perforce

«2, Perfecto”

OOOOO

From Vision to Value:
A Strategic Roadmap for Adopting
Agentic Al in Enterprise QA

force Software, Inc. All trademarks and registered trademarks are the property of their respective owners. (1120KS25)



Table of Contents

IC U Introduction: The Inevitable Evolution of Quality Assurance

IC U Chapter 1: Phase 1 - Assessment and Strategic Alignment

4........ Chapter 2: Phase 2 - The Pilot Project: Proving the Value

5.l Chapter 3: Phase 3 - Integration and Team Enablement

6........ Chapter 4: Phase 4 — Scaling Across the Enterprise

VAR Chapter 5: Overcoming Hurdles and Future-Proofing Your Strategy
VAR Perfecto Al: Accelerating the Journey to Agentic QA

[ T Conclusion: Leading the Charge to Autonomous Quality

perforce.com © Perforce Software, Inc. All trademarks and registered trademarks are the property of their respective owners. (1120KS25)



Introduction:
The Inevitable Evolution
of Quality Assurance

Digital transformation and the relentless pace of modern software
delivery with the onset of Al are exposing critical limitations

in traditional, script-based quality assurance. According to
Forrester, by the end of 2025, organizations will no longer

be experimenting with Al but racing to keep up with its
acceleration, making agentic Al a business imperative. Relying
on brittle test scripts and outdated testing processes is no longer
sustainable. Persistent script failures, high maintenance overhead,
and the inability to respond to rapid application changes now

jeopardize both speed and reliability in every release cycle.

Agentic Al offers a breakthrough—shifting QA from labor-intensive
scripting towards adaptive, goal-oriented, and autonomous

testing. Unlike traditional automation tools that require step-
by-step instructions, Agentic Al autonomously understands
application context, dynamically defines test objectives, and
executes sophisticated test scenarios without direct human
intervention. This represents a fundamental paradigm shift from
telling a tool how to test to simply telling it what to test.

This eBook provides a practical, actionable guide for QA Directors
and VPs aiming to future-proof their enterprise testing strategies.
By following this structured roadmap, you can turn your vision into
tangible business outcomes, positioning your team not justas a

cost center, but as a strategic engine of innovation and value.

Related Reading: Agentic Al and the Future of Quality

Assurance: From Scripted Automation to Intelligent Testing

Chapter 1:
Phase 1 — Assessment
and Strategic Alignment

The first step in any successful transformation is a clear-eyed
assessment of the current state. Before you can map a path

to an Al-driven future, you must thoroughly understand the
challenges and inefficiencies holding your team back today.
This phase is about gathering data, defining what success looks

like, and building a compelling business case for change.
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A. Auditing Your Current State, Outcomes,
Maintenance & Coverage

Begin by identifying the most significant pain points within

your QA organization:
Action - Collect three data sets for the last 90 days

Details - Suggested data sets:

e Delivery outcomes *  Flakerate

e Leadtime *  Rerunrate

*  Deployment frequency *  Coverage risk

*  Change failure rate *  Toptenjourneys

*  Timeto restore e Current automated coverage
*  Maintenance hours *  Gaps

*  Hours spent on locator

fixes and reruns

Are your teams bogged down by test maintenance overhead?
Are slow release cycles a constant source of friction with
development and business stakeholders? Are you concerned

about critical gaps in your test coverage?

Leverage data to quantify these issues: Track the manual
hours required to maintain brittle scripted tests and expose
the frequency of false failures that disrupt your Cl/CD pipeline.
These metrics will form the foundation of your business case.

Action - Export Cl history for 90 days
Details:
e Compute hours lost to flake reruns and locator repairs

*  Compare hours lost to hours spent on confirmed defects

*  Capture the ratio as a baseline for future analysis

Next, assess the current automation landscape:
Are high-value user journeys, such as checkout processes
or customer onboarding, hindered by fragile scripts and

mounting technical debt?
Action - Map top ten business journeys

Details - For each journey, list:

* Datasetup ¢ Device mix
*  Brittleareas e Ul
*  Flag device or data * AP

constraints causing flaky runs
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Conduct a quantitative audit to benchmark current testing
efficiency and maintenance costs. Calculate the time your team
spends debugging flaky tests versus finding actual defects.

