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Introduction

Kayla Gillman, Global Head of Pre-Sales & 
Senior Manager Delivery - Canada

• Live in Cincinnati, Ohio

• Moving to Toronto in June 2026 

• Career spans QA Analyst, Automation 
Engineer, Solutions Architect, and 
Consulting

• Hobbies include travel, cooking, and video 
games

• Two cats – Ashes (15) and Rory (12)
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No Money to Give.
Here’s Questions Anyway.
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Question 1

Companies today are all about gaining efficiency through ________________.

A. Test Automation

B. Artificial Intelligence
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Question 1

Companies today are all about gaining efficiency through ________________.

A. Test Automation - 2015

B. Artificial Intelligence - 2025
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Question 2

We’re investing heavily in ________________ to cut costs and increase quality.

A. Test Automation

B. Artificial Intelligence
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Question 2

We’re investing heavily in ________________ to cut costs and increase quality.

A. Test Automation - 2015

B. Artificial Intelligence - 2025
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Question 3

Most organizational ________________ initiatives are failing to deliver value.

A. Test Automation

B. Artificial Intelligence
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Question 3

Most organizational ________________ initiatives are failing to deliver value.

A. Test Automation - 2025

B. Artificial Intelligence - 2025
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How Successful has AI Been – Really?

Presenter Notes
Presentation Notes
https://fortune.com/2025/08/18/mit-report-95-percent-generative-ai-pilots-at-companies-failing-cfo/
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How Successful has AI Been – Really?

1. Technology and business mismatch: Companies 
often use generic models for specialized problems, 
leading to poor performance.

2. Unclear goals: Projects without specific, measurable 
goals get stuck in a "pilot purgatory" and never scale.

3. Integration challenges: AI solutions are not always 
designed to fit into existing business processes, 
creating friction and slowing adoption.

4. Talent shortages: A lack of in-house expertise to 
build, deploy, and maintain AI systems is a major 
hurdle.

5. Focus on technology over people: Organizations fail 
to prepare employees and redesign workflows to 
work with AI, leading to failed implementations.

Presenter Notes
Presentation Notes
https://fortune.com/2025/08/18/mit-report-95-percent-generative-ai-pilots-at-companies-failing-cfo/



15

ASUG Study:

• 95% of organizations surveyed report only low to medium adoption of automation.

• 35% admitted very few processes are automated. 

• 13% no automation implemented at all.

Capgemini World Quality Report NA (2020/2021):

• 47% said they had difficulties in aligning the tools they should use for automated testing. 

• 41% said they didn’t have a good testing approach. 

• 37% said their agile teams lacked professional test expertise.

Virtuoso QA (Industry Commentary): 

• 73% of test automation projects (estimated) fail to deliver promised ROI.

• 68% are abandoned within 18 months (estimated).

So, We’ve Got Automation Under Control… Right?
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Wait, so why not?

Low Organizational Readiness

Tool & Strategy Misalignment

Lack of Skills & Continuous Enablement

Cultural and Leadership Gaps
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Wait, so why not?

Low Organizational Readiness

Tool & Strategy Misalignment

Lack of Skills & Continuous Enablement

Cultural and Leadership Gaps

Test Automation 
or Artificial 

Intelligence?

Presenter Notes
Presentation Notes
Again, these all apply to AI.
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Test automation is only beneficial if done right. 
“Manual” testing is never going away.

REALITYEXPECTATIONS

Benefits of test automation Challenges of test automation

Test Automation

Presenter Notes
Presentation Notes

Stakeholders think oh it will solve all of my testing problems, I wouldn’t need a large test team, or God forbid, they’d think they wouldn’t need manual testers. Yeah, no. We’re all test professionals here, we know for a fact that isn’t true.

Despite the promises of test automation benefits – we’ve seen a number of challenges. Or worse, we don’t get the benefits of test automation because of incorrect implementation.

We know the benefits of test automation – if done right.

Despite these trends in various testing tools, Manual testing is never going away – automation is only a tool that helps speed up “checks” - good testing foundation, strategy, and experiential testing is key to true and valued testing.
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Dedicated 
test team

Test automation

Quality Assurance
Script-based tools

Agile Testing
TDD
Automation Everywhere  
Framework-based tools

Continuous Testing – 
CI/CD
DevOps
DevSecOps
DevTestOps

1950s

1980s

1990s

Record and 
playback tools

2000s

2010s

1970

Software Testing Trends

NOW

AI/ML-Based Tools

Presenter Notes
Presentation Notes
Now
�AI/ML-based tools represent a significant evolution in testing, providing a more intelligent and efficient approach to testing. �
�
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Full Circle Moment – Gartner Hype Cycle 2025

Presenter Notes
Presentation Notes
https://www.gartner.com/en/newsroom/press-releases/2025-08-05-gartner-hype-cycle-identifies-top-ai-innovations-in-2025?utm_source=chatgpt.com

AI agents and AI-ready data are the two fastest advancing technologies on the 2025 Gartner Hype Cycle for Artificial Intelligence, according to Gartner, Inc., a business and technology insights company. These technologies are experiencing heightened interest this year, accompanied by ambitious projections and speculative promises, placing them at the Peak of Inflated Expectations.  
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Tools Don’t Transform – Practices Do.

