The Hiring Testers E-Book

The hiring process is a tricky business. Recruiting for such a specialist role as
Software Tester is even harder! To try and help you avoid some of the obstacles and
pitfalls that can occur when you’re trying to secure the most awesome tester you can
for your team, we compiled all our best hiring advice into one place, so you can learn
from our mistakes and experience.

Like the Content? Want More?
Sign up for our weekly Testers Email here on our blog!
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Do Teams Still Need Dedicated Software
Testers?

Most of you will have heard at some point or another about startups or much bigger
organizations that have decided they have no need for dedicated testers. Facebook is an
often cited example of a large company who has decided that by using various
mechanisms including dogfooding and production monitoring, they can eliminate testers.
Choosing instead to release lower quality products directly into the public domain.
Such stories beg the question that, if it's okay for Facebook and other companies not to
have dedicated testers, can my organization save time and money by eliminating the
testing function also? Instead of having a tester do it, can't I just get the developer
responsible for building the software in the first place to check his or her own code?

Life Without Testers
Even without dedicated testers and even if the developers get it wrong, you can have other
safeguards in place, right? Just like Facebook do. You can do things like:
• Have the developers write lots of automated tests so that you don’t need to spend any
time manually testing our software.
• Have your own people dogfood for problems with a pre-release version of the software.
• Build some more logging and traceability into the software so that you can easily
pinpoint where problems are occurring if you see any.
• Monitor current activities with previous versions of the software to see whether there’s
some indication of different user behaviours and whether those behaviours are desired
or not.
Well, maybe. And maybe not. Let’s look at some of those ideas in some more detail and
see whether they hold up to scrutiny.
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Automated Testing
Apparently, automated testing gets all the focus now. It seems like more or less every
team in the world is varying degrees of Agile and is now writing code using some kind of
model driven development - typically test, behaviour or acceptance test driven (TDD, BDD
and ATDD respectively).
Normally in a model-driven-development kind of a scenario, the developer is attempting to
write their code using their model of choice, mocking out any interfaces or integration
points so that the code they’re working on can be tested in isolation and when any
resulting automated testing is run as part of the build process, the test is run isolated from
any other code dependencies.
There are a few problems here though.
For a kick-off, the very notion of automated testing is problematic. You can’t really
automate testing. Testing is a cognitive, analytical, human activity - not something that can
be performed by a machine. A machine can only do what you tell it to. If you tell it to assert
against a boundary or edge-case, that’s what it will do. If you don’t, it won’t. So that means
that for an automated test to run, you have to know in advance exactly what it is you are
going to test for. It doesn’t take into account the things that you might find out about your
code along the way.
When humans test, they generate information about your program. When a machine tests,
they generate bits of data. 1’s and 0’s might give you some information about your
software, but it’s a black and white kind of a situation. If you want the full spectrum of
greys, you need to pull in some human intelligence.

Dogfooding
Having your own people test pre-release code is actually a pretty decent strategy. But it
largely depends on what the nature of your software is and how much people can use it
without disrupting their normal, business as usual activities.
Microsoft have had some success with this approach over the years, but their bread and
butter is productivity software. Microsoft can have their people dogfood an email or wordprocessing application very easily since a good proportion of their people are going to be
using that stuff all the time anyway! For more niche applications, this approach might
prove more difficult.
Dogfooding works well for web applications. It can help to reduce the cost of up front
testing where the complexities of the production environment are prohibitively difficult to
simulate. The nature of web applications also makes it possible to carry out controlled
experiments like A/B-split testing or controlled test flights where potentially dangerous
code is floated out to a small percentage of the user base. Combined with monitoring,
dogfooding can be a very powerful tool indeed.
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Logging and Production Monitoring
Adding logging to the software seems like a no-brainer. Why wouldn't you want logging?
Anytime you get an unhandled exception in the code you can trace the activity through the
stack and see what the user was doing when things went wrong, and on what kind of an
environment or browser they were working in.
Likewise with monitoring. If you have historical data that we can compare the current
situation with, then changes in user behaviour can be monitored over time and you can
see whether new features are having the desired impact. If you find that users are
changing their behaviour in ways either you or they don't like, you can take action
accordingly.
Monitoring also helps you to see whether there are any non-functional concerns. You can
see for example how long it takes a user to complete a specific task like searching for and
landing on a specific item, or making a purchase. You can identify how real users are
carrying out their various activities and look for improvements in both flow and response
times.
You can also look for potential security issues. Some of which may relate to business
logic, as well as the more specific vulnerabilities that inevitably rise to the surface over
time.

