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Technology teams have become the 
enablers of growth for most organizations

Bring products to market faster

Increase sales

Differentiate products/services vs. competitors

Enhance internal reporting/visibility

71%

70%

69%

65%

Source: The Developer Coefficient, 2018.

In a software eats everything else world, demands on technology teams are growing.
Management expects them to…
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Analyst
Perspective
Digital Delivery is Automated

Cole Cioran
Head of Applications Research and Advisory Services
Info-Tech Research Group

A modern SDLC is the heartbeat of the digital software 
delivery umbrella of Agile, DevOps, and Product-centric 
methods enabled by an integrated toolchain. However, 
the latest technology has only compounded, at speed, 
the oldest problem in Information Technology; namely 
what to automate and how to automate it.
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Your stakeholders expect high product 
quality and delivery throughput and we’ve 
turned to automated testing to support that 
need.

77%
Most organizations (77% of those 
surveyed) included test automation 
and scripting tasks as a tester’s 
responsibility.1

1Source: PractiTest, 2020

Automated tes t ing has  s ignificant  inroads  in modern tes t ing pract ices

Is automated testing the exception?

Automating your routine and avoiding 
error-prone and labour intensive manual 
test cases enable your testers to focus on 
higher-value activities.

89% of organizations are doing some 
form of automation. In particular, 77% of 
organizations report that they have 
automated and/or scripted their 
functional or regression tests.1

89%
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It takes more than a 
tool to succeed with 
automated testing

Of organizations felt they get a return 
on their automated testing investment. 
(Sogeti, World Quality Report 2020–21)

65% Of organizations saw 
reduction of test cycle time.

Automated testing has important 
benefits

Source: Sogeti, 2021

62%Of organizations saw 
reductions of test costs.

69%
Of organizations saw better 
control and transparency of 

test activities

• Automated testing is more than simply implementing a set of tools – It involves an 
automation strategy, cross-functional collaboration, governance, and optimal test 
data and environments, which, unfortunately, many organizations lack. Later, it comes 
with no surprise that the value of automated testing is ranked as low.

• Bottom line: Automated testing is a complement to a strong QA foundation, involving 
the entire organization to understand its value and support its operations.

37%

Image Source: wuyouyuan CC BY-SA 3.0

https://commons.wikimedia.org/wiki/File:Snowbird_Tram_at_Hidden_Peak.jpg
https://en.wikipedia.org/wiki/Thumb_signal#/media/File:Beijing_bouddhist_monk_2009_IMG_1486.JPG
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Practitioners must avoid these pitfalls when 
building a disciplined automated testing 
practice.

Lack of discipline reduces automated
test coverage of requirements

Despite 63% of respondents saying they have enough time to 
build and maintain their automated tests, test coverage remains 
low.

Industry Automated Test Coverage

Effort alone will not create test coverage.

Avoid Local Optimization
Increased throughput will not be possible if practitioners 
only look at pieces of the testing pipeline. Local optimization 
can create downstream bottlenecks for teams who cannot 
accommodate increased loads and aggressive 
expectations.

Automated Testing Is an Afterthought
Automated testing is often very far from the business value 
that stakeholders see. It’s an easy candidate to cut when 
development is under pressure.

Automated Tests Are Not Regularly Validated 
and Maintained
Automated tests are coded and deployed like any other 
business tool. However, they are not treated the same, 
risking long-term viability and low ROI. Source: Sogeti, 2021

19% API Tests

User Acceptance Tests 18%
18% Unit Tests

System Integration Tests 17%
17% Test Data Generation
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The State of 
the Art?

8% Of committed work gets 
delivered in a reasonable 
timeframe

20% Of features are cancelled 
during project delivery

35% Of product teams will not 
have capacity for new 
work for one year

85%
Of product teams 
underinvest in security, 
compliance and 
technical debt

95% Of product teams have 
no visibility into end-to-
end SDLC wait times

Source: Tasktop Viz® Cross-Industry Flow Metrics 
Insights from the Global 2000, 2021, n = 787 
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But what about the Agile Manifesto?

