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About	
  the	
  Authors:	
  

	
  
Frank	
   Bieser	
   started	
   as	
   a	
   developer	
   kid	
   in	
   1983	
   and	
   has	
   been	
   in	
  
touch	
   with	
   software	
   engineering	
   ever	
   since.	
   He	
   holds	
   Masters	
  
degrees	
   in	
   both	
   Computer	
   Science	
   and	
   Economics.	
   During	
   his	
  
professional	
   carreer,	
   Frank	
   has	
   been	
   an	
   entrepreneur,	
   worked	
   as	
  
management	
   consultant,	
   and	
   succeeded	
   in	
   various	
   IT	
  management	
  
roles	
  including	
  C-­‐level	
  functions.	
  His	
  industrial	
  background	
  includes	
  
automotive,	
  public	
  transport,	
  steel,	
  internet	
  search	
  engines	
  as	
  well	
  as	
  

gaming	
  and	
  gambling.	
  Currently,	
  Frank	
  Bieser	
   is	
  Head	
  of	
  Applications	
  Development	
  at	
  
Austrian	
  Lotteries	
  and	
  Casinos	
  Austria,	
  where	
  he	
  implements	
  Agile	
  Leadership.	
  
	
  
	
  

	
  
Alexander	
   “weixi”	
   Weichselberger	
   is	
   a	
   proud	
   software	
   tester	
   and	
  
member	
  of	
  the	
  SEQIS	
  management	
  board.	
  
His	
   IT	
   background	
   for	
   SW	
   test	
   are	
   Oracle/DB	
   2	
   administration	
   in	
  
Windows/Unix/OS390	
  operating	
  systems	
  and	
  IT	
  architecture.	
  After	
  a	
  
number	
   of	
   smaller	
   software	
   testing	
   projects,	
   he	
   focused	
   on	
   non-­‐
functional	
  criteria	
  testing	
  like	
  high-­‐availability	
  architectures	
  and	
  load	
  
and	
  performance	
   tests.	
  After	
   that	
  he	
   took	
  over	
   leading	
   roles	
   as	
   test	
  

manager	
   in	
   exposed	
   large-­‐scale	
   projects.	
   Besides	
   this	
   his	
   profound	
   theoretical	
  
knowledge	
  (ISTQB,	
  CAT,	
  PM,	
  Scrum),	
  his	
  degree	
  in	
  European	
  management	
  and	
  business	
  
management	
   as	
   well	
   as	
   his	
   hands-­‐on	
   experience	
   as	
   member	
   of	
   the	
   board	
   helps	
   in	
  
difficult	
  management-­‐oriented	
  aspects.	
  

“I’m	
   sure	
   that	
   knowledge	
   and	
   experiences	
   just	
   together	
   with	
   respectful	
   but	
   also	
   goal-­‐
orientated	
   interaction	
   and	
   cooperation	
   with	
   colleagues	
   and	
   partners	
   will	
   fully	
   enhance	
  
potentials.	
   Analytical	
   capabilities,	
   flexibility	
   and	
   my	
   engagement	
   to	
   realize	
   necessary	
  
conditions	
  are	
  additional	
  personal	
  strengths.”	
  

Weixi	
  is	
  president	
  of	
  the	
  Austrian	
  Oracle	
  Users	
  Group	
  (www.AOUG.at)	
  and	
  is	
  in	
  charge	
  
for	
  experts	
  meetings	
  of	
  the	
  Austrian	
  Testing	
  Board	
  (www.austriantestingboard.at).	
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Frank,	
  thanks	
  for	
  this	
  great	
  change	
  over!	
  	
  

	
  	
  
Before	
   I	
   dig	
   into	
   this	
   project	
   deeper	
   pls	
   let	
   me	
   briefly	
   introduce	
   myself:	
  	
  
I’m	
  not	
  as	
  Frank	
  employee	
  of	
  Austrian	
  Lotteries.	
  I’m	
  a	
  software	
  tester	
  focusing	
  on	
  large	
  
scale	
  projects	
  especially	
  in	
  challenging	
  situations.	
  So	
  I	
  don’t	
  just	
  tell	
  people	
  what	
  to	
  do	
  -­‐	
  
normally	
  I	
  stand	
  in	
  the	
  mud	
  with	
  the	
  team	
  &	
  work	
  on	
  the	
  solution.	
  

