile process

Changes in QA A3

QA Role in Agile
Wrap-up
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What is Agile?

* Its nothing more and nothing less than a set of...
Values and Principles

...focused on the delivery of value to the customer
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Manifesto for Agile Software Development

We are uncovering better ways of developing
software by doing it and helping others do it
Through this work we have come to value

Individuals and interactions over processes and tools
Working software over comprehensive documentation L
Customer collaboration over contract negotiation
Responding to change over following a plan

That 1s, while there 15 value in the items on
the right, we value the items on the left more.
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Agile Umbrella*

* Agile Methodologies*

Dynamic System Kanban
Delivery
Methodology
(DSDM) Scrum

Agile Unified
Process (AUP)

Extreme
Programming b Crystal
(xP)

*These methodologies are aligned with the principles as defined in the Agile Manifesto
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Why Agile?

+ Strong focus on customer
- The goal is to deliver customer value
« Continuous Risk Mitigation and Requirements Validation

- Reduces uncertainty and reduces risk of delivering something the customer does
not really want

« Itis another tool in an organization’ s toolkit
- Avalue-driven approach instead of a plan-driven approach

* Increases company Revenue by focusing on...
- Delivering customer value (functionality, cycle time, and quality)
- Eliminating waste in the organization and process

Agile - Bringing Testing to the Forefront @ emergn

4 5/8/15



@ emergn

How is Progress Realized in Agile?

* Agood Plan?

* Requirements Document?
» Design Specification?

*  Written Code?

* Executed Test Cases?

... Working Software .
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What is not Agile

*  Wild west coding
- Actually more disciplined
- Expect to see people drop out after a while
* No documentation or heavy documentation
- Right-size the documentation at the right time
« Agile is not governance

- PRIME is a governance process where various development methods (including
Agile) may be applied

* No customer or representative available
- Customer provides continuous feedback
* Requirements fixed up front

- Requirements evolve over time

Agile - Bringing Testing to the Forefront @ emergn
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Drawbacks to Agile

Harder than people think
High-level of Discipline

Stakeholders need to be involved
Exposes more than a product team is

ready to admit

Does require trained people

» Traditional incentives are poorly
compatible

+ Typically not well understood by
Management
Challenges convention thinking

» More than just a set of processes, it's a
cultural shift

WE NEED USE
THREE MORE  AGILE
PROGRAM—  PROGRAM —
S MING

www.dilbert.com  scottadams®aol.com

AGILE PROGRAMMING
DOESN'T JUST MEAN
DOING MORE WORK
WITH FEWER PEOPLE.

FIND ME SOME
WORDS THAT DO
MEAN THAT AND
ASK AGAIN

)
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=) SCRUM

I Value, Flow, Quality ®

Development
Work

Scrum Process

Sprint
Planning
Meeting

Product
Backlog

Increment

Sprint Sprint
Retrospective Review
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Traditional Processes

Planning ﬂ

Requirements ﬁ

Design ﬂ

cote | ¥

Test ﬁ

Release
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Need 2015

‘Quality — Meeting Customer need

M Llaming |1 Reguirements
T o= = tr= = === f=—=u] =
Traditional L Release
Wide
Gap
Customer Market
Need Conditions

Need 2016

-
— - Narrow
_ Gap
Agile =
cd
Need
=
Need 2015
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Where is QA Involved?
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Everywhere!
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Early and Often

+ Agile expects QA to be involved every Sprint

Need 2215_“_P|_armin =)o Reguirements

el n

Release

Traditional

Agile

Need 2015
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Early and Often

* QA people need to be scheduled throughout the
project, not just toward the end

WIRLURLIRYIRLL
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Early and Often

* QA Vision replaces a QA Plan » Test Case readiness
« More iterative focused QA » Test Tools and Infrastructure
readiness
* Automation is key

QA
VISION

7

Need 2015
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Early and Often

» Test Driven
Development
(TDD) has us
build Test cases
before coding

* Not only early
but First &

CODE PASSES TEST

Chung Tran

WRITE A TEST

4

Test Driven
Development
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Quality is embraced at the Beginning

