
Health checks for our testing 
processes
Steve Watson, HUSTEF, October 2022



2

I have been in testing for a number of years working 
across a variety of industries

I am Head of Quality Engineering at Octopus, responsible 
for our testing approach across our 5 delivery teams

I’ve spoken at a number of conferences, written for Test Magazine, and blog at 
stevethedoc.wordpress.com

You can also find me on LinkedIn https://www.linkedin.com/in/sjwatsonuk/

When I’m not testing, I present a weekly radio show on a station based in southern 
England

A little bit about me…
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Today we are going to discuss health checks

We have them for our cars, for our appliances 
and for our bodies, so why not have them for 

our testing processes?

We did, and this is our story of how it came 
about, what we learned and our journey

Testing, testing

This Photo by Unknown Author is licensed under CC 
BY

This Photo by Unknown Author is 
licensed under CC BY
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It started with an idea…

In December 2021 we asked a Test Consultancy to look at how we work 
in terms of our distributed architecture and make recommendations
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Getting off the starting block
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We engaged nFocus to help

Tony our consultant had 15 days 

His task - to independently assess how we test 
and report back
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Tony’s approach

Create draft 
report

Send out 
surveys 

Interview key 
team members 

Review key 
documents

• We agreed roughly the time to spend on the activities

• And had daily catch-ups to cover off any queries/questions
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The plan
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Draft report 
walk 
through
Video 
produced

Day 13

Tony 
collated his 
findings
Produced 
draft report

Day 7 – 
12

Survey 
results sent 
to Tony

Day 7

Stakeholders 
completed 
the survey

Day 4 – 6
Interviewing 
and note 
writing

Day 2 - 6
Tony 
reviewed 
docs
Steve 
booked 
interviews

Day 1
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Summary of findings…
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Quality Engineering is in a good place ☺

A high degree of satisfaction with testing

There are some improvements we can make

Stretch goals for the next 3 years would help

There are 3 main challenges:

• Test Data
• End To End Testing
• Distributed Architecture
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Challenges…

This Photo by Unknown Author is 
licensed under CC BY-SA
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Test data
• A copy of Production Data is taken twice a year and obfuscated for 

testing
• This takes about 5 days to complete and has some limitations

E2E testing
• There are no comprehensive end to end test suites
• The 5 teams work in vertical streams focusing on Sprint objectives, 

and not holistically

Architecture
• The system is complex and distributed across multiple applications, 

databases and technology platforms
• Some systems are third party controlled
• Not all have test environments and some are on older technology

https://www.thebluediamondgallery.com/wooden-tile/c/challenge.html
https://creativecommons.org/licenses/by-sa/3.0/
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The 5 key areas

     Copyright © 2022 nFocus Limited. All rights reserved. 10

nFocus: “Our proposed solution should be considered a journey towards Quality Engineering 
goals, with different lanes progressing independently to the same destination” 

The solution consists of 5 areas:
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What does this mean?

Involve developers 
in automation

Reduce human 
involvement in repetitive 

tasks

Save data creation 
time by using 
synthetic data

Reduce data dependencies 
by  using stubs and mock 

APIs 

End to End Test 
Automation – take a 

holistic approach

CI – reduce environment 
build time with Infrastructure 

As Code
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To achieve a robust CI-CD solution, including upskilling 
existing team members or recruiting in the required skills, 
can take around 3 years as highlighted in the 2021 GitLab 

Dev-Ops survey results.

Copyright @2022 Octopus Capital Ltd. No part of the content to be copied without prior permission



13

Other observations

User Stories are generally 
good but there is room to 

improve

There are many wiki 
pages which are not all 

up to date

Non functional requirements 
are not fully documented 
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Other than the 5 key focus areas, there were some other observations noted:
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Digesting the report
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Presenting to management

I reviewed the report and picked out the suggestions to move forward with:
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Goals

Short term – next 3 months

Medium term – 3 to 6 months

Long term – 6 months +

These were shared in a leadership meeting at an offsite afternoon in April, where 
we agreed to proceed with the short term goals
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A high level plan
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Quick wins
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Automation 
champions in 

place

Automation 
roadmaps 

created

Roadmaps 
approved

Tasks added 
to backlogs

Improvements 
in progress!
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What’s next?
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Next 
12 

months

Automation roadmaps for other products

Remove legacy apps to unblock the automated 
end to end tests

Provision new test environments and data

Use stubs/mocks for API testing
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Key takeaways
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This Photo by Unknown Author is 
licensed under CC BY

We can be biased and potentially blind to existing problems

An independent view can highlight things we are unaware of

The independent report gave us a balanced view

Knowing what to improve is good, but knowing how to do it is better!

An independent report and a good action plan are easier to sell 

https://ashleytan.wordpress.com/tag/keynote/
https://creativecommons.org/licenses/by/3.0/
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Thank you!


