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Guide to
shipping faster
without breaking
production

A practical playbook for testing at the
pace of Al-assisted development
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The velocity of shipping code has skyrocketed due to Al co-piloting and
traditional QA systems will not be able to meet this demand in a timely
manner. More code means more testing which includes test scope, test

building and test maintenance.

The modern alternative is continuous quality: quality assurance that runs
alongside CI/CD (or CI/CQ/CD), so software is "always ready" and bugs

are caught continuously, not weeks after a release.

The mindset shift:
outcomes, not tools

In a "results-as-a-service" model, you're not buying a pile of features. You're
paying for a reliable outcome. For QA, the outcome is simple and powerful: high
software quality at speed.
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The importance of
continuous quality

Continuous quality is the next evolution beyond CI/CD. It embeds intelligent,
autonomous testing into the delivery pipeline so bugs are caught quickly. By
using Al to keep the entire test suite up to date (including healing tests as they
break) teams can catch regressions and quickly triage and roll out fixes before

they turn into production problems.

What CQ looks like in practice:
v/ Quality checks trigger automatically in CI/CD and version control on every
code change
v/ End-to-end coverage focuses on the user experience, not only isolated
components
v/ The system recommends what to test and helps teams improve coverage

over time

KEY INSIGHT

Most teams don't lose trust in automation because the median run fails.
They lose trust because the 95th percentile fails, repeatedly, in the same

predictable ways. Continuous quality is about reliability over time.
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What breaks in web
automation (and how often)

Selector changes

32%

Environment instability

22%

Source: Benchmark report

Flow changes

27%

Loading/timing issues

19%
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The 7-step playbook to ship
better code faster

01

Define the outcome (make it measurable)
Pick 2-3 outcome metrics engineering leaders care about: fewer regressions
reaching production, faster PR — deploy cycle time, less time lost to diagnosing

broken tests, higher deployment frequency with confidence.

02

Map your "must-not-break"” journeys
Start with 5-15 critical flows (login, onboarding, core workflow, permissions,

billing, integrations). Don't boil the ocean.

03

Anchor coverage in real user behavior (not guesses)
Instead of guessing test cases, use observed user flows (happy paths + edge
cases) to drive what gets tested.

04

Shift testing left into every code change
Quality should trigger automatically in CI/CD on every change. The goal is fast
feedback while the developer still has context.
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05

Automate end-to-end tests at scale
Al agents can generate and run end-to-end test scripts continuously once
coverage is in place, so regressions are caught quickly.

06

Keep the suite healthy with self-