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How Agile Methodologies
Challenge Testing

This article is excerpted from Chapter 12 of
Rex Black’s upcoming book Managing the
7HVWLQJ3URFHVVH
A number of our clients have adopted Scrum
DQG RWKHU $JLOH PHWKRGRORJLHV (YHU\ VRIWware development lifecycle model, from seTXHQWLDOWRVSLUDOWRLQFUHPHQWDOWR$JLOHKDV
testing implications. Some of these implicaWLRQVHDVHWKHWHVWLQJSURFHVV:HGRQ¶WQHHG
to worry about these implications here.
Some of these testing implications challenge
testing. In this case study, I discuss those challenges so that our client can understand the issues created by the Scrum methodology, and
distinguish those from other types of testing
issues that our client faces.
,QP\ERRNVDQGFRQVXOWLQJ,W\SLFDOO\UHFRPmend a blended testing strategy, consisting of
WKUHHW\SHVRIWHVWVWUDWHJLHV


$QDO\WLFDOULVNEDVHGWHVWLQJ



$XWRPDWHGUHJUHVVLRQWHVWLQJ



5HDFWLYH WHVWLQJ DOVR UHIHUUHG WR DV dynamic testing).

The blended testing strategy I recommend
aligns well with Scrum and other Agile methodologies. In some cases, this strategy will
PLWLJDWHWKHWHVWLQJULVNVDQGUHGXFHWKHWHVWing challenges associated with these methodRORJLHV+RZHYHULWGRHVQRWUHVROYHDOORIWKH
ULVNVDQGFKDOOHQJHV,QWKLVDUWLFOHOHW¶VH[DPine some of the challenges that I’ve observed
ZLWK 5%&6 FOLHQWV XVLQJ 6FUXP DQG $JLOH
methodologies.

Dealing with the Volume and Speed of
Change
One of the principles of Agile development is
WKDWSURMHFWWHDPVVKRXOG³ZHOFRPHFKDQJLQJ
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UHTXLUHPHQWVHYHQODWHLQGHYHORSPHQW´ VHH
agilemanifesto.org). Many testing strategies,
HVSHFLDOO\ DQDO\WLFDOUHTXLUHPHQWVEDVHG WHVWLQJ EHFRPH TXLWH LQHI¿FLHQW LQ VXFK VLWXDtions.
+RZHYHU ULVNEDVHG WHVWLQJ DFFRPPRGDWHV
FKDQJHVLQFHZHFDQDOZD\VDGGULVNVUHPRYH
ULVNVFKDQJHULVNVDQGDGMXVWWKHOHYHORIULVN
,I WHVW H[HFXWLRQ LV XQGHUZD\ ZH FDQ DGMXVW
our plan for the remaining period based on this
QHZYLHZRITXDOLW\ULVN6LQFHULVNEDVHGWHVWing provides an intelligent way to decide what
to test, how much, and in what order, we can
always revise those decisions based on new inIRUPDWLRQRUGLUHFWLRQIURPWKHSURMHFWWHDP
Smart automated testing also accommodates
RQJRLQJFKDQJH:LWKFDUHDXWRPDWLRQDWWKH
graphical user interface can be maintainable.
Automation at stable command-line interfaces
does not tend to suffer severe maintainability
problems.
The reactive testing that I recommend, not
UHTXLULQJ PXFK GRFXPHQWDWLRQ LV DOVR TXLWH
resilient in the face of change.
+RZHYHU FKDQJH FDQ LPSRVH FKDOOHQJHV IRU
testing that are independent of the use of these
test strategies. Many of these challenges arise
IURPFKDQJHLQWKHGH¿QLWLRQRIWKHSURGXFWDQG
LWVFRUUHFWEHKDYLRU VHHDOVREHORZ :KHQWKH
WHVWWHDPLVQRWNHSWLQIRUPHGRIWKHVHFKDQJes, or when the rate of change is very high, this
FDQLPSRVHLQHI¿FLHQFLHVRQWKHGHYHORSPHQW
H[HFXWLRQDQGPDLQWHQDQFHRIWHVWV