The Opportunity
None of the activities listed above require a dedicated tester to carry them out. In many
organisations, they can and are being carried out by developers, operations and support
staff.
With that in mind, it may seem like testers shouldn't be much in demand. But that's actually
not the case. Though it's fair to say that the market for testers has changed considerably
over the last 5 years or so.
There's very little call for Manual Functional Testers as they used to be called, for
example. The market's all about Agile Testers and Developers in Test these days. There
are obviously some specific competencies associated with those job titles. Whether you
have those vogue skills will have some bearing on your career trajectory, without a doubt.
But there's some skills you can work on that never go out of fashion.
If you can prove your worth on an agile development team by employing critical thinking
skills throughout the backlog design and grooming phases of the project, exploring
requirements with domain knowledge and specific examples, employing the art of humble
enquiry along the way, you'll make many developer friends and help them deliver a top
quality product as a result.
Then, using your mad experiment design skills, while they're cutting code you can help
them to design effective automated tests/checks that help constrain development to the
functionality that needs to be delivered and prove it works the way the business intended.
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Having that layer of automation will ultimately make life easier as you carry out some
manual testing, since you'll be able to use it to ensure you get a reliable build and
potentially as a taxi-service to get the build exactly where it needs to be for you to test it.

The Bright Future
Do you think your services as a tester are no longer in demand? Do you think the job
market has no place for testing professionals any longer? You couldn't be more wrong. But
you need to make sure you have the right skills. By working on your test design and critical
thinking skills:
You can be responsible for the dogfooding - working directly with the business users to
help them test the pre-release product, capturing any issues as they arrive and reporting
them back to the development team.
You can help define the areas that, based on your exploratory testing, you think need
additional logging in case they do go wrong and help the team with analysing faults if they
do occur.
You can work with the production monitoring team or system to carry out various kinds of
testing in production, providing valuable results and feedback to your team to help them in
the next iteration.
If you can add value to your team by helping provide information about what users really
experience in the production or pre-production environments, by designing dogfood and
production experiments - you'll always be in demand.
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How to Find, Interview and Hire Great
Software Testers

Are you a test manager, QA lead or recruiter tasked with building and growing your QA
team? Or were you asked to find and recruit your company's best next tester, quickly? If
so, you can probably empathize with my fictitious test manager's diary entry.
Another day, another inbox full of recruiter emails. All
of them have got CV's attached that I somehow need to
decipher and correlate to the skills I'm looking for.
Most of the emails I'm sent are a complete waste of
time.
If the candidates actually made it to an interview, I'd
quickly discover that they don't have the experience
their CV says they do, they can't challenge assumptions
the way I think they need to, they're not committed to
learning and they don't have the confidence and the
communication skills I need from them.
Recruitment is a time-consuming, energy-draining task
that takes me away from the things I should be focusing
my attention on. I could live with it, if ultimately, we
managed to find the right people and hire them. But we
can't even seem to do that.
Every so often I'll find someone who is a good fit, and
has the skills I'm looking for. But then we don't manage
to get them through the door. Somehow, they fall out of
the process.
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Maybe someone makes them a better offer, or they decide
to stay put, or something else happens to make them
change their mind. I feel like I'm wasting my time here.
Why can't we find the right candidates? Why aren't the
wrong candidates being filtered out of the process? Why
doesn't the offer and joining process work? Am I the
only one who feels like this?
Why is hiring testers such a challenge? Where are all
the awesome testers hiding? How do you know whether a
tester is awesome or not? And once you've found one, how
do you attract him or her to your company?
In this article I'm going to tackle the various stages of tester recruitment, namely: Finding
and attracting them. Interviewing them. Hiring them. Feel free to skip ahead if a specific
section provides the information you're looking for. But before we get into any of that, let's
get the most important part out of the way first.

