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Individual Introductions 

Name 

Company 
Name 

Business 

Type of systems 

Other . . . 

Experience/background 
Testing 

Internet/Web 

Development 

Management 

Support 

Other . . . 
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Enterprise Test Assessments ï Agenda 
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ÅUnderstand the Why, the What, the When 

and the How of the Assessment Process 

ÅUnderstand the key value levers of process 

improvement 

ÅUnderstand the Assessment Process & Key 

Deliverables 

ÅReview Sample Test Assessments 

ÅUnderstanding & Tracking Risk 
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Enterprise Test Assessments ï The WHY 

Increase Speed to Market 

Improve Quality 

Reduce Costs 

Source: Dilbert Comic Strips 

© IIST, 1996-2012 
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Common Testing Challenges  

 

Enterprise Test Assessments ï The WHY 
By having extensive experience, this methodology can provide outside perspective on 

optimizing testing center capabilities to enable effective support of business.  

The approach presented herein leverages an Enterprise Test Assessment 
methodology to identify and tackle client challenges in order to develop ways 
to release value of its testing center to best meet future business needs. 

ÅInefficient test plans 

ÅLate identification of errors and/or 

errors not detected 

ÅInconsistent use of test methods and 

tools 

ÅInsufficient test environments 

ÅHigh operating cost 

ÅLack of reuse; Insufficient automation 

ÅTesting activities conducted by non-

testers (i.e. developers or business 

analysts) 

ÅOverall lack of quality in application 

development processes 

ÅHigh management overhead due to 

defragmentation of the organization 

ÅPoorly written Requirements 
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Enterprise Test Assessments ï Agenda 

 

 

ÅUnderstand the Why, the What, the When and the How of 

the Assessment Process 

ÅUnderstand the key value levers of process improvement 

ÅUnderstand the Assessment Process & Key Deliverables 

ÅReview Sample Test Assessments 

ÅUnderstanding & Tracking Risk 
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Enterprise Test Assessments ï The WHAT 
Enterprise Test Assessment and Strategy Adherence Benefits 

50% Cost Reduction 

Automation:  5-10%  

Revenue enhancement via speed-to-market and 

cost reductions due to judicious use of 

automation 

Productivity:  20-25%  

Gain due to improvements in testing methods, 

application of enabling tools, and better 

governance 

Labor Arbitrage:  20-x%  

%
 O
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Original 

Cost 

 

STP&T Automation  Productivity Final Cost Labor 

100% 5% 

20% 

50% 

0% 

20% 

40% 

60% 

80% 

100% 

20% 

5% 

ÅImprovements to quality, consistency, CMMI compliance, transparency, and effectiveness ï on time, on budget delivery to 

business, increased client satisfaction 

ÅDecreased implementation risk - leveraging proven best practices and assets and skilled resources  

ÅSpeed to capability - leveraging ñout of the boxò solution components and proven methodologies, implementation expertise 

Qualitative 

Benefits 

Savings from é 

Explanation Topic 

Quantitative Financial Benefits 

Testing Centers of Excellence have delivered IT and business savings of ~50%, combined with 

increased quality, improved speed to market, and decreased risk 

Standard Testing Processes & Tools:  5-15%   

Increased quality due to reduction of defects and 

identification and resolution of defects earlier in 

the systems development lifecycle 
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Â $xx Million+ cost savings attributed to labor arbitrage 

realized in year 1 based on moving x% of testing 

offshore 

Â Pyramid Management ï consistently leveraging the 

lowest rate on rate card for test execution would 

provide further savings 

Â Capability testing, as opposed to application testing, 

should reduce test management overhead 
 

Â Centralized resource planning would improve 

resource utilization 
 

Â Test execution pools could improve resource 

efficiency 
 

 

Â Regression script automation shortens delivery 

cycles and increases test capacity 
 

Â Test cycle time reduction and increased test 

coverage 

 

Â óSmoke testô effort and duration could be reduced 

Â Environment downtime impacts would be mitigated 

 

Â Detecting defects in an earlier phase would result in 

a lower cost of quality 

 

