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Testing in an Agile-Scrum Environment 

Testing and QA (quality assurance) is possibly the most stressful aspect—and occupation—of 
the development process. Not only can the process itself be frustrating and stress-inducing, 
testers and QA specialists know that if something goes wrong after deployment, the finger is 
likely going to point at them first, for failing to spot the bug. 

Why Test?? 

 

The idea of testing your software may seem foreign if your business is simply making use of 
existing proprietary software platforms. Why test when the software developer has surely 
tested their product thoroughly before shipping? 

While it’s certainly accurate that a software company tests its products, it cannot possibly 
hope to test it under every working condition and with every individual user’s system setup. It 
is a truism that software is always buggy – and if anyone is going to find the bug, it will be the 
end-user. 

Onsite testing is important because it ensures software is functioning properly not just alone, 
but in conjunction with the rest of a company’s IT architecture. Testing ensures efficient 
integration and deployment of system upgrades and enhancements. Robust, effective testing, 
when properly automated, reduces time-to-market and operational risk, while increasing 
overall workflow efficiency and lowering maintenance and upgrade costs.  

So what happens when you take testing out of a traditional development model into an agile 
one? 
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Testing in an agile environment can be overwhelming – with the emphasis on working 
software as soon as possible, testing begins and continues simultaneously with the 
development process. You’re working with software where you may not even be certain what 
the full functionality and features will be, where every few weeks it may feel as though you’re 
starting over from scratch.  

It should come as no surprise that agile methodologies are changing how software is tested, 
and how test management is handled at a fundamental level. 

Waterfall versus Agile-Scrum Test Process 

All aspects of testing change when viewed from the agile perspective. Let’s take a look at the 
differences. 

The Team 

Traditional software development erects walls between teams – the testing/QA team is kept 
separate from the development team, and there are clear hierarchies of communication 
methods between different departments. 

Not so in agile software development. Scrum in particular brings all members of the team to a 
single table. There are no barriers, and communication takes place in an equal, collaborative 
manner. 

Planning 

In traditional models, test planning is rigid and structured. Software in traditional models is 
“finished” by the time it reaches the testing phase, which is the final phase before release; it 
has passed through the design and development phases and the goal of testing is simply to 
ensure everything functions the way it’s intended and that there are no bugs in the code. 

By contrast, agile test planning is very loose; there may or may not be a test plan in place 
before the project begins, and the plan undergoes regular review and will change as 
requirements and needs change throughout the project. In addition, the role of testers is much 
broader, as we’ll see in a moment. 

Requirements 

With waterfall models, project requirements are determined at the beginning of the project in 
great scope and detail, and there are rarely any changes to those requirements once the 
project begins. The testers’ job is to ensure the software meets all of the requirements and 
functions as it should given those stated requirements. 
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In agile models, requirements can and do change at any time. Further, testers—like all 
members of the team—are encouraged to suggest requirements changes. Thus, not only do 
testers perform tests and QA on the software, they are also expected to consider whether a 
requirement needs to change, or whether new requirements need to be added, over the 
course of the project. 

Test Design 

Since testing occurs after the coding phase in traditional development, test cases are designed 
to test all functionalities. In agile, test cases are more focused on testing the functionalities 
that are part of the current Sprint. However, it’s important for agile test teams to remember to 
not lose sight of overall functionality, to ensure that the software continues to function as a 
whole (see Regression Testing below). 

Who Tests What? 

The traditional development model requires the role of test manager, who is in charge of the 
team and as such, organizes and supervises the testing process. Agile methodologies have no 
specific test manager role; instead, the entire team is responsible for testing, and testers select 
their tasks instead of having them assigned by someone. 

Regression Testing 

Traditional testing teams have little to no need for regression testing – because they start off 
with a finished product, there is no need to worry about what happens when new code is 
introduced because that happens on rare occasions, if at all. 

For agile teams, regression testing is important, because new code and functionalities are 
added to the software during each Sprint. As such, regression tests must be run at the end of 
every Sprint, to ensure the software is functioning as a whole entity. 

Test Manager /= Test Management 

Depending on who you talk to, the test manager—a vital role in traditional software 
development models as mentioned above—will go the way of the dodo in the modern agile 
work environments. Because agile methodologies require teams to be self-organizing, 
collaborative, and autonomous, there is no longer a need for someone to “manage” the team; 
that task is handled by the team itself. 

Others suggest morphing the test manager role into one of mentorship and “enabling” rather 
than managing the team, still providing leadership and vision as a member of the overall team. 
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Whether or not the test manager eventually vanishes from the work landscape, there is still a 
need for software testing in agile and thus, for proper test management. 

This means that every agile team must have testing knowledge as part of the team. It is 
absolutely imperative to the success of the project. Testing and test management involves 
more than selecting a test management tool and implementing it. Testing cannot be done in a 
haphazard way by those with no experience, particularly with stricter governmental and 
organizational regulations as regards how software must be tested and monitored. Test 
management and rigorous test protocols are still a must. 

Trusted Independent Test Management with Werth IT 

Many financial firms and banks don’t have dedicated test engineers and QA on-staff. This is 
neither unusual nor surprising, since unlike other industries, they are not always in a 
development cycle and thus have no need for full-time testing/QA staff. However, this means 
the testing and test management skillset is missing from their teams. 

Even in cases where a company may have internal IT development staff, testing should be 
conducted by someone dedicated to test management, and not simply as an adjunct task of 
the developers. A business needs dedicated test management for the actual testing rather 
than leaving it to the developer, as it brings a separate, objective perspective to the process. 
Separating test management from development is another layer of safety when it comes to a 
business and its bottom line. 

Werth IT, working as part of our clients’ teams, bring this vital skillset to bear with our expert 
test engineers and knowledge of testing protocols and regulatory testing requirements. We 
ensure that our clients’ products are properly tested and vetted before they go to market, and 
we make sure that all software processes are functioning. 

Werth IT Regression Testing Framework 

Our proprietary testing framework meets all ISTQB Standards and is the backbone of our test 
management; we introduce and leverage this framework throughout a project’s lifecycle at no 
additional charge to our clients.  

Our framework allows for a high degree of test automation and is easy to customize and 
configure to each client’s individual needs. It is platform-independent—easily interfacing with 
other systems—and provides for a full, robust comparison of old versus new file output. The 
framework gives us a high degree of control of both the framework itself as well as the actual 
testing process, from the planning phase through to go-live deployment. 

Easy to Use 
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• Platform-independent 
• Comes with standardized templates ready to use 
• Variety of report outputs  
• High degree of test automation 

Easy to Customize 

• Create fully customized templates 
• Config files can be customized based on client needs 

Whether our clients are implementing new products, upgrading their systems, or preparing for 
a full system introduction, Werth IT’s test management protocols ensures a timely, successful 
project completion. We also provide continuous test management support for those clients 
who prefer to leave testing in our consultants’ expert hands. 
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