Action - Export 90 days of Cl runs

Details - Compute:

*  Flake rates
*  Rerunrates
e  Total hours spent on reruns

*  Total hours spent on locator repairs

B. Defining Success and Building

the Business Case

With a clear picture of your challenges, you can define what a
successful transition to Agentic Al will achieve. Set measurable

Key Performance Indicators (KPIs) inspired by industry

benchmarks. Ambitious but achievable goals include:

*  Reducing manual testing and maintenance effort
by up to 70%.

* Increasing automated test coverage by 50%.

*  Decreasing test cycle times by 30%.

Avrticulate the projected return on investment (ROI) by drawing
on established results. Agentic Al not only improves coverage
and defect detection but also allows teams to reallocate valuable
engineering resources from low-level script fixing to high-impact
strategic testing initiatives like performance engineering and

advanced security validation.

Actionable Step: Deliver a concise one-page business case

highlighting direct cost savings, faster delivery, and reduced risk.

*  Overview: Define the challenge, solution, and benefits.

¢ Baseline & Levers: Show the current state and key

improvement drivers.

*  Outcomes: Outline expected results for cost, speed,
and quality.

e Risks: Summarize main risks and mitigations.

¢  Financials: Present savings, ROI, and investment.
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e Metrics: List core KPIs.

e 90-Day Pilot: Include a pilot with pass/fail gates
and attach the pilot charter.

Related Reading: The Role of Test Scripts in an
Al-Driven World

Chapter 2: Phase 2 — The Pilot
Project: Proving the Value

With a strategic vision and a solid business case, the next phase
is to prove the value of Agentic Al in your specific environment.

A well-executed pilot project is the most effective way to build
momentum, gain stakeholder buy-in, and provide your team with
hands-on experience. The goal is not to boil the ocean, but to

generate a decisive, measurable win.

A. Selecting the Ideal Candidate

The choice of your pilot project is critical. Choose a high impact
yet stable application workflow that is notorious for its automation
challenges. Prioritize areas where manual script updates and

false failures are frequent. Complex, multi-step, business-critical

journeys are often excellent candidates.

e Actionable Step: Run a 90-day pilot on one critical journey
to cut waste and hold or improve delivery outcomes.

Publish weekly metrics.

e Key Insight: Do not select the most volatile or newest
application areas for an initial pilot. Instead, focus on
demonstrating Agentic Al's strengths where your script-
based methods consistently struggle. This allows for a
clear comparison and highlights the unique value of an

autonomous approach.

B. Executing and Measuring the Pilot

Once you have selected a workflow, implement Agentic Al by
replacing the traditional scripted tests with goal-oriented, adaptive
testing. Instead of writing code for individual steps or locators,
define a clear business objective, such as “Verify that a new user
can successfully register and complete their first purchase.” It is
recommended to author ten to fifteen goal statements, as well as

positive and negative paths for the chosen journey.
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Watch Perfecto Al in Action

Watch these short demo videos to learn how you can test the untestable,

overcome common QA challenges, and improve testing speed and coverage.

Rely on Agentic Al’s capacity to dynamically adjust to changes in
the application under test. This will effectively reduce the need
for ongoing manual test maintenance and the frequent updates

required by scripted approaches.

Track key outcomes to build confidence in Agentic Al’s operational

value. Key metrics to monitor include:

¢  Reduction in manual intervention: How much time

was saved by not having to fix broken scripts?

¢ Elimination of false failures: How many test runs
were completed without interruptions from irrelevant

Ul changes or timing issues?

* Increased team productivity: How much faster was
your team able to create and execute meaningful tests?

Actionable Step: Document the improvements in team
productivity and the decreased time spent maintaining

and troubleshooting tests. Measure and track:

*  Hours spent on locator repairs
*  Rerunrate and flake rate
*  Change failure rate

¢ Mean time to restore (MTTR)

Use these observable results to demonstrate the tangible benefits
of an Al-driven strategy to your stakeholders. Quantify reductions
in maintenance and troubleshooting time to clearly demonstrate

the impact of an Al-driven approach.

Related Reading: Agentic Al vs. Copilots: Why

Perfecto Redefines Test Automation
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Chapter 3: Phase 3 -
Integration and Team
Enablement

Following a successful pilot, the focus shifts to integrating Agentic
Al into your core workflows and enabling your team to embrace
a new way of working. This phase is about making autonomous
testing a seamless part of your software development lifecycle and

cultivating the skills and mindset needed to maximize its impact.

