
Who’s Talking? 
This white paper is based on conversations between Colin Armitage, CEO of Original 
Software and Jim Trentadue who has held a number of senior QA roles, most recently as 
Corporate Vice President of Quality Assurance at New York Life Assurance. In addition 
to his executive role, Colin is also one of the visionaries behind Original’s solutions.

In early 2016 Original Software also surveyed the business community in North 
America and Western Europe on the subject of User Acceptance Testing and some of 
these findings are included in this paper.

UAT – What is it? 
Colin

So Jim, it says ‘User Acceptance Testing’ on the packet, is 
this how it actually works in the real world?

Jim

I wish it was that easy and the task was limited to ensuring 
that selected business processes executed correctly in a new 
or updated application. The reality is that UAT is as much about 
knowledge transfer as it is about testing. It might help senior 
executives understand the process better if the acronym was 
UATT – User Acceptance Testing and Training as it better reflects 
the size of the challenge and the number of people involved. Let’s 
remember that in many cases the UAT phase is the first time that 
users will have had access to the new capabilities and probably the 
first time they truly appreciate what has been delivered.

Even the testing aspect is not straight-forward. We’ll be talking 
about use and test cases as we go but there are also the 
non-functional areas like user experience, performance and 
documentation which often get overlooked but are critical to the 
success of the deployed application. And the testing needs an end-
point. What are the acceptance criteria? When will you be ‘done’?

What everyone knows it that the UAT is one of the final steps 
before the application is deployed. This is the last chance to stop a 
poor application going live. It is critical, and increasingly auditors 
want proof that testing was done, done well and that the business 
stakeholders were involved.

Colin, the only way we’re going to get a better handle on the 
subject is if we look at it from as many angles as possible. 

I’ve listed the areas below and we can look at each of them in turn:

• UAT – ‘Shift-left’ makes it redundant?

• UAT – Isn’t it an IT problem?

• UAT – The business will be delighted to help?

• UAT – Surely it can’t take long?

• UAT – Who does it, who did it, and what did they do?

• UAT – Defects best reported by email?

• UAT – Stuck in the 20th century?

Colin

OK Jim, let’s get started.

‘Shift-left’ makes it redundant?
Colin

Let me start on this one. I regularly talk to Gartner and I 
believe we’ve helped shape their vision as to how the world will 
progress. Right now, some of their analysts are convinced that the 
way to improve application quality is to ‘shift left’ and put the onus 
for quality increasingly on the developers and that way reduce the 
quality burden on the business.

Jim

So what’s wrong with that?

Colin

I have two main problems with that Jim, and so do our 
customers. Firstly, a significant portion of applications are now 
purchased or consumed as a service in the cloud. The option to 
shift-left is simply not available and leads directly on to my second 
concern. Whether you ‘own’ the development team or not, the 
question is whether you are ever going to trust them to deliver 
a perfect application without any verification from the business? 
Have you ever implemented an application that way?
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Jim

You’re kidding right?

Colin

Improving the quality of the application delivered from 
development or a vendor to the business for testing is a laudable 
goal. One I’m sure we both whole-heartedly support but neither 
vendors or developers have the knowledge to execute key 
business processes and there are often practical barriers to them 
acquiring the necessary knowledge.

Jim

So, if a company purchases or consumes an application, 
the only means of ensuring it is of suitable quality is UATT and I 
put the second ‘T’ there deliberately. The training element is in 
danger of getting overlooked – just to get started with the testing, 
the users will need sufficient training simply to navigate their way 
around. Then once the application is sufficiently stable the wider 
business community will need to be trained.

So overall ‘shift-left’ is a good practice to increase the quality of 
delivered code but it has no impact on the amount of UAT, however 
it can reduce the number of times that UAT must be executed!

An IT problem?
Colin

Jim, have you ever tried to get IT to own the whole thing?

Jim

That’s an interesting question because less experienced 
executives in the business often believe that UAT shouldn’t be 
affecting them and their staff. It will be correctly argued by IT that 
this is too parochial, impractical and that implementing a new 
application will have significant benefits to the business.

Until someone makes the need for UAT go away, a successful 
application deployment is crucially reliant on the business and 
should be supported by the executives in the business. That 
support must be in tangible form by making the key subject matter 
experts available and not hope that less qualified staff will suffice. 
Some companies have a designated ‘user acceptance test’ role, 
sometimes filled by people with an IT background. On the surface 
this removes the load on the business but there is the constant 
danger that these staff will find it impossible to maintain sufficient 
knowledge of all the use cases and instead replicate the activities 
of a system test. System testing verifies what the system can do, it 
doesn’t necessarily reflect what the end-user will do with it.

