A Point of View

Assuring the Reimagination of Digital Products
Abstract
The digital five forces – big data and analytics, mobility and pervasive computing, cloud, social media, and artificial intelligence and robotics
– are driving businesses across domains and geographies to 'reimagine' their products and services. A recent global survey by TCS found that
more than half of the 820 companies surveyed had already brought in new digital products as a result of their digital initiatives, and
are generating an average of USD 234 million in revenues from these offerings alone.¹ They project that this revenue will rise up to
1.1% of their company revenue by 2017.
For every successful digital product out there, however, there are many businesses challenged to get it right. The digital economy is
governed by accelerated launch cycles of products and services with focus on superior end customer experience. A low entry barrier for
smaller niche players also brings in cost pressures for larger organizations as they need to ensure that their offering can be launched at
competitive prices.
Organizations are fast realizing that a holistic and unified assurance strategy is critical if they are to achieve the speed to market and
broadened quality focus that competitive digital products need. Assurance can no longer function as a post development exercise, but
needs to be woven into the entire product development value chain. In this paper, we look at how assurance practitioners need to reevaluate their approach, toolsets, and even their current skills and capabilities to fulfill their roles in this new context.

Introduction
Long caught in a 'value barrier' where all cost levers have already been applied, and intense competition has left no further room for pricing
maneuvers, businesses are now seeing opportunities to break new ground in the digital consumer economy. The launch of new digital
products is proving to be the key to survival for many businesses, allowing them to transform their business models and often enter new
territories altogether. There are several examples of the 'digital reimagination' of business across domains: an online retailer expanding to
provide technology services to other e-commerce businesses, an online media distribution company leveraging insights into TV and movie
viewing habits of users globally to diversify to media production, automotive and healthcare companies offering services built on embedded
technologies to have longstanding relationships with their customers, and so on.
Successful digital launches are, however, about more than just the effective digitization of a product that already exists. Truly successful
digital products come from companies that leverage the combined capabilities of the digital five forces to fundamentally reimagine their
business and industry. Digital leaders² not only design and develop new products that work in this ever changing landscape, but also
reimagine their business models, processes, customer segmentation, and sales channels to present customers with a seamless digital
offering. Production processes, encompassing development and assurance, are a key transformational area in this reimagination, critical to
delivering products with competitive quality, cost, and time to market.
Quality assurance can play a key role in helping organizations traverse this new space. The broadening of the definition of product quality to
include the 'digital experience' has changed conventional parameters and metrics of 'quality validation' in significant ways. With this, the
assurance organization is expected to evolve from being a certifier of functionality to a custodian of the digital product as a whole. The
following sections present a comprehensive assurance framework to ensure digital product quality and evaluate approaches on how the
assurance organization can evolve as a business custodian. We also look at the journey of an information services company's launch of their
digital content platform, and how quality assurance was a key enabler of their success.

[1] TCS Global Trend Study, July 2014; 'The Road to Reimagination: The State and High Stakes of Digital Initiatives';
http://sites.tcs.com/stateofdigital/
[2] The Road to Reimagination: The State and High Stakes of Digital Initiatives study identified ‘digital leaders’ as those survey
participants whose overall digital initiatives increased revenue 10 times more than the initiatives of the ‘digital followers’. The
launch of digital products is only one of the possible digital initiatives, but it is one that shows significant revenue impact.

Planning Digital Product Quality
Journey from Digitization to Digital Reimagination
A market leading Information Services Company with global clients across the legal, finance, tax and healthcare
markets faced a significant challenge - an earlier decentralized and ad hoc digitization initiative of its paper based
products had resulted in over a 100 different country and business specific platforms with varying user interfaces and
standards. Not only were they difficult and expensive to maintain, customer acceptance was very low due to lack of
consistency, portability, and data integration.
Internal assessments revealed that the company had failed to gain a holistic perspective of customer experience due
to the disparate and traditional approach to quality assurance they adopted. Adding to their challenges was the rapid
emergence of offerings by niche players, whom the company could not effectively compete against, given their
current processes and infrastructure.
To address this challenge, the company decided to reimagine their entire digital approach, and outlined a multiphased project to launch a single 'global platform' for all their products and services. Not only would this project
leverage the capabilities of the digital five forces to deliver mobility, efficiency, and continuity to the platform, but a
key component of the project would involve the unification, upgrade and re-alignment of their assurance processes to
play a stronger role in delivering a competitive product.