A. Seamless Workflow Integration

True value is unlocked when new technology integrates smoothly
with existing processes. Embed Agentic Al tools directly into
your Cl/CD systems, such as Jenkins, Azure DevOps, or GitHub
Actions. This ensures that autonomous tests run automatically

as part of your build and deployment pipelines, providing rapid

feedback to developers.

A key benefit of modern Agentic Al platforms is their compatibility
with existing frameworks like Selenium and Appium. Keep
Selenium or Appium for protocol or SDK checks. Use agents for
dynamic end-to-end flows and device diversity. This allows for

a non-disruptive rollout, where you can augment your current

capabilities without a costly "rip-and-replace” initiative. The focus

is on reducing manual script upkeep, with Execution Agentic Al
autonomously handling dynamic Ul changes and environmental

variations that typically break traditional tests.

B. Cultivating a New Mindset

Technology alone does not drive transformation; people do.

Train your QA professionals to shift their focus from low-value
script maintenance to strategic, high-impact activities.

This includes defining high-level test objectives and creating

outcome-driven test plans that align with business risks.
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Leverage "goal-oriented testing" methodologies. Instead of
thinking in terms of step-by-step instructions, encourage your
team to frame test objectives that mirror real user journeys and
business processes. This elevates the role of the QA engineer from
a scriptwriter to a Quality Strategist who governs an Al-powered

execution engine.

Actionable Step: Host internal enablement sessions and
workshops to demonstrate the value of Al-powered tools in
QA processes. Offer two tracks—one focused on authoring

and another on evidence collection:

e Authoring: Highlight how Al tools can help QA engineers
write the first ten goals in just six hours using templates.
¢ Evidence Collection: Train reviewers to:

» Read and analyze action logs.
» Map findings to build IDs.

» File issues with relevant artifacts.

Related Reading: Agentic Al and the Model Context
Protocol (MCP) Debate: How Perfecto Sets Itself Apart

Chapter 4: Phase 4 — Scaling
Across the Enterprise

With a proven model and an enabled team, you are ready to scale
Agentic Al adoption across the enterprise. This phase involves
establishing governance structures to ensure consistency and
developing a phased rollout plan to expand the benefits of

autonomous testing to other teams and applications.

A. Developing a Center of Excellence (CoE)

To scale effectively, build a centralized governance model.

A Center of Excellence (CoE) for autonomous testing can curate

best practices, manage the Agentic Al platform, and support
teams throughout their transition. The CoE becomes the hub for
knowledge transfer, providing standardized templates, training

modules, and expert guidance.

The CoE should be responsible for:

*  Goal catalog *  Versioning
*  Naming * Cljobtemplates
e Tagging

Quarterly benchmarks, such as delivery outcomes, coverage

by journey, flake rate, and time to restore.

Another primary function of the CoE should be to create and
standardize reusable test objectives for common workflows, such
as user authentication or profile management. This accelerates
organizational learning, ensures consistency, and prevents teams

from reinventing the wheel.

B. A Phased Rollout Strategy

Expand adoption from the initial pilot team to adjacent business
areas. Prioritize applications based on a combination of business
criticality and technical readiness. Use the success stories and
metrics from your pilot project to build enthusiasm and secure

commitment from other teams.

Set clear targets for your scaling efforts. Utilize metrics—such as

a projected 30% reduction in overall test cycle times within the first
year of scaled adoption—for executive reporting. Demonstrating
continuous, measurable improvement is key to maintaining

momentum and investment.

Customer Success Story

How ASDA, one of the UK's leading retail giants, scaled mobile

testing and enhanced efficiency with Perfecto Al.
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Read Case Study »
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Chapter 5: Overcoming
Hurdles and Future-Proofing
Your Strategy

As with any major technological shift, you will encounter
questions and objections. Addressing these concerns proactively
is essential for a smooth adoption journey. This final phase of the
roadmap focuses on managing common hurdles and cementing

the strategic role of your future-state QA organization.