Remaining Effective during Very Short
Iterations
,Q VHTXHQWLDO OLIHF\FOHV WHVW WHDPV FDQ KDYH
a long period of time in which to develop
and maintain their tests, in parallel with the
development of the system, prior to the start
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RI V\VWHP WHVW H[HFXWLRQ 6RPH PRUH IRUPDO
LWHUDWLYHOLIHF\FOHPRGHOVVXFKDV5DSLG$SSOLFDWLRQ'HYHORSPHQWDQGWKH5DWLRQDO8QL¿HG3URFHVVRIWHQDOORZVXEVWDQWLDOSHULRGVRI
WLPH EHWZHHQ WHVW H[HFXWLRQ SHULRGV IRU HDFK
iteration. These intervals allow test teams develop and maintain their test systems.
$JLOHPHWKRGRORJLHVOLNH6FUXPDUHOHVVIRUmal and faster moving. Consistent with the
evocative name, sprints, these methodologies
XVH VKRUW IDVWSDFHG LWHUDWLRQV )RU D QXPEHU RI FOLHQWV 5%&6 FRQVXOWDQWV KDYH VHHQ
WKLVSDFHDQGEUHYLW\IXUWKHUVTXHH]HWKHWHVW
team’s ability to develop and maintain test
systems, compounding the effects of change
noted earlier. Testing strategies that include an
automation element have proven particularly
sensitive to this challenge.
7KH ULVNEDVHG HOHPHQW RI WKH UHFRPPHQGHG
VWUDWHJ\ FDQ KHOS 5LVNEDVHG WHVWLQJ IRFXVHV
on the important areas of test coverage, and
de-emphasizes or even cuts less important
areas, relieving some of the pressure created
by the short iterations. This ability to focus
proves especially helpful for test teams also
under tight resources constraints. Test teams in
an Agile world should develop, maintain, and
H[HFXWHWHVWVLQULVNSULRULW\RUGHU8VLQJULVN
SULRULW\WRVHTXHQFHGHYHORSPHQWDQGPDLQWHnance efforts allows the test team to have the
most important tests ready at the beginning of
HDFKVSULQW¶VWHVWH[HFXWLRQSHULRG

Receiving Code after Inconsistent and
Often Inadequate Unit Testing
Many of the authors, practitioners, and academics involved with Agile methodologies stress
good, automated unit testing. Open-source test
harness such as J-Unit and Cpp-Unit minimize
WKHWRROFRVWVRIGRLQJVRRYHUFRPLQJRQHNH\
obstacle to automation. Such automated unit
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tests allow what Agile proponents call refactoring 5HIDFWRULQJ LV WKH UHGHVLJQ RI PDMRU
FKXQNV RI FRGH RU HYHQ HQWLUH REMHFWV 7KH
DXWRPDWHGXQLWWHVWVSURYLGHIRUTXLFNUHJUHVsion testing of refactored code. Some Agilists
recommend substituting automated unit tests
for design, as in Test Driven Development.
:KLOH WKLV VRXQGV JRRG LQ WKHRU\ WKHUH DUH
two problems that we tend to observe with this
approach in practice.
)LUVWXQLWWHVWLQJKDVOLPLWHGEXJ¿QGLQJXWLOLW\ &DSHUV -RQHV KDV IRXQG  WR  DYHUage defect removal effectiveness for unit
testing. 5%&6 DVVHVVPHQWV KDYH VKRZQ WKDW
good system testing by an independent test
WHDP DYHUDJHV DURXQG  GHIHFW GHWHFWLRQ
effectiveness. So, while unit testing helps, the
PDLQ ¿OWHU WR SUHYHQW H[FHVVLYH ¿HOG IDLOXUHV
remains system testing.
6HFRQGZH¿QGWKDWXQGHUWKHJXLVHRIH[FXVes both valid and not-so-valid, many programmers do not create automated unit tests and in
some cases don’t do any unit testing at all. This
creates a great deal of trouble for the system
test team, which, as mentioned above, remains
D FULWLFDO EXJUHPRYLQJ ¿OWHU 7KH VKRUW WHVW
H[HFXWLRQSHULRGVRQ$JLOHVSULQWVFRPSDUHG
WR VHTXHQWLDO SURMHFWV PHDQV WKDW WKH GHJUHH
of damage caused by one or two days’ of test
SURJUHVVEORFNDJHGXHWRKLJKO\EXJJ\FRGHLV
KLJKHUWKDQLQDVHTXHQWLDOSURMHFW
Delivery of unstable, buggy code will underPLQHRQHRIWKHNH\EHQH¿WVRIWKHULVNEDVHG
testing portion of the recommended strategy,
which is the discovery of the most important
GHIHFWV HDUO\ LQ WKH WHVW H[HFXWLRQ SHULRG ,W
also inevitably leads to a large degree of code
churn during testing, since so much must
FKDQJHWR¿[WKHEXJV7KHDPRXQWRIFKDQJH
can ultimately outstrip even the ability of the
EHVWDXWRPDWHGUHJUHVVLRQWHVWV\VWHPWRNHHS
up, which would then lead to lower defect detection effectiveness for the test team.

Managing the Increased Regression
Risk
Capers Jones has found that regression acFRXQWVIRUDERXWRIEXJV In iterative lifeF\FOHVOLNH6FUXPWKRXJKFRGHWKDWZRUNHGLQ
previous sprints gets churned by new features
LQ HDFK VXEVHTXHQW VSULQW 7KLV LQFUHDVHV WKH
ULVN RI UHJUHVVLRQ $JLOH PHWKRGRORJ\ DGYRcates emphasize good automated unit testing
LQSDUWWRPDQDJHWKHUHJUHVVLRQULVNLQKHUHQW
in such churn.
+RZHYHUJRRGXQLWWHVWLQJKDVOLPLWHGGHIHFW
removal effectiveness, as cited earlier. So, automated regression testing via unit tests will
OLNHO\PLVVPRVWRIWKHUHJUHVVLRQEXJV7KHUHfore, we need effective regression testing at the
system test level (which has a higher level of
defect detection effectiveness). By combining
ULVNEDVHG WHVWLQJ ZLWK WKH DXWRPDWHG UHJUHVsion testing, test teams can effectively manage
1
See Jones’ article “Measuring Defect
3RWHQWLDOVDQG'HIHFW5HPRYDO(IÀFLHQF\µIRXQGLQ
the Basic Library at www.rbcs-us.com.