The example of the information services company is a perfect case in point. Now, more than ever, an 'assurance strategy' is critical when
dealing with a digital product – what is the product expected to deliver; how will the customer like to use it; how many channels will the product
span; what are the media and content formats involved; and so on. However, with digital products, the challenge often lies in achieving unified
vision across the enterprise. This also applies to assurance – digital products need a unified assurance strategy and consistent execution of it.
Even with all the information in place, it can be a challenge to plan the kind of all-pervasive assurance approach that a digital product
requires. To ensure comprehensive and consistent assurance of the product, companies need to develop a structured approach or
framework that they can follow for all digital product launches.
Figure 1 presents a broad assurance framework that can provide a diving-board for repeatable, predictable and more customized assurance
strategies. It defines the three key aspects of digital product assurance and the objectives of each.
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Certifying Digital Product Quality
Quality assurance and testing can no longer function as a post-development exercise, but needs to be woven into the entire product
development value chain, across functional, operational, and customer experience aspects.
The following are some of the imperatives that the assurance organization needs to build upon for comprehensive digital quality:
n

Operational Quality: Operational quality addresses ISO standards requirements and includes aspects such as:
n

Functionality: Suitability of the product functionality to user needs, accuracy of output, and compliance to regulatory requirements

n

Security: Secure login, data storage, network, and access across devices and platforms

n

Compatibility: Interoperability and ability to exchange and use information between its own components, coexistence with other
products, and multi-platform and multi-channel capabilities

n

Reliability: Availability, fault tolerance, recoverability, and maturity to meet needs of reliability under normal operations

n

Performance: Consistent standard of performance across volumes, media, devices, and geographies

n

Maintainability: Traceability of exceptions and business transactions, changeability without impacting performance, testability, and
modularity

n

Portability or mobility: Accessibility on any smart device, irrespective of platforms and browsers used, as well as across external
applications, services, and ecosystems that may be involved

n

Product benchmarking: One of the key aspects of digital product certification is to ensure the product behaves better than competitive
products or earlier versions. It is imperative that assurance teams are involved in product benchmarking exercises along with the
Architecture, Development, and Support teams to help deduce appropriate strategies to test and validate them.

n

Structural quality: Critical quality features of a digital product are its scalability, robustness, resilience, security and delivery of desired
throughput with higher performance. While traditional assurance strategies may ignore the validation of product architecture, it is
imperative to incorporate the right set of structural code quality analyses. The assurance team should also look at designing illustrative
structural quality reports that can help the development team make corrective decisions.

Delivering Superior Customer Experience
The challenge when designing and developing a digital product is viewing the functionality through the prism of holistic customer
experience. It has often been found that despite launching a functionally sound product in the market, it is not accepted by customers. This
can be because the user experience varies at different stages of the value chain, the product works differently across channels or platforms,
or because the supporting business functions are not yet fully aligned to the digital experience.
Customers expect their digital experience to be user friendly, fast, productive, as well as continuous over the entire experience cycle.
Validating this added dimension requires assurance organizations to formulate strategies and adopt methodologies and metrics that can
help test and measure these customer experience parameters.
Assurance teams need to build their customer experience assurance framework around the following key themes:
n

Ease of use: Existing customers would prefer not to re-learn how to use products that are already familiar to them. Additionally, new
customers should find it easy to start using the product. Assurance teams need to ensure intuitive and brand consistent usage patterns
and interfaces.

n

Global standardization: Standardization of presentation and workflows across geographies and offerings is critical, especially when
catering to multinational clients who may be using multiple products or services across their business units and locations.

n

Localization: Localization, where required, in terms of language, regulatory requirements, and business conventions should be
addressed.

n

Cross-channel integration: Customers should experience continuity across channels, be it mobile, desktop, or physical. Assurance needs
to look beyond mobility to ensure seamless flow of actions.

n

Business process automation: The digital product or service should allow customers to complete their tasks more efficiently. Assurance
needs to check that back-end processes and support functions are aligned to deliver this.
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n

Integration with social media: Community building, evangelization, and feedback should be facilitated through integration with
relevant social media platforms.

Winning Customer Acceptance with a Quality, Leading Edge, Low Cost Solution
After studying the causes underlying the customer reactions to the disparate digital content platforms, the
information services company launched a single 'global platform' for their offerings. This platform is centrally
designed, implemented, operated, and maintained and provides the infrastructure for business units and geographies
to host their respective digital research and online products, while giving customers a continuity of presentation and
experience. The company leverages a combination of digital technologies to develop a stable, scalable solution that
delivers greater mobility and availability of their products across online and smart device platforms.
Upon completing the first phase of the project, the global platform was released to the market and very well received
by clients. This has not only led to an increase in the company's market share, but also an expansion of their product
and service lines, allowing them to cover newer and niche areas. The company credits the success of this platform to
broadening their 'quality approach' to deliver on customer expectations like mobility and standardization.

Ensuring Faster Time to Market
Customer acceptance in the digital economy can be fickle with fast evolving technologies and innovations in customer engagement. This
has led to accelerated launch cycles of products and services, with offerings being released in the public domain in small, compelling pieces,
reaping the benefits of early and ongoing end user feedback. A low entry barrier for smaller, niche players also brings in cost pressures for
larger organizations as they need to ensure that their offering can be launched at competitive prices. Supporting this are the findings of the
TCS Global Trend Study. The study identified 'creating new production processes' and 'being able to invent new products and services faster'
as the top two business capabilities that companies with digital initiatives aspire to achieve.
In this context, assurance plays a vital role in the successful and quicker release of digital products. We look at two key transformations that
can enable an assurance organization to deliver greater quality in lesser time.
n

