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We are not the ASBEST conference…
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 You may use some of the material from this 
presentation under the following conditions:

 Copyrights still belong to the authors described below, and 
you get a permission to use it only

 When using material or part of the material from this 
presentation, you are obligated to reference the authors in 
this way: 

“© Copyrights of Alon Linetzki, Best-Testing & Michael Stahl, Intel”

Using the material inside this 
presentation
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Alon Linetzki

 A Software Engineer, working both as a Testing and QA 

professional coach and as a business Integration/enhancement 

promoter,

 Supporting and Enabling organizations to improve their 

product development and testing operation, by taking 

informed decisions, using product quality and process related 

information

 Working in multi-national, multi-cultural, multidisciplinary 

operations and environments,

 Supporting engineers, team leaders, managers and executives,

 Global services are supported around the world,

 ISTQB® Foundation Agile Tester Extension co-Author

 ISTQB Agile Tester

 ISTQB Advanced TA 

 ISTQB Advanced TM 

 Scrum Master

 LQA ISO-9000

 TMMi

 CMMi

 TPI™

 System Analyst

 CMAP®

 … 



 A common test automation project story

 Alert Signals

 Counter Measures

 Summary

On the Menu…
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 Once upon a time…

Common test automation story
7

Mr. Otto MateCool!

Can you make it…

Otto’s Team

Show to friends…

I can automate 
my work!...

October 2014



Common test automation story
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Mr. Otto Mate

Perfect! 

Can you add…

Otto’s Team

Show to friends…

Piece of 

cake!

Mr. Mann a. Ger

What a wonderful 

world!...
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Common test automation story
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Mr. Otto Mate

Otto! The last 

release 

fails!...Otto’s Team

Arggghhh!

Fix Fix Fix

Mr. Mann a. Ger

Makes sense… Sir!

I need time!
I need help!

… and mates
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Common test automation story
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Mr. Otto Mate
… and mates

… and mates

… and mates
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Common test automation story
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Mr. Oto Mate
… and mates

Let’s 
REDESIGN!!!

#$&@***!!!

Mr. Mann a. Ger
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 So many times…

 We let a small automation project mushroom into a huge framework…

 We allowed a test automation adventure to continue uncontrolled, as a 
mean to retain a valued tester…

 We were sucked into cycles of automation framework re-writes…

 We spent years patching to a tool that was never architected properly…

 We realize – too late - we never understood the overall cost of developing 
an in-house tool…

 We got stuck with a half-functional self-developed tool…

 We found out we can’t back out of the situation without a huge 
investment…

… and then the automation guy got bored and left us with spaghetti code.

Motivation
12

We had 

enough!
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Small, localized, grass-root automation initiatives are 
welcome…

… as long as they stay small, localized and focused!

We need 

 Alert Signals to recognize the symptoms

 Counter Measures to mitigate the impact

… of a runaway automation initiative

What is needed… 
13

October 2014



 Stage 1: Small, local, feature-centered

 Stage 2: Generalization

 Stage 3: Institutionalization and staffing

 Stage 4: Change of focus: Technology Management

 Stage 5: Maintenance overload; Re-design

Alert Signals/indicators identified
14
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Alert Signals
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Alert Signals
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Failing the project

Failing the project

Failing the project

Failing the project

Failing the project

Alert Signals
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 On the next slides, you will find for each exit 
point/level:

Questions to ask – identify where we are?

Situation at this stage – symptoms identified

Suggested Counter Measures - aggregative
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Counter Measures

October 2014



 Questions:

Single feature?

Clear ROI for the task it automates?

Single user – dev + run?
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1. A Tool is built locally on a small scale

Alert signs

October 2014



Ensure the following… and relax:

Source Code control

Documentation  
User manual  

High level design

Unit testing the tool will be done, as it is 
localized…
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1. A Tool is built locally on a small scale

Counter Measures
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Additional features?

Multiple users?

Automation web site / wiki?

>25% of the tester’s time? – 1+ week/month, 1.5+ 

days/week

HR-related?
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2. Requests are placed to enhance the tool 
and make it more generic (generalization)

Alert signs

October 2014



 Situation at this stage

 The tool is still on small scale:

 No generic test-case management capabilities 

 Implements mostly core-business or core-technology

 Can’t be bought outside – we want this tool!

 But we don’t want it to expand and become to much 

generic…
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2. Requests are placed to enhance the 
tool and make it more generic

Alert Signs
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Counter Measures

“The hardest part of building a software system is deciding 

precisely what to build... No other part of the work so 

cripples the resulting system if done wrong. No other part is 

more difficult to rectify later”
- Fred P. Brooks (author of “The Mythical Man-Month”)
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 Stage 1 measures – SC, documentation…

Automation Strategy

Architecture and design

 Standardize tool development

No GUI automation… (buy/open source…)

 Lightweight PM

Version control

Scope control

Bugs & Requests database
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2. Requests are placed to enhance the tool and make it more generic

Counter Measures
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Alert Signs

TA development skills start to be a limitation…

Requests for additional “heads”?