Figuring Out What You're Looking For
Do you really have a clear understanding of what attributes are important for the role
you're trying to fill? If you don't, then inevitably at some point further down the line you are
going to encounter some difficulties.
In the best scenario, you will discover that the CV's you're receiving don't match the kind of
person you think you're looking for. Or, during the interview stage you'll realise that the
candidate can't solve the kind of problems you need them for.
Wouldn't it be better to figure out what your ideal candidate looks like in advance, so that
you can target them more effectively from the outset? This way, when you get their CV or
start to interview them, you already know that they have the skills you're looking for, and
how to test for them.
Starting the process with a checklist or set of heuristics could work. For example, you
might have a list of questions like the ones below:
• Does the candidate understand what testing is? Can they explain it, clearly and simply?
• Do they have experience of working on software development projects? Do they
understand the nuances and pitfalls?
• Can they distinguish between different approaches and how they may be more or less
appropriate depending on the project context?
• Can they work well within a team?
• Are they smart?
• Do they get things done?
• Can they design a test? Can they perform testing work? Can they operate, design and
build tools to help them perform testing more skilfully?
• Can they communicate effectively?
• Can they think critically and creatively?
• Do they have some domain knowledge for the industry in which you operate?
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Or you could use someone else's list: Huib Schoots has done a great job of identifying a
set of criteria in his article, Heuristics for recognising professional testers. And Ilari Henrik
has some superb ideas about what makes a World Class Tester that may also be useful in
your search.
Johanna Rothman has some fantastic resources in her Tips to Streamline Your Hiring.
And Cem Kaner has a detailed guide to Recruiting Software Testers that contains a
number of lists that can help you tighten-up your requirements.
Ultimately, if you want to hire the best testers for your team, it would be wise to spend
some time figuring out what skills and attributes are most important to your organisation.
Once you've gone through the process of trying to answer all of those questions, you can
document and communicate the answers, so that all of the people involved in the hiring
process can see exactly what success looks like, making it easy for them to objectively
decide whether or not a candidate meets your requirements.

How to Find Great Candidates
The thing you need to do next is to take those qualities and try to find some testers that
have them. But here's the bad news. The days of just publishing a job posting in a
newspaper, or on the web, and then waiting for the applications to roll in, are over. All the
great candidates, i.e. the testers you want to hire, already have a great job, and plenty of
options, without needing to scan the job listings or the internet for new opportunities.
Those testers aren't looking for you. And they're not paying attention to the job market. So
how can you find them? You could rely on a third party. Maybe you don't feel like you even
have a choice, because the HR department normally takes care of all that. Them or the
preferred recruitment company that insists on spamming your inbox.
Maybe though. Just maybe, you could get a bit more hands on, by:
• Going to a community event: You may not know it, but testers are everywhere! There's
almost certainly a meetup near you. And if there isn't, why not think about starting one?
You don't have to go far. You could even hold it in-house. Plenty of other people have!
• Going to a testing conference: Just go along and put the word out. Alternatively, ask
the organiser if you can be a sponsor, or if you can make an announcement of some
kind.
• Connecting with testers on the net: You can start following the testing community
online via Twitter or LinkedIn, and the latest happenings in blogs and testing forums. The
testing community is very vocal. You won't have to look too hard!
• Publishing material testers want to read: If you're starting to engage with testers on
social media, you should definitely think about how you can contribute to the
conversation. Creating blog posts and articles that intrigue and excite testers is a great
way of drawing them into your sphere of influence.
• Setting testers a challenge they can't ignore: If you feel like you still need to
advertise, make it interesting. Attention spans aren't what they used to be so your copy
really needs to catch the eye. And what stands out more to the kind of tester you want to
hire than a testing conundrum?
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If you've followed some of the advice above, then it's quite likely that you will find someone
you want to recruit. Perhaps you bumped into them at a meetup or a conference, or read a
blogpost or Twitter discussion that piqued your interest.
But now you've found them, how do you attract them into your organisation? Well - you
could just ask the person in question if they want to come and work for you. But, maybe
they're not ready for that yet. Perhaps they're already in an [employment] relationship.

Play the long game
You can frequent some of the places where your tester hangs out. Get to know the forums
or groups they're a part of on LinkedIn for example. Or find a great blog post they wrote
and comment on it. Let them know you're interested in their work.
If you manage to get their attention, then you can take it a step further and tell them about
the opening you've got and how you think they might be a perfect fit. Let them know how
impressed you are with their work, and their background; reference an article they wrote or
a time you saw them speak at a conference - you'll be on safe territory.
Sell the role. Tell them all about how awesome your organisation is and why they wouldn't
want to let the opportunity pass them by. Focus on the benefits to them. Can they work
from home? Do they get the best technology? Fantastic training? Once you've got them
hooked, it's time to take the next step.

How to Interview Testers
By this stage you should have a tester that you think maybe you want to hire. Perhaps
you're in contact with them because you've engaged with them directly, or maybe their CV
has arrived on your desk via some other channel. Irrespective - you need to figure out
whether they're right for your team, and whether they have the skills you're looking for.
Traditionally, the way that folk have gone about this is by means of an interview. But, if you
pay any attention to advances in psychology then you'll probably already know that most
interviews are basically an exercise in confirmation bias.
In the classic interview scenario, whoever does the interviewing will make a decision
based on their gut reaction to the candidate within the first 30 seconds. Then, they'll spend
the rest of the time looking for reasons to justify the decision they've already made. If you
want a more scientific outcome, you need to move away from this model. I have a couple
of suggestions for ways you might proceed instead.

