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Quality is a matter of perspective 

Customer perspective matters the most
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In the Beginning……

Brief History of Test Management 
Solutions 

Pure Manual Effort
– Test plans documented with paper and pen
– IEE 829 created
– Quality part of ISO 9000 efforts
– Manually captured results

Electronic Documentation
– Word Star/WordPro
– Frame Maker
– MS Word
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In the Beginning……

Test Automation, Record and playback 
– Many scripts
– No means to manage scripts

Testing requirements
– Requirements drive testing
– More requirements = more test scripts

Test Management Tools 
– Primary goal initially to manage test scripts and provide coverage 

reports on requirements

Test Management Solutions Designed from Bottom up
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Where have the solutions Evolved?

Typical Test Management tools today
– Create Test Cases
– Associate Test Cases to Requirements
– Execution Of tests
– Associate defects to tests post execution
– Coverage reports (maybe test dashboards)

What has been tested

Bottom UP Architecture has not left much to build 
upon
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Industry has introduced new challenges
Lab Management
– Need to coordinate teams using test labs

Globally Distributed Teams
– The world is flat

Accelerated release cycles
– Takes 2 weeks to fully test and there is a release every week

Centers Of Excellence
– Test treated as its own project

Quality requires process
– Working with Iterative Development
– Agile/TDD, Compliance, Governance
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Why is there poor quality – The Blame Game
People

– Don’t have enough testers
– Testers don’t have the right skills
– Poor communication

Time
– Testing got squeezed at the end 

Management
– They just don’t see the value of testing

Development
– Code was so bad I could not test it
– Development got it to test late
– Did not have a good build to test
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Why is there poor quality – The Blame Game
Tools

– We spend to much time trying to get the vendors tools to work
– We don’t have tools
– We don’t have the right tools

Test Labs
– Could not get access to test environment in time
– Tested against the wrong configuration as we did not have the right 

configuration available in the lab

Reporting
– Gave you all the data you did not understand it
– Poor visibility of progress to everyone
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Why is there poor quality – The Blame Game
Requirements

– Not testable
– Poorly written
– No access or input to them

Test Planning
– Didn’t have a good Test Plan/Approach
– Didn’t understand organizations Test objectives

Process
– Right processes were not in place
– Spent to long in SVT
– Didn’t have quality objectives defined
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We could keep going

Not having a grasp on Quality Management has 
led us to where we are.
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What do Test Managers do anyhow (from job postings)

Manage the test project and test 
teams

Design and manage test program 
strategies. 

Develop Test Plans

Track testing project against the 
test Plans and report status

Coordinate testing project with 
development project

Create Test methodology and best 
practices and drive test process 
improvements

Develop and manage overall test 
schedule. 

Participate in design reviews to 
drive quality in design. 

Investigate, select and implements 
automation solutions for testing. 

Organize and implement Test Lab

Coordinate review and approval 
processes

Ensure Adherence to standards

Review requirements and evaluate 
for Quality Concerns
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What do Test Managers do anyhow (from job postings)
Project Management
Test Leads
Test Architects
Deployment Managers
Automation Experts
SME’s
Compliance Experts

SUPER MAN or Wonder Woman

http://images.google.com/imgres?imgurl=http://www.ai.mit.edu/lab/olympics/99/cover/superman.gif&imgrefurl=http://www.ai.mit.edu/lab/olympics/99/cover/&h=1798&w=1250&sz=651&tbnid=_K4w9SIpJvrLiM:&tbnh=150&tbnw=104&prev=/images%3Fq%3Dsuperman%2Bpic%26um%3D1&start=1&sa=X&oi=images&ct=image&cd=1
http://images.google.com/imgres?imgurl=http://www.yale.edu/tnj/new/images/5/wonderwoman.JPG&imgrefurl=http://profile.myspace.com/index.cfm%3Ffuseaction%3Duser.viewprofile%26friendid%3D33518783&h=3514&w=3121&sz=1696&tbnid=ZsG1HQQxwEIUrM:&tbnh=150&tbnw=133&prev=/images%3Fq%3Dwonderwoman%2Bpic%26um%3D1&start=3&sa=X&oi=images&ct=image&cd=3
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What needs to be Managed?

Test Cases
Test Scripts
Test Plans
Hardware
Labs
Builds
Test Execution
Reuse
Risk

Releases
People
Data
Reports
Test Logs
Defects
Quality
Quality Process
Software Versions
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Tools used Today?