Image Source: Veggie Garden CC BY-SA 4.0

https://commons.wikimedia.org/wiki/File:Snowbird_Tram_at_Hidden_Peak.jpg
https://creativecommons.org/licenses/by-sa/4.0/deed.en
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An organization’s 
people are its 
most valuable 
capital assets, 

with technology 
teams being 

essential in this 
category. 

They understand the 
business deeply and 
are de facto drivers of 
innovation. To ensure 

their value keeps 
increasing, training 
them in the latest 

tools, technologies, 
and processes must 

be a strategic priority.

1
2
3

Reimagine your SDLC. 
Recognize that automation without optimization reinforces the status 
quo and is a recipe for long-term pain. Do it right the first time. 

Stop writing testing (and other) documents.
Documents perpetuate low efficiency legacy SDLC methods and make 
it hard for software teams and stakeholders to understand whether 
they are delivering the right thing.

Target optimization and automation where it matters most.
Target tooling on the least effective parts of the SDLC to reduce 
bottlenecks and create end to end visibility into the effectiveness and 
efficiency of the SDLC.
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Info-Tech Insight
OPTIMATE your SDLC
Optimization and automation go hand in hand. Optimization is the cake, and automation is the icing on top. They are also 
an ongoing exercise. If left in status quo, technical debt and inefficiencies will inevitably creep back in.

Optimate! 
“The first rule of any technology used in a business is that automation applied to an efficient operation will magnify the 
efficiency. The second is that automation applied to an inefficient operation will magnify the inefficiency.” – Bill Gates

Automation should be applied to a lean 
SDLC where activities that add no value 
are eliminated or streamlined.

Recovered capacity from automation must 
first be applied to learn and employ new 
methods and technologies to accelerate 
delivery. 

Optimate is the Latin word for ”best ones.”
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Step 1: Re-imagine your SDLC

Even when we break the 
SDLC down into smaller 
work items our conception 
of it as a series of stages 
remains the greatest 
barrier to modernizing an 
SDLC and creating a true 
digital delivery engine. 

Source: Managing the Development of 
Large Software Systems, W.W. Royce, 
Proceedings of IEEE Wescon, 1970
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What about Agile, DevOps, and BizDevOps?

Despite having had a solution 
since 1960s, visualizations 

of evolving concepts in 
software delivery 

highlight that we still 
haven’t broken the 

fundamental conceptualization 
of the SDLC as a linear process.
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Start by putting quality in the center

Info-Tech Insight
Quality Assurance is the number one driver of throughput in software delivery, outstripping every other IT factor. As a result, it is critical to ensure 
quality is built into not just the software itself, but all of the activities required to deliver working software efficiently and effectively.

Source: Info-Tech Research Group, Build a Software Quality Assurance Program, 2021, n=1,078 organizations

A quality-centric

SDLC drives a 73%
improvement in 

throughput

Doing 
Things 
Right



Doing the 
Right 

Things

?
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Change your models to change minds
Legacy approaches lead to legacy thinking. 

Swim lanes do not readily support the 
design of human-computer interactions

Use case models put users in the center of 
human-computer interactions

Swim Lanes Use Cases

or

Info-Tech Insight
Swim lane models were a state-of-the-art process modelling method… in 1940. Use case models remain the best model we have to design 
human-computer interaction, and have continually evolved to support delivery of digital systems using Agile, DevOps, and BizDevOps 
methods.

Image Source: Ben Schumin,  CC BY-SA 3.0

https://commons.wikimedia.org/wiki/File:Swim_meet_at_Olney_Swim_Center.jpg
https://creativecommons.org/licenses/by-sa/3.0/deed.en
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Deploy 
Software

Build Software

Design 
Software

Roadmap 
Delivery

Analyze 
Solutions

Manage 
Backlog

Intake 
Requirements

Retire 
Software

Operate 
Software

Welcome to the 
Digital SDLC

The Team

Stakeholders

• Deliver Working Software

What is UC1 for the SDLC?