Â Central license procurement and management could 

provide further buying power 

Â Test assets should be reused 

 

Â Cost and duration of product test through risk-based 

testing and statistical analysis could be lowered 

Increase Automation 

Potential 

Benefits 

Resource 

Productivity 

Test Efficiency 

Improve 

Quality 

Increased Test 

Coverage 

Consistent Test 

Methodology 

Integrated Environments 

Early Defect Detection 

Standard Toolsets 

Best Practices 

Increase 

Productivity 

Optimal 

Sourcing 

Capacity Planning 

Test Resource Pool 

Improve Resource 

Utilization 

Reduce Labor Costs 
Pyramid 

Management 

Labor Arbitrage 

Reduced Overhead 

20 ï 40%  

IT Cost Savings 

7-10%  

IT Cost Savings 

4-6%  

IT Cost Savings 

7-10%  

IT Cost Savings 

Enterprise Test Assessments ï The WHAT 

Test Optimization Value Levers 
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The benefits case shows the estimated cost savings against the 

different value levers 

Enterprise Test Assessments ï The WHAT 
Sample Value Lever Savings 
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Enterprise Test Assessments ï The WHAT 

Enterprise Testing Strategy and 

Assessment Services é 

ÅAssess the companyôs end to end 

Testing and Quality Assessment 

Processes 

ï Identify challenges in the 

companyôs ability to 

develop/enhance the testing 

capabilities 

ÅDevelop recommendations to 

transform into a Testing Centre of 

Excellence 

ï Identify opportunities for 

people/process/technology to 

change/evolve 

ÅDevelop a Roadmap to deliver on 

recommendations 

ï Identify a values based delivery 

é Assessment Scope focus 

ÅTest Organization 

ÅTest Strategy 

ÅTest Automation 

ÅTest Environment 

Management 

ÅTest Data Management 

ÅPerformance Testing 

ÅRequirements 

ÅEstimation 

ÅProject Management 

ÅDefect Prevention 

ÅTest Tools/Metrics/Reporting 

ÅOther Client Specific 

Capabilities é 
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The following inputs are typically needed when conducting an 

assessment: 

Å For each application, the following artifacts are requested: 

Å Organizational Structure 

Å Test Plan/Strategy 

Å Test Processes (test management, defect management, environment 

management, test data management, issue management) 

Å Test Artifacts (test cases, requirements traceability matrix, test results, test status 

reports, defect data including production defects 

Å Defect Data for past six months (root cause, defects by component/module) 

 

Å For each application reviewed, the following key contacts will be interviewed: 

Å QA Test Manager/Lead (1 ï 3 hours for interview and follow up as needed) 

Å Development Manager (1 ï 2 hours for interview and follow up as needed) 

Å Project/Release Manager (1 ï 2 hours for interview and follow up as needed) 

Å Automation Lead (if applicable) 

Å Performance Test Lead (if applicable) 

Å Configuration/Build Manager (if applicable) 

 

 

Enterprise Test Assessments ï The HOW 

Input Requirements 
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Enterprise Test Assessments ï Agenda 

 

 

ÅUnderstand the Why, the What, the When and the How of 

the Assessment Process 

ÅUnderstand the key value levers of process improvement 

ÅUnderstand the Assessment Process & Key Deliverables 

ÅReview Sample Test Assessments 

ÅUnderstanding & Tracking Risk 
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Plan & prepare for assessment 

ÅDevelop assessment plan, Select & prepare team, Obtain & review evidence. 

Conduct assessment 

ÅExamine evidence, Verify & validate evidence (incl. interviews), Document 

findings, Generate results. 

Report results 

ÅDeliver assessment results, Package & archive assets. 

Recommend improvements 

Å Identify & prioritize improvement suggestions, Develop improvement plan. 