MS Word
MS Excel
Rational TestManager/ClearQuest Test Manager
Mercury Quality Center/Test Director
Compuware QA Director
Borland SilkCentral Test Manager
Home Grown Solutions
Open Source (e.g. Fitnesse, QATraq)

http://images.google.com/imgres?imgurl=http://www.musclecarclub.com/other-cars/classic/ford-model-t/images/ford-model-t-1a.jpg&imgrefurl=http://www.musclecarclub.com/other-cars/classic/ford-model-t/ford-model-t.shtml&h=303&w=483&sz=34&hl=en&start=1&um=1&tbnid=OgheL3l_RVtbAM:&tbnh=81&tbnw=129&prev=/images%3Fq%3Dmodel%2BT%2Bpic%26svnum%3D10%26um%3D1%26hl%3Den%26rlz%3D1T4WZPA_enUS214US214%26sa%3DX
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Which one meets our real Needs?

If a true solution existed Word and Excel would not 
have been on the list
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Whatever happened to the simple view of Quality

Or was it ever this simple?
– Just never understood Quality
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The Importance of Test Management

Would you go on a road trip without 
a map?

How would you know where to go?
How would you know how long it 
would take?
How would you reroute around 
problems?
How would you know how to do it 
better next time?

Automated Test Management 
answers these questions…
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Test Governance and Control
Test Planning, Execution and Project tracking

Automated Test Management
Track your test plans and cases
Track your requirements and 
defects
Execute your tests
Measure your progress

Automated Test Management is 
your Software Quality GPS

Know where you are

Know where you’re going
Make your process predictable
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Process Management

Quality Processes 
– Tools/Solutions need to work in context of process
– Takes Time if you do it right
– Testing Cost More than expected (upfront cost)
– Test Management Needs to provide value
– Interfaces with Software Lifecycle
– Aligns with and validates organization policies

A poor Quality Application
– Leads to a team with low morale
– Cost more over time (support, escalations, etc)
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Policies

Organization Policy

Test/Quality 
Process

Software 
Process

Organization Policies
• Standard software 

process defined
• Project process 

derived from 
organization process

• Software assets are 
maintained

• Testing only partially 
validates

• Test is a small part of 
overall effort
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Provision regulatory policies across the enterprise

Risk Officer / Analyst

Trace legislation to policy interpretation to 
application requirements 
Identify coverage gaps
Understand the impact of changes to 
regulations, policies, or applications

Corporate 
Policy 

Documents

Corporate 
Policy 

Documents
Legal 

Glossaries & 
Guidelines

Legal 
Glossaries & 
Guidelines

Business 
Process 

Guidelines/ 
Standards

Business 
Process 

Guidelines/ 
Standards

Structured 
Application 

Requirements

Structured 
Application 

Requirements

Software 
Artifacts

Software 
Artifacts

Application 
Guidelines 

& Standards

Application 
Guidelines 

& Standards

Corporate Compliance LOB Compliance Software Development Compliance

T R A C E A B L E
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Quality Process vs Software Process

Organization Policy

Test/Quality 
Process

Software 
Process

Software Process/Policies
Builds software in accordance 
with organizational policies

Quality Process
Validates software meets 
organization policies
Quality police come out to try 
to force standards for quality 
because of small overlap

Quality is more than a small subset of software process
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Chief Risk Officer

Risk Analyst

IT Executive

Establish policy guidelines
“We will adopt more conservative revenue recognition policies.”

Track remediation progress
Policy A: Impacts 4 financial systems
Policy B: Manual business control

Compliance (executives have interest in quality)

Analyze and identify high-risk business processes; 
establish remediation processes and policies

Policy A: If credit score is “good”, then we will book 
revenue when contract is signed; else we will book 
revenue when cash is received.
Policy B: We will no longer pre-announce new offerings 
more than 30 days in advance.

Certify software remediation
Implemented Policy A
Used appropriate controls 
throughout development
Deployed to a secure and 
auditable environment

Test and Development Team
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How they merge is up to you..

Organization Policy

Test/Quality 
Process

Software 
Process

Quality is not possible unless it is defined and measured in every facet 
of software development process

Organisational Policies
Standard software process defined
Quality procedures in place
Quality measures explicitly defined
Project process derived from 
organization process
Software assets are maintained
Quality validated

Software Process = Quality Process
Quality Process = Quality applications
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Policy = Process = Quality

Were all software changes 
performed for valid business 
reasons by authorized personnel?

Auditable workflow management 
Verifiable software builds

Documents: A secure, audit-ready 
development infrastructure

2. HOW you build it...

Was the software
developed actually deployed?

Documents: Effective IT oversight

3. HOW you manage it... Compliance project tracking
Metrics with drill-down analytics
Periodic Validation of ProcessesCan you demonstrate oversight 

over IT remediation projects?