Crawl Walk Run Fly

Foundations in 
Place

Manual 
Excellence

Automation at 
Scale

AI Augmented 
QE

Presenter Notes
Presentation Notes
“AI isn’t taking our jobs — it’s changing them.�Just like test automation did.”

We’re past the peak of inflated expectations.�We’re in the trough of disillusionment.�And if we do this right — we’re heading toward enlightenment.

So the question isn’t ‘What can AI do for quality?’�It’s ‘What can we learn from our last transformation?’
What did automation teach us about readiness, about culture, about trust — that we can apply to AI today?”
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My Suggestion

Automation doesn’t fail because of the tools. 

It fails because we automate before we are ready. 

And now we’re doing the exact same thing with 
AI.
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What Do Teams Get Right?
And how can I apply that to AI initiatives?
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We Automated Repetitive Tasks

• Automation succeeded when we let tools 
handle repetitive tasks.

• It failed when we tried to outsource judgment 
and strategy to the tool.

• AI should free testers to think… not think for 
them.

Tools don’t transform. 
Processes and People do.
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We Encouraged Innovation

Presenter Notes
Presentation Notes
Blockbuster optimized the old model (late fees, physical stores).�Netflix empowered teams to experiment — mailing DVDs, then streaming, then AI-powered recommendations.

Tie-in to automation & AI:
“Blockbuster was optimizing processes.�Netflix was experimenting with possibilities.”
Automation teams that succeeded did what Netflix did:
They were allowed to run pilots
They learned quickly and iterated
They weren’t punished for experiments that didn’t become standards

Line you can say on stage:
“Blockbuster had procedure.�Netflix had permission.”
And that permission led to industry dominance.
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We Encouraged Innovation

Blockbuster optimized the old model (late fees, physical stores).

Netflix empowered teams to experiment: mailing DVDs, then streaming, 
then AI-powered recommendations.

Presenter Notes
Presentation Notes
When automation worked, it wasn’t because we had the perfect framework.�It worked because teams were trusted to explore, test ideas, and improve the process.

The companies that succeeded said,�‘Try things. Learn quickly. Share what works.’

With AI, we must do the same.�Don’t wait for the enterprise to bless a perfect strategy.�Give teams permission to experiment — and let the best approach emerge.





27

We Proved the ROI

Presenter Notes
Presentation Notes
“Before automation, every release was like sending people to walk the building every hour to sniff for smoke.�It worked… but it took time, and people missed things.”

Smoke detectors changed everything:
They’re always-on
They alert you instantly
They’re cheaper than having people patrol 24/7
They don’t panic, skip steps, or forget

Automation did the same thing.
Regression runs became continuous
Defects were caught early
Engineers shifted from manual checking → fire prevention

ROI became obvious:
Fewer surprises late in the cycle
Reduced firefighting costs
Predictable release confidence
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We Proved the ROI

Presenter Notes
Presentation Notes
“AI isn’t another smoke detector.�AI is the fire marshal.”
If automation detects,�AI interprets, prioritizes, and recommends action.
Automation → alerts you there’s a fire�AI → tells you:
how serious it is,
what’s fueling it,
and the fastest mitigation path.

“Automation proved ROI by reducing the cost of detection.�AI will prove ROI by reducing the cost of decision-making.”



29

What Do Teams Get Right - Summary

Theme What We Got Right (Automation) What AI Can Learn (AI Adoption)

We Automated Repetitive Tasks

We removed low-value, repetitive, manual 
work (regression runs, environment setup, data 

entry) so testers could focus on thinking, not 
clicking.

AI should eliminate cognitive busy-work 
(analysis, prioritization, documentation) so 

humans can focus on strategy, creativity, and 
quality decisions. Use AI for “laundry and 

dishes,” not for the art.

We Encouraged Innovation

Teams were given permission to experiment. 
Pilots were safe to try. We shared lessons, not 

just results. Innovation happened because 
people were empowered, not mandated.

AI succeeds when teams get the same 
freedom - space to test ideas, try models, 
learn fast, and iterate. Don't mandate AI; 

empower exploration and learning.

We Proved ROI

Automation saved money by reducing the cost 
of repeat testing and defect escape. ROI 

became visible and measurable: faster cycles, 
fewer firefights, predictable releases.