Give them a call
If you're going to follow my recommendations, then you should a) warn the tester in
advance what they can expect and b) be certain you are investing your time and energy
into the right people.
Use the telephone call script below to gauge whether it's worth continuing the process,
tailoring the easy and hard questions so that they're specific to your own requirements:
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1.
2.
3.
4.
5.
6.

Introduction
Questions about recent experience
Easy Testing Question
Hard Testing Question
Are you satisfied?
Do you have any questions?

If they make it through the screening call, then you can take them to the next stage.

Give them a work test
Setting your candidate a task that is representative of the kind of work they'll be doing for
you is a great way to get a better idea of how they think and behave in a work situation.
And there's lots of different approaches you could take to keep things fun, or more serious,
both in and out of the office.
You should keep in mind the objectives of this approach though. What is it exactly that you
want to know about your candidate and how will you measure those things by giving them
a work test?
If you've followed my earlier advice and have gotten really clear on what specific skills,
competencies, personality or attributes it is that you're looking for from your tester, you
should have a good idea of what information you're trying to get out of the work test. You
just need to tailor it so that it answers your specific questions, and any additional
considerations like:
•
•
•
•

Can the candidate communicate their thinking well?
Can the candidate complete the exercise within the time allocated?
Does the candidate have specific domain knowledge?
Does the candidate have specific skills that can be applied - tools, automation, critical
thinking etc.

If you're stuck for more ideas, Richard Robinson has a couple of great examples in his
Needle in a Haystack article. What you really need to know next though is what good looks
like, once you get the results.

Stick to a script
Understanding what good looks like gets much easier when you follow exactly the same
process every time you speak to a candidate.
If every candidate does the same work test, then over the course of time you will know
what good, bad and mediocre looks like for that test. If you already have an example of
what good, or even excellent looks like - even better.
The same can be said of interviews. You need to stick to a script. Try to make sure
whoever is doing the interviewing asks exactly the same questions every time. And record
the results so that you have data from which you can start to draw meaningful conclusions,
even if you don't hire anyone.
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The results might surprise you and provide some actionable insights about your hiring
process. The kind of people you're targeting for interview in the first place, for example.

Give them a work day
If you want to go the extra mile, or still have some reservations - get the candidate in to
work with your team. You can start to build a picture of how good of a cultural fit they are
and how they relate to and communicate with their potential future colleagues.
• Inform the candidate that they'll be in for 3-4 hours, then start off with some introductions
and the formal interview.
• After the formal interview, introduce the candidate to your team and leave them to get on
with some work for a couple of hours.
• Ideally, try to have a specific piece of work lined up. It should be something that will
require them to collaborate with at least one other member of the team in order to deliver
successful results.
• After the work, give the candidate a break to gather their thoughts while you catchup with
the team and get their feedback.
Finish with a debrief based on how things have gone so far. Do they have any questions or
insights based on the experience. Do they still want the job? Do you still want to hire
them?
If the work day is a success, then you're ready for the final stage.

How to Hire the Ideal Candidate
Okay, so you've attracted an ideal tester and you now know: a) they can do the work and
b) they're a fit for your organisation. It's time to seal the deal. How are you going to make
sure that your tester makes it through your door, and not one of the other opportunities
that they may have available to them? What are you going to offer them that makes your
opportunity stand out among all the other roles that are available to the brightest, best,
most high-flying testers out there?
It's probably not about the money, right? Maybe you have some flexibility with how much
you'll remunerate the right person. But there's a cap. Once you've reached it, there's no
more wiggle room. And let's get this straight. Beyond a certain amount of money, folk
aren't motivated to work harder or perform better anyway. So, we need to think a bit more
creatively. What else can your organisation offer that may be attractive to a certain kind of
hire?
•
•
•
•
•
•
•
•

Flexible working hours?
Remote working?
Unlimited holiday?
Training and personal development?
Coaching?
The latest most powerful hardware?
A free lunch?
Time off work to attend conferences?

12

At this point, it's not even necessarily about what you can or can't offer. You just need to
be willing to have a conversation about it. Find out what it is that drives and motivates your
new hire.
Once you know what it is that will get them through the door, if you can, give it to them.
Work with them. Figure out how to bridge the gap between what they want and what you
can offer. Attracting the right people is hard enough. Don't let them get away once you've
found someone that you definitely want.

