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Introduction 

We frequently come across organizations that ask us a very simple question, ‘’How 
can I get my organization to move from a manual testing process to an automated 
testing process?’’. This document provides possible solutions to answer that question 
by highlighting the main issues encountered by all organizations initiating such a 
transformation process. The key word in this process is ‘’transformation’’. Any 
organization that wishes to transform itself must absolutely go through a 
primordial stage - change management. 
 

Issues 

One of the critical issues encountered in this type of situation is the level of concern 
that such an approach generates. Organizations are left with a multitude of questions: 
‘’Our environment and applications are so complex that we feel we will never get 
there! Additionally, several manual interventions cannot be automated.’’ ‘’How can 
we reuse all of the test assets that we have built over the years?’’ ‘’Will our current 
teams be able to carry out such a mission?’’ ‘’Where do we start? What should we 
automate?’’ This problematic transcends technology to reflect cultural and 
organizational character. 
 

Solution 

The solution can be summed up by thoughtful, organized, and planned change 
management. Change management will have a cultural, organizational, and 
ultimately technological flavor to it. We will refer to these flavors as the ‘’axes’’ of 
change management. If all of these axes are not properly addressed, they can 
jeopardize the implementation of the project. Here are the main steps to take in 
addressing the various axes: 
 

EVALUATE THE COMPANY 

1 Corporate culture (working in silos or collaboratively) 

2 Composition and expertise of current teams 

3 Evaluation of current test assets 

4 Maturity of current test processes within the company 

5 Maturity of development and deployment processes 

6 Technological environment 
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ESTABLISH THE MISSION 

Define the mission of the automation project. The mission must clearly define the 
objectives to be achieved. 

 

PLAN AND PREPARE 

1 Divide the road to completion into stages 

2 Develop a test strategy that respects the mission and the defined path for 
getting there 

> Develop a plan of attack for the defined stages (startup, execution, and 
evolution) 

> Develop a capitalization plan for current test assets 

> Identify the types of tests required 

> Identify the necessary test tools for achieving objectives 

3 Establish a training and transformation plan for teams in place in order to fill 
positions required by a project of this nature 

4 Identify the impacts with peripheral collaborators 

5 Identify the potential technological challenges, if necessary 

6 Identify technological needs, if applicable 

 

EXECUTE THE MISSION 
At this stage, the mission is defined, the planning and strategy has been established, 
teams are either trained or are in training, external collaborators have been identified 
and are ready to collaborate. It’s time to execute the mission! 
 

1 Test environments 

> Define dedicated test environments (integrated, acceptance, pre-production) 

> Define cross-environment deployment processes 

> Establish backup and roll-back processes within those environments 

2 Data management 

> Establish required datasets 

> Establish backup processes 

> Establish data recuperation mechanisms for tests 

3 Install and configure test tools (Alithya GoTest, Oats, Selenium, Robot 
Framework, JMeter, etc.) 

4 Manage specific treatments 
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> Establish and implement cyclical treatment processes over multiple periods 

> Establish and implement batch treatment processes 

> Implement validation infrastructure for external treatments (email servers, 
applications bridges, external service calls, etc.) 

5 Determine and execute proof of concepts necessary for validating identified 
challenges 

6 Define test conventions 

> Nomenclature, depot location, documentation, incident/anomalies 
management process, documentation of test writing conventions, etc. 

7 Structure test plans 

8 Establish test recipes for each type of test and document them 

9 Establish, document, and implement support processes 

10 Implement continuous integration processes 

11 Define and implement test plan evolution processes 

12 Define and implement test script processes 

13 Document test scenarios  

14 Script test cases 

15 Integrate test cases into test orchestration software, if available  

16 Keep test scenarios and scripts updated 

17 Analyze and diagnose automated executions 

18 Manage anomalies 

19 Connect test activities with management processes 

20 Provide visibility to test results and to systems health 
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Organization of an orchestrated automated test 
project team 
Throughout the mission, a project team comprised of a coordinator, test analysts, and 
script writers who are trained in orchestration concepts and the implementation of 
organized and targeted automation is critical to ensuring successful completion, 
execution, evolution, and monitoring of the orchestration mission. 

The required team of experts is divided into two main categories: direct collaborators 
and peripheral collaborators  

 

DIRECT COLLABORATORS OR ALITHYA EXPERTS 

> Coordinator 

> Quality assurance analysts 

> Script writers, specialized in test orchestration 

 

PERIPHERAL COLLABORATORS 

> Database administrators 

> Specialists in business affairs 

> Systems analysts 

> If applicable, this group should also include managers responsible for 
communications, change management processes and methods, and internal 
training. 
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Conclusion 
Contrary to popular belief, the challenges of moving from a manual testing process to 
an automated testing process are not just technological. In addition to general test 
automation experience, implementation of a test automation project requires the 
support of experienced change management specialists with complete mastery of 
the tools and best practices of that space. Choosing a test orchestration tool like 
Alithya can prove to be a wise choice for validating and confirming that a company's 
business processes, including all contributors, are functioning properly. It is a choice 
that transcends the traditional mission of a test team, which typically ensures the 
proper functioning of business processes in isolation. It is also necessary to address 
the cultural and organizational changes that test automation brings about within an 
organization. In addition to requiring a dedicated team with expertise in the field to 
address that task, change management must be carefully thought through, 
organized, and planned. Evaluating the business, establishing the mission, planning 
and preparing for change, and then executing the mission requires a lot of effort, 
however the return is substantial once all of those elements are in place. The result is 
that software quality will increase, costs related to anomalies will decrease, and 
repetitive tasks will be completely eliminated. 
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