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Test Centres of Excellence  
are becoming increasingly 
common within  
large and medium scale 
businesses where there are 
complex integrated systems 
with a constant cycle of  
change and renewal.

Introduction
Testing in medium to large organisations is 
becoming increasingly complex and challenging. 
Shorter development lifecycles and new 
development methodologies, coupled with rapidly 
multiplying platforms and a demand for constant 
updates and renewal, is putting a real strain on 
legacy testing teams. In many organisations testing 
groups have evolved to cope with demand rather 
than being designed to deliver quality results. 
Too often companies are relying on hard work, 
experience and luck rather than planning and 
executing tests in an appropriate and focused way. 
With increasing demands, these systems grow 
to be more inefficient, unreliable and costly. This 
ultimately becomes a serious risk to the future of 
the business.

So how are organisations meeting this challenge 
head on? The answer is by developing and 
growing test Centres of Excellence. 

Test Centres of Excellence (test CoE) are becoming 
increasingly common within large and medium 
scale businesses where there are complex 
integrated systems with a constant cycle of change 
and renewal. In particular we are seeing a lot of 
activity in the banking, insurance and telecoms 
sectors. However, test CoEs are not confined 
to these sectors or even to large organisations. 
Wherever there is a significant amount of effort 
spent in developing or integrating software 
products a test CoE can provide real and tangible 
benefits across the entire organisation, in terms 
of improving quality, reducing risk and driving 
efficiency.  

What is a test Centre of Excellence?
Fundamentally, a test CoE is a professional service 
organisation that delivers testing services to the IT 
group and the business. It comprises a dedicated 
and independently managed team of people 
with a core competency in testing, operational 
processes to support testing for the enterprise and 
supporting tools and technologies.

Providing a practical approach to test 
and QA function consolidation and 
test process improvement.



Organisations can typically save 
in excess of 30% of testing costs 
by using test CoEs while at the 
same time reducing risk and 
time to market.

Why implement a test CoE?
While the drivers for setting up a test CoE can vary between organisations they typically fall into one of 
the following three categories: reducing reputational risk, improving quality and cost efficiency.

Reduce 
reputational risk

Improve quality

Cost efficiency

•	Reduce incidence of live issues
•	Avoid “customers being our best testers”

•	Reduce number of defects occurring in later stages of testing
•	Increase the independence of testing
•	Testers are currently too closely aligned to projects and not 

the end to end solution
•	Apply rigour to test process
•	Focused collaboration between business and test
•	Promote the understanding of test requirements across the 

organisation

•	Reduce the need for long test phases
•	Increase use of automation
•	Reduce volume of regression test required
•	Enable earlier detection of defects
•	Enable faster more reliable test cycles
•	Risk based test approach
•	Active test environment coordination
•	Ensure correct resources (number and skills) are being utilised
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Do we need a test CoE?
Do you recognise some or all of the common test issues below? If so, a test CoE could provide 
the solution.

Typical test issues facing organisations Benefits of a test CoE

People •	Few dedicated career testers – test team 
comprises BA’s, business users, developers, 
contractors and others pulled into test ad 
hoc

•	Lack of consistency in test resource 
experience leading to missed defects, 
misreported defects and wasting developer 
time

•	Little or no test training 

•	A number of different test resource 
suppliers across a business or group

•	Testers kept in experience ‘silos’ and often 
underutilised across the business

•	Test knowledge is locked up in individuals 
or key suppliers

•	Organised, professional core of testers

•	Defined training and career paths providing 
consistency and growth opportunities

•	Close vendor management and supplier 
optimisation to ensure value for money 
from test contractors

•	Ability to use resources in a number of 
different areas to maximise efficiency

•	Shared knowledge systems and knowledge 
champions to reduce dependence on 
individuals or suppliers

Process •	Cannot define what quality actually looks 
like and does not differentiate based on the 
criticality of the system and potential risk to 
the business of defects

