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By Bogdan Rakočević , Serbia

In the dynamic realm of software development, Agile methodologies have 
emerged as the preferred approach for many organizations. However, as 
these entities expand and their operations scale, the challenge of maintain-
ing software quality intensifies. ISTQB recently released the new Certified 
Tester, Advanced Level – Agile Test Leadership at Scale (CTAL-ATLaS) certifi-

cation with its accompanying syllabus and body of knowledge, which focuses on how to transform 
from the role of a Test Manager to the role of an Agile Test Leader. One of the most essential 

duties of a Test Manager (and of the Agile Test Leader) is improving the test processes 
inside the organization. Implementing Test Maturity Model integration (TMMi) as the 

world’s leading test process improvement framework in an Agile environment 
has always been controversial. Still, it has been proven that TMMi is fully ap-

plicable in Agile. In fact, according to the recently released results of the 
2nd TMMi World-Wide User Survey, which collected responses from 

almost 100 organizations, 66% of respondents claim to be using 
one of the Agile software development lifecycles. So now 

is the perfect moment to see how an Agile Test Leader 
could utilize TMMi, but this time in a scaled Ag-

ile environment. We won’t describe TMMi’s 
structure, as that has been done numer-

ous times. If you want to know more 
about that, you can read some 

previous issues of Quality 
Matters magazine.
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The confLuence of TMMi and aGiLe aT scaLe

Agile methodologies have become synonymous with 
modern software development, prized for their it-

erative nature and responsiveness to customer 
feedback. However, as organizations scale, 

the simplicity of Agile begins to intertwine 
with the complexity of managing multiple 
teams and projects, often spread across 
various locations. Scaling Agile is not 

merely about increasing the size of the 
team or the number of projects. It‘s about scaling the 
practices, the culture, and the methodologies that have made Agile 
successful on a small scale. The risk of losing the essence of Agile—its 
flexibility and customer-centric approach—looms large. This is where 
the TMMi becomes invaluable.

TMMi serves as a scaling partner for Agile by pro-
viding a structured framework that complements 
Agile‘s adaptability. It offers a maturity pathway that 
helps organizations assess their current testing pro-
cesses and identify areas for improvement. This 
is particularly crucial in a scaled Agile envi-
ronment where the consistency of quality 
across teams and projects is paramount. 
TMMi brings discipline and structure to 
testing processes that can sometimes be 
overlooked in Agile‘s rapid pace. 
Following TMMi‘s guidelines, 
organizations can implement 
a robust testing approach that 
scales alongside their Agile 
practices.

QuaLiTy assisTance: The hearTBeaT of aGiLe TesTinG

CTAL-ATLaS introduces the concept of Quality Assistance, which un-
derscores the significance of continuous learning and continuous 
improvement over traditional Quality Control (QC) activities. In a 
scaled Agile environment, where multiple teams work together, en-
suring consistent quality is most important. TMMi, with its structured 
framework, complements Quality Assistance by offering a roadmap 
for organizations to evaluate their testing maturity, spotlighting ar-
eas ripe for enhancement.

Quality Assistance principles align perfectly with some TMMi Pro-
cess Areas, like Peer Reviews, Advanced Reviews, or Test Lifecycle 
and Integration. Although many Agile organizations who pursue a 
formal TMMi maturity rating opt to certify up to Level 3 and imple-
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ment only the Level 4 and 5 Practices that matter to them, Quality As-
sistance principles go hand-in-hand with defect prevention principles 
of TMMi Level 5.

The conTinuous iMproveMenT paradiGM

In scaled Agile environments, the complexity and scope of projects of-
ten mean that what worked yesterday may not suffice today. Continu-
ous improvement is not just a nice-to-have; it‘s an imperative. TMMi 
provides a structured approach by offering an inherently iterative 
model, mirroring the Agile philosophy of incremental and continuous 
development.

Each level of the TMMi model serves as a milestone on the journey 
to testing excellence. But more than that, they act as signposts for 
continuous improvement, guiding organizations on where to focus their 
efforts. From establishing a solid testing policy (Level 2) to preventing 
defects (Level 5), TMMi ensures that the path to improvement is clear 
and actionable.

One important Quality Assistance skill of every good Agile Test Lead-
er is change leadership, i.e., the ability to start process improvement. 
There are many ways to start test process improvement. CTAL-ATLaS 
mentions Deming’s Plan-Do-Check-Act (PDCA) cycle, while the TMMi 
Reference Model mentions the IDEAL model (Initiating-Diagnosing-Es-
tablishing-Acting-Learning). It does not matter which one an Agile Test 
Leader chooses; both will guide them toward the desired goal.

sysTeMs ThinkinG as The GLue in TMMi iMpLeMenTaTion

An essential aspect of a successfully implemented Agile at scale is that 
systems thinking is embodied in the core of the organization’s qual-
ity policy and all its employees‘ working habits. Systems thinking is an 
approach where a system is examined holistically, understanding its 
cause-and-effect relationships and interdependencies between sub-
systems and within an organization. So, it becomes of utmost impor-
tance that all of the Agile teams in an organization conform to the 
same standard. TMMi is particularly useful in this approach because 
achieving TMMi maturity Level 3 or above assures that all testing prac-
tices are uniformly implemented and executed across the company, 
i.e., across all Agile teams.

Achieving a TMMi level 3 rating implies that all processes are institu-
tionalized across the organization and, only when required, adapted for 
a specific project based on tailoring guidelines. In our case, a specific 

project can be one single Agile team. A successful Agile Test Leader 
must always ensure that every single Agile team is self-organizing and 
has its specifics, or otherwise, it wouldn’t be agile. So, every team must 
respect organizational guidelines, but the team can tailor them if re-
quired. Contrary to popular belief, this is all acceptable with TMMi, and 
a described example would satisfy TMMi’s criteria during assessment.

naviGaTinG The chaLLenGes of scaLed aGiLe TesTinG

Implementing TMMi in a scaled Agile environment does not come 
without challenges. All Agile teams must follow the organizational test 
strategy, and many Agile teams are likely to introduce ad-hoc solutions 
to their specific problems without notifying anyone outside the team. 
That’s why when using TMMi to improve the test process across the 
organization, it’s beneficial to tailor-up the organizational test strategy 
so that in the beginning, every Agile team has its approach to testing 
(Level 2 maturity rating). Still, when aiming to achieve a Level 3 maturity 
rating (or above), the respective teams agree on a minimal set of man-
datory elements to which every team will conform.

In large organizations, many teams may remain non-Agile. For TMMi, 
it does not matter, as it can be used simultaneously in Agile and non-
Agile teams. Still, when achieving a Level 3 maturity rating (or above), 
the same organizational test strategy is applied to all teams who, as 
previously described, can adapt them for their purposes.

The road ahead: inTeGraTinG TMMi and aGiLe aT scaLe

In this article, you may have only seen a glimpse of the possibili-
ties and challenges you can face when scaling test practices in large 
organizations striving to be all-Agile. But TMMi can be used as a 
guiding star with its structured roadmap from defect detection to 
defect prevention thinking and processes. On top of that, the TMMi 
reference model is free for everyone and can be downloaded from 
the TMMi’s website. There is also a vast network of TMMi Accredited 
(Lead) Assessors and TMMi Test Process Improvers who can help you 
on your path to excellence. Recently, there was a significant break-
through regarding the TMMi in Southeast Europe because, for 
the first time, there is a TMMi Accredited Assessor and 
TMMi Test Process Improver in the region. TMMi is 
closer than ever; hopefully, we will witness its 
successful regional launch.
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