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The agile review triangle 
 
 
Reviews and Inspections top the list of most effective quality measures for years 

now. Yet, many organizations find it difficult to implement it effectively. When doing 

waterfall projects, formal reviews ask for a discipline that is often lacking in the 

hectics of daily practice. What about Agile development projects? Within these 

projects, the specifications and test cases are refined during the sprint. Because the 

team itself determines the solution, the some details are defined late in the sprint. 

This deprives us from the familiar review that we know from the traditional 

development and the question arises whether and when system documentation 

should be been reviewed. 

 

 

In order to answer this question, I have defined the agile testing triangle. The Agile 

testing triangle distinguish three goals for executing reviews. These are fault 

detection, Efficiency and Acceptance.  

 

 

Error detection 

 

Within many SCRUM projects, the technical details are completed during the sprint. 

Due to the fact that at the start of the sprint, specifications are not final yet, a 

formal review is not useful. During the sprint errors in the specification will be 

discovered and solved on the fly. But what guarantees completeness? How can we 

ensure that the specifications will be examined from different perspectives.  The 

traditional review is no longer working, but nothing stops us from organizing mini-

reviews as soon as backlog items have been elaborated. Here we can include 

elements of the formal inspection. E.g. introduce perspective based review and the 

usage of checklists. The Definition of Done (DoD) should list that mini reviews are 

performed for each of the components.  

 

Acceptance 

 

It is a common problem that solutions do not match expectations and needs. The 

old-school solution of formal review by stakeholders does not work, since there is 

not a one moment to execute it. But business may be involved in other ways. For 

example with the demo session. We can start by approaching the business at the 

start of each sprint:  "We will be giving a demo in two weeks, after which we'd like 

you accept the solution. What do you need to see in this demo, before you can give 

your approval with comfort? " The answer will  help focusing on the right items, and 

will lead the test strategy.  

 

In addition to the standard tests, extra tests can be planned to test the demo 

scenarios and thus ensure that the demo runs smoothly. Experience learns that not 

all acceptance criteria can be demonstrated. The additional tests can serve as proof 

that these acceptance criteria are met also. The team plans his contact moments 

with business and determines what can be shown at the end of the first, second 
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and third sprint week. The team can for example organize a walkthrough on 

specification, message flow or screen lay-out. During the walkthrough the team can 

assess whether the solution meets the needs and work on intermediate acceptance. 

 

Efficiency 

 

Reviews are also used to asses whether products are sprint-ready. For example, are 

the risks known and prioritized, is error handling defined, is it known which system 

components are affected by the change, are the requirements or acceptance 

criteria SMART enough.  

Development will be delayed unnecessary when these criteria are not met, since 

the team is likely to lose time information hunting or correcting wrong 

interpretations and mistakes. Traditional review can be replaced by effective to-the-

point controls by using proper checklists, like for instance, a sufficient detailed 

definition or Ready (DoR). 

 

There is a large number of review and other tools at our disposal. These can help 

us with reaching the before mentioned goals. The different tools are not all equally 

suitable for each of the goals, so we have to use them in a smart way and make 

the right choices. The Agile review triangle can help, since it gives insight in the 

available tools and the goals to which they contribute. 

 

 

 
 

 

The agile review triangle 

 

 

Applying the agile review triangle will result in a review strategy that is more 

dynamic than a traditional inspection, which aligns with the goals you want to reach 

and fits within agile development. There will still be a need for discipline, in order to 

perform the actions properly.  But that speaks for itself. Agile, does not mean that 

we just muddling around. It provides the freedom for us to show that we are true 

professionals. The above approach enables this. It helps the team to explain what 

choices it has made and this will increase the  confidence that stakeholders will 

have in the team. 
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For more information: 

Derk-Jan de Grood works as a testing expert at Valori. He advises organizations to 

organize and improve their testing activities. As product manager he is working on 

innovations in Valori services. In addition, he publishes and speaks with great 

enthusiasm on developments in the testing profession. 
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