HOW TO INCREASE THE VALUE DELIVERED BY YOUR TESTING
Great testing teams are not created overnight, they don’t grow on trees, and they are
seldom the result of chance.
The same goes for successful QA processes; they need time to form and evolve so that
they can meet the needs and constraints of the company and its business environment.
Following are six steps that will help you increase the value delivered to your company
by your QA.

Know thy
business

Quality is not
limited to QA'ers

Develop testing
professionals

Start with the
right testing team

Don't underestimate
the importance of
technology and tools

Have a vision and
goals for your
testing team
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Even if you already have a team, these ideas will help you to lead
them to a higher level and perhaps more importantly, to see
themselves as more valued professionals in their company.
As expected, these steps aren't only about molding great testers and
teams. They also address the work environment in which testers live –
the actual and desired QA processes in action, the relationship
between the testing team and other company stakeholders
(developers, executives, and even end-users), and how certain QA
team management styles breed excellence. You could say that
creating a culture of quality at the company is what we discuss here.
You will ﬁnd these ideas generic enough for all QA teams regardless
of their size or the methodology they follow as part of the
development process, and even if you choose to implement only
some of them, they will help you raise your testers' skills and
competence and improve the current state of the processes followed
by your organization.

SO LET'S GET STARTED!
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START WITH THE RIGHT TESTING TEAM
Build a Balanced Team
That Covers All Your Bases
At the end of the day, the success of
your team depends on the individual
qualities of your testers, and how
these qualities blend to create a
balanced QA team.
When you build your team, make sure
to look for people whose skills complement one another, so that you will
have all your bases covered. You will
need experienced test architects
together with junior testers. The same
goes for testers who know the business and testers who may not know
the business (yet) but have experience
in the technology.
The important point is not to hire
based on one tester proﬁle only, but to
understand that your team needs
diﬀerent people with diﬀerent personal and professional characteristics.

Hire Based on Potential,
Motivation and Passion
Testing is a very demanding and sometimes, even a frustrating job. It is hard
to ﬁnd a tester (not a test manager or
test architect) who has been doing the
same job for 5 or 8 or 10 years and still
maintains the same level of motivation
and determination.
For this reason, but not only, it is
preferable to place considerable
weight during the selection process on
factors such as potential (vs. experience) and motivation or passion (vs. a
degree).

LOOKING AT “OTHER” QUALITIES
IN A TESTER:
I want to relate a story about a kid right out
of high-school who one morning came to a
start-up company located on the 34th ﬂoor
of a 46-ﬂoor building. The kid rang the bell
and asked the receptionist if they had any
QA openings.
The receptionist called the HR director, who
called the QA manager (me) who, based on
a hunch, agreed to talk to the kid.
During the interview, I asked him how he
knew that we were looking for testers. He
answered that he didn’t know, but he was
determined to ﬁnd a testing job. Why?
Because he had a way with computers and
as a user he was always ﬁnding bugs in all
the programs he worked with, and he'd also
heard that QA was a great place to start.
So, he took the elevator to the top ﬂoor and
started walking down the stairs, stopping at
every company along the way to look for a
testing job.
When I asked him what he would do if no
company in the building had an opening for
a tester, the kid simply looked out the
window, pointed and said that there are
another 7 or 10 buildings in the area and he
would go to another tomorrow and the next
day and the one after that until he found a
job as a QA tester.
So, I ended up hiring the kid that same day,
and he turned out to be one of the best
testers I've ever managed.
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Make Sure Your Testers Know How to Communicate, and Ensure They
Do It Eﬀectively
Boiled down to the minimum, testing is about communicating and providing information.
You need to report bugs concisely but in a detailed enough way that ensures developers are
able to solve all their issues while understanding that your comments are not directed against
them personally or their work.
On the other hand, the management team expects to get reports with the information they
require so they can make their decisions, but this information needs to be formatted in a
concise and practical way that enables them to reach the facts quickly and easily.
So as you can see, diﬀerent people will need the same information in diﬀerent formats.
No less important is the fact that your team will usually need to gather information from
multiple sources in order to come up with the tests they need to perform. This will require
them to use formal and informal communication channels in order to gather all the information they need for their work.
In short, your testers need to be able to communicate eﬃciently, both outbound and
inbound, and so you need people with the ability to do this.
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KNOW THY BUSINESS
Every Tester Should Fully Understand Their Company's Business and the
Product They are Testing
It may be possible for some people in the company to do their job without understanding the
main principles of the business and what customers or end-users are looking to achieve or
fulﬁll by using your products.
But, for a tester it would be like driving blind, or becoming a tour-guide in a country s/he's
never visited before. It is possible, but completely irresponsible and very probably the
results will not be what you (or your end-user!) expected.
Make sure that as part of your testers’ initial training, as well as the regular sessions you
conduct with your team, you include information about the business. Things like user proﬁling, background details, direct feedback, and any other information you can gather from the
ﬁeld will help your testers understand how your product is used once it is released into the
real world.

