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The story of a QA organization that grew big along with the business it supports and its transformation towards a more efficient and effective model
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Introduce EAC EAC is Electronic Art’s largest Studio Part of the EA Sports Label Home of the FIFA, NBA Live Basketball, NHL Hockey and Fight Night franchises,  has anyone in the audience played any of our sports games?  Very short and compressed production cycle (average 10 months)Self introduction Development QA manager for the Studio for 5 years14 years of Project / Program management experience across different sectors of the technology industry



A tale of 2 QAs
The old QA
 Defect detection
 Blackbox test centric
 Audit quality

The new QA
 Defect prevention
 Highly skilled
 Build to quality
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Problems of the Old QALack of scalability Poor predictability CostlyreactiveThe new QAMore flexibleproactive



Our north

Achieve and sustain the highest 
appropriate quality in the industry 

while decreasing overall 
expenditure
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Appropriate: sweet spot that maximizes the customer satisfaction/cost ratioWe are not building military / medical software



Prevention over detection

From: http://software.isixsigma.com/library/content/c030611a.asp
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The longer a bug is in the system the more difficult, risky and expensive it will be to fix itAddressing bugs early will enable development to focus more on game tuning and ultimately produce better games



QA function

Highly skilled quality 
assurance Team

Management

Product 
Quality

Software 
Quality
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Note that I call it “QA function” not “QA team”. Function has larger connotations and speaks to the role that the Development and Production organizations need to play.Software QualityTest harnessesTest toolsTest automationWhite box testingTechnology expertsProduct QualityFUN FACTOR!!DesignPre-integration testingExperts in gameQualitative feedbackManagementPMRelationship CommunicationsChange management



QA scope

Preproduction Production Finaling Certification Launch Live

End to end Quality ownership

Old QANew QA
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The need for an end-to-end Quality Assurance Function is very clear



Software Quality (SQ)

Software 
Quality

Product 
Quality Management
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Simple but powerful graph. Software is at the very core of our product. Software is the vehicle to deliver great games.Improving Software Quality eases delivery of great games, it is not a guarantee but it sure helps! 



QA technology

Software 
Quality

Product 
Quality Management
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Tools:  Common test harnesses vs project specific toolsCommon test harnesses are cost effective as they can be reused across projectsProject specific tools are normally built on top of a common test harnessMethodology: Processes, procedures and workflow for Software Quality Focus on practices that the Quality Assurance Organization can drive and influenceInfrastructure: Drive for standardizationThink total cost of ownership – it will quickly escalate, if not controlled properly, when a solution is deployed across several projects



SQ helps Development

Software 
Quality

Product 
Quality Management

Presenter
Presentation Notes
Static /Run time analysis – tools to help SEs produce cleaner and better source codeWhite box testing – (a.k.a. clear box testing, glass box testing, transparent box testing, translucent box testing or structural testing) uses an internal perspective of the system to design test cases based on internal structure. It requires programming skills to identify all paths through the software. (http://en.wikipedia.org/wiki/White_box_testing)Autosmoke system – first check performed on the build. Requirement to approve the build and release it for testingWorkflow optimization – bug policy



Automated smoke test

Build 
system

Development

Feedback

Production team

Internal or 
external QA team

Many others …

Software 
Quality

Product 
Quality Management

“Autosmoke”
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Think of the autosmoke like a sieveEntirely automatedConsistently used across all EAC titlesCrash bugs are fixed within minutesSaves time and effort across the entire organizationIntegral part of the SE workflow



SQ helps manual testing

Telemetry

• Reports on key metrics (e.g. coverage, completion)
• Supports Decision making

Test 
Automation

• Tailored to project needs 
• Reduces manual testing required

Test tools
• Must have to complete manual test plans

Software 
Quality

Product 
Quality Management
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QA technology is changing the relationship between game complexity and amount of manual tests required 



Product Quality (PQ)

Software Quality Product 
Quality Management
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Great games that people enjoy is what we all are after at the end of the day



The embedded QA cycle

QA Development
ProductionQA Development

ProductionQA Development
ProductionQA Development

ProductionQA Development
ProductionQA Development

Production

Software Quality Product 
Quality Management
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Embedded QA enables quick feedback and turn around on issues



Embedded helps

 Build relationships and allegiances
 Enable creativity and change while 

maintaining control
 Increase organizational awareness 

of the QA role and value add
 Improve test strategies and plans

Software Quality Product 
Quality Management
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An embedded model has gained us: The trust and respect of the development organization Increased our flexibility and ability to react to changes in the environment and the game Improved test strategies and plans:Game design knowledge and design quality improvementsIncrease visibility and buy-in from the development team



Management

Software Quality Product 
Quality Management



Communication

Software Quality Product 
Quality Management

 Relevant and appropriate
 Consistent
 Timely
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Common Standard metrics across projectsFrom merely bug counts to coverage and test executionMetrics gathered manually and automatically (on the rise)



Outsourcing

 Flexibility!
 Reduces EA studio footprint 
 Reduces seasonal hiring/training 

burden
 Load balance
 Cost savings

Software Quality Product 
Quality Management
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Outsourcing is a business tool



YOY test outsourcing
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Software Quality Product 
Quality Management
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Outsourcing has not always been a happy story. Difficult at first, but having learnt from our first experiences we are trending for YOY growth



Investing pays off
2 year comparison in Outsourcing results
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Software Quality Product 
Quality Management
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What did we do to improve Outsourcing outputOverhaul Remote Test Center Recruiting, Screening, Onboarding & Training ProgramsRedefine Standard Operating Procedure (SOP) for Remote Test SiteImprove EAC Test Planning/Script Writing MethodologyEstablish Communication Expectations & Best Practices for EA Core TeamsTribal Knowledge Incubation ProgramClear KPIs



Organizational considerations

 Tackle common components first
 Offer incremental approach
 Prepare to refactor the plane while 

in flight
 Never underestimate culture and 

team differences

Software Quality Product 
Quality Management
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Key realities to consider when undertaking a transition/transformation such as the one we undertook at EAC



Moving in the right direction
Overall results

 Reduction in issues and shortened 
bug lifecycle

 QA cost reduction
 High customer satisfaction ratings
 Strong team health
 Increased Game Quality!



Key takeaways

Highly skilled quality 
assurance team

Management

Product 
Quality

Software 
Quality

Team recipe
This is a marathon

Communication & trust



Thank You!
Mario Vasquez

mariovasquez@ea.com
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