•	Lots of duplication between system, UAT 
and end user test

•	No feedback on root cause and where 
defects were introduced

•	No synergies or learning between various 
test teams

•	Cannot quantify the spend on quality and 
testing

•	Did not measure quality in production of 
released software

•	Repeating the same errors continuously

•	Testers entering the process at the final 
stages and expected to understand and test 
the system efficiently

•	Late engagement of testers resulting in 
more expensive bug fixing at the later 
stages of the development lifecycle

•	High number of live issues, even after 
significant test effort

•	Defined role for test CoE in company 
organisation structure with clear targets, 
responsibilities and reporting lines

•	Defined end to end test processes to align 
closely with software development lifecycle

•	Standardised test definitions, templates 
and quality gates providing consistency and 
comparability of results

•	Interaction with development and business 
groups to share learnings

•	Testers engaged early and often

•	Better estimation in terms of time and cost

•	Reduced duplication across test phases with 
end to end management and coverage

•	Defined reporting and test improvement 
goals

•	Detailed knowledge management and 
sharing processes with supporting tools

•	Continuous improvement initiatives and 
retrospectives

Technology •	No tools in place to assist testing

•	Not getting full value from tools

•	Limited or no automation

•	Multiple redundant test environments

•	Test data not accurate or secured

•	No internal skills in test tools

•	Tools to support end to end test 
management and reporting 

•	Automation, performance and load testing 
capability and resources

•	Active test environment and test data 
management

•	Test CoE will develop internal tool and 
automation skills

•	Knowledge management and collaboration 
tools

•	Standard reporting and dashboards

Typical test issues facing organisations Benefits of a test CoE

People •	Few dedicated career testers – test team 
comprises business analysts, business users, 
developers, contractors and others pulled 
into test ad hoc

•	Lack of consistency in test resource 
experience leading to missed defects, 
misreported defects and wasting developer 
time

•	Little or no test training 

•	A number of different test resource 
suppliers across a business or group

•	Testers kept in experience ‘silos’ and often 
underutilised across the business

•	Test knowledge is locked up in individuals 
or key suppliers

•	Organised, professional core of testers

•	Defined training and career paths providing 
consistency and growth opportunities

•	Close vendor management and supplier 
optimisation to ensure value for money 
from test contractors
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•	Shared knowledge systems and knowledge 
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•	No feedback on root cause and where 
defects were introduced

•	No synergies or learning between various 
test teams

•	Cannot quantify the spend on quality and 
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•	Did not measure quality in production of 
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•	Testers entering the process at the final 
stages and expected to understand and test 
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•	Late engagement of testers resulting in 
more expensive bug fixing at the later 
stages of the development lifecycle
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significant test effort

•	Defined role for test CoE in company 
organisation structure with clear targets, 
responsibilities and reporting lines

•	Defined end to end test processes to align 
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•	Knowledge management and collaboration 
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•	Standard reporting and dashboards
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Typical test issues facing organisations Benefits of a test CoE

People •	Few dedicated career testers – test team 
comprises BA’s, business users, developers, 
contractors and others pulled into test ad 
hoc

•	Lack of consistency in test resource 
experience leading to missed defects, 
misreported defects and wasting developer 
time

•	Little or no test training 

•	A number of different test resource 
suppliers across a business or group

•	Testers kept in experience ‘silos’ and often 
underutilised across the business

•	Test knowledge is locked up in individuals 
or key suppliers

•	Organised, professional core of testers

•	Defined training and career paths providing 
consistency and growth opportunities

•	Close vendor management and supplier 
optimisation to ensure value for money 
from test contractors

•	Ability to use resources in a number of 
different areas to maximise efficiency

•	Shared knowledge systems and knowledge 
champions to reduce dependence on 
individuals or suppliers

Process •	Cannot define what quality actually looks 
like and does not differentiate based on the 
criticality of the system and potential risk to 
the business of defects

•	Lots of duplication between system, UAT 
and end user test

•	No feedback on root cause and where 
defects were introduced

•	No synergies or learning between various 
test teams

•	Cannot quantify the spend on quality and 
testing

•	Did not measure quality in production of 
released software

•	Repeating the same errors continuously

•	Testers entering the process at the final 
stages and expected to understand and test 
the system efficiently