6HHIRUH[DPSOH-RQHV·ÀJXUHVLQ(VWLPDWing Software Costs, 2e.
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WKHLQFUHDVHGUHJUHVVLRQULVN

people wonder why they bother.

Making Do with Poor, Changing, and
Missing Test Oracles

It’s important to realize that this reduction in
WHVW HIIHFWLYHQHVV HI¿FLHQF\ DQG PRUDOH LV D
potential side-effect of Agile methodologies.
Organizations using Agile methodologies must
assign responsibility for these outcomes in
the proper place. Bad problems can get much
worse when the test team is held accountable
for outcomes beyond their control.

Agile methodologies de-value written documentation. Special scorn is reserved for speci¿FDWLRQV )RU H[DPSOH WKH $JLOH 0DQLIHVWR
VXJJHVWV SHRSOH VKRXOG YDOXH ³ZRUNLQJ VRIWZDUH RYHU FRPSUHKHQVLYH GRFXPHQWDWLRQ´
This creates real challenges for a test team.
7HVWHUV XVH UHTXLUHPHQWV VSHFL¿FDWLRQV DQG
other documents as test oracles LH DV WKH
means to determine correct behavior under a
JLYHQ WHVW FRQGLWLRQ:H KDYH VHHQ WHVWHUV LQ
Agile situations given documents with insuf¿FLHQWGHWDLORULQVRPHFDVHVJLYHQQRVXFK
documents at all.
(YHQ WKH SURMHFW WHDP SURYLGHV WKH WHVW WHDP
ZLWKDGHTXDWHGRFXPHQWVWZRRWKHU$JLOHGHYHORSPHQWSULQFLSOHVNHHSWKHWHVWRUDFOHFKDOOHQJHDOLYH)LUVW$JLOHUHTXLUHVWHDPVWRHPbrace change, as I discussed earlier. Second,
$JLOH SULQFLSOHV VWDWH WKDW ³WKH PRVW HI¿FLHQW
and effective method of conveying information to and within a development team is faceWRIDFHFRQYHUVDWLRQ´ VHHDJLOHPDQLIHVWRRUJ 
)RUPDQ\RIRXUFOLHQWVIROORZLQJ$JLOHPHWKRGRORJLHVOLNH6FUXPWKHVHWZRSULQFLSOHVDOORZWKHSURMHFWWHDPWRFKDQJHWKHGH¿QLWLRQ
of correct behavior at any time, including afWHU WHVWHUV KDYH WHVWHG WR FRQ¿UP D SDUWLFXODU
behavior and after testers have reported bugs
DJDLQVW D SDUWLFXODU EHKDYLRU )XUWKHU WKH
GH¿QLWLRQRIFRUUHFWEHKDYLRUFDQFKDQJHLQD
meeting or a discussion which might not involve the test team and which might produce
no documented record of the change.
1RNQRZQWHVWVWUDWHJ\FDQUHVROYHWKLVFKDOOHQJH5HVROYLQJWKHFKDOOHQJHUHTXLUHVFKDQJH
PDQDJHPHQW7KH SHUFHQWDJH RI UHMHFWHG EXJ
reports provides a measurable symptom of this
FKDOOHQJH5HMHFWHGEXJUHSRUWVDUHRQHVWKDW
the team ultimately discarded because the reSRUWVGHVFULEHGFRUUHFWEHKDYLRU3URMHFWVZLWK
ZHOOGH¿QHG VWDEOH WHVW RUDFOHV HQMR\ EXJ
UHMHFW UDWHV EHORZ ¿YH SHUFHQW 3URMHFWV ZLWK
poor, changing, or missing test oracles often
HQGXUHEXJUHMHFWUDWHVRISHUFHQWRUPRUH