Whenever Possible, Meet Your Users - When Not Possible, Meet Their
Representatives
A simple tip: Have your testers meet your users.
If possible, go to visit them where they use your
product (e.g., plan a visit to a customer site with
your Product Marketing team). If not, go to a user
conference or a professional conference to meet
them in person.
When this is not possible (or extremely impractical),
make sure you are in contact with your customer
representatives within the company.
Some of these people may be your Product Marketing team whose job is to gather all the
needs of the users and the ﬁeld and pass this info along to the rest of the organization, or
your customer support engineers who hear your users' problems and complaints. You can
even try talking to your salespeople and engineers who are in direct contact with users and
hear what they are expecting the system to do (and frequently, what it doesn’t do).
Understand how your customers use your product. What they ﬁnd useful and what they ﬁnd
frustrating. Use these interactions to create “User Proﬁles” that will then help you focus your
tests and even prioritize your bugs based on what you know is important to the real people
who actually rely on your product
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Constantly Read Reviews, Blogs and User Forums on Your Product and
Its Competitors
Another simple idea with great value is using the Internet to ﬁnd sites where your users talk
(and sometimes trash!) your product.
Listen to what they have to say about your product, your competitors' products, their work in
general and their needs, in particular.
You'll be amazed by the amount of information that is ﬂowing freely out there and that may
help your testers to focus their work so that it's more in line with what your end-users are
looking to achieve with your products.
In the end, one of the most important parts of the job of a tester is to be the "Internal Customer Advocate" within the development organization.
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QUALITY IS NOT LIMITED TO QAER'S
Developers Need to be Accountable for
the Quality of Their Products
One of the biggest mistakes many development companies make is to decouple the testing work from the
development.
This can occur when developers are not required to
perform any type of testing before delivering their
products to QA, or when bugs escalated from the ﬁeld
are perceived to be the sole responsibility of QA rather
than of the development team in charge of the
module.
Accountability is a company value, and so the company needs to make sure its developers
know that they are accountable for the quality of their products. At this stage, the QA team's
job is to provide the development team with additional and advanced testing services that will
help them achieve this objective.
Developers are responsible for what they code; they should test it to the best of their knowledge (and ask for more knowledge when theirs is limited!), taking responsibility for the issues
that come up.

Make Testing and Quality Part of the
Regular Dev Meetings
Once you manage to achieve the task of making
the developers accountable for the quality of their
product, you need to then give them the tools to
achieve high quality in their work.
A simple rule is to have someone from the testing
team (the QA lead or manager) take part in the
regular development meetings and make sure that
quality and testing topics are also reviewed regularly when talking about development tasks or
features.
The idea is to help the company culture evolve in a
way that will make testing and quality an integral
part of development, and not an add-on done after
the bulk of the coding is completed.
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Include Unit and Integration Testing as part of Your Overall Testing
Strategy
In addition to making your developers “talk testing” you need to modify the way your testers
perceive the extent of their testing boundaries, making it clear that they should be involved in
testing during the coding process itself.
One of the most eﬃcient things you can do is to start including Unit and Integration Tests into
your testing strategy plans.
By doing this, you will involve your developers earlier in the testing process, and will also
ensure that the product you get when you start your “additional” testing operations has
reached a minimal level of stability as a result of being tested by the people who are writing
the features.
The best way to go about deﬁning Unit and Integration Tests is to do this together with the
developers, and not by “informing them” of their additional responsibility. In this way, you
also help them feel more accountable for the quality and testing operations of the product.
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DON'T UNDERESTIMATE THE IMPORTANCE OF
TECHNOLOGY AND TOOLS
Use the Right Tools To Manage Your QA Work – BTW, MS Excel is Not a
Testing Tool!
There are those who may think that QA tools are
not a true necessity; they may even call them
“nice to have.” These people are simply wrong!
The complexity of the testing tasks, the exponential growth of the number of testing environments, the use of oﬀ-shoring, outsourcing,
crowd-sourcing, etc., the pressure to deliver as
soon as possible - all of these are adding enormous degrees of diﬃculty to testing tasks.
The QA team needs to be able to test professionally, responsibly and accurately, managing their
tasks and scripts in an organized way. More
importantly, they should be able to provide
visibility (via graphs and reports) into the status
of the application and the process instantly, in
real-time!