•	Late engagement of testers resulting in 
more expensive bug fixing at the later 
stages of the development lifecycle

•	High number of live issues, even after 
significant test effort

•	Defined role for test CoE in company 
organisation structure with clear targets, 
responsibilities and reporting lines

•	Defined end to end test processes to align 
closely with software development lifecycle

•	Standardised test definitions, templates 
and quality gates providing consistency and 
comparability of results

•	Interaction with development and business 
groups to share learnings

•	Testers engaged early and often

•	Better estimation in terms of time and cost

•	Reduced duplication across test phases with 
end to end management and coverage

•	Defined reporting and test improvement 
goals

•	Detailed knowledge management and 
sharing processes with supporting tools

•	Continuous improvement initiatives and 
retrospectives

Technology •	No tools in place to assist testing

•	Not getting full value from tools

•	Limited or no automation

•	Multiple redundant test environments

•	Test data not accurate or secured

•	No internal skills in test tools

•	Tools to support end to end test 
management and reporting 

•	Automation, performance and load testing 
capability and resources

•	Active test environment and test data 
management

•	Test CoE will develop internal tool and 
automation skills

•	Knowledge management and collaboration 
tools

•	Standard reporting and dashboards

What does a test CoE look like? 
Test CoEs are comprised of three critical components, all of which are needed to be successful. 
These include service delivery, operations and governance and organisation and change 
management, which are described in brief below: 

Service delivery
The services the test CoE provides to the business:
•	Test planning and strategy
•	Test execution, defect tracking and reporting
•	Test environment planning
•	Test tool configuration and automation scripts
•	Test preparation

Operations and governance
How the test CoE provides services:
•	Standard test process definition and maintenance
•	Test methods, standards and templates
•	Test metrics and reporting
•	Test vendor management
•	Test best practices and knowledge management
•	Test QA and governance
•	Resource management
•	Continuous improvement

Organisation and change management 
How the test CoE is organised and managed:
•	Test training and certification
•	Communications
•	Test career model
•	Knowledge transfer
•	Workforce transition

Typical test issues facing organisations Benefits of a test CoE

People •	Few dedicated career testers – test team 
comprises business analysts, business users, 
developers, contractors and others pulled 
into test ad hoc

•	Lack of consistency in test resource 
experience leading to missed defects, 
misreported defects and wasting developer 
time

•	Little or no test training 

•	A number of different test resource 
suppliers across a business or group

•	Testers kept in experience ‘silos’ and often 
underutilised across the business

•	Test knowledge is locked up in individuals 
or key suppliers

•	Organised, professional core of testers

•	Defined training and career paths providing 
consistency and growth opportunities

•	Close vendor management and supplier 
optimisation to ensure value for money 
from test contractors

•	Ability to use resources in a number of 
different areas to maximise efficiency

•	Shared knowledge systems and knowledge 
champions to reduce dependence on 
individuals or suppliers

Process •	Cannot define what quality actually looks 
like and does not differentiate based on the 
criticality of the system and potential risk to 
the business of defects

•	Lots of duplication between system, UAT 
and end user test

•	No feedback on root cause and where 
defects were introduced

•	No synergies or learning between various 
test teams

•	Cannot quantify the spend on quality and 
testing

•	Did not measure quality in production of 
released software

•	Repeating the same errors continuously

•	Testers entering the process at the final 
stages and expected to understand and test 
the system efficiently

•	Late engagement of testers resulting in 
more expensive bug fixing at the later 
stages of the development lifecycle

•	High number of live issues, even after 
significant test effort

•	Defined role for test CoE in company 
organisation structure with clear targets, 
responsibilities and reporting lines

•	Defined end to end test processes to align 
closely with software development lifecycle

•	Standardised test definitions, templates 
and quality gates providing consistency and 
comparability of results

•	Interaction with development and business 
groups to share learnings

•	Testers engaged early and often

•	Better estimation in terms of time and cost

•	Reduced duplication across test phases with 
end to end management and coverage