* Quality includes verification all along the way
« But Quality is much more than just “defects”
*  Much more focus on building the right thing (aka, validation)

Build it Right
Build the Right Thing

22 Agile - Bringing Testing to the Forefront @ emergn
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Quality is defined by Customer

* Quality includes identifying what customer really
wants

§| /1F 17 HAD A USER
| INTERFACE YOU

: "’ AND THEN YOUD “"‘

‘ ’ i | Be savING, "I
woued s€€ SOME- X | corma cerme |

(THE SOFTUWARE |

ISNT 1002
‘ THING HERE. .. ls SOME OF TRAT |
L CORAETE; - ) | HERE...AND SOME- M| "y
/ \Times HERE. || (any =

| QUESTIONS? |
! -7 Ir— T -

Scott Adams
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Quality is defined by Customer

* Quality is delivering working software regularly to
gain customer feedback.

* QA s part of the conversation with customer (sprint
review)

Need 2015

Customer \ - /
Demo

Customer \ / Customer
Demo Demo
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Quiality is defined by Feedback loops

* In Agile, we embrace Feedback of all types
* Quality is improved by quality feedback loops

De
Feature comple
Integration
Unit testing
Monitoring
(Cw“‘u (Pmr n
Concept to cash

<[xp\omu:u )

policy to production
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Quality is Welcoming Change

+ Agile principle - We welcome change to requirements
* Quality includes being responsive to change

* Processes must be receptive to change

«f5h 64
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QA is part of the Agile Team

QA is a committed Agile Team
member s
» Cross functional
* Scrum Master, Product '
Owner, Development Team
* QAis part of the
Development team
+ Best QAto Dev ratio is 3-
to-5 or 4-to-5
100% dedicated

27
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QA is part of the Agile Team

A Developer and QA person is
assigned to each user story

Collaborate with each other
o No more “over the wall’
mentality
o No more “l can’t test until the
whole spec is ready”

28
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QA is part of the Agile Team

* QArole expands to
help others (dev, tech
writing, CM, etc)

* QA can help the
Product Owner/
Manager define the
Acceptance Criteria
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QA — Part of the Everyday process
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Sprint 0 and Agile Release Planning

* QA Visioning should occur during Sprint 0

QA must be involved in Agile Release Planning
o Intense session to get a big view of the work ahead

* QA involved in scrubbing stories
o Agile Team scrubs the Product backlog to gain an
understanding of the work and provide a level of
confidence and feasibility

31 Agile - Bringing Testing to the Forefront @ emergn

Sprint Planning

* A collaborative team
meeting at the beginning of
each sprint

» Establish sprint goal(s) and
understand, prioritize, and
size stories

+ Outcome is Sprint Backlog
of work Sprint

. Retrospective
* Team self-organizes around

work
QA volunteers for testing user
stories (pairs with developer)
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Daily Stand-up (aka, Scrum)

Short session (10-15
minutes) held every day

Participants include:
ScrumMaster and Team
o QA participates

Every team member should
answer 3 questions St

Retrospective
o What did you do yesterday?
o What will you do today?

o Do you have any impediments?

33
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Sprint Review

Demo of new features or
underlying architecture

Team “demos” what it
accomplished during the
sprint

o Target audience is Product
Owner and customers (as
available)

o No software should be shown
to the Product Owner that is
not “done” sprint

Provide feedback on N
demonstrated features

Validate readiness for
release

34
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Retrospective

+ A private session with
team to determine:
o What went well
o What can be improved
* A continuous process
improvement loop

+ Select one or two high swh
. - . Retrospective

value priority items \

from “improvement”

list
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Wrap-up
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Summarizing

What is Agile and Benefits
Challenges of Agile

Agile process

Changes in QA

- Early and often

- Quality focuses on validation
QA Role in Agile

Wrap-up
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Remaining Questions, Thoughts, and Idea

Thank You!

Agile Relative Sizing Framework
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