Plan & Prepare for 

Assessment 

Conduct 

Assessment 
Report Results 

Develop 

Improvement 

Recommendations 

Enterprise Test Assessments ï The HOW 

The Test Assessment Process has 4 Major Phases 
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Conduct Assessment Collate Findings Develop 

Recommendations 

Weeks 1-2 Weeks 3-4 

Plan and Prepare 

Week 0 

S
ta
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s
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s
 

Kickoff  

Meeting 
Present 

Findings 

ÅDocument  Approach & 

Work Plan 

ÅEstablish Assessment 

Team 

ÅIdentify Participating 

Projects & Key Contacts 

ÅEstablish Assessment 

Framework 

ÅGather client standards 

documentation 
(methodology, templates, etc.) 

 

ÅPlan & Schedule Client project interviews 

ÅConduct Interviews 

ÅDocument Interview Results 

ÅGather Project Artifacts 

ÅReview Client Testing & SQA standards 

ÅConduct Comparison of Client standards to 

Best Practices 

 

 

 

 

 

 

ÅInterview Plan 

ÅInterview Results 

ÅProject Artifact Data 

ÅComparative Analysis (Best Practices to 

Client Standards) 

 

ÅApproach & Work Plan 

ÅAssessment Framework 

ÅClient Standards 

Documentation 

ÅCollate results 

ÅAnalyze and evaluate 

results 

ÅDevelop initial 

findings 

 

 

 

 

 

ÅDevelop High-level 

Recommendations / 

Performance 

Measurements 

ÅCompile Executive 

Summary 

ÅCreate IT Leadership 

Team presentation 

ÅDefine proof of concept 

ÅSchedule & 

communicate sessions 

to communicate findings 

 

ÅAggregated Results 

ÅGap Analysis 

 

 

 

 

 

ÅExecutive Summary 

ÅHigh-level 

recommendations 

ÅKey performance 

metrics 

ÅIT Leadership Team 

presentation 

ÅProof of Concept 

definition 

 

Enterprise Test Assessments ï The HOW 

Sample Test Assessment Timeline 
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Testing Artefacts Defect Data 

Review Methodology 
ÅTest artefacts will be  

used to assess the 
current testing 
methodology.  Each 
artefact will be reviewed 
for completeness and 
thoroughness of content 
that a mature 
organization should 
contain. 

Capability Assessment 

Analyze Efficiency 
ÅDefect data will be used 

to assess the quality of 
the testing organization.  
Additionally, this data 
will be used to quantify 
the overall Cost of Poor 
Quality (how much 
rework is costing your 
organization). 
 

Assess Maturity 
ÅThe maturity of testing 

capabilities will be 
assessed via a series of 
interviews & artefact 
analysis resulting in a 
Test Assessment 
Scorecard that will rate 
each area of focus on a 
scale of 1 ς 5 according 
to the Testing Maturity 
Model. 

Enterprise Test Assessments ï The HOW 

Test Assessment Approach (Qualitative & Quantitative) 
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Enterprise Test Assessments ï The HOW 
Deliverable Samples 

Test Area

L M H L M H L M H L M H L M H

Test Organization V

Test Data Management V

Test Strategy V

Automation V

Tools/Metrics/Reporting V

Performance Testing V

Test Environment

Management V

Estimation V

Release Planning V

Maintenance / 

Regression Testing V

Overview

Å Set-up of  TCoE program

Å Def ine Strategy for program roll-
out

Deliverables and Actions

Å Analyze portfolio to identify high 
priority business functions and 
applications and categorize into 
waves

Å Create Multi-Generational Plan 
per business application for 
program roll-out

Å Def ine TCOE Organization

Å Def ine Knowledge Transfer 
process

Å Finalize Shared Services Process 
and Tools Handbook.

Å Def ine TCoE Metrics Scorecard

Å Build sponsorship and 
communication plans

Å Conduct Pilot (if  desired)

Phase 1: 

Baseline TCoE

Phase 3:

Operate TCoE

Overview

Å Incremental increase Offshore 

utilization

Deliverables and Actions

Å Engage and implement additional 

applications into TCoE program

Å Migrate selected roles of fshore to 

achieve targeted ratio

Å Expand automation for regression and 

low/moderate complexity testing

Å Measure testing outputs metrics for 

continual improvements

Å Move strategic work of fshore as 

maturity and experience with 

applications and functionality is 

obtained

Phase 2:  