•	Defined reporting and test improvement 
goals

•	Detailed knowledge management and 
sharing processes with supporting tools

•	Continuous improvement initiatives and 
retrospectives

Technology •	No tools in place to assist testing

•	Not getting full value from tools

•	Limited or no automation

•	Multiple redundant test environments

•	Test data not accurate or secured

•	No internal skills in test tools

•	Tools to support end to end test 
management and reporting 

•	Automation, performance and load testing 
capability and resources

•	Active test environment and test data 
management

•	Test CoE will develop internal tool and 
automation skills

•	Knowledge management and collaboration 
tools

•	Standard reporting and dashboards

What are they?
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Fundamentally, a test Centre of Excellence 
is a professional service organisation that 
delivers testing services to the IT group and 
the business.

A test CoE is supported by a number of processes, 
systems, tools and knowledge repositories that 
assist in test execution. This diagram groups and 
summarises the typical artefacts created and 
delivered during the course of a test CoE rollout.  
 
 
 

These are grouped into four major categories: 
•	Process support
•	Execution support
•	Management support
•	Tools and knowledge support
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Test CoEs can mature through these levels 
to support a long term vision without the 
challenges of a major change programme.

Increasing test maturity
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Test CoE maturity levels
A test CoE is not an ‘all or nothing’ option. There 
are a number of levels of control that a test CoE 
can support. These range from a very low level, 
where the centre supports knowledge sharing and 
some process alignment through expert groups 
and functional leaders, right up to the highest 
level, where the centre is responsible for test 
delivery across an entire company or business area.  

The effort required to implement each level 
increases with increasing levels of control, however 
so do the benefits returned from implementation. 
Test CoEs can mature through these levels to 
support a long term vision without the challenges 
of a major change programme.

Level 5
OptimisedLevel 4

MeasuredLevel 3
DefinedLevel 2

ManagedLevel 1
Initial

Testing is chaotic 
and undefined 

Testing is reactive, 
ad hoc and largely 
manual

Fragmented test 
environments 

Limited planning

Testing is a 
managed process 
on a project by 
project basis with 
little continuity 

Testing is still 
largely manual

Basic automation

Some asset 
retention

Testing is 
integrated into the 
lifecycle

Processes are 
standardised and 
supported centrally

Review gates and 
quality assurance 
are in place

Continuous 
Improvement 
initiatives 

Test metrics can 
be gathered 
across the test 
organisation 

Centralised and 
standardised 
technology

QA reviews and 
inspections are an 
integral part of the 
process

Increasing 
amounts of 
automation

QA is thought 
leader and 
has enterprise 
influence

Driven by 
continuous 
improvement and 
metrics

Centralised 
technology and 
personnel

Widespread use of 
automation

Knowledge sharing and some 
process  alignment

Foundation level CoE Operational 
CoE

Optimised 
CoE

Centralised 
processes with 
group metrics

Fully optimised 
test delivery 
organisation
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Elements of a test CoE programme
A test CoE requires commitment and buy-in from 
the entire organisation to be successful. A test CoE 
will not only aim to improve testing performance 
and testing value for money but will also provide 
metrics and analysis to drive efficiencies across 
the entire organisation. The drivers and benefits 
of a test CoE are often easy to define, however 
the overall costs of implementation in terms of 
time, money and senior executive commitment 
to the change can be harder to quantify. Before 
embarking on a large change programme like 
this we recommend a quick definition phase is 
carried out first to determine the suitability of a 
test CoE to the organisation. We also recommend 
developing a high level benefits case to ensure the 
programme has the correct level of sponsorship 
and support across the organisation.

Typically a test CoE programme will consist of the 
following phases:
•	Healthcheck (if required)
•	Test CoE definition
•	Standardise processes
•	Consolidate operations
•	Transition support and optimisation

Healthcheck (if required)
A typical approach to implementing a test CoE 
begins with a health check of your current testing 
organisation. This comprises reviewing your 
current level of maturity, the applicability of a test 
CoE to your organisation and the main challenges 
and benefits this would bring. The health check 
can take two to four weeks depending on the size 
of the organisation.