Isn’t helping to smooth this process part of what you do at Original?

Colin

Totally, and we’ve always felt we can help not only the 
business users but the often highly-stressed IT Project Manager 
or User Acceptance Manager who must manage the UAT process. 
A lot of that stress comes from trying to run a UAT program with 
staff who often have no formal test training and are naturally easily 
distracted by their normal role.

Jim

That’s an important aspect that can be overlooked. The 
business users who must perform the UAT don’t work for the 
project manager, they don’t even work for IT. 

The business wants to help?
Jim

Let me lead off on this one as it’s an area where I’ve seen an 
incredibly wide range of attitudes and I think the maturity of the 
organization has a lot to do with it.

If there is an understanding that a new application will deliver 
significant benefits to the business and particularly to the teams 
who will use it, then in most cases, while the distraction from their 
day jobs is not welcomed, the larger picture will prevail and the 
UAT challenge will be professionally embraced. 

However there have been several occasions in my career when a 
new application version is primarily technical as we’ve seen with 
some of the recent Oracle EBS releases. In these cases, where there 
is little apparent or immediate upside for the business, it is much 
more difficult to get them to dedicate the necessary resources.

Colin

Do you have lessons to share in these circumstances?

Jim

For sure and it’s an area where technology can make a big 
difference. What I realized was that if the end user functionality is 
largely unaltered then you don’t need the business subject matter 
experts to execute the tests as long as you properly documented 
their efforts in the previous release. That is what makes Original’s 
TestDrive-UAT such a powerful tool as it captures a complete 
picture of the previous UAT round.

Colin

We can do better that that Jim. If you’ve completely 
captured the results from the previous release UAT phase then 
you have a perfect set of test case candidates that can be rapidly 
converted to full test automation.
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Surely it can’t take that long?
Jim

I’ve held a number of senior QA positions but Original 
Software must have a much wider appreciation of what is ‘normal’ 
in terms of how long the UAT phase takes.

Colin

There is no simple answer due to the number of variables 
involved. So let me simply list the common ones so it can be used 
as a checklist for people putting a UAT plan together, then I’ll share 
some thoughts in other areas, areas which are harder to control 
and assess:

•  Amount of new or revised functionality

•  Number of resources available for UAT

•  Criticality of the functionality delivered

Quality of the code delivered into the UAT phase will be unknown 
for vendor applications unless you have a very robust relationship 
with the vendor. Applications that are developed internally should 
have been through a number of test phases prior to the start of 
UAT and a review of these test results is a healthy place to start the 
handover to UAT. A key factor in the evaluation of these results will 
be to understand the level of business use cases knowledge of the 
testers involved. If this level of knowledge is low then you must 
question how effective the testing to date can have been. Ideally, 
the testing prior to UAT should have been based on documented 
business use cases, executed either manually, or in the ideal world, 
using test automation wherever possible.

Code quality needs to be high otherwise UAT resources will rapidly 
become disenchanted. The cycle is simple. Poor code rapidly fails 
UAT, is triaged and validated by the QA team and then returned 
to the developers for remediation. While this happens the time 
allowed for UAT is rapidly evaporating and the UAT resources return 
to their day jobs. With the remediation complete the development 
to QA to UAT cycle can start again but there is a limit to the number 
of cycles that the business will tolerate.

Sometimes it is the business that needs to take responsibility 
when the application fails to meet their current needs. In a 
waterfall development there can be a large gap between agreeing 
a specification and having an application to test. In the interim 
the business needs may have changed and there is no guarantee 
that those revisions have been effectively communicated to 
the development team. This can equally happen in an agile 

development, as much of the meaningful testing can only be 
completed once the entire application is available.

But Jim, there’s another clock running. UAT is the final stage 
before the application is deployed and typically by this stage 
an implementation date has been set, or imposed, by senior 
management. It is unfortunate that it is the UAT team that must 
raise the warning or stop flags and attract the associated grief. 
The reality is that they are totally dependent on the up-stream 
activities and ideally, they should be praised for stopping a poor 
quality application going live and causing damage to the business.

Who does it, who did it, and what 
did they do?

Jim

Colin, as we start to look at the execution of UAT, the 
majority of the companies where I’ve operated are tolerating 
practices that wouldn’t be acceptable elsewhere in their business. 
It’s slim pickings but let me start by looking at the positives.