?
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Michael Bolton says…

  

“Testing is… (a lot of things)”

https://www.developsense.com/blog/2014/10/testing-is/


Info-Tech Research Group   |   19

Deploy 
Software

Build Software

Design 
Software

Roadmap 
Delivery

Analyze 
Solutions

Manage 
Backlog

Intake 
Requirements

Retire 
Software

Operate 
Software

Welcome to the 
Digital SDLC

The Team

Stakeholders

• Deliver Working Software

What is UC1 for the SDLC?

?
Test

Test

Test

Test

Test

Test
Test

Test

Test
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Michael Bolton says…

“Testing is…— among other things —
something that informs quality 

assurance, but is not in and of itself 
quality assurance.”

https://www.developsense.com/blog/2014/10/testing-is/
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UC1 
Ensure 
Quality

UC 1.7 
Deploy 

Software

UC 1.6 
Build Software

UC 1.5 
Design 

Software

UC 1.4 
Roadmap 
Delivery

UC 1.3 
Analyze 

Solutions

UC 1.2
Manage 
Backlog

UC 1.1 
Intake 

Requirements

UC 1.9 
Retire 

Software

UC 1.8 
Operate 
Software

• Deliver Working Software

Welcome to the 
Digital SDLC

The Team

Stakeholders

Quality is Use Case 1
That doesn’t mean 
you should 
implement an 
automated testing 
tool first!
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+40%
Increased efficiency of 
operations of data-centric 
digital processes over 
document-centric 
processes

Source: Forbes, 2019

Step 2: Stop writing testing (and 
other) documents

+50%

Customer and User 
satisfaction increase 50% 
with data-centric digital 
processes.

Source: McKinsey, 2019
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While documents have sections and headings, this does not create sufficient structure to allow automated processes to 
readily use the content. In the language of data management documents are a “data jail” that traps content in a black box 
that can only be managed through inefficient, manual processes.

Digital does not mean no documents. It 
means no one will ever write one again.

Data-centric

Data-centric means actors create (or even 
better reuse) structured data that is 

automatically validated and managed by 
applications. All interactions are conducted 

through the application, and documents, 
when required, are generated by the 

application from that data and viewed in it 
as a baseline at a specific point in time.

Document-centric

Document-centric means documents first. 
Actors create unstructured data in 

documents that are manually validated and 
communicated via email (or worse printed 

out) to execute on the process. 
Interactions related to the documents are 

managed separately, at risk due to multiple 
drafts or versions, or worst of all lost.
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Your requirements or product backlog items are the 
building blocks for quality

Agile Waterfall Relationship Definition

Raw Idea, Idea Is realized by one or 
more…

A valuable yet partially defined goal or objective that requires further analysis 
from various teams.

Epic Business 
Requirement

Is realized by one or 
more…

A statement of a goal or objective that can be estimated and has a defined 
business value to the organization.

Capability Stakeholder 
Requirement

Is realized by one or 
more…

A product or service that one or more stakeholders needs in order to satisfy 
the business requirement or epic and has a measurable value to the 
organization.

Feature Functional
Requirement

Is constrained by one or 
more…

Functionality and information the solution needs to provide stakeholders in 
order to satisfy the stakeholder requirement and has a specified value to the 
stakeholders.

User Story N/A “A placeholder for a 
conversation” – Dr. 
Alistair Cockburn

User stories are useful tools for managing requirements, design, development, 
and tests. Don’t confuse them with the requirements you need to manage your 
product backlog and roadmap and deliver a quality solution.

Task Activity One or more per artifact… Something the delivery team must do to satisfy requirements.

AKA

It doesn’t matter whether you are a Waterfall, Agile, DevOps, or somewhere in between!
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“A placeholder for a 
conversation” 

– Dr. Alistair Cockburn
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Analyst
Perspective
Manual Testing isn’t Quality

Cole Cioran
Head of Applications Research and Advisory Services
Info-Tech Research Group

Time spent performing routine cognitive tasks 
like testing are, at best, a distraction from the 
more important question of how to assure that 
we deliver a quality product. Specifically, quality 
does not just mean the software works as 
expected, 
but that the software creates the expected value.
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1. Customers treat brands as if they were a religion
2. Despite significant overlaps in features and functionality 
3. Features are usually captured in the vendor platform
4. The complexity and overlap keeps increasing 

- Sumeet Malhotra, OMG Group Chair, Expert Interview, 2021

The Object Model Group’s Methods and Tools Platform 
Specific Interest Group studied 135 SDLC tools and found:

Remember the latest technology?