Automation issues resolve F2F?

Too many automation tasks…

Missing timelines?

Tool-related delays in testing?

Design related arguments are dragged on forever..

25
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3. Technical owner (de-facto) spends most of 
the time on automation with the tool



Alert Signs

 “we need a platform…”

ROI?

Knowledge transfer (sit with the guy for 2 hours)? 

Documentation?

Defect reporting established…

Key words:

“Prioritization”, “Tool Owner”, “Framework”;  
“Infrastructure”, “Roll back”, “Bug fix release” 

26
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3. Technical owner (de-facto) spends most of 
the time on automation with the tool



 Probable situation at this stage:
 The tool supports a number of features, used by a number 

of people

 Some libraries exist… no clear strategy and design 

direction

 If you only caught this now, probably: 

 No documentation

 No proper Development processes 

 No proper configuration management (folder…separate CM 

system…etc.)
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3. Technical owner (de-facto) spends most of the 
time on automation with the tool

Alert Signs

October 2014



Counter Measures
28

October 2014

3. Technical owner (de-facto) spends most of 
the time on automation with the tool



 Hold everything + Complete step 2 mitigation list

 Cancel – efforts to building a test-management tool

 Stop – any effort of test automation, until finishing the 

next steps!

 Initiate tool evaluation project:

Getting the requirements part is difficult; Put a senior 

person on it; give it priority and the needed time (at 

least 2-3 months!) 
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3. Technical owner (de-facto) spends most of the time 
on automation with the tool

Counter Measures
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 Discuss and define “automation strategy” 

 “buy VS build” 

 “core technology VS generic test-management needs”

 Evaluate ROI again…build a business case

 Demand a proper CM: tool, process, environment

 Use same bug reporting tool as for production

 Include project management tasks

 Establish design and other development documentation 

rules and processes on TA
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3. Technical owner (de-facto) spends most of the time 
on automation with the tool

Counter Measures
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 Integrate reporting to your commercial management 

tool

 Enhancing skills - Send your automation person to 

relevant computer-science and software development 

training

 You need a developer – not a tester !

More people = Hire programmers

 Transition phase = tester into developer…

 Acceptance testing
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3. Technical owner (de-facto) spends most of his time on 
automation with the tool

Counter Measures

October 2014



Counter Measures

Metrics suggestions 
 Content and Progress – areas of TA, Coverage of risks & 

requirements

 Automation framework quality

Number of false fails

 Test results; Bug trends

 ROI

Number of runs

Number of bugs found by Automation

 Invested effort by type (new, maintenance, rewrite)

32
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3. Technical owner (de-facto) spends most of his time on 
automation with the tool



Counter Measures

Metrics suggestions – continue…
 Effort invested in automation – new scripts, maintenance 

scripts, things that were totally changed (waste)

 Bugs in automation vs. bugs in product (with severity 

High+)

 # bugs found with scripts – regression vs. new code

 # runs in various development stages 

 # down time due to automation and the % of that from the 

whole effort

 More…
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3. Technical owner (de-facto) spends most of his time on 
automation with the tool



 Questions:

 How many features you have developed in-house vs. exist in 
commercial or open-source tools? [low.. medium..high…]

 How many features are not related directly to the core functionality and 
technology of the product (%)? [a lot…]

 How much time of your automators is spent on maintenance? [>25%…]

 Did you do (or are you discussing) a “technical enhancement release”? 
[Yes…]
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4. Tool focus degrades – less core 
functionality is implemented

Alert Signs
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Questions:

 TA people are needed to analyze results?

 Too many log files? Folders? Manual operations?

 Key words:

 “test suite / cycle generation”

“robustness enhancement”

“setup issues”
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Alert Signs – continue…

October 2014

4. Tool focus degrades – less core 
functionality is implemented



 The situation at this stage 

 Lots of code was written, strongly influencing a “buy VS 
build” decision

 People start to relay on the tool for their day to day 

testing…

 The tool’s robustness is low. New releases are painful !

 Confidence of test automation reliability is starting to 
degrade
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4. Tool focus degrades – less core functionality is implemented

Alert Signs

October 2014



Hold up everything!!!
 Complete stage 2+3 mitigations

 Create test automation/Tool clear roadmap 

 Re-architect

 Core technology and functionality  vs. non-core 

Solid infrastructure 

 Stabilize tool code related to Core/technology –
architecture, modularity, maintenance, bugs

 Build a clear test plan for test automation 
tool/environment, and a release plan and process
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4. Tool focus degrades – less core functionality is implemented

Counter Measures
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Build (VS Buy) if…

 Competitive edge

 Existing expertize

 Core competency

 Cheaper; Faster

 Good use of resources

 Acceptable risk

 Long term support
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Counter Measures

Main source: Allen Eskelin –

http://www.informit.com/articles/article.aspx?p=21775

October 2014

4. Tool focus degrades – less core functionality is 
implemented

http://www.informit.com/articles/article.aspx?p=21775


Questions:

 Many chefs effect…

 Maintenance & logistics overload?