Dealing with a Shifting Test Basis
5HTXLUHPHQWVEDVHG WHVWLQJ VWUDWHJLHV FDQQRW
KDQGOH YDJXH RU PLVVLQJ UHTXLUHPHQWV VSHFL¿FDWLRQV0LVVLQJUHTXLUHPHQWVVSHFL¿FDWLRQV
ZRXOG PHDQ D WHVW WHDP IROORZLQJ D UHTXLUHments-based testing strategy not only can’t say
what it means for a particular test to pass or
fail, they wouldn’t have a test basis. The test
basis is that which the tests are based upon.
5HTXLUHPHQWVEDVHGWHVWLQJ VWUDWHJLHVUHTXLUH
WHVW WHDPV WR GHYHORS WHVW FDVHV E\ ¿UVW DQDO\]LQJWHVWFRQGLWLRQVLQWKHUHTXLUHPHQWVDQG
then using those test conditions to design and
implement test cases. A missing or poor reTXLUHPHQWVVSHFL¿FDWLRQZRQ¶WZRUNIRUVXFK
analysis.
The test basis also provides a means to meaVXUH WKH UHVXOWV ,Q D UHTXLUHPHQWVEDVHG WHVW
strategy, testers can’t report test results accuUDWHO\LIWKHUHTXLUHPHQWVDUHPLVVLQJRUSRRU
Testers can’t report the percentage of the test
basis covered by passed tests, because the reTXLUHPHQWV ZRQ¶W SURYLGH HQRXJK GHWDLO IRU
meaningful coverage analysis.
:LWK WKH ULVNEDVHG WHVWLQJ VWUDWHJ\ UHFRPPHQGHG LQ P\ ERRN WHVW WHDPV FDQ HYDGH
ERWK SUREOHPV )RU WKH WHVW EDVLV WHVWHUV XVH
WKHTXDOLW\ULVNLWHPV7KH\GHVLJQDQGLPSOHPHQWWHVWFDVHVEDVHGRQWKHTXDOLW\ULVNLWHPV
7KH OHYHO RI ULVN DVVRFLDWHG ZLWK HDFK ULVN
item determines the number of test cases and
the priority of the test cases derived from that
ULVNLWHP7KHWHVWWHDPFDQUHSRUWWHVWUHVXOWV
LQWHUPVRITXDOLW\ULVNVPLWLJDWHGYHUVXVQRW
mitigated.

From Detailed Documentation to Many
Meetings

:H KDYH HVWLPDWHG LPSRVHG WHVW WHDP LQHI¿FLHQFLHV IURP VXFK WHVW RUDFOH SUREOHPV DW
DURXQGWRSHUFHQW)XUWKHUWKHLQDELOLW\
to determine precisely whether a test failed afIHFWVERWKWKHHI¿FLHQF\RIWKHWHVWLQJDQGWKH
GHIHFW GHWHFWLRQ HIIHFWLYHQHVV :KHQ WHVWHUV
VSHQGWLPHLVRODWLQJVLWXDWLRQVWKDWWKHSURMHFW
WHDP XOWLPDWHO\ FKRRVHV WR GH¿QH DV FRUUHFW
EHKDYLRUWKDWWDNHVDZD\WLPHWKH\FRXOGKDYH
VSHQW ¿QGLQJ DQG UHSRUWLQJ UHDO EXJV 7KHVH
EXJV FUHDWH VXEVHTXHQW SUREOHPV FXVWRPHUV
users, and technical support staff, and distractions for developers and test teams.

$V WKH $JLOH 0DQLIHVWR TXRWDWLRQ FLWHG HDUlier puts it, people should focus on creating
ZRUNLQJ VRIWZDUH UDWKHU WKDQ FRPSUHKHQVLYH
GRFXPHQWDWLRQ +RZHYHU WKH LQIRUPDWLRQ
that was, under the ancien regime, captured
DQGH[FKDQJHGLQWKHVHGRFXPHQWVPXVWÀRZ
VRPHKRZVR$JLOHDGYRFDWHVSURPRWH³IDFH
WRIDFHFRQYHUVDWLRQV´7KLVRIFRXUVHLVDQRWKHU QDPH IRU D PHHWLQJ )URP D PDUNHWLQJ
perspective, it was smart of the Agile advocates not to use the word meeting in the Agile
Manifesto, but the reality remains.

)XUWKHU WKH VLWXDWLRQ FUHDWHV IUXVWUDWLRQ IRU
the testers that reduces their morale and, conVHTXHQWO\WKHLUHIIHFWLYHQHVV7HVWHUVZDQWWR
SURGXFHYDOLGLQIRUPDWLRQ:KHQPXFKRIWKH
LQIRUPDWLRQWKH\SURGXFH±LQWKHIRUPRIUHMHFWHGEXJVUHSRUWV±HQGVXSLQWKH¿JXUDWLYH
ZDVWHEDVNHWRIWKHSURMHFWWKDWWHQGVWRPDNH

I mentioned in an earlier section on test oracle
issues with Agile methodologies the problem
of a meeting or a discussion that changes the
GH¿QLWLRQ RI FRUUHFW EHKDYLRU ZKLFK GLG QRW
involve the test team, and which did not produce a documented record of the change. The
ÀLS VLGH RI WKLV SUREOHP LQ VRPH RUJDQL]Dtions, is that everyone gets invited to every
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meeting, the meetings balloon in number and
duration, managers and leads are not available
to manage and lead their team because they are
in meetings much of the day, and effectiveness
DQGHI¿FLHQF\GURS

PDQDJHPHQW VKRXOG UHTXLUH XVH RI KLVWRULFDO
progress metrics for estimation. Many Agile
SUDFWLWLRQHUVXVHPHWULFVOLNHburndown charts
and story-point velocity. The Scrum process
includes gathering and using such metrics.