Curing the recruitment headache
At the beginning of this article, my fictional test manager had quite the recruitment
headache. She could have just outsourced the entire process, but I've recommended the
following course of alternative therapies:
• Identifying the specific characteristics, attributes and skills a tester needs to have in her
organisation.
• Engaging with the testing community in order to find awesome testers that have the
abilities and personality she's looking for.
• Striking up a relationship with the tester directly.
• Screening potential candidates with an initial telephone call.
• Testing candidates with a work simulation.
• Sticking to a script during the entire process - making it more rigorous and scientific.
• Inviting the candidate to a work day - soliciting feedback from both them and the team.
• Negotiating on working practices rather than money during the offer stage.
I hope you've found some of this advice useful, but maybe you have some of your own
approaches to recruitment that have worked for you instead. If so, we'd love to hear about
them! Get in touch via @Gurock, the forum, or email me directly - simon.knight@gurock.io.

Like the Content? Want More?
Sign up for our weekly Testers Email here on our blog!
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25 Challenging Tester Interview Questions

In the last section I described an approach for hiring awesome testers. I suggested that
when carrying out an interview you should stick to a script so that, if you need to compare
results across several interviews, you can at least be assured that the same questions
were asked each time.
To help you out even further, we thought we'd go the extra mile and provide you with a list
of questions too! And to make sure we had the very best questions, we even approached
some of the best thinkers in the testing community and included their responses below.

Questions for Warming up the Candidate
When you start your interview, you want to give your candidate every possible opportunity
to shine and show you their best qualities. Use the questions below to help break the ice
and get them warmed up ready for some tougher follow-up questions.
1. What is testing to you? Do you have a testing paradigm? Can you explain it?
(Suggested by Kim Knup @punkmik)
2. Why did you choose software testing as a career, and what motivates you to stick with
it? (Suggested by Dan Billing @TheTestDoctor)
3. Tell me about the work you've been doing recently. What's the most interesting bug
that you've found, and why? (Suggested by Katrina Clokie @katrina_tester)
4. What kind of challenges does testing present? Can you tell me about some specific
software testing challenges you've faced, and how you overcame them?
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Questions to Test for Behavioural and Character
Traits
Hiring an awesome tester isn't just about making sure they have the right skills for the work
you need them to do. It's of paramount importance that they are a fit for your organisation
and the team they'll be working with. Use the questions below to help you figure out where
their strengths and weaknesses lie, and whether their values align with yours.
5. Have you encountered any challenges working with your colleagues? Tell me about a
specific instance when you were in a difficult situation, and how you dealt with it.
(Suggested by Katrina Clokie @katrina_tester)
6. How about situations where you have to make decisions... Have you ever made a bad
decision? What contributed to you making that decision? How did you deal with the
consequences? (Suggested by Kim Knup @punkmik)
7. How have you added value to the organisations you've worked with? Can you give me
a specific example from your last or current position? (Suggested by Dan Billing
@TheTestDoctor)
8. What process are you using for testing currently? Can you describe how you might
improve it? (Suggested by Katrina Clokie @katrina_tester)

Questions to Determine a Candidate's Testing Skills
Now we're getting to the good stuff. What kind of a tester are you dealing with here? Do
they know their edges from their corner cases? Can they distinguish between a test and a
check? Do they understand their biases and models, and how a worldview can influence
their approach and decision making process? Use the questions below to dig deep into
their testing toolkit and to make sure they don't view every testing problem as a nail to be
pounded with a blunt instrument.
9. What kind of tests have you been doing? What do you enjoy about them? How do you
develop those tests?
10. When you perform a test, what steps do you take? What's your process?
11. Have you ever written a test plan? What would you put in one?
12. How do you prioritise your testing? What factors might influence your decisions?
13. How do you know when it's time to stop testing?
14. What's the role of risk in your testing? How do you analyse and measure it?
15. Do you measure how effective (or not) your testing is? What metrics do you use?
16. If I left you testing for two hours, what would you have to show me when I returned?
(Suggested by Richard Bradshaw @FriendlyTester)