A. Addressing Common Objections

Prepare to address legitimate concerns from stakeholders

around control, security, and integration.

e Control: Acommon fear is that Al is a "black box." Mitigate
this by highlighting that leading Agentic Al platforms provide
transparent, human-readable execution reports for every
autonomous test run. This offers full visibility into what the

Al did and why, ensuring accountability.

e Security: For enterprise environments, security is non-
negotiable. Reference the enterprise-grade compliance
measures, such as SOC2 and GDPR certifications, that are

standard within top-tier Agentic Al platforms.

¢ |ntegration: Reassure stakeholders by providing
evidence of smooth compatibility between Agentic Al
and established automation toolchains. Emphasize that
this is an augmentation of your existing capabilities, not

a disruptive "rip-and-replace” scenario.

Host a quarterly value review tied to these metrics, as well
as outcomes and labor hours to create an environment of trust

that will continue to breed momentum.

B. The Future-State QA Organization

Articulate a clear vision for how Agentic Al empowers QA
specialists to become more strategic. Adopt GAED: Goal, Agent,
Evidence, Decision. Goals describe outcomes, agents execute
across platforms, evidence is human readable per build, decisions

happen in weekly and quarterly reviews.

By automating repetitive test creation and maintenance, you

free your most valuable resources to prioritize complex tasks

like exploratory testing, performance engineering, and end-user
experience validation. This elevates the QA function from a simple

gatekeeper to a true partner in delivering business value.
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Encourage a culture of continuous measurement. Regularly
track the ROI of your Agentic Al investment and communicate
progress to business and technology leadership. This reinforces
the value of autonomous testing and secures its place in your

long-term strategy.

Related Reading: Agentic Al Testing: Shifting from

Scripts to Adaptive Test Plans

Perfecto Al: Accelerating
the Journey to Agentic QA

Perfecto Al exemplifies the new standard in automated quality
assurance, providing a robust solution purpose-built for
enterprises adopting Agentic Al strategies. The platform moves
beyond traditional script-based automation, delivering precise,
goal-driven testing that is fully adaptive to evolving application

environments.

With advanced capabilities for intelligent test execution, rapid
onboarding of new workflows, and built-in resilience against

Ul changes and interruptions, Perfecto Al streamlines test
development and maintenance—unlocking significant efficiencies

for modern QA teams.

Key benefits include:

*  Accelerated Test Coverage: Perfecto Al empowers teams
to define high-level test objectives, automatically exploring
all relevant user flows and edge cases to increase coverage
by 50% or more.

¢  Precision and Reliability: The platform’s intelligent object
recognition and adaptive execution drastically reduce false
failures, ensuring that your team focuses on real defects, not

flaky scripts.

e Seamless Integration: Perfecto Al aligns with existing Cl/
CD pipelines and major automation frameworks, facilitating

adoption without disrupting established processes.

e Actionable Insights: Automated reporting provides clear,
human-readable outputs, enabling continuous improvement

and transparent communication with all stakeholders.

By delivering these capabilities, Perfecto Al directly supports each
phase of the Agentic Al adoption roadmap, enabling QA leaders
to realize faster returns, sustained quality improvements, and true

strategic transformation.
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Conclusion: Leading the Charge to Autonomous Quality

The journey to Agentic Al is not just a tactical improvement but a strategic imperative for organizations seeking to thrive in the modern
digital landscape. The demands for higher efficiency, quality, and innovation are relentless, and traditional testing methods can no longer

keep pace.

By adhering to a structured roadmap, leveraging data from a focused pilot, and maintaining a clear focus on outcomes over process,
forward-thinking QA leaders can decisively shift their organizations from a manual, reactive mode to a proactive, autonomous future.

This transformation delivers measurable business value at every step, reducing costs while accelerating the delivery of high-quality software.

Final Call to Action: Take the lead in redefining quality assurance for your organization. Start your journey toward effortless, intelligent
automation by requesting a custom demo of Perfecto Al. See firsthand how Perfecto Al delivers measurable value and sets a new

benchmark for quality, turning your agentic Al vision into reality.

Request Custom Demo »

About Perfecto

Perfecto powers exceptional digital experiences by combining the power of flexible test authoring, cross-platform execution, and Al-driven

intelligent testing into one secure, cloud-based web and mobile testing platform.

Visit www.perfecto.io for a free trial, demo, or to learn more.
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