Many of the use cases will be documented with a selection of 
supporting test cases. The level of detail in these test cases will 
vary widely from those where they need a subject matter expert to 
interpret and execute them, to a few which are in sufficient detail 
that a novice could use them. Obviously the greater the level of 
detail, the more rapidly they become out-dated and redundant. 
Of course, they’re all stored in Microsoft Word or Excel without any 
version control or much in the way of secured access.

If you think that sounds less than ideal, brace yourself.  Compared 
to the UAT planning, resource allocation, monitoring execution and 
the capture of all the tests results, it looks positively professional. 
These are areas which scream for a product that allows all relevant 
parties to contribute and to share in the progress. Instead we are 
stuck with scraps of paper, spreadsheets and whiteboards.

Colin

But Jim, why is this tolerated? If you only consider test 
results, with a few emails partially reporting discovered defects 
and with no record of the extent of successful testing, how can an 
informed decision be made as to whether to go live?

Jim

It’s a key question, I wish I could answer it, but I can’t.
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Defects best reported by e-mail?
Jim

Let me take this subject, as having run many UAT phases, it 
is close to my heart.

The challenge is that the majority of the resources performing 
UAT are not part of IT, have typically not been trained in testing 
and have little appreciation that how well they report an apparent 
defect  is a major factor in how long it will take to fix.

So while a business user doing the testing will probably take 
a screen shot when they encounter a problem and will briefly 
describe what they were attempting, they miss so much of the 
vital information. The first step in fixing a defect is to reproduce it 
and while the list is a little daunting, let me detail what a developer 
potentially needs:

The Test

•  Data pack in use

•  All steps prior to the defect being encountered

•  The exact details of the UI interactions and their sequence

•  Timings between each steps to determine if application 
performance was a factor

Environment

•  PC hardware specification

•  Operating system version and patch level

•  Relevant communication and database driver versions

•  Browser and version

Hopefully our readers can appreciate the extent of the gap 
between what the developer needs and what the tester delivers. I 
think this is why Original’s TestDrive-UAT is such a game-changer.

UAT stuck in the 20th century?
Colin

UAT is ripe for improvement but it won’t happen until 
businesses recognize both its importance and that there is 
an alternative to the unattractive status quo. We regularly get 
contacted by companies who believe that test automation is the 
best way to lighten the UAT load. 

This is a laudable approach so what’s my beef? 

When we engage with many companies to understand their 
current processes we often discover a situation that encompasses 
chaos and anarchy. Test automation can speed many things but 
I’m not sure why anyone would want chaos and anarchy any 
sooner than necessary!

If use and test cases are only partially documented, where are the 
candidates for automation? Who will be executing the tests that 
automation cannot address? Where are all the test results to be 
stored and how do we efficiently communicate defects back to the 
developers?

UAT needs a strong Quality Management platform to plan, control, 
and monitor progress and to consistently, completely, capture 
the results of every test. Qualify is increasingly recognized as the 
definitive platform for application quality management, whether 
deployed on the desktop or the web. Couple this with TestDrive-
UAT that tracks every manual UAT execution and captures every 
detail of the test and you have almost a complete solution.

Jim

Only ‘almost’, Colin?

Colin

The missing element is automation. Once you have a 
complete set of use and test cases and full results captured in 
TestDrive-UAT you are in an ideal place to start implementing test 
automation. Like everything, test automation needs planning and 
some dedicated resources, but done well it’s a game-changer.

Jim

So why are so many companies stuck in the 20th century?

Colin

Like most things, this frequently comes down to money, or 
in the case of UAT who funds the improvement. The business sees 
this as an IT problem while IT doesn’t see why they should spend 
their budget on the business when they have one of their own.

And finally …
We have both agreed that the challenges and importance of a 
professional UAT program cannot be under-estimated. It is critical 
to the business as the results of the UAT must drive the Go/No Go 
decision on whether to roll-out the application.

If you’d like to know more, then either pick up the phone or visit 
OrigSoft.com where you’ll find much more than we could include 
in this paper and the chance to download and evaluate TestDrive-
UAT for yourself.

Visit OrigSoft.com/whitepapers for more whitepapers

Enquiries

Email:   solutions@origsoft.com

Tel UK:   +44 (0)1256 338666   |   Tel USA:   +1 630 321 0092

   @Origsoft

WHITEPAPER  / User Acceptance Testing