2QHPDQDJHUMRNLQJO\GHVFULEHGWKLVVLWXDWLRQ
DVIROORZV³6FUXPLVDKHDY\ZHLJKWSURFHVV
I’m surprised at the name Agile ± LW VKRXOG
be called couch potato. There are too many
PHHWLQJV7KHUH¶VWRRPXFKMDZERQLQJ,¿QG
LW UHDOO\ LURQLF WKDW WKHUH DUH DOO WKHVH ERRNV
H[SODLQLQJKRZVLPSOHLWLV´

,I¿[LQJWKHVRIWZDUHHVWLPDWLRQSUREOHPVFDQQRWRFFXUULVNEDVHGWHVWLQJKHOSVWKHWHVWWHDP
deal with systematic and constant over-commitment. To start with, when the test team is
time-crunched over and over again at sprint’s
HQGWKHWHVWWHDPVKRXOGDFFHSWWKDWWKHSURMect team’s priorities are schedule-driven, not
TXDOLW\GULYHQ7KHWHVWWHDPVKRXOGUHYLVHWKH
ULVN DQDO\VLV DSSURDFK WR LQVWLWXWH DQ DFURVV
WKHERDUGUHGXFWLRQLQWKHH[WHQWRIWHVWLQJDVVLJQHG WR HDFK TXDOLW\ ULVN LWHPV GXULQJ ULVN
DQDO\VLVIRUVXEVHTXHQWSURMHFWV7KDWZD\DW
least the test team won’t over-commit.

To be fair, having too many meetings is a probOHP WKDW DQ\ SURMHFW IROORZLQJ DQ\ OLIHF\FOH
PRGHO FDQ VXIIHU IURP ,¶YH ZRUNHG RQ FODVVLFZDWHUIDOOSURMHFWVDVDWHVWPDQDJHUZKHUH
I spent four hours or more per day in meetings. I had one client relate a hilarious anecdote where a senior manager, in response to
a complaint from a line manager about how
attending meetings was negatively impacting
KLV DELOLW\ WR OHDG KLV WHDP VKRXWHG ³:H¶UH
going to continue to have these meetings until
,¿QGRXWZK\QRWKLQJLVJHWWLQJGRQHDURXQG
KHUH´
7KDW VDLG HYHU\ RUJDQL]DWLRQ HYHU\ SURMHFW
DQGHYHU\OLIHF\FOHKDVWRVWULNHWKHULJKWEDODQFH ,Q VRPH FDVHV RUJDQL]DWLRQV DQG SURMects following Agile methodologies react too
strongly to the Agile Manifesto’s comments
RQ GRFXPHQWDWLRQ DQG IDFHWRIDFH ³GLVFXVVLRQV´)XUWKHUHPEUDFLQJFKDQJHVKRXOGQRW
meet throwing out or re-considering previous
GHFLVLRQV WR WKH H[WHQW WKDW LW SDUDO\]HV WKH
team. Teams using Agile methodologies must
achieve the right balance between documentation and meetings. Teams using Agile methodRORJLHVPXVWKDYHFULVSHI¿FLHQWPHHWLQJVWKDW
PRYHWKHSURMHFWIRUZDUGDQGFRXUVHFRUUHFW
not meetings that grind the team down and go
around in circles.

Holding to Arbitrary Sprint Durations
Some of our clients following Agile methodRORJLHV OLNH 6FUXP WHQG WR ULWXDOL]H VRPH RI
the rules of the process. The time deadlines for
VSULQWVVHHPSDUWLFXODUO\VXEMHFWWRWKLVULWXDOL]DWLRQ$W¿UVW,ZDVSX]]OHGWKDWWKHVHVDPH
clients discarded some other rules, such as the
UHTXLUHPHQW IRU XQLW WHVWLQJ RIWHQ ZLWK OHVV
reason than the reasons for which they held
WLJKWO\ WR WKH GHDGOLQHV +RZHYHU GHDGOLQHV
DUHWDQJLEOHZKLOHWKHEHQH¿WVRIXQLWWHVWVDUH
not as well-understood and clear, so I can now
see the reasons behind the selective emphasis
on certain Agile process rules over others.
)RUH[DPSOHVXSSRVHWKDWDSURMHFWWHDPIROORZV IRXU ZHHN VSULQWV $ V\VWHPLF SUREOHP
in our industry relates to software estimation,
particularly the tendency to over-commit in
terms of the number of features (user stories)
IRU WKDW VSULQW 6R RQ WKH ODVW )ULGD\ RI WKH
sprint, with development ending late for the
sprint, the arbitrary deadline remains intact at
WKHH[SHQVHRIWKHWHVWWHDP¶VZHHNHQG
)XOO\ UHVROYLQJ WKLV FKDOOHQJH UHTXLUHV WHDP
DQG PDQDJHPHQW PDWXULW\ :KHQ SHRSOH KDbitually and systematically over-commit,

38

In some cases, in spite of reducing the scope
RIWHVWLQJWKHWHVWWHDPVWLOOFDQ¶WH[HFXWHDOO
the tests in the available time at the end of a
VSULQW ,I VR UDWKHU WKDQ UXLQLQJ WKHLU ZHHNend to run every test, the test team can select
WKH PRVW LPSRUWDQW WHVWV XVLQJ WKH ULVN SULRULW\QXPEHU/HVVLPSRUWDQWWHVWVFDQVOLSLQWR
WKHQH[WVSULQW <RX¶OOQRWLFHWKDW6FUXPDQG
other Agile methodologies allow user stories
WRVOLSIURPRQHVSULQWWRWKHQH[WLQWKHVDPH
way.) Of course, if the test team must consistently triage its tests in this fashion, they
VKRXOG DJDLQ DGMXVW WKH WHVW H[WHQW PDSSLQJ
downward for future sprints.