GET THE

RIGHT TOOL

FOR THE JOB!

For these and many more reasons, people in all
organizations need to understand that Excel,
Word and even Wiki Pages are not testing tools!
As a Test Lead or QA Manager you should look
for a tool that was built to help you manage your
testing team and process. There are systems
that will help you implement the methodology
you are looking for and will provide you with the
infrastructure to propel your team further, for
example (but not only!) PractiTest.

Make Sure Your Testers Participate In The Technical Debates About Your
Product.
Testing is a technical profession; as such, testers should not shy away from the technical
debate and should take an active part in it. To encourage discussion, make sure the QA team
participates in technically-oriented sessions such as architectural reviews, high and low level
design sessions and technical review meetings.
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Stress to your team and others the fact that
due to their end-to-end focus and customer-based point of view, testers can provide
valuable input regarding risks and issues that
developers or other members of the team can
miss.
At the same time, taking part in these meetings will provide testers with information they
can then use when deﬁning and executing
their testing procedures.
Even if at ﬁrst your team participates mostly as
“observers” without adding real input into the
process, with time, they will develop more
technical depth and will be able to more
actively participate in these sessions.

Encourage Your Testers to Look for
Technological Solutions for Their
Problems.
There are many testing challenges that can be
eﬃciently solved by using technical solutions.
These can include automating some of your
simple tests using oﬀ-the-shelf products such as
Selenium or QTP, or extend all the way to writing
PERL or Ruby scripts that help you perform
complex operations on databases of log ﬁles.
Encourage your testers to look for technological
solutions and challenges. Create the working
environment and more importantly, the time, to
pursue these challenges.
At the end of the day, this will make testing more challenging and
enjoyable for your testers, and it will also help to give them a
higher perceived value within your organization, especially in
company environments where engineers are valued based on the
technical knowledge they demonstrate.
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HAVE A VISION AND GOALS FOR YOUR
TESTING TEAM
Create a Vision and Set Goals for Your
Team to Improve How They Work Over the
Next 3 to 5 Years.
Does the QA Team needs a vision and goals? Well, if
you want it to be a professional team that is constantly
improving the way it works and that attracts top-notch
professionals to its ranks you better have them.
A team without a vision and clear goals is at risk of
drifting along particularly if they do not inject innovation into their testing practices. As a result, mediocrity
and boredom can set in.

OUR
GOALS

Your team's vision and goals need to be more than “to
deliver/develop a high quality product/service,” since this is the objective of your entire company.
To develop a vision, think about how you work and how you can improve the way you do
things. Within that framework, challenge your team to work more creatively towards your
team goals, always aiming for excellence. Get them to try more things and even to fail at
some of them in order to ensure they are constantly stepping out of their safe-zones.
If your testers are not technical enough, challenge them to be more so. If they are lacking in
business savvy, push them to work more closely with customersthat come up.

Allocate Time for All Your Testers to
Advance Their Individual Goals
One of the most important things to do is to make sure
you “walk the talk,” meaning that you give your testers not
only the challenges, but also the opportunities to achieve
their goals and advance closer to their own personal
vision.
In scheduling and planning projects, allocate time not only
to ongoing tasks but also to activities related to your testers' professional goals and objectives within the QA framework.
You can do this either by setting aside one or two hours a
day, or giving them one day a week to concentrate on
these “side-tasks”. What you should avoid doing at all
costs is to leave this for “when you have time” because the
truth is that we just don't have any spare time to set aside.
http://www.practitest.com/
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DEVELOP TESTING PROFESSIONALS
Make Sure Each Tester Has a Clear Development Path
Each of your testers should have an individual career
path that will help them improve and gain greater
competence. As a manager, set up this development path together with your tester, ensuring it
reﬂects his/her personal and professional aspirations and capabilities.
A typical mistake in QA is to think that the only way
to advance is to become a manager. This is the
result of the organization not providing alternative
paths, for example - becoming a load expert or
automation expert, or branching out into test
analysis (which involves interaction with users),
that provide increased challenges as well as proper
remuneration to the testers.
Setting out a career path program within your company will not only attract better testers, but
will make it more likely that they stay for a longer time.

Give Incentives and Legitimacy to
Self-Training, to Thinking Outside the Box
and to Coming Up With Ideas (even if they
will sometimes fail)
A good tester is constantly learning; a great tester will
also look for ways to learn on their own.
Set up a system that incentivizes your testers with perks,
encouraging them to ﬁnd self-training resources, such as
online courses, reading material, or even professional
forums and sites. Have them share what they ﬁnd, thereby contributing to the entire team.
Push your testers to think outside the box and surprise you by coming up with unconventional ideas, even if some of these ideas may sound crazy and even, as mentioned above, if on a
number of occasions, these ideas fail.
After all, you want to be surrounded by testers who think diﬀerently than you do, and if you
are lucky, are smarter than you, so that they will help you and your team work better and
provide a higher value to your company.
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Don’t Block Your Testers' Development (even if it is outside the testing
world)
One of the hardest things for a test or QA manager is to accept that a tester on the team
wants to move outside of testing and pursue a career as a developer, a product manager, or
some other job in your organization.
Even if you provided them with career development opportunities, and tried to make their
testing tasks as challenging as possible, there are some people who simply want to be developers (or some other profession) and not put up with the challenges of being a tester.
As a good manager not only should you not stand in the way of these testers, but as much as
you can (and if you think they will be successful at it), help them make the change and achieve
their goal. Being an enabler shows your generosity of spirit and increases your team's motivation.
And, equally important as all the above tips - let your team know their work is valuable: keeping good testers on your team involves making sure their jobs are challenging and that they
are being remunerated properly.

BONUS STEP!
LISTEN TO YOUR TESTERS' IDEAS
Many times, as a manager you are too busy handling all
the work of the project, ﬁxing all the problems created
by all the other teams, or simply addressing issues
caused by the one of your tester's actions, and you are
not able to listen to the ideas and suggestions from your
own team.
But it is important to listen because often, the person
with the greatest chance of coming up with an improvement to a task is that same tester who has to do it countless times and has a personal interest in making sure it is done more eﬀectively and with less “dumb” eﬀort from his side.
It is true that not all testers come up with earth-shattering ideas, and it is also true that some
(or maybe most) of these ideas will be easily dismissed due to objectively real reasons. But if
you pay attention and are willing to take some small risks in order to try new (and maybe
unconventional) stuﬀ you will be able to make changes that will push your team forward.
Most importantly, by listening and giving genuine chances to your team members, they realize that you know their work really makes a diﬀerence.
http://www.practitest.com/
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TO WRAP UP
As we said when we started out, creating a great testing team is a
process - and as we've seen, every party to that process needs to
invest – whether it's talent, passion, education, time, encouragement, enlightened management, etc.
We've outlined key parameters that will help guide you and your
testers towards forming the kind of team that plays an integral role
in putting out an excellent company product.
To help you remember the points we've covered, we've come up
with “The 5 T”s: Team, Time, Tools, Training and Turf.

Gather a motivated team
with diversiﬁed abilities

TEAM

Invest in your testers'
professionalism and
goals through training

IN

Realize that building an
outstanding team is
a process that takes time

L

S

TR
A

to help you
increase the
value of your
QA

E

TURF

THE 5 T'S

TIM

Help make the company
turf conducive to quality
and a place where testers can contribute true
value

IN

G

O
TO

Use the right professional
tools to manage testing and
testing teams
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