Transition TCoE

Overview

Å Launch applications in waves

Å Initial cost saving gains

Deliverables and Actions

Å Initiate of fshore testing capability with 

Quick Start Apps for regression testing 

and low complexity test cases

Å Program roll-out to additional business 

applications per Multi-Generational Plan 

until a 80/20 of fshore mix is obtained

Å Capture and Publish consolidated testing 

metrics to baseline for cost and delivery 

saves

Two months One to five months Ongoing

7/12 7/26 8/9 8/23 9/6 9/20 10/4 10/18 11/1

7

*Confidential Information

7

Test Methodology - Standardization
ÁMilestone: Best Practices Documented
ÁDeliverable:  Mortgage Operation -UAT Best Practices
ÁMilestone: Standardization Complete
ÁDeliverable: Standardized Templates

MO-UAT Best 
Practices

Standardized 
Templates

Automation ςAssessment & Roadmap
ÁMilestone: Automation Assessment & Roadmap Complete
ÁDeliverable: Automation Assessment &Roadmap

Automation 
Assessment & 

Roadmap

Test Metrics and Reporting
ÁMilestone: Test Metrics Complete
ÁDeliverable: Test Metrics Definition and Benefits
ÁMilestone: Reporting Plug-in Analysis & 

Implementation Complete
ÁDeliverable: QC Reporting Plug-in and Reporting 

Process

Test Metrics 
Definition & 

Benefits

QC Reporting Plug-

in & Reporting 
Process

Testing Tools
ÁMilestone: Testing Tools Complete
ÁDeliverable: Testing Tools Definition 

and Standardization

Testing Tools 
Definition & 

Standardization

Training & Socialization
ÁMilestone: Testing Tools Handbook 

Complete
ÁDeliverable: Testing Tools Handbook
ÁMilestone: Training and Socialization 

Complete

Testing Tools 
Handbook

Training & 
Socialization 

Complete

The following are examples of a Test Assessment Scorecard, TCoE 

Roadmap, Opportunity Benefit Analysis & Implementation Schedule. 

4 5 2 1 3 
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Enterprise Test Assessments - The HOW 
Tool ï Test Assessment Framework ï Background and History 

The Testing Maturity Model (TMM): 

ÅWas developed in 1996 at the Illinois 

Institute of Technology 

ÅAims to address testing gaps in CMMI, 

ISO 9001, Bootstrap, and SPICE (ISO 

15504) 

ÅTakes a 5-staged approach (like CMMI) to 

testing maturity for organizations 

ÅTMM Maturity Sub-Goals make up 

Maturity Goals, which make up the 5 

TMM Test Maturity Levels 
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Enterprise Test Assessments ï The HOW 
TMM Key Maturity Differentiators 

óInitialô vs. óDefinedô 

VAt level 1, organizations struggle between testing and development/debugging, 

whereas at level 2, they recognize and define testing as a distinct discipline 

óDefinedô vs. óIntegratedô 

VAt level 2, organizations start testing with an unpredictable starting situation, 

whereas at level 3, they aim to test & plan testing early in the SDLC 

óIntegratedô vs. óManaged/Measuredô 

VAt level 3, organizations still focus on testing often & everywhere, whereas at 

level 4, they aim to test less by management/control & quality review 

óManaged/Measuredô  vs. óOptimizedô 

VAt level 4, organizations aim to reduce test effort by management & control, 

whereas at level 5, they aim to reduce effort by automation, statistical testing, 

but mostly by defect prevention through overall SDLC process improvement 

1 2 

3 

4 

5 

Linking CMMI Process Maturity with Testing Maturity 
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Enterprise Test Assessments ï The HOW 
Bridging the Gaps 

ÅThe 5 TMM maturity levels 

can be used to assess 

individual areas 

ÅThis approach enables: 