 The framework is not modular?

 New features vs. bug fixes  bug fixes…

 “because the automation is like that… I cannot do this…”

 Loss of credibility? 

- “Report a bug only when it was reproduced manually”

- “Never mind the automation; I’ll just run it manually; it 

takes less time”

39

Alert Signs

October 2014

5. Tool re-design is unavoidable…



Questions:

 Stage 1 initiatives?

 Key words

 “Did it fail in manual test?”

 “Architecture limitation”

 “refactoring”; “redesign”

 “…let me write a small program…”

40

Alert Signs

October 2014

5. Tool re-design is unavoidable…



Questions:

 Does the tool suffer from performance problems?

 Unplanned delays in test-cycles due to test-automation 
tool failures?

 Late-nights and weekends on automation trends up? 
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5. Tool re-design is unavoidable…

Alert Signs

October 2014

The Test Automation project 

is in Critical state ! ! !



 Continue… 

 Give up problematic areas – go manual on 
specific areas, for TA to recover…

 Partial return to Stage 1 

 “We value Robustness over New Features…” -
define acceptance criteria for new scripts

 Prepare for re-design – properly!
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5. Tool re-design is unavoidable…

Counter Measures

October 2014



 Minimal support to keep the tool running 
(“alive”)

Can’t hold back the test cycles…

 Apply stages 2, 3, 4 mitigations !

 Improve coordination with Development

 Focus on ROI – no script is developed or 
executed if ROI is not clear
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5. Tool re-design is unavoidable…

Counter Measures

October 2014



Be aware of 
Alerts

Identify your 
stage

Analyze your 
situation

Implement 
Counter 

Measures

How to Use this information?
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 GPS style -
 Locate the stage you 

are at…

 Get directions for the 
way out!

October 2014



How to Use this information?
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 Map Style
 Start right and avoid

the wrong turns!

Be aware of 
Alerts

Identify your 
stage

Analyze your 
situation

Implement 
Counter 

Measures
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 If my position is stage 3,4 or 5 - Why haven’t I been to 
this workshop so far?

 How does what we have learned - related and 
implemented in Agile?

 Who should be setting up and managing the Test 
Automation – Dev or Test?

 Which management aspects are different in test 
automation (from testing)?

 Who else should be exposed to this information,  
knowledge and understanding so that I can get the 
budget and attention that I need?

Food for Thought… 

October 2014
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discussions…sharing ideas…learning…

Coming up

October 2014
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4 groups, 4 flipcharts, choose a scribe/presenter.

Step 1:

Challenges and problems in those TA areas,

Areas:

Test Automation Tools & Framework

Test Automation Management

Test Automation Strategy & Methodology

Test Automation for NFT

Test Automation Failing Projects

October 2014
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Step 2:

Re-group near a TA topic you have solutions and 

experience in.

Discuss, write possible solutions to problems 

suggested by the 1st round.

Solutions you are familiar with in those TA 

areas,

Test Automation Failing Projects

October 2014
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Bonus slides…

October 2014
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 Shifting the test automation focus

 Emergency need for speed…smooth delivery and 

CI or CD – requires higher level of test automation

 Focus is shifted:

 Most efforts on UT – best ROI

 Medium size on integration/API

 Low size on GUI/UI – lowest ROI

 See next…

Test Automation under Agile…

October 2014
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Test Automation under Agile…

October 2014
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http://www.agilecoachjournal.com/index.php/2014-01-28/testing-2/the-agile-testing-pyramid/

Cost going up… ROI going up…



 In which solutions, automation is not such a good 

idea? Why?

 Where should test automation team report to –

the testing group or the development group? 

Why?

 In Agile world, is the market demanding 

programming capabilities from testers? Should we 

all learn how to code? Why?

Discussion 

October 2014
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 Below are the 4 group discussion summary hand 

writing as recorded during the workshop

 Enjoy!

Summary of group discussion

October 2014
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Test automation strategy & methodology

October 2014
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Test automation tools & framework 

October 2014
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Test automation non-functional

October 2014
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Test automation management

October 2014
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If you Never give up, then 
you have already 
succeeded...

You are better than you 
have ever been before.

Inspiration…
60

THANK YOU!
Alon   Linetzki, alonl@sigist.org.il

http
:/

/
a

lum
p

o
fcla

y
ina

frica
.b

lo
g

sp
o
t.nl/

2
0

1
2

/
0

8
/
a

b
o
ut-2

-y
e
a

rs-a
g

o
-g

o
d

-im
p

re
sse

d
-o

n-o
ur.htm

l

mailto:alonl@sigist.org.il


The Road to Hell and Back
Patterns in Test Automation project failure -

and Recovery


