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Background

Natural Resources Wales is the largest Welsh
Government sponsored body, employing around
2,000 staff across the whole of Wales and with a
budget of £180 million.

The organisation had to hit the ground running
when it was created 2013, largely taking over the
functions, systems and people of the ‘Countryside
Council for Wales’, the ‘Forestry Commission
Wales´ and the ´Environment Agency in Wales´, as
well as certain Welsh Government functions.

As the name suggests, NRW is responsible for the
protection, management and use of the
remarkable natural resources for which Wales is
renowned. It’s a responsibility that the staff of
NRW take incredibly seriously when approaching
their daily tasks and passion.

The ICT function plays an important part of the
services NRW deliver. 

The ITC leadership team decided that they needed
to review how they delivered their services to both
internal and external stakeholders, to ensure that
they were delivering a cost effective, relative and
timely services.

As part of this wider review, NRW asked nFocus
Testing to conduct a QA and Testing Health Check
with the objective of reporting back, with
recommended actions, on the following areas: 

“Working with nFocus on the test health check and
action planning has been incredibly useful and given
great value to NRW. 

We found nFocus easy to work with and appreciated
the fact that they took time to really understand us,
our organisation, our values and what we want from
our work with them. 

In addition, they were able to work quickly without
diminishing the value of their work, engaging with all
relevant internal stakeholders including the ICT senior
team. We have been impressed with the way they have
looked to find creative solutions to the problems
identified and look forward to working together again
to take forward our action plan.”

the strategic alignment of testing with the NRW
technical roadmap
the degree of testing in relation to the perceived
risk for any given solution 
the potential for automation and a roadmap for
how that potential might be realised
generally how well the current test and
governance model represented good practice and
industry standards

With such a wide scope, it was important that nFocus
approached the assignment in a controlled and
focused manner.

Our methodology was simple.

Helen Hamer, Service Delivery
Manager, NRW:

info@nfocus.co.uk          0370 242 6235          www.nfocus.co.uk



info@nfocus.co.uk          0370 242 6235          www.nfocus.co.uk

We segmented the work into stages with specific
outcomes and deliverables documented for each
segment. We ensured that we listened to NRW's
feedback on each stage of our proposal and
adjusted our thinking where required so that NRW
were ensured that we understood their needs.

We created short-form surveys, one for
stakeholders internal to the ICT department and
one for external stakeholders. The survey had a
mix of open and closed questions as well as room
for additional comments.

Whilst the survey was devised to feed into the
main health check report, the results were
interesting enough to warrant a meeting with the
entire test team to review and discuss the
outcome.

We undertook one-to-one interviews with key
members of the ICT team including, testers,
developers, product owners and technical
support engineers. 

The interviewees were refreshingly upbeat about
both what worked well and what did not work
well. Their insights into why some things were as
they were or why other things would be difficult
to address was very helpful.

We conducted wider research, particularly into how
the requirements of the Welsh Government impacted
on QA and test. 

The Welsh Government expects its organisations to
move towards implementing the Welsh Government
Digital Services Standards. However, we were
pleasantly surprised and encouraged to see that the
Welsh Government has also published the ‘Well-being
of Future Generations Act’, which states that NRW
has a responsibility to “…involve people and
communities in decisions which may change the services
you provide to them.” Clearly, how NRW chooses to
engage and involve communities in the services they
provide can have a big impact on QA & testing.

2) Verify our understanding

3) Gather the information
4) Spend time in deliberation

We then spent time considering the implications of
what we had learned; and the manner in which the
impact might the testing and wider functions within
the NRW's ICT department.

Throughout this process, we held regular meetings
with our main NRW sponsors to ensure that we were
still on track and to feedback what we had learned.
This enabled us to have a better understanding of
where to focus our attention so as to provide the most
helpful response in our final report.

During this time, we started to create sections for our
report with main concerns that accurately reflected
what we had learned. This enabled us to provide
actionable suggestions as to how best NRW could
respond to the information. 

As part of our regular meetings with our sponsor, we
shared progress to date and incorporated their
feedback into the report
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1) Understand the ask!

We met a number of times with leaders in the ICT
team to unpack the requirements and to understand
the thinking behind why specific areas have been
called out in the tender document.

https://gov.wales/well-being-future-generations
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We initially allowed 1 hour to present the report but
during the meeting, this was extended to 1.5 hours
due to the level of positive feedback from the
leadership team. They commented on each section,
validating our findings and discussing how best to
implement our recommendations.

5) Prepare the report

7) The end result
The report was well received and provided NRW with
a clear understanding of the health of their testing as
well as useful set of recommendations as to how to
proceed.

As a result of the report, NRW has since
commissioned nFocus Testing to carry out more work
to help them realise some of the benefits identified in
the report.

Test Leadership
Future Resourcing Models
Environment Management
Development, Test & Deployment Tooling
Test Automation
Non-Functional Testing
Static Testing & Quality Models
Test Coverage
Digital Service Standards & Agile Practises

The report identified 9 areas of interest:

We advised how these areas could be incorporated
into a change program and set out a high-level
timeline.

As NRW were actively seeking a new Test
Manager, the report included a skills profile to
assist with their search.

This was complimented by a breakdown of four
different resourcing models and a description of
how a hybrid approach to resourcing can help to
alleviate some of the specific challenges NRW face.

6) Present the report

Having settled on the final content, which included
some 30+ specific recommendations, it was a case
then of deciding how best to present it.

We settled on two different presentation styles for
the report. A more textual presentation that we
delivered live to the ICT leadership team and a
more graphical version that we crafted into a
presentational video for wider circulation.

Need some help?

To discuss your specific needs, get in touch with

our friendly and knowledgable specialists today:

0370 242 6235
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