Documents: Applications that 
meet compliance mandates

1. WHAT you build... Lifecycle traceability of 
requirements through test results
Continuous validationAre all compliance requirements 

accurately captured and 
implemented in key applications?
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Test Process Improvement (TPI)

Process needs
– Need a process
– Need to redefine 

process when 
policies not met

Need more than improvement
– Everyone understanding of current Process
– Everyone collaborating and working in context on the current 

process
– Reporting and Metrics against the process
– Management of our QA/test effort in context of process
– Ensuring Organizational policies are met
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Quality Process
Modifiable/Customizable
Defines and drives usage model of tools
No guess work on what needs to be done next
Or where I am now

Learning a tool and process is the same
Drives delivery of right information at the right time
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Project Management
Testing as its own project

– Subproject in Software development Project
– Separate project managed as part of a Center of Excellence
– Outsourced Testing/Global System Integrators

Communication of Results
Scheduling and Project Tracking

– Where am I and what do I need

Can’t control scope without treating testing as its 
own project
Tight Integration and interfacing with Software 
Development
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Reporting and Metrics

Begin with the end in mind

Defect Detection Arrival Rate
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Reporting and Metrics

Begin with the end in mind
Why do you test

– We test to get data for our reports

One of top questions we get asked as a vendor is
How can I create THIS report

Customers tend to spend as much time creating 
reports to roll up to management as they do testing
Reports help drive the Test Process

– Your process and data collected feed your reports
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Reporting and Metrics

Adequately test 
the software

Have we 
sufficiently tested 

the software?

Have we tested 
everything we 

planned to test?

Test Cases 
Executed & 

Passed  

Test Cases 
Executed & 

Passed  

Goals Questions Metrics

Are all known 
defects 

corrected?

Cumulative 
Defects by 

Status

Cumulative 
Defects by 

Status

Defect 
Detection 

Arrival Rate by 
Severity   

Defect 
Detection 

Arrival Rate by 
Severity   
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Test Labs
Cost of Manually Configuring Machines for Test.  A 
recent survey conducted within Rational revealed 
the following:

19 people on the team
On average, 26% of their time is spent manually 
configuring machines to get ready to test.
The team is roughly split 50/50 at an annual cost* of 
$58k & $170k

10 people @ 170k = $57
9 people @ 58k  = $28 per hour

10 x $57/hr x 10.4 hours/wk x 52 wks/year = 
$308,256
9 x $28/hr x 10.4 hours/wk x 52 wks/year = 
$136,282

NET: $444,538 spent per year manually configuring 
machines for test

Lab Management

Deployer

Configure
Machine

Install
Software

Define 
Topology
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Distributed Teams

Reducing costs, 
Decreasing time to market
Leveraging specific skill sets
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Distributed Teams and Test Management Complexity

Exposes issues between testing and development
Status reporting on testing is even more time 
consuming 
Collaboration not done well
Parallel Testing is difficult
No CM typically in place for testing

And all this needs to be managed
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Distributed Teams and Test Management Complexity

Distributed Team Considerations
Planning
Authoring
Execution 
Reporting
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Team Collaborations

Types of Collaboration
– Desktop sharing
– Screen captures / video capture
– Whiteboard sharing
– Instant Messaging
– Review & Approval
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Team Collaborations

What to collaborate upon
– Review & Approval
– Task assignments and Work Balance
– Scheduling of Lab 
– Asset Sharing
– Execution Results
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Integrations

Quality effects everyone and everything
Requirements 
Defects
Project Management
Lab Management
Development Environment
Source Code
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Who is interested in Quality

Test Project Managers
Test Leads
Test Architects
Project Managers
Testers
Developers

Basically – Everyone
BUT IN DIFFERENT WAYS



IBM Rational Software Development Conference 2007

QM1What keeps me Rational?

Solutions need to be easy

Not something that gets in your way
Simplifies you job – not making it harder
A tool isn't useful if it doesn't make a given task 
easier.
Want testers spending the maximum amount of 
time testing the product
Want testers to test and not waste time using an 
overly complicated test management tool
Need is for a single unified comprehensive solution 
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Quality Management Lifecycle

Test Process Definition

Test Preparation Setup and Deploy
Test Environment

Execution and 
Execution 
Analysis

Problem Determination
And Results Analysis

Planning the plan
Plan creation, review, approval
Identifying test environments
Establishing Acceptance Criteria

Test Sizing
Test Plan created
High level plan approved
Assign test environments
Assign authors of tests
Test Case definition
Test Design

Deployment of builds
Test lab management
Hardware/Software 

Resource Scheduling

Running tests
Defect submission
Make/modify team’s 

execution assignments

Test Construction

Test Script Authoring
Extendibility

Reporting and Metrics
Test Policy Definition

Post-mortem
Review criteria

Quality Process Management
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My Vision of Quality Management

Ahhh, now that seems easy..
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Questions
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JohnWatkins
IBM Rational Channel Technical Sales

johnwatk@uk.ibm.com

Thank You
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