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Executive Summary

A leading no-code platform partnered with CodeRoad during a
period of significant organizational change. Team restructures,
capacity reductions, and shifting priorities introduced complexity
into delivery, increased pressure on remaining teams, and made it
harder to maintain clarity across product, engineering, and
stakeholders. At the same time, the platform continued to evolve
rapidly—requiring strong quality foundations to ensure reliability,
security, and confidence at scale.

CodeRoad stepped in not just to execute testing, but to elevate
quality as a strategic capability. By shifting quality earlier in the
development lifecycle, acting as the voice of the customer, and
building automation frameworks that empowered teams rather
than slowed them down, CodeRoad helped the company stabilize
delivery during transition. In just 4 sprint, CodeRoad has
delivered scalable QA foundation that reduced risk, improved
alignment, and enabled teams to ship with greater clarity,
security, and confidence—despite ongoing change.

About the Project

A a leading equal opportunity fintech, our client enables global
organizations to build complex, mission-critical software. Their
platform supports financial institutions, insurers, and public sector
agencies in delivering high-security, high-compliance
applications at scale.

Engineering teams across this organization rely on sustained
delivery velocity, predictable deployments, and high QA rigor to
support:

e Core platform components
e Customer-facing implementation tools
e Enterprise-grade security and compliance workflows

e Multi-tenant architecture used across regulated industries

Their rapid growth and expanding product footprint required a
modern QA automation strategy capable of scaling across
multiple engineering teams and release cycles.
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Looking for Certainty and Momentum

As the company grew rapidly, teams expanded, responsibilities shifted, and priorities evolved
across the organization. This pace of growth introduced constant change within active
projects, while increased coordination between product, engineering, and stakeholders made
alignment more difficult to maintain. Without strong, scalable quality practices, the risk of
rework, missed expectations, and late-stage defects grew as the platform continued to evolve.

This client needed clarity—on what was ready to ship, where risk existed, and how changes
would affect customers. They also needed security: confidence that critical workflows,
permissions, and data protections would remain reliable even as teams, ownership, and
release cadence changed. CodeRoad addressed these needs by embedding quality earlier in
the lifecycle, aligning QA closely with product intent, and introducing automation and
guardrails that reduced reliance on individual contributors. This approach brought stability to
delivery, strengthened cross-team trust, and ensured quality and security remained consistent
as they continued to scale.

Our Velocity Playbook in Action

To support the company's continued growth and increasing delivery complexity, CodeRoad
focused on building quality as a scalable capability—not a late-stage checkpoint. The
engagement centered on creating shared structure, expanding automation, and reducing
reliance on manual effort, while giving teams clearer signals around readiness, risk, and
release confidence. Through nearshore engineering expertise and rapid delivery cycles,
CodeRoad established a durable QA foundation designed to accelerate releases and
strengthen long-term platform reliability. In just 4 sprints, CodeRoad delivered:

1. QA Program & Operating Framework
» Standardized QA workflows aligned with Engineering & Product
» Unified documentation: test plans, test cases, regression protocols
 Coverage dashboards & quality reporting
» Release-readiness criteria integrated into existing development cycles

2. Automation Engineering
» Playwright-based automated frameworks for two applications
* Cross-browser and end-to-end automation aligned with modern QA standards
 Smoke and regression suites powered by Playwright
o CI/CD-integrated test execution for continuous validation

3. Stronger Security and Governance
« Validation of RBAC, encryption, and audit logging protects critical workflows
 End-to-end coverage reduces risk across authentication and integration points
e traceability, accountability, and consistent QA governance

CodeRoad



Shipping Fast, Building Right

@@ Built for Real-World Use Wz Reliable Releases
Applications behave in testing the Defects are caught earlier,
same way they do in production, resul'tlng in more stable and
reducing last-minute surprises. predictable deployments.

© Confidence at Scale Diﬂ Faster Release Cycles
<  Asusage grows, the platform Quality checks run automatically,
remains reliable without adding allowing teams to ship updates
manual testing effort. without slowing delivery.
Process Optimization e Security-First Testing
A B  Critical access and data protections

Teams have visibility into what's
ready to ship and what needs
attention—no guesswork.

are validated continuously, not just
at launch.
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A Velocity Roadmap to
Scale Rapidly.

With a modern QA foundation in place,
the company now operates with a clear
path forward—one that supports rapid
innovation without sacrificing reliability.
The platform'’s applications behave
consistently from development through
production, giving teams confidence
that what they build will work the same
way when it matters most.

As workflows grow more complex and
integrations expand, quality scales
alongside the platform. New features,
integrations, and updates can be
introduced without reintroducing
manual effort or slowing delivery,
allowing teams to move faster while
maintaining control.

Most importantly, they now has a
sustainable delivery model built for
long-term growth. Quality is no longer a
bottleneck or a last-minute
checkpoint—it's embedded into the
way the platform evolves, ensuring
speed, stability, and predictability as
the business continues to scale.
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Technology
Inaction

for automated
end-to-end testing

for scalable,
maintainable test
deveIoPment aligned
to plattorm behavior

for continuous
validation on every
build and release.

for parallel,
cloud-native test
execution at scale.

for defect tracking,
test management, and
A governance.




Talent + Acceleration + Sustainability

“CodeRoad’s QA team has played a critical role in supporting our
testing and automation efforts. Their ownership, flexibility, and
professionalism helped us deliver the 7.26 and 7.28 releases on time
while maintaining high quality. We greatly appreciate the partnership
and the team’s consistent commitment.”

— Senior Director, QA"

Engineered Momentum

CodeRoad’s Business Impact by the numbers

on time releases. We successfully delivered

100 % major despite significant internal team
restructures.

100 cy stable. We established a scalable QA
O foundation and automation roadmap, rapidly

reducing organizational risk.

100 O/ visibility. We transitioned quality from a
O manual bottleneck to an automated strategic

capability. .
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How CodeRoad can help you accelerate

CodeRoad delivers Velocity-as-a-Service (VaaS) by transforming
quality into a strategic capability during high-stakes transitions. We
partner with you to stabilize delivery through automated quality
enablement, shifting testing 'left' to catch risks before they impact the
roadmap. By embedding elite quality pods, we secured on-time
delivery for mission-critical 7.26 and /.28 releases despite
organizational restructuring. CodeRoad's systems are engineered to
ensure platform evolution never compromises reliability, security, or
stakeholder confidence

Strategic Technology Solutions @/Q The business impact of VaaS
[ &

Al & Machine Learning Solutions Learn how velocity-as-a-service (VaaS)
Web & Mobile Applications redefines outcome-based execution and
Data Engineering & Visualization engineers momentum for the future of
Middleware / ETL & Integration technology. Get the latest on:
Services :
Automation & Al Tools Engineered Momentum
Cybersecurity & Cloud Coordination Tax
Infrastructure Outcome-Based Delivery
Cybersecurity Nearshore Transformation
IT Systems Administration & Roadmap Acceleration
Network Support Predictable Scaling

Predictable ROI

Ship at the speed of your ambition with confidence.

Book Assessment Call

1-954-866-3473

contactus@coderoad.com
odeRoad.com
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