ïAssessment of the entire 

organization 

ïAssessment of the entire 

testing scope 

ïComprehensive, and 

targeted value creation 

Test Area 

L M H L M H L M H L M H L M H 

Test Organization  
V 

Test Data Management  
V 

Test Strategy 
V 

Automation 
V 

Deployment Verification 

Testing V 

Tools/Metrics/Reporting 
V 

Defect Prevention 
V 

Performance Testing 
V 

Test Environment 

Management V 

Estimation 
V 

Requirements 
V 

Regression Testing 
V 

4 5 1 2 3 

Defined Integrated 
Measured 
Average Optimized Initial

  

ILLUSTRATIVE 
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Rating 

 

 

Definition 

 

Not 

performed 

 

Not clearly 

demonstrated 

 

Clearly 

demonstrated, 

but not 

integrated 

 

Sufficiently 

demonstrated, 

integrated, but  

not managed/ 

measured 

 

Consistently 

demonstrated, 

integrated, 

managed, but 

not 

continuously 

improved 

 

Fully 

demonstrated, 

integrated, 

managed, and 

continuously 

improved 

Output 

Scale 

 

Current 

Industry 

Benchmark 

Above Average 

5 

Exceptional 

Risk & Waste Productivity & Quality 

Cross Industry  

(Target) 

Beginning Good 

4 

Aware

  

0 1 2 3 

None 

L    |   M   |   H L    |   M   |   H L    |   M   |   H L    |   M   |   H L    |   M   |   H 

Cross Industry 

(Current) 

Best Practises 

(General) 

Based on review of the delivered artefacts and interview discussions, each test area was assigned a score that fell into one 

of the below ratings. The following definitions were considered for assigning ratings.  The rating scale is based on the TMM 

developed at the Illinois Institute of Technology in 1996. 

Enterprise Test Assessments ï The HOW 

Test Assessment Rating Scale 
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Test Execution 

4

Test ExecutionTest Execution

T
e
s
t 

L
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a
d

Test Pass Process Flow

B
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A
n

a
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s
t

T
e
s
te

r
D

e
v
e
lo

p
e
rs

6. Execute Test

Scripts

7. Record Actual 

Results

8. Did the 

Test 

Pass?
11. Defect 

Management 

Process

11. Defect 

Management 

Process

Yes

No

2.  Have 

Entry 

Criteria  been 

Met?

1. Sign-off on Test 

Cases & Test 

Scripts*

5. Prioritize Test 

Scripts & Establish 

Goals for the Test 

Pass

M
a
n

a
g

e
m

e
n

t

3. Action Outstanding 

Items From 

Entry Criteria

4. Sign off on

Entry Criteria

15. Action Outstanding 

Items to complete 

pass
13. Review

Test Scripts and 

Actual Results

Yes

16. Sign-off: Pass

Complete

9. Mark Script 

ñPassedò

14. 

Have goals for 

the pass been 

met?

Yes

No

Yes

No

* This is the final step from the Test 

Case / Test Script process flow

Additional detail included as 

part of defect management

Fixed (unit & assembly tested) & Migrated Software

10. Mark Script 

ñFailedò

12. Is all 

execution

for the pass 

complete?

No

Steps that are needed for 

the First Pass only

Test Pass Process Flow

Testing Organization/ 

Strategy (Vision) 
 

Testing Methodology 

Test Planning and Preparation 

5

Test Planning starts with the business functions and requirements of the new systems and produces a set 

of detailed test scripts and test data that are used to validate that the system performs as designed.  

Business
Functions

Business
Requirements

Represents the specific set of requirements defined to meet business needs.  
Example:Application is required to support Order Entry, Placement and Execution.

Business functions to be supported by the system
Examples: Order Management Capability

Identifies a requirement that will be validated during the test.
Includes description of the case and expected results.
Example: Enter a new order into the order management tool. When 
entered, the order should appear in the blotter.

A detailed, well documented set of instructions containing 
actions and responses (both expected and actual) used 
during the execution.  Scripts are defined to be repeatable.
Example:Create an order to Buy 10,000 Shares of IBM.  Select 
òsubmitó to create the order. Validate that the order appears inthe 
Order Management tool.