Questions to Gauge Automation Skills
No doubt many readers will be hiring for automation skills; but being able to automate
testing activities isn't just about understanding the right tool, language or framework. It's
about identifying where the risks to the product are and then being able to pinpoint those
risks by developing intelligent, reliable and repeatable automated tests. You want your
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tester to help you speed up the development and delivery of your product, not slow it
down. Use the questions below to help you figure out whether they have the depth of
knowledge to do so.
17. Have you automated any of your tests? How so?
18. What's your favourite testing tool? Why? If some technical constraint meant you were
unable to use it, what would you do instead? (Suggested by Richard Bradshaw
@FriendlyTester & Carlos Mueses @cemueses)
19. How do you know when you (or your automation) has found a bug? What makes it a
bug? Are some bugs more important than others? How do you report them?
(Suggested by Richard Bradshaw @FriendlyTester)
20. What do you do if the developers decide the bug is not a bug?
21. How do you decide which tests to automate? Which tests don't you automate, and
why?(Suggested by Katrina Clokie @katrina_tester)

Questions to Gauge Commitment to Learning &
Improving
Finally, if you've made it to the self-development questions and are still interested in the
answers, you may have found a keeper! But are they in it for the long term? Is software
testing a passion, or just filler until they can find a proper job? How do they learn, and what
keeps them motivated to do so? Use the questions below to probe your testers long-term
commitment to the role.
22. Testing can be challenging. What keeps you motivated? (Suggested by Kim Knup
@punkmik)
23. How do you stay at the top of your game? What self-learning do you do? (Suggested
by Dan Billing @TheTestDoctor)
24. What have you been criticized for in the past? How did you respond to that criticism?
What did you do about it?
25. Describe the characteristics of your ideal boss, and why.
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21 Questions You Should Expect to get
Asked Back!

In an interview situation we ask a person the right questions, and in the right conditions so
that we can learn about their skill level and how they might contribute to our teams. I also
assess candidates based on the questions they ask during an interview. These questions
show that they are curious and paying attention. They show that the person is able to
discover when they don't know something, and figure out how to seek that information.
Furthermore, the candidate can learn more about whether they want the job based on the
answers.
So, what questions should you be asking when you go to job interviews?

Clarifying the Role
Job advertisements tend to be pretty generic. Most will say something about discovering
and reporting bugs, creating and executing test scripts, and generally working to help the
development group produce the best software they can. But, in the same way that a test
case isn't testing, the job specification isn't the job. There are whole categories of things
that people forget to describe when they make a job advertisement, and others that are
hard to turn into bullet point lists. These questions are designed to help you learn what a
tester really does at this company.
1. What does a normal day look like for a tester there? What meetings do they go to?
Who do they talk with? How much time do they spend testing software?
2. What skill set do you expect the person you are hiring to have? Can you give some
examples of what tasks you would expect them to be able to perform?
3. What technology and tool stack do your testers need to know? What is the learning
path for someone that is not familiar with a piece of technology or process?
4. How do testers work with developers, product people, and decision makers?
5. How is the relationship between testers, developers, and product people?
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Test Approach
Companies, and even teams within a company, approach testing from vastly different
perspectives. Some groups deliver software hundreds of times every day and do most of
their testing by layering automation and using radical collaboration tools like Extreme
Programming.
Other companies completely separate the testing, development, and product groups.
Testers are expected to do the testing equivalent of big design up front, and then perform
those plans once there is software to look at. Most companies today are somewhere
between those two extremes.
You will probably want to understand how the company thinks about and approaches
software testing.
6. How much time do your testers spend doing things that aren't testing, such as
documentation, meetings, emails, and status reports?
7. How free are your testers to make decisions on how their testing work is done?
8. How close to development do your testers work? Do you ever have developers and
testers pairing on a code change?
9. What tools do your testers use? What happens if they want to use something new or
different?
10. How does a team know when they are ready to stop testing and push a code change to
production?

Culture
Culture is shorthand for the ways people in a company interact, the goals they strive for,
their value system and ethics, and how employees treat each other. Some cultures foster
an environment where lone individuals can control broad swaths of the product, and are
responsible for its problems as well. Others are collaborative, congenial, and encourage
open discussion about where improvements can be made and who the appropriate people
to do that work are.
There are also the very important questions of diversity and inclusion practices. Getting a
feel for culture can help the interviewer, or you, to figure out if you are a fit for this
organization and how long you might want to work there.
11. Do you give your technical team members the opportunity to work from home?
12. How often do you find yourself in a 'crunch time' situation where you require people to
come in early, stay late, or work on weekends?
13. What sort of diversity and inclusion practices do you use to make sure you can build
and maintain diverse, high-functioning teams?
14. Does your company financially help testers that want to attend conferences or attend
training? If not, do they offer time off without having to take PTO?
15. How do you prevent burnout of your technical team members?
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Clarifying the Team
Team compositions vary quite a bit. The last company I worked with had a completely flat
structure. There were 6 or 7 developers, 2 testers including me, and we all sat in the same
room.
We had some people that were acting as leads in practice, but they didn't have the title or
the power that comes along with that title. We all reported up to one development manager
when we needed something, or when he needed something from us.
Other teams I have worked with were steep pyramids. One company had a handful of
testers per group, each group had a lead tester, and a couple of groups combined would
work with someone called a test architect. There were also managers and directors in the
mix. Everyone reported up to someone else and the ladder was tall. My personal
preference is to work in a flatter structure. I feel like it is easier to get things done, and
decisions come through much faster. These questions can help understand how flat or
deep the organizational hierarchy is at a company, and how that will affect the testing
work.
16. What team would I be working on assuming you decide to hire me?
17. How exactly do the different roles work together? Do they sit in the same room? Do
they sit at the same table? Do they have to schedule meetings to talk?
18. Who would I report directly to? What is that person's relationship to the team?
19. Why are you wanting to add a tester to the team?
20. What is the biggest complaint your testers have now?
21. What do your testers like the most about the team and company?