AI ROI will be shown by reducing the cost of 
decision-making, analysis, and rework. AI must 

demonstrate value through outcomes, not 
hype: faster insights, smarter risk targeting, 

improved velocity.
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What Do Teams Get Wrong?
And how can we learn from those lessons?
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“Let’s Automate Everything”
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Chased the Silver Bullet

Presenter Notes
Presentation Notes
Ten years ago, everyone believed there was one magical automation tool that would automate everything — end-to-end, hands-free, maintenance-free.�Vendors promised: “Just buy this tool and you won’t need manual testing anymore.”
Teams chased:
The “one framework to rule them all.”
The tool that would “automate everything.”
The belief that automation was a replacement for thinking, instead of an augmentation of thinking.
What actually happened?
Tools didn’t fail — expectations did.
We automated complexity before readiness.
We spent more time fixing flaky tests than improving quality.
We didn’t have a technology problem.�We had a belief problem.
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Chased the “One Tool to Rule Them All”

Presenter Notes
Presentation Notes
Ten years ago, everyone believed there was one magical automation tool that would automate everything — end-to-end, hands-free, maintenance-free.�Vendors promised: “Just buy this tool and you won’t need manual testing anymore.”
Teams chased:
The “one framework to rule them all.”
The tool that would “automate everything.”
The belief that automation was a replacement for thinking, instead of an augmentation of thinking.
What actually happened?
Tools didn’t fail — expectations did.
We automated complexity before readiness.
We spent more time fixing flaky tests than improving quality.
We didn’t have a technology problem.�We had a belief problem.
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Chased the “One Tool to Rule Them All”

Presenter Notes
Presentation Notes
This is how me and every other solutions architect feels about finding the magic license… and how I feel sometimes having conversations about Agenting AI Automation agents.

“Just give AI the requirements, and agents will autonomously generate the tests, execute them, and raise defects.”

It’s automation déjà vu.

The hype says:
Zero scripting
Zero oversight
Zero maintenance
Just like before.

But here's the punchline:
There is no silver bullet. There is only disciplined practice.

AI will fail for the same reason — unless we ground it in readiness, governance, and practice.
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Ignored Process Alignment and Skills
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Ignored Process Alignment and Skills

Can you drive a 
stick shift?
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What Do Teams Get Wrong - Summary

Theme What Automation Got Wrong (Past 10 Years)
What AI / Agentic Automation Is Getting 

Wrong (Right Now)

Automate Everything

Tried to automate every test case instead of 
the right test cases. Focus was on volume (“% 

automated”) instead of value. Result: brittle 
suites and high maintenance cost.

Belief that AI agents will replace testers and 
thinking. Trying to make AI generate all tests, 
requirements, bugs. Focus on “full autonomy” 

instead of strategic augmentation.

Chase the One Tool to Rule Them All
Teams chased the “silver bullet” automation 
tool: believing feature richness would solve 

maturity problems. 

Organizations believe agentic platforms will 
do it all: generate tests, execute, triage, write 
bugs, maintain everything. Expectation that AI 

tools = transformation (without human 
oversight).

Ignoring Process & Skills

Bought expensive tools with no enablement 
plan. No governance, no ownership, no 
alignment to delivery process. Result: 

framework abandonment, low ROI, friction.

Buying AI platforms before aligning workflow, 
data governance, and reskilling teams. No AI 
literacy. No readiness. The tool arrives… the 

process doesn’t. Result: PoC purgatory.
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Key Takeaways
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Let’s Learn From Our Mistakes

Theme
What Automation Got Wrong (Past 10 

Years)
What AI / Agentic Automation Is 

Getting Wrong (Right Now)
What QA Leaders Can Do to Fix It

Automate Everything (Volume over 
Value)

Tried to automate every test case 
instead of the right test cases. Success 

was measured by % automation and 
number of scripts created.

Expectation that AI will replace 
thinking and judgment. Belief that 

autonomous agents will generate all 
tests, run them, and report defects 

flawlessly.

Shift from “more automation”  to 
“better outcomes.”  Define high-value 

scope first (risk-based). Use AI to 
eliminate low-value work (data setup, 

documentation), not strategy or 
oversight.

Chasing the Silver Bullet Tool (The one 
framework to rule them all)

Tools bought on hype… not readiness. 
Tool changes every 18 months. Result: 

shelfware, rework, wasted spend.

Companies are buying AI platforms 
because of hype (“fully autonomous 

testing”), expecting instant 
transformation.

Anchor decisions to outcomes, not 
vendors. Require business cases. Run 
small proofs of value before platform 

adoption. 

Ignoring Processes & Skills (The Ferrari 
nobody can drive)

No enablement, no ownership, no 
process alignment. Automation treated 
as an add-on rather than a redesign of 

how testing happens.

AI tools purchased without 
governance, data readiness, or skills. 
No AI literacy plan. People don’t trust 

or know how to use it.

Invest in readiness before tools. Build 
AI literacy programs. Define 

governance and guardrails (ethics, data 
quality, model evaluation). Assign 

ownership and change management.

Presenter Notes
Presentation Notes
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Thank You!
Stay Connected – Reach Out via LinkedIn or Email

Prepared by: Kayla Gillman

Role: Senior Manager - Canada & Global Head of Pre-Sales

Email: Kayla.Gillman@ttcglobal.com
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