Test CoE definition
Depending on the size of the organisation this 
phase can consist of four to eight weeks and 
requires an in depth review of the current state 
of the testing organisation, its interactions with 
the IT Group and the business as a whole. At this 
stage a high level business vision and benefits 
case to support the development of a full test 
CoE programme will be produced along with the 
organisation structure for the test CoE within 
the IT Group and wider organisation. A detailed 
programme implementation plan will also be 
drawn up at this stage.

Standardise  processes
This phase can last from two to six months and 
includes a full review and redesign of the testing 
processes across the organisation. This phase 
also involves developing the key internal test CoE 
processes and an organisational test strategy 
that defines in detail the test policy within the 
organisation. At this stage, if the organisation 
does not have adequate test tools available, a tool 
selection process can be implemented. If the test 
CoE will include any element of outsourcing or 
supplier consolidation this will also be prepared 
and planned for in detail in this phase. Should 
the test CoE require tools or a preferred partner 
a sourcing stream can be run in parallel to this 
phase to ensure selection of the most appropriate 
resources.

Consolidate operations
Following the standardise phase the key processes 
and deliverables are operationalised to make them 
ready for rollout across the IT group and pilot 
projects are selected and launched. This phase 
can last between six and twelve months. At this 
stage key documentation such as templates and 
playbooks/tester guides will also be designed and 
produced and made available in a knowledge 
management system. 

Transition support and optimisation
Typically the test CoE design team will work with 
the client for the initial rollout of the test CoE. 
This will ensure the process flows, templates and 
deliverables work as planned in an operational 
environment and that fast feedback loops are in 
place to make any necessary updates. 

Where do we start?
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Our services are grouped under three key headings – test strategy and advisory, test execution and 
quality management and test enabling services: 

Test   
advisory 

test strategy  
development 

Total cost of 
test review 

Test 
programme 
review test 

quality 
assurance

Experienced 
resource 

secondment

Test 
outsourcing 
offshore & 
nearshore

Functional 
testing  

SIT / UAT / end 
to end 

Security 
testing 

penetration 
testing 

Non functional 
performance & 

load testing 

Fully managed 
end to end  
test cycles 

test 
automation

Test strategy 
and advisory

Test execution 
and quality 
management

Test enabling 
services

How Deloitte can help 
Deloitte has supported numerous organisations 
in test process improvement initiatives and in 
setting up Test CoE. Our experience allows us 
to fast-track the development and roll out of a 
well-defined and organised test centre with the 
maximum chance of success. Our cross functional 
approach ensures that all areas are covered from 
organisational and process design, through to 
change management and even sourcing and 
advisory services for streamlining suppliers.

Our services cover the whole range of advisory, 
quality assurance and testing and our key focus is 
on providing our clients and their QA managers 
and development teams with the support and 
expertise they require to deliver the highest quality 
software products, to reduce risk to a minimum 
and keep their test phases on time and within 
budget.
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Other Deloitte Testing Practice Publications

Testing is easy and other myths
Dispelling the myths around software Quality 
Assurance, with practical suggestions on how to 
improve your overall QA process.

The top 10 myths of software testing
1.	 Quality Assurance = testing.
2.	 The goal of software testing is 100 percent 

defect-free code.
3.	 Testing is easy. Anyone can test.
4.	 Automation eliminates the need for manual 

testing.
5.	 Performance testing can only be performed 

during the last stages of development.
6.	 Overlapping test phases saves time.
7.	 Security testing is the job of security experts.
8.	 Bigger is better – more scripts mean better 

testing.
9.	 Analysts document. Developers code. Testers 

test.
10.	 Offshoring the QA function is an easy way to 

reduce the cost of testing.

Test centres of excellence
What are they and where do we start?

Providing a practical approach to test and 
QA function consolidation and test process 
improvement
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Our experience allows us to 
fast-track the development 

and roll out of a well-
defined and organised test 
centre with the maximum 

chance of success. 
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