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Concept

As your part of supporting your company’s latest product, you’ve researched testability, created test cases, developed test plans, and included all of this in a Test Tracking System.  But, how do you get your Team to be excited about Testing?  The Testers are the ones that execute all of your plans, yet they feel left out of the big picture.  The Test Team Dynamics approach introduces a management style that helps to motivate the entire Test Team.  This is done through a comparison of a Football Team Approach.

Every Test Team Employee wants to know that their work is being recognized and that someone up the management ladder is not receiving credit for their accomplishments.  The Test Team Dynamics approach puts the visibility and recognition where it belongs.  This approach allows the Test Manager to be proactive with their employees, in terms of technical capabilities and personal concerns.  People are the core of the testing, treat them with respect and they will give you the extra effort to “Win the Game”!

Test Team Management Styles

Throughout the years there have been many different management approaches to testing products.   The Dictator Manager approach would demand what he wanted done without question.   He would think for you and drive you hard to reach his goals.  The Passive Manager approach would tell you to “handle it”.   He didn’t want to get into the details, provided limited direction, and snapped at you when things went wrong.  Then there’s the Matrix Management approach, where you take your direction from every associated manager or group leader.  With everyone pressuring you to complete his or her tasks first, you weren’t sure who your boss really was.   Test organizations today, follow the delegation of authority and responsibility principal.  The Test Manager gives the Test Leads the authority and responsibility to direct the Testers of what they should be doing.  The Testers end up with little interaction with their Test Manager and this creates one more Chief and one less Indian.  

Conceptualize Testing Teams as a Football Team
What makes a Football Team score touchdowns?  The fact that they all know the plays at hand and that they work together!   No one person is a team.   It takes all of the players together to perform their respective jobs in order to win the game.   The team is only as good as the weakest link.   Imagine a “Test Team” operating with these principles.   This approach will help all of the players understand the game.

In an empowered organization it will be the manager’s job to coach and guide the people in how to do a task and get them the resources.  The manager will work for his/her subordinates.



- Alan Greenberg, American Management Association

How to Play the Game
Most people understand the game of Football.   I would like to present an analogy between a Football Team and a Test Team.   The following tactics can be followed:

1. Tactic:  A Football Teams structure is a relationship between the Coach, Quarterback, and all  of the players.   The flow of events occurs as the Coach lays out a game play and communicates this to the Quarterback.   The Quarterback, in a huddle, communicates the game play to the Team.   The Coach is there to watch the play succeed or fail.  If the play doesn’t go well because of a certain player, it’s the Coach’s job, not the Quarterback, to replace the player with another.
Analogy:  The Test Team structure is a relationship between the Test Manager, Test Lead, and the Testers.   The flow of events occurs as the Test Manager lays out the test strategy and communicates this to the Test Lead for the project.   The Test Lead, in meetings or EMAIL communicates the test activities to the Team.   The Manager is there to watch the testing quality succeed or fail.  If a Tester doesn’t accomplish their tasks, it’s the Coach’s responsibility, not the Test Lead, to work with or replace the Tester if necessary.

2. Tactic:   Time is running out on the game clock, the Quarterback executes the Coach’s planned play, but the receiver keeps dropping the ball.  The Quarterback asks the Coach for a higher skilled player or a new game play.
Analogy:  All of the Test Plans have been completed, execution of the tests has begun, but one of the testers doesn’t know how to perform the details necessary for the assigned task.  The Test Lead informs the Test Manager that they won’t have enough time for this tester to learn the process for this project.

3. Tactic:  The Rookie Wide Receiver breaks through the line, runs down fifteen yards and cuts to the left.  Once again, he is wide open with nobody around him.  The Quarterback hands off the ball to the Halfback, in the backfield, who gets hit for a loss of yards.  

Analogy: The Test Lead is not comfortable with a particular Tester so he avoids any communications or interaction.  Instead of taking a chance of failure, on the new Tester, the Test Lead does what is comfortable.  The test team is only as good as it’s weakest link.  This is where the Test Manager builds up the abilities of all employees.

Field of Play
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It’s One Hundred Yards from the start of the field to the end zone!  Strategic plays need to be successful in order to get to the next first down.  In Football, each ten yards gets the team to the next first down, until the end of the cycle, which is called a Touchdown.  The same principle applies to a product test cycle.   There should be logical steps before reaching your goal.  The following stages, “First Downs”, will complete the Test Cycle, “Touchdown”.

Test Presentation

This is a presentation of what the group is planning to do in terms of testing, throughout the project cycle.  This initial document is a continuing developing process that results in the detailed test plan.  This presentation should contain:

· Project Test Plan History -  Where & How did this product evolve.

· Test Phases – What & How will be tested at every build release.

· New Features Test Matrix – Spreadsheet/Database entries for features that haven’t yet been researched.