Dealing with Blind Spots in the Sprint
Silos



(DFK WHVWHU IRFXVHV HQWLUHO\ RQ VSULQW
UHODWHG WDVNV ZLWK PLQLPDO RXWVLGH GLVtractions.



(DFKWHVWHUDOORFDWHVWLPHHQWLUHO\WRWKH
EHQH¿WRIWKHVSULQWDQGLWVH[LJHQWJRDOV



The sprint leader can re-direct any tester
to focus on what is most important to the
sprint team, often without having to consult the test manager.



7KHVSULQWOHDGHUFDQ±DQGDWWKHHQGRI
DVSULQWRIWHQZLOO±FDOORQWKHWHVWHUWR
SXWLQH[WUDHIIRUWVWRKLWVSULQWWDUJHWV



The amount of test effort allocated to the
sprint does not vary once the number of
testers for the sprint is determined, and
the test manager cannot surprise the sprint
leader with a sudden reduction in test effort to serve other test team priorities.

As you can see, some of the advantages have
zero-sum-game elements that carry within
WKHP WKH VHHGV ± LI QRW WKH DFWXDO IUXLW ± RI
various potential problems.
7KH FKDOOHQJHV RI WKLV DSSURDFK ± VRPH RI
which are obvious corollaries of the advanWDJHV±LQFOXGHWKHIROORZLQJ


7KH WHVWHU WKLQNV RI KLPVHOI DV ± DQG
FRQGXFWVKLPVHOIDV±OHVVRIDWHVWHUDQG
more of a specialized developer. This can
include a loss of interest in growing testVSHFL¿FVNLOOVLQIDYRURIJURZLQJWHFKQLFDOVNLOOV



1RWDOOH[SHUWVRQ$JLOHPHWKRGRORJLHVDJUHH
on the need for independent test teams. Some
VHHPWRWKLQNRIWHVWLQJDVDVXEVHWRIWKHWDVNV
carried out by programmers on an Agile team,
VSHFL¿FDOO\ FUHDWLQJ YDULRXV IRUPV RI DXWRPDWHGXQLWWHVWVDQGRUDFFHSWDQFHWHVWV7KLV
PLJKWH[FOXGHDQLQGHSHQGHQWWHVWWHDPRULW
might transform the role of that team.3

The tester has less contact with people
outside the sprint team, reducing the wider, system-level perspective provided by
an independent test team.



Most of our clients adopting Agile methodologies have retained the independent test team,
RUDWOHDVWWKHLQGHSHQGHQWWHVWHUWRVRPHH[WHQW)RUWKRVHUHWDLQLQJWKHLQGHSHQGHQWWHDP
most have chosen to partition the team across
WKH VSULQWV LQ VRPH ZD\ RIWHQ PDNLQJ HDFK
WHVWHUDQVZHUDEOHRQDGD\WRGD\WDVNEDVLVWR
the Scrummaster or other sprint leader, rather
than to the test manager. In the case of having
independent testers but not independent test
team, there is no test manager.

In the absence of coordinative guidance
from the test manager, the tester starts to
PDNHPLVWDNHVUHODWHGWRJDSVDQGRYHUlaps. The tester fails to perform some test
WDVNVWKDWPDNHVHQVHHVSHFLDOO\ORQJHU
term investments that don’t necessarily
EHQH¿W WKH FXUUHQW VSULQW 7KH WHVWHU UHGXQGDQWO\ SHUIRUPV WHVW WDVNV GRQH E\
other testers on other sprints, because she
ZDVQ¶WDZDUHRIWKHRWKHUWHVWHUV¶ZRUN



The test manager, having lost the ability
WRPDQDJHWKHZRUNORDGRIWKHLUUHVRXUFHV¿QGVWKHPRUDOHVXIIHUVDQGWXUQRYHU
LQFUHDVHV DV XQVXVWDLQDEOH ZRUNORDGV DW
WKHHQGRIHDFKVSULQWWDNHWKHLUWRRO



The ability of the test team to grow a
consistent, powerful, maintainable test
V\VWHP±WKHWHVWVFULSWVWKHWHVWWRROVWKH
test data, and other stuff needed for effecWLYHDQGHI¿FLHQWWHVWLQJLQWKHORQJWHUP
±JRHVGRZQEHFDXVHRIWKHH[LJHQWIRFXV
on the sprint’s immediate needs.