Closer integration of development and assurance: The Agile and DevOps methodologies have already paved the way for quality
assurance (QA) and development to work in closer alignment on discrete solution pieces to enable continuous validation and testing. In
addition, the assurance organization needs to be empowered with greater clarity and decision making capacity to allow them to exercise
their stake in the ultimate product quality. They need to have a better understanding of the product strategy for them to make early and
effective decisions on coverage, the aspects to be tested, the trade-offs, as well as the criteria on 'go-no go' decisions on identified
defects. Integrating the toolsets used by the development and assurance teams can also deliver significant effort and continuity benefits.

n

Holistic automation: To truly affect a change in the assurance lifecycle time, we need to look at automation beyond test execution. Test
environment virtualization is one of the leading approaches to implementing rapid testing as well as lean assurance operations. Cloud
infrastructure enables the configuration, provisioning, and reuse of test environments in a cost effective, automated manner. This allows
the set-up of multiple test environments and parallel execution of multiple test cycles, drastically reducing the cycle time. Assurance
teams can also leverage virtualization to simulate upstream and downstream applications, reducing dependencies and wait time, and
allowing them to initiate testing cycles earlier. Automation of design level validation, source code inspection, test data generation, as well
as continuous builds for integration and regression testing are some of the other areas where intelligent test automation can be
implemented.
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Transforming the Assurance Organization for Greater Benefits
The information services company realized the need to effect a complete transformation of their assurance
organization in their bid to centralize their digital offering platform and leverage the latest technology capabilities.
Their approach included:
n

Centralizing the assurance process across the organization, with the flexibility to accommodate diverse
development models such as Waterfall, Agile, and Hybrid

n

Integrating Business, Development and Assurance into Agile Dev Sprints with a consolidated Development QA model

n

Selecting tools conducive to a collaborative Agile model; for example, the development and assurance teams use
the same test tools and share the library of scripts

n

Increasing the penetration and efficiency of automation in the 'continuous delivery' model

n

Leveraging the cloud for virtualization and server orchestration

While the transformation is ongoing, and there is realization that this will be an evolving process, the company has
realized significant tangible benefits as a result of their assurance transformation.
n

The company now reflects the 'nimbleness' of much smaller niche companies in responding to client feature
requests, market opportunities, and reacting to competitive challenges due to the Agile development model, and
consolidation of process and tools

n

The overall cost of QA has been reduced by approximately 20% per product

n

The overall production bugs-per-release metric has improved by approximately 15%

Conclusion
As per the TCS Global Trend Study - The Road to Reimagination: The State and High Stakes of Digital Initiatives - products launched by 'digital
leaders' yield almost twice the revenue as compared to products launched by 'digital followers'. This proves that succeeding at the digital
game holds the key to survival and longevity for businesses today. What is more important to note is that the leaders have already worked at
putting a digital strategy in place and have achieved a certain level of maturity with respect to transformed production processes, including
assurance, to help them execute their strategies with a greater chance of success.
With a broader and transformed approach to its role, quality assurance can be a game changer in the launch of digital products; in fact, a
robust assurance strategy is critical to their success. While the changes are still largely evolutionary across most companies, considerable
effort is already underway, and businesses need to start working towards these transformations to be able to compete successfully.
Understanding how best your assurance organization can be enhanced to deliver on the parameters of comprehensive digital product
certification, faster delivery, and a superior customer experience is the first step in ensuring that your digital offerings indeed succeed as
(re)imagined!
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About Assurance Services Unit
With one of the most comprehensive portfolios of independent test capabilities on offer, TCS
addresses both business and quality challenges for its global clients. We empower organizations
across domains to optimize overheads, realize first mover advantage and improve customer
satisfaction.
TCS offers assurance services across the testing value cycle, including test consulting and
advisory, test services implementation, and managed services for test environment and test data
management. We continually redefine testing and QA paradigms to help our clients stay ahead
of the curve. Our library of domain-based reusable business functions and proven engagement
model founded on the twin pillars of product and process quality enable us to deliver certainty
to our clients.
Nearly 25,000 testing consultants, strategic alliances and partnerships with key product vendors,
more than 50 dedicated test centers of excellence and our innovation labs power our tailormade solutions, testing assets and accelerators. With specialized test environments and labs, TCS
drives the delivery of assurance in a non-disruptive, agile, and automated manner, making the
entire development lifecycle more efficient.

Contact
For more information about TCS' Assurance Services Unit, visit: tcs.com/assurance
Email: global.assurance@tcs.com

Digital Reimagination™ is leveraging a combination of the Digital Five Forces - Mobility & Pervasive Computing,
Big Data & Analytics, Social Media, Cloud Computing, Artificial Intelligence & Robotics to reimagine six areas of an
enterprise: Business Models, Products and Services, Customer Segments, Channels, Business Processes, and Workplaces.
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delivers real results to global business, ensuring a level of certainty no other firm can match.
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and assurance services. This is delivered through its unique Global Network Delivery ModelTM,
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India’s largest industrial conglomerate, TCS has a global footprint and is listed on the National
Stock Exchange and Bombay Stock Exchange in India.
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