· Future Action Items – What further actions need to be accomplished prior to the testing phases.

· Testing Contact List – Who are the players and what do they do.

Test Development (Key Features)

An assigned focal point person will head the team to perform detailed research on new features.  Classical Quality Assurance methods, like Failure Modes and Effects Analysis (FMEA), will be used.  One of the goals is to reach Level 5 (Highest Level) in the Capability Maturity Model (CMM).  The Test Development contents are:

· Research product background and new features

· Initialize FMEA and CMM risk processes.

· Gather Marketing Requirements Documents (MRD), Plan Of Record (POR), Parts Specifications, and any other necessary technical data.

· Assign individual technical research to team members.

· Meet on weekly bases to discuss progress or issues.

· Develop testing schedules for the Detailed Test Plan.

Test Matrix

A Test Matrix or Database entry that keeps track of the total testing, test duration, percent complete, for the combined project.  This consists of the following:

· List of New Features for the project

· List of Standard Test Suites

· Displays activities status

· Summarize percent complete

Detailed Test Plan

The previous research work should allow for the consolidation of information for this detailed test plan.  This report should be completed prior to executing the standard suite of tests.  The contents should contain:

· Test Objectives and Strategy

· Testing Schedules

· Detailed tests

Testing Phases

This defines what activities are performed at each stage of the Test Cycle.  The phases begin during or prior to the first prototype build and continue into Customer Support.  Three general phases are defined:

· Design Verification Test (Unit Test) -
To shake out design Unit issues.  Learning time.

· Integration Testing - 


The core of the test suites.  The standard test suites

· Validation Testing - 


To verify compatibility with other products

Test Summary

When the testing has completed and the product is shipping, it’s time for documenting the results.  This is a summary of the group’s total involvement with the product.  The Test Summary should contain:

· A detailed report on the goals, testing, and conclusions

· Assumptions and reasons for differences between goals and actual schedules

· Summary of the top risks/issues and how they were resolved

· A list of open risks/issues at release

Post Mortum

To insure history doesn’t repeat it’s self, a meeting should be held to discuss what went good and bad with the project efforts.  All of the people that tested the product should be involved in this meeting.  This process should contain:

· What went right and wrong with the project

· What went right and wrong with the testing process

· A Post Mortum report

The Team

· The Coach (Test Manager)
“OK Team, we’re behind but I know you can get the job done”!  or  “You people stink!  Can’t you do anything right”?  That’s the difference between a Good Coach and a Bad Coach, in that order.  The Manager of the Test Team should behave in a “Coaching” manner.   He needs to call the plays and help the team understand their individual roles.   If someone continually drops the ball, after a good handoff or a good pass, then the coach needs to substitute that player for someone who can.  In comparison, it’s the manager’s responsibility to hire, train, or fire players in order to meet Test Cycles.

· The Quarterback (Test Lead)
“Forty Seven left on six!” in the huddle, the Quarterback says to the team players.  This is the play given to him by the Coach.  The Players know what he is talking about because they have planned the “game play” together.  The Quarterback is not the Supervisor!  He is not responsible for making the players perform their roles.   If a player does not perform their role, then the Quarterback informs the Coach, who takes action.   The Test Lead’s role should be similar to the Quarterback’s role.

· The Team Players (Testers)
Now that all the plays have been rehearsed, the coach calls in the next play to the Quarterback, the Quarterback announces the play and who will perform it, and it’s time to execute it.  Testers are the “Core” of the Test Team.  All the research, development of tests, and planning would be in vain if the Tester doesn’t test.  One of the main reasons for disgruntle Testers is that they feel that everyone up the chain of command, tells them what to do.  The Football Team style of “Test Team Dynamics” suggests that the Tester are given direct interaction with the Test Manager, without feeling that everyone tells them what to do.

· Special Options Teams (Test Planners & Test Developers)
A touchdown was achieved and now it’s time for the extra points attempt by the Kicker.  The Kickers sole job is to come into the game to kick the ball through the goal posts for the extra points.  This role could make the difference between winning or loosing the game.  The Test Planners and Test Developers have a similar responsibility.  Their jobs are critical to the success of the Team but they have limited interaction to the overall testing.  These positions, along with the Quarterback role, are not “Supervisor” roles.  For instance, if the testing is not completing as planned, then the Test Planner should inform the Coach, and the Coach should find out what the problem is and fix it or bring in another player to accomplish the task.  

Conclusion

Every Test Group Employee wants to know that their work is being recognized and that someone up the food chain is not receiving their credit for accomplishments.  This “Test Team Dynamics” approach puts the visibility and recognition where it belongs.  This approach allows the Test Manager to be proactive with their employees, in terms of technical capabilities and personal concerns.  People are the core of the testing, treat them with respect and they will give you the extra effort the win the game!
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