7HVWHUVGLVSOD\DWHQGHQF\WR³JRQDWLYH´
DQG ORVH VRPH RI WKH REMHFWLYLW\ WKDW DQ
independent test team normally provides,
suffering a loss of defect detection effectiveness.

This provides some advantages, especially to
WKHSHUVRQOHDGLQJWKHVSULQW
3
See, for example, the abstract of Kent
Beck’s talk, given at the Quality Week 2001, conference, www.soft.com/QualWeek/QW2001/papers/2Q.
html. Beck claimed that unit testing by programmers
might eventually make the defect detection role of
independent test teams (referred to as “QA” in the
DEVWUDFW VXSHUÁXRXVWUDQVIRUPLQJWHVWLQJLQWRDUROH
similar to a business analyst’s. My earlier comments
DERXWXQLWWHVWLQJDQGWKHÀJXUHV,FLWHGIURP&DSHU
Jones’ work on the limits of the effectiveness of unit
testing, make me skeptical that we will see substantially bug-free code delivered to test teams, no matter
what the lifecycle model, but I’d enjoy working on
projects where someone managed to prove me wrong.
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1RQH RI WKHVH FKDOOHQJHV RU DGYDQWDJHV IRU
that matter) arises from Agile methodologies
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per se LW MXVW KDSSHQV WKDW$JLOH PHWKRGRORgies as typically practiced tend to accentuate
them. I have observed similar problems for
\HDUVRQSURMHFWVIROORZLQJVHTXHQWLDOPRGHOV
or no model at all, when the test team adopted
what I refer to as the project resource approach
to test team organization.
The challenges are not insurmountable, if an
LQGHSHQGHQW WHVW WHDP H[LVWV 7KH WHVW WHDP
lead by a good test manager, can introduce
centripetal forces that will bind the team toJHWKHU DQG PDNHV LWV DFWLRQV FRQVLVWHQW DQG
congruent. These forces then balance the
VSULQWVSHFL¿F FHQWULIXJDO IRUFHV WKDW WHQG WR
push the test team members into sub-optimizing for their sprint as well as isolating the test
team members from broader testing considerations.
One approach to managing these challenges is
to have a separate test period that follows the
GHYHORSPHQWVSULQW 7RNHHSWKHWHUPLQRORJ\
FOHDQ VRPH OLNH WR FDOO WKLV DSSURDFK DQ DOternation of development sprints following by
test sprints.) Some of our clients have pursued
WKLVDSSURDFK,WGRHVVHHPWRZRUNIRUWKHP
when the test team remains engaged in the
development sprint. In other words, if the test
team disengages from the development team
GXULQJWKHGHYHORSPHQWVSULQW\RXDUHMXVWH[changing one form of siloing for another.

Managing Expectations
7RFORVHWKLVDUWLFOHOHW¶VORRNDWDSV\FKRORJLFDOFKDOOHQJHWRWHVWWHDPVRQ$JLOHSURMHFWV
*DUWQHUWKHLQGXVWU\DQDO\VWVVD\WKDW,7LQdustry adoption of new technologies and ideas
goes through a Hype Cycle (see www.gartner.
FRPSDJHVVWRU\SKSLGVMVS 
7KH
+\SH&\FOHFRQVLVWVRI¿YHGLVWLQFWSKDVHVDV
WKH\GHVFULEHRQWKHLU:HEVLWH
1.

Technology Trigger 7KH ¿UVW SKDVH RI
D+\SH&\FOHLVWKH³WHFKQRORJ\WULJJHU´
RUEUHDNWKURXJKSURGXFWODXQFKRURWKHU
HYHQWWKDWJHQHUDWHVVLJQL¿FDQWSUHVVDQG
interest.

2.

3HDN RI ,QÀDWHG ([SHFWDWLRQV. In the
QH[WSKDVHDIUHQ]\RISXEOLFLW\W\SLFDOO\
generates over-enthusiasm and unrealisWLFH[SHFWDWLRQV7KHUHPD\EHVRPHVXFcessful applications of a technology, but
there are typically more failures.

3.

Trough of Disillusionment. TechnoloJLHVHQWHUWKH³WURXJKRIGLVLOOXVLRQPHQW´
EHFDXVH WKH\ IDLO WR PHHW H[SHFWDWLRQV
DQGTXLFNO\EHFRPHXQIDVKLRQDEOH&RQVHTXHQWO\WKHSUHVVXVXDOO\DEDQGRQVWKH
topic and the technology.

4.

6ORSH RI (QOLJKWHQPHQW. Although the
press may have stopped covering the
technology, some businesses continue
WKURXJKWKH³VORSHRIHQOLJKWHQPHQW´DQG
H[SHULPHQWWRXQGHUVWDQGWKHEHQH¿WVDQG
practical application of the technology.

4
See Chapter 8 of my book Managing the
7HVWLQJ3URFHVV7KHÀUVWHGLWLRQ  WKHVHFRQG
HGLWLRQ  DQGWKHXSFRPLQJWKLUGHGLWLRQ  
all make the same point. Plus ca change, plus c’est la
même chose…
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5.