	
  
So	
  –	
  back	
   in	
  February	
  2012	
  Frank	
  called	
  me	
   to	
  be	
   the	
   temporary	
   line	
  manager	
   in	
  QA,	
  
responsible	
  for	
  helping	
  with	
  the	
  Scrum	
  introduction.	
  	
  

	
  
During	
  the	
  next	
  about	
  40	
  minutes	
  Frank	
  and	
  I	
  will	
  talk	
  about	
  our	
  challenges	
  and	
  results	
  
during	
  the	
  introduction	
  of	
  Scrum.	
  	
  

	
  
Frank	
   already	
   did	
   briefly	
   explain	
   the	
   “why”	
   we	
   had	
   to	
   change	
   and	
   what	
   we	
   did	
  
introduce.	
   I	
  will	
  also	
  add	
  some	
  QA	
  specific	
   findings	
  at	
   the	
  starting	
  point.	
  After	
   that	
  we	
  
will	
   explain	
   todays	
   situation	
   and	
   focus	
   on	
   the	
   process	
   of	
   transformation	
   and	
   the	
  
challenges	
  we	
  met.	
  A	
  brief	
  outlook	
  to	
  what	
  comes	
  next	
  @	
  Austrian	
  Lotteries	
  will	
  be	
  the	
  
last	
  point	
  of	
  our	
  presentation.	
  

	
  
How	
  are	
  we	
  going	
  to	
  make	
  the	
  presentation	
  as	
  you	
  can	
  see	
  us	
  both	
  at	
  the	
  stage?	
  

	
  	
  
As	
  Frank	
  is	
  the	
  leader	
  of	
  SW	
  development	
  @	
  Lotteries	
  leading	
  all	
  departments	
  like	
  PO,	
  
SM,	
  Development,	
  QA,	
  RM	
  and	
  Application	
   support	
   –	
   he	
  will	
   focus	
   on	
   the	
  department	
  
wide	
  aspects.	
  I,	
  as	
  leading	
  QA,	
  will	
  focus	
  on	
  the	
  purely	
  QA	
  orientated	
  points.	
  

	
  
So	
  lets	
  briefly	
  wrap	
  up	
  the	
  QA	
  situation	
  back	
  in	
  Feb	
  last	
  year.	
  

	
  	
  
As	
  we	
  had	
  already	
  20	
  people	
  in	
  QA	
  –	
  why	
  didn’t	
  we	
  deliver	
  the	
  expected	
  level	
  of	
  quality?	
  
Why	
   would	
   programmers	
   look	
   down	
   to	
   us	
   testers?	
   Besides	
   some	
   or	
   even	
   more	
  
uncertainties	
  what	
  comes	
  next	
  with	
  Scrum,	
  we	
  in	
  QA	
  had	
  following	
  main	
  issues:	
  
	
  
1.	
   New	
   functionality	
   was	
   developed	
   fast	
   by	
   programmers	
   as	
   they	
   did	
   create	
   new	
  
functionality	
   module	
   based	
   or	
   just	
   by	
   changing	
   the	
   configuration.	
   From	
   a	
   testing	
  
perspective	
  even	
  simple	
  changes	
  did	
  result	
  in	
  time-­‐consuming	
  regression	
  testing.	
  Why?	
  
Well,	
  we	
  had	
  a	
   former	
   target	
  of	
   “100%	
  test	
  automation”	
  but	
  historically	
   implement	
  as	
  
ice-­‐cone	
  and	
  not	
  as	
  pyramid	
  kind	
  of	
  TA.	
  

	
  
2.	
  Another	
  basic	
  problem	
  was	
  the	
  missing	
  of	
  communication	
  opportunities	
  to	
  learn	
  from	
  
each	
  other	
  in	
  QA:	
  Mistakes	
  in	
  testing	
  and	
  program	
  errors	
  weren’t	
  communicated	
  within	
  
QA,	
  so	
  everyone	
  has	
  to	
  experience	
  &	
  solve	
  issues	
  by	
  themselves	
  over	
  and	
  over	
  again.	
  

	
  
3.	
   As	
   there	
   was	
   always	
   overload	
   in	
   QA	
   –	
   you	
   remember	
   this	
   fast	
   approach	
   of	
  
configuration-­‐based	
  programming	
   –	
  QA	
  didn’t	
   fulfill	
   basic	
   documentation	
  demands:	
   “I	
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orientated	
  standard	
  but	
  also	
  IEEE	
  and	
  ISO	
  –	
  QA	
  had	
  to	
  set	
  at	
  least	
  the	
  common	
  minimum	
  
standards.	
  