Emergent Questions
This is a tricky category because it is dependent entirely on the flow of conversation. I
usually have a laundry list of questions I want to ask people I'll be working with and what
you see above is an example of that. But, I also come up with a lot of questions based on
what we are talking about at any point in time. Technology work is full of lingo, some of it is
overloaded to mean different things at different points in time. In testing, we don't have a
lexicon, or a standard dictionary.
A lot of my questions focus on that. An interviewer might start talking about their
regression testing process and I'll say "When I say that term I mean the testing we do to
discover new problems introduced by a change. Is that what you mean?" I also like to flip
questions back on the interviewer to learn about them. If they ask me how I would test
something, after I give my answer I like to ask them the same question. This can be a
learning experience, and can also be a litmus test for how the conversation is going.
This is just a few of the questions I like to ask. They help me learn much more about what
sort of job I would be getting into. Sometimes, they help the people on the interviewing
side to better understand what they are looking for, and what they really need in a new
tester. What questions do you like to ask when you go to a job interview?
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This section is by Justin Rohrman. Justin has been a professional software tester in
various capacities since 2005. In his current role, Justin is a consulting software tester and
writer working with Excelon Development. Outside of work, he is currently serving on the
Association For Software Testing Board of Directors as President helping to facilitate and
develop various projects.

Is it Time for Test Automation?
Is your team under pressure due to shorter release cycles? If the pace of agile
development has you looking for greater testing efficiency, the solution is test automation
with Ranorex Studio. Automated tests can run overnight and in parallel, giving you faster
feedback while freeing valuable personnel and server resources for more challenging and
creative testing sessions. Ranorex Studio is your easy-to-use single tool for desktop, web
and mobile application testing that empowers everyone on the team regardless of
expertise with test automation.
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How to Keep Your Best Testers Once
You’ve Found Them

I've had a bit of experience with wanting to leave software testing gigs. During my career
as a tester I've worked for several organisations, in various different capacities. From my
days as a rookie through various layers of senior, technical and automation roles right up
to the dizzying heights of test management.
Over that time, as you might well imagine, I've had a range of experiences in the groups,
teams, departments and corporations within which it's been my pleasure (and sometimes
my displeasure) to work.
In total I have worked for 14 different companies during my testing career so far. Granted,
11 of them were on a contract basis - so I was never in any real danger of having to stick
around for too long, but nevertheless; a few patterns have started to emerge. I have made
several observations about which companies I would have chosen to stick around with and
work for in the longer term, and which companies I definitely wouldn't.
In my experience, those factors break down into several commonalities which I believe can
probably be applied to most testers. They are as follows:
• Opportunities for learning and development, or lack thereof.
• Recognition for contributions, or lack thereof.
• Pay, relative to organisation and wider marketplace.
And that's basically it. In any situation where you've got someone wanting to move on from
a role, there's probably any number of other contributing factors at work. But in the
technology field and particularly where software testers are concerned, I think these are
the main things that will determine whether a tester decides to stick around, or decides to
twist and look for a role elsewhere. So, let's examine the problems in more detail.
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Learning and Development
Testers, along with many of technical colleagues working on software development
projects are a curious bunch. They like to learn as much new stuff as they possibly can.
Which provides employers with a couple of interesting challenges.
If you have a tester who is not curious, you most likely don't have a very good tester. All
the best testers I have met are innately curious and have a burning intrinsic motivation to
poke and pry and break or improve things. They may have various degrees of aptitude for
some of the ancillary skills you'll be looking for in your particular brand of tester, like coding
and automation ability for example, but at their core they will be a curious little beaver.
If your tester isn't curious - you hired the wrong tester. Go and read the How to Find,
Interview and Hire Great Software Testers section, and try to do a better job next time.
If your tester is curious however: You had better be giving them plenty of rope with which
to exercise their curiosity. Otherwise you're going to end up with a sad little tester because
they have nothing new to learn. And sad testers tend to develop a desire to move on and
explore new pastures instead. Pastures where their curiosity will be recognised and
rewarded, not hampered or curtailed.
I'll provide you with some strategies for exercising your testers curiosity at the end of the
article. But, while I'm on the subject of recognition:

Recognition and Rewards
Testers don't like to be treated as 2nd class citizens. There. I said it. Hopefully this will not
be news to most readers. But just in case you need some further clarification on this point.
I have seen and been in the position of being treated like the work I'm doing doesn't
matter. Like it doesn't add value to the project on which I'm working. It's not fun. I don't like
it. I've never met a tester who does like it. You wouldn't like it. So don't do it.
Here's an idea instead. If your development team don't feel like they need a dedicated
testing professional, then don't hire one. Simple, right?
Or, if you've hired a tester who genuinely isn't adding value. And who is for some reason
unable or unwilling to put in the work to improve themselves to a point where they can and
are adding value - sack them. Then, go read my hiring article and try to do a better job
next time.
If on the other hand you have a tester who is adding value. Who is helping your team to
deliver a superior product or service. Celebrate them and their work. Along with the rest of
the team of course. Because delivering great quality products is a team effort and good
testers play a big part in that. How big of a part will likely determine the next point.

Compensation and Pay
How much folk are paid for their efforts is clearly a tricky subject. People don't generally
like to talk about pay (certainly in the UK where I come from anyway) but they surely do
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like to feel as though they're being remunerated at a level that correlates with the value
they add.
When I was a junior tester I got paid a junior salary. As my experience and skills increased
my remuneration increased accordingly. Now I consult and charge a fee for my services.
Clients are happy to pay that fee because they can see the value that is being added.
Clearly that path is not for everyone and is most likely not a great model for your team or
organisation if you're reading this as a test manager. You may also have any number of
constraints around how much you're able to pay people. But I'm just making the point.
There are plenty of opportunities out there for ambitious and skilled testers. So if you have
a good one and you want to keep a hold of them, you should be prepared at some point to
have a serious conversation about their benefits package.
If they're maxed out on the payscale, try to think about whether there are some other
things you can do for them by way of perks and bonuses. Some new hardware for
example. Remote working. 20% time. Travel. Etc. Try to think out of the box. It'll be worth
it.

Additional Strategic Advice
If you've taken some of those points on board, then you're most likely looking for some
ways to address the issues. Good News! You're in the right place. Try implementing some
of the ideas on the checklist below.

Your Tester Is Curious
• Maintain a testing book library (the books in this list will make a great start)
• 20% of their time can be set aside for skills and interest development (so long as it can
be tied back to work)
• Send them off to learn other areas of the business so they can expand their skills and
increase their domain knowledge
• Pair them with developers so they can learn some coding and development skills to
supplement their testing knowledge
• Start a regular brown bag lunch session so that testers (and anyone else who is
interested) can eat lunch together and share knowledge, skills, useful experiences,
lessons etc.
• Start a meetup and invite people from outside of your company to it so your tester gets
exposed to other ways of thinking and approaching software testing
• Send your tester for some training
• Send your tester off to a conference

Your Tester Needs Recognition
• Try to observe when they're doing an awesome job, in the moment, and praise them for
it
• Implement a public recognition program and nominate them for it
• Credit them publicly for their work, in a standup or show and tell for example
• Give them some more responsibility and make sure they and others know why
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• Spend time with them one-on-one and tell them how much you appreciate their work,
over lunch for bonus points!

Your Tester Needs Rewarding
•
•
•
•
•

Give them some training budget - even a few books can make a world of difference
Send them to a conference or some training
Upgrade their hardware
Give them some extra time off or a more flexible working arrangement
Cut them some slack - even if you can't promote them, you can provide them with
greater leeway and authority with which to do their work

Bear in mind that these are just ideas to try and get you started. Hopefully as you read
through them, you'll find some of your own ideas being stimulated. As you do, add them to
the list and try them out.
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Stay in Touch!
Make sure you keep up to date with the latest news, learning and events in the
Software Testing community by checking out our blog posts and articles on the
TestRail blog!

Like the Content? Want More?
Sign up for our weekly Testers Email here on our blog!
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