Plateau of Productivity. A technology
UHDFKHV WKH ³SODWHDX RI SURGXFWLYLW\´ DV
WKH EHQH¿WV RI LW EHFRPH ZLGHO\ GHPonstrated and accepted. The technology
becomes increasingly stable and evolves
LQVHFRQGDQGWKLUGJHQHUDWLRQV7KH¿QDO
height of the plateau varies according to
whether the technology is broadly appliFDEOHRUEHQH¿WVRQO\DQLFKHPDUNHW

$VZHDSSURDFKWKHVGHFDGHZHDUHVHHLQJ$JLOHPHWKRGRORJLHVLQWKHSHDNRILQÀDWHG
H[SHFWDWLRQVSKDVH5%&6FOLHQWVKDYHLQÀDWHG H[SHFWDWLRQV IRU$JLOH PHWKRGV WKDW UHODWH
WRTXDOLW\SURGXFWLYLW\DQGÀH[LELOLW\

+RZHYHUWKLVEOHQGHGULVNEDVHGDXWRPDWHG
and reactive test strategy cannot fully resolve
the challenges covered in this case study. In
the long run, people will come to recognize
that, and rational trade-offs will prevail. In the
short run, though, while Agile methodologies
UHPDLQ RQ WKH SHDN RI LQÀDWHG H[SHFWDWLRQV
the test team must be careful to communicate
any testing issues that arise due to Agile methodologies and their effect on testing rather
than from testing itself.

6RPH WHVW WHDPV RQ 6FUXP SURMHFWV UHSRUW WR
PDQDJHPHQW WKDW WKH SURGXFW TXDOLW\ LV QR
higher than normal, and sometimes even lower
WKDQQRUPDO6RPHWHVWWHDPVRQ6FUXPSURMects report to management that the challenges
GLVFXVVHGLQWKLVDSSHQGL[KDYHUHGXFHGWKHLU
HI¿FLHQF\6RPHWHVWWHDPVRQ6FUXPSURMHFWV
report to management that, while development
PLJKW QRW H[SHULHQFH QHJDWLYH FRQVHTXHQFHV
RU SDLQ IURP FKDQJH ± ZKLFK LV D NH\ SURPLVHRI$JLOHPHWKRGRORJLHVDQGRQHRIWKHNH\
PDQDJHPHQWVHOOLQJSRLQWV±WHVWLQJZLOOVWLOO
endure problems when coping with unlimited,
unmanaged change.
:KHQWKHVHWHVWWHDPVRQ6FUXPSURMHFWVUHport these negative outcomes to management,
PDQDJHPHQWH[SHULHQFHVDSV\FKRORJLFDOSKHnomenon called cognitive dissonance. Cognitive dissonance involves feelings of mental
tension between the incompatibility of their
H[SHFWDWLRQV RI$JLOH PHWKRGRORJLHV DQG WKH
observed results. Ultimately, these cognitive
GLVVRQDQFH H[SHULHQFHV DFURVV WKH YDULRXV
adopters of Agile methodologies, will push
WKHVH DSSURDFKHV DORQJ WKH +\SH &\FOH RXW
RI WKH SHDN RI LQÀDWHG H[SHFWDWLRQV ,Q WKH
short run, though, management might engage
in another psychological phenomenon called
projection7KLVLQYROYHVSURMHFWLQJRQWRRWKers how you feel about something they are associated with, but perhaps not responsible for.
7KH H[SHULHQFHG WHVW SURIHVVLRQDO NQRZV WKLV
phenomenon better under the phrase killing
the messenger.

Conclusion
The test strategies I typically recommend will
support the stated goals of Agile methodoloJLHV 5LVNEDVHG WHVWLQJ VXSSRUWV LQFUHDVHG
TXDOLW\ VLQFH LW IRFXVHV WHVWLQJ RQ KLJKULVN
DUHDV ZKHUH WHVWLQJ FDQ VLJQL¿FDQWO\ UHGXFH
WKHULVN5LVNEDVHGWHVWLQJVXSSRUWVLQFUHDVHG
productivity, since it reduces or eliminates
WHVWLQJ ZKHUH WKH TXDOLW\ ULVN LV ORZHU 5LVN
EDVHG WHVWLQJ VXSSRUWV ÀH[LELOLW\ VLQFH LW DOORZVUHJXODUUHYLVLRQRIWKHTXDOLW\ULVNLWHPV
which re-aligns the remaining testing with the
QHZ ULVNV DQGWKHLUQHZOHYHOVRIULVN$XWRmated regression testing helps to contain the
UHJUHVVLRQ ULVNV DVVRFLDWHG ZLWK $JLOH PHWKodologies, allowing a higher rate of change.
5HDFWLYHWHVWLQJDOORZVWHVWHUVWRH[SORUHYDULRXVDVSHFWVRIWKHV\VWHPWKDWULVNEDVHGWHVWing and automated regression testing together
might miss.
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