	
  	
  
So	
   how	
  did	
  we	
   address	
   all	
   this?	
  We	
   defined	
   that	
   the	
  QA	
   line	
  manager	
   has	
   to	
   present	
  
standards	
  to	
  testers	
  and	
  discuss	
  with	
  them	
  in	
  a	
  kind	
  of	
  experts	
  talk.	
  	
  

	
  
We	
   also	
   introduced	
   so	
   called	
   tester	
   academies	
   to	
   discuss	
   aside	
   from	
   daily	
   business	
  
standards	
   in	
   testing,	
   methodology	
   stack	
   and	
   tools.	
   Or	
   even	
   basic	
   techniques	
   like	
  
equivalence	
   classes,	
   boundary	
   values,	
   path	
   coverage	
   and	
   so	
   on.	
   By	
   this	
  we	
   supported	
  
continuous	
   learning	
  and	
  development	
  of	
  people	
  –	
  and	
  we	
  gave	
  a	
  platform	
  to	
  exchange	
  
know-­‐how.	
  

	
  
In	
  addition	
  we	
  decided	
  that	
  from	
  time	
  to	
  time	
  the	
  QA	
  line	
  manager	
  should	
  take	
  part	
  in	
  
some	
  standups	
  or	
  planning	
  sessions.	
  	
  As	
  QA	
  line	
  manager	
  in	
  Scrum	
  you	
  has	
  to	
  offer	
  your	
  
people	
  to	
  work	
  independently	
  in	
  the	
  teams.	
  So	
  –	
  this	
  cooperation	
  will	
  let	
  you	
  be	
  within	
  
reach	
   to	
   every	
   tester.	
   And	
   you,	
   at	
   the	
   other	
   side,	
   could	
   get	
   an	
   idea	
   of	
   your	
   testers	
  
performance	
  and	
  also	
  issues.	
  
	
  
So	
  –	
  to	
  wrap	
  up	
  the	
  HR	
  duties	
  of	
  a	
  QA	
  line	
  manager	
  in	
  a	
  Scrum	
  environment:	
  You	
  are	
  in	
  
charge	
  for	
  setting	
  basic	
  standards	
  and	
  you	
  are	
  in	
  charge	
  for	
  developing	
  your	
  people.	
  But	
  
you	
  won’t	
   be	
   their	
   contact	
   for	
   private	
   issues	
  	
   this	
  must	
   be	
   the	
   Scrum	
   team.	
   So,	
   pls	
  
ensure	
  that	
  you	
  take	
  care	
  about	
  this	
  too	
  and	
  you	
  will	
  support	
  and	
  establish	
  this	
  as	
  well.	
  	
  
	
  
Trainings	
  and	
  co	
  were	
  established	
   in	
  other	
  departments	
  as	
  well	
  	
  but	
  we	
  had	
  to	
   face	
  
other	
  challenges.	
  Frank?	
  

	
  

It	
  was	
  a	
  bumpy	
  ride.	
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In	
   addition	
   to	
   giving	
   the	
   right	
   standards	
   and	
   trainings	
   we	
   had	
   to	
   address	
   the	
   given	
  
testing	
   approach.	
  As	
   explained	
  @	
  the	
   start	
   especially	
   regression	
   testing	
   resulted	
   in	
   an	
  
enormous	
  effort	
  prior	
  to	
  Scrum.	
  But	
  our	
  view	
  is	
  that	
  at	
  the	
  end	
  of	
  the	
  sprint	
  we	
  deliver	
  
software,	
  which	
  can	
  be	
  installed	
  and	
  used	
  –	
  that	
  means,	
  sufficient	
  testing	
  goes	
  hand	
  in	
  
hand	
  with	
  a	
  commitment.	
  	