Image Source: James Bowman CC BY-SA 4.0

https://www.jamesbowman.me/
https://creativecommons.org/licenses/by-sa/4.0/deed.en
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Step 3: Target optimization and automation 
where it matters most.

“Complete optimization of technical processes is great for instances where the same output is enough to 
satisfy business needs. However, in cases where sources of business value keep evolving, 

optimizing the entire value chain can become difficult and sometimes counterproductive.
In such cases, optimize and automate tasks that have low probability of changing. For the remainder, use what 

works best. In the end, overall quality of your technical processes should determine your plans.”

– Haroon Shaikh, Engineering Manager, Flipp

UC1 
Ensure 
Quality

UC 1.7 
Deploy 

Software

UC 1.6 
Build Software

UC 1.5 
Design 

Software

UC 1.4 
Roadmap 
Delivery

UC 1.3 
Analyze 

Solutions

UC 1.2
Manage 
Backlog

UC 1.1 
Intake 

Requirements

UC 1.9 
Retire 

Software

UC 1.8 
Operate 
Software

• Deliver Working Software 1 Start with activities that create the 
greatest benefit for the most people

2 Target the biggest bottlenecks in the 
Software Delivery Life Cycle

4 Let teams engineer the product AND 
the product line

3 Integrate the best tools for the job
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3.1 Start with activities that create the 
greatest benefit for the most people

UC 1
Ensure 
Quality

UC 1.2
Manage 
Backlog
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3.2 Target the biggest bottlenecks in the 
Software Delivery Life Cycle 

UC 1.6
Build 

Software
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3.3 Integrate the best tools for the job

Info-Tech Insight
Choosing leading edge solutions for critical features of strategic capabilities such as software delivery is an important consideration. More importantly, leading-edge 
solutions integrate, and value stream orchestration solutions integrate your tools and give you the insights you need into the effectiveness and efficiency of your SDLC.

UC1 
Ensure 
Quality

UC 1.7 
Deploy 

Software

UC 1.6 
Build Software

UC 1.5 
Design 

Software

UC 1.4 
Roadmap 
Delivery

UC 1.3 
Analyze 

Solutions

UC 1.2
Manage 
Backlog

UC 1.1 
Intake 

Requirements

UC 1.9 
Retire 

Software

UC 1.8 
Operate 
Software
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3.4 Let teams engineer the product AND 
the product line

Before a line of 
product code is 

written the software 
engineering team 

needs to ensure it has 
the leanest process 

enabled by an 
integrated chain of 

tools that is required 
support the build of 

the product.
Info-Tech Research Group 

Seven Things You Need to Build a Digital Software Factory That Works, 2021

https://www.infotech.com/software-reviews/research/seven-things-you-need-to-build-a-digital-software-factory-that-works
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An organization’s 
people are its 
most valuable 
capital assets, 

with technology 
teams being 

essential in this 
category. 

They understand the 
business deeply and 
are de facto drivers of 
innovation. To ensure 

their value keeps 
increasing, training 
them in the latest 

tools, technologies, 
and processes must 

be a strategic priority.

1
2
3

Reimagine your SDLC. 
Recognize that automation without optimization reinforces the status 
quo and is a recipe for long-term pain. Do it right the first time. 

Stop writing testing (and other) documents.
Documents perpetuate low efficiency legacy SDLC methods and make 
it hard for software teams and stakeholders to understand whether 
they are delivering the right thing.

Target optimization and automation where it matters most.
Targeted tooling on the least effective parts of the SDLC to reduce 
bottlenecks and create end to end visibility into the effectiveness and 
efficiency of the SDLC.
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Thank you for joining!
Manual Testing isn’t Quality
Break the vicious cycle of manual software testing and 
deliver better software faster!

Presented by Nicholas Cioran
Head of Applications Research and Advisory Services 
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can Leverage
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Info-Tech is a global provider of best-practice IT research advisory 
services that make every IT leader’s job easier.

Who we are
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