Test Cases & 
High -Level 

Expected Results

Test Scripts, Test 
Data, & Detailed 
Expected Results

Test Planning

Test Case ManagementTest Case Management

3

Test Case ManagementTest Case Management

The test script development process consists of a series of steps to build, validate and fix test cases and 

test scripts.  Depending upon skill sets, individual resources may fill more than one role.

B
u

s
in

e
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s
 

A
n

a
ly

s
t

Test Case Process Flow

T
e
a
m

 L
e
a
d

T
e
s
te

r

2. Review 

requirement

Specifications

4. Validate Test 

Plan/Approach

3. Define Test Plan

& Approach

6. Define Test

Cases and 

Expected

Results

9. Cross Reference

Cases to 

Requirements

11. Define

Test Scripts,

Expected Results

and Test Data

12. Validate

Test Scripts, 

Test Data, and 

Expected Results 

7. Validate

Test Cases and

Expected Results *

Test Cases Test Scripts

14. Validate

Test Scripts, 

Test Data, and 

Expected Results * 

10. Cross Reference

Cases to 

Components

8. Fix Test

Cases And 

Expected

Results

13. Fix

Test Scripts,

Expected Results

and Test Data

5. Fix Test Plan

& Approach

1. Reqmt. Spec

Complete

* During Integrated System Test, the business analyst for multiple applications may be required to review test cases/ test scripts

17. Check Test 

Cases and Test 

Scripts into

Repository

15. Sign-off on Test 

Cases & Test 

Scripts

16. Sign-off on 

Test Cases & 

Test Scripts

Test Case Development Process Flow

Test/Defect Management 

       

1 

2 

3 

4 

5 

Á Organizational testing framework 

Á Consistency of test stages per V-model 

Á Involvement of cross functional test teams 

with dedicated resources 

Á Involvement of testing resources across all 

stages of the SDLC 

Á Traceability 

Á Stakeholder Involvement 

Á Standardized QA/Planning/Tracking 

processes and tools  

Á Risk-Based Testing 

Á Exit/Entry Criteria 

 

Á Documentation Consistency 

Á Key deliverable management, sharing, 

and approval 

Á Estimating and review process 

Á Training scope and process 

Á Dedicated/Standardized Environment 

and test data  

Á Move user involvement forward in the 

development process 

Á Consistent level of prioritizing test cases 

Á Capture, report, and track key 

metrics such as quality, rework, 

productivity, schedule, phase 

containment and effort 

Á Common test mgt/defect /process 

mgmt tools 

Test Automation 

4

Test ExecutionTest Execution
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Test Pass Process Flow

B
u

s
in

e
s
s
 

A
n

a
ly

s
t

T
e
s
te

r
D

e
v
e
lo

p
e
rs

6. Execute Test

Scripts

7. Record Actual 

Results

8. Did the 

Test 

Pass?
11. Defect 

Management 

Process

11. Defect 

Management 

Process

Yes

No

2.  Have 

Entry 

Criteria  been 

Met?

1. Sign-off on Test 

Cases & Test 

Scripts*

5. Prioritize Test 

Scripts & Establish 

Goals for the Test 

Pass

M
a
n

a
g

e
m

e
n

t

3. Action Outstanding 

Items From 

Entry Criteria

4. Sign off on

Entry Criteria

15. Action Outstanding 

Items to complete 

pass
13. Review

Test Scripts and 

Actual Results

Yes

16. Sign-off: Pass

Complete

9. Mark Script 

ñPassedò

14. 

Have goals for 

the pass been 

met?

Yes

No

Yes

No

* This is the final step from the Test 

Case / Test Script process flow

Additional detail included as 

part of defect management

Fixed (unit & assembly tested) & Migrated Software

10. Mark Script 

ñFailedò

12. Is all 

execution

for the pass 

complete?

No

Steps that are needed for 

the First Pass only

Test Pass Process Flow

6 
Á Increase speed, quality of testing, 

reduce test efforts, and optimize  

     costs thru the use of automation tools, 

methodology, and strategy 

Á Automation test strategy 

Á Involvement of dedicated/skilled 

resources 

 

 

Enterprise Test Assessments ï The HOW 

So What does a  Level 3 Organization Look Like? 
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