  

	
  	
  
One	
   mechanism	
   to	
   tackle	
   it	
   is	
   obviously	
   to	
   ensure	
   a	
   consistently	
   high	
   level	
   of	
   test	
  
automation.	
  However,	
  nobody	
  says	
  that	
   this	
   is	
   the	
   job	
  of	
   the	
  testers	
  only,	
   just	
  because	
  
it’s	
  called	
  TEST	
  automation.	
  I	
  strongly	
  recommend	
  leaving	
  this	
  first	
  word	
  “TEST”	
  away	
  
and	
   than	
   you	
   easily	
   can	
   add	
   individual	
   mappings	
   like	
   “developers	
   automation”	
   or	
   “	
  
testers	
  automation”.	
  On	
  the	
  lower	
  end	
  of	
  the	
  testing	
  pyramid,	
  programmers	
  and	
  testers	
  
can	
  proof	
   that	
   they	
  understood	
  the	
  concept	
  of	
  collective	
  quality	
  ownership.	
  As	
   long	
  as	
  
this	
  is	
  not	
  part	
  of	
  your	
  culture,	
  it	
  may	
  be	
  helpful	
  to	
  state	
  in	
  the	
  team’s	
  definition	
  of	
  done.	
  
	
  
Ok	
   –	
   so	
  we	
   targeted	
   the	
   right	
   TA,	
   certainly	
   based	
   on	
   the	
   TA	
   pyramid.	
  We	
  worked	
   on	
  
introduction	
  of	
  CUT	
  for	
  programmers	
  and	
  used	
  an	
  API	
  based	
  framework	
  as	
  well	
  as	
  GUI	
  
automation	
  for	
  the	
  tester.	
  
	
  
For	
  sure	
  we	
  did	
  take	
  care	
  about	
  basic	
  standards	
  like	
  test	
  cases	
  should	
  run	
  independently	
  
from	
  each	
  other	
  and,	
  if	
  appropriate,	
  they	
  will	
  build	
  their	
  own	
  data	
  as	
  well.	
  In	
  addition	
  we	
  
focus	
  on	
  the	
  main	
  streets	
  of	
  the	
  application	
  especially	
  when	
  you	
  go	
  up	
  the	
  TA	
  pyramid	
  &	
  
avoid	
  automating	
  every	
  aspect	
  of	
  the	
  application.	
  	
  
	
  
And	
  we	
  always	
  had	
  an	
  eye	
  on	
  ROI	
  as	
  well:	
  	
  
1.	
   Take	
   care	
   about	
   the	
   coverage	
   of	
   developers	
   automation	
   and	
   testers	
   automation	
   –	
  
ensure,	
  that	
  the	
  overlapping	
  is	
  given	
  but	
  not	
  too	
  much	
  
	
  
2.	
  Ensure	
  benefit	
  from	
  TA:	
  Test	
  automation	
  doesn’t	
  end	
  in	
  itself	
  –	
  it	
  has	
  to	
  have	
  a	
  benefit.	
  
So	
   if	
   it	
   doesn’t	
   pay	
   to	
   execute	
   particular	
   TCs	
   because	
   they	
   don’t	
   show	
   any	
   relevant	
  
results:	
  Don’t	
  execute	
  them,	
  especially	
  if	
  they	
  are	
  at	
  a	
  higher	
  level	
  in	
  the	
  TA	
  pyramid!	
  We	
  
considered	
  also	
  deleting	
  them:	
  Why	
  invest	
  time	
  to	
  maintain	
  them	
  over	
  and	
  over	
  again?	
  
So,	
  if	
  completely	
  useless:	
  Delete	
  them!	
  
	
  
So,	
  how	
  to	
  realize	
  test	
  automation	
  with	
  the	
  given	
  initial	
  debts?	
  Our	
  starting	
  point	
  here	
  
were	
  masses	
  of	
  old	
  code	
  with	
  more	
  or	
  less	
  assured	
  functionality.	
  
	
  	
  
So	
  how	
  did	
  we	
  approach	
  here?	
  We	
  introduced	
  following	
  rules	
  to	
  address	
  given	
  technical	
  
TA	
  debts:	
  	
  
	
  
a. If	
  the	
  old	
  code	
  isn’t	
  assured	
  but	
  is	
  in	
  production	
  >	
  take	
  the	
  risk	
  and	
  keep	
  it	
  outside	
  

the	
  regression	
  as	
  it	
  runs	
  anyway	
  
b. If	
  you	
  have	
  to	
  work	
  on	
  old	
  code	
  by	
  current	
  development	
  	
  add	
  TA	
  of	
  this	
  old	
  code	
  to	
  

the	
  DoD	
  
c. When	
  you	
  develop	
  new	
  code	
  make	
  sure	
  that	
  you	
  will	
  do	
  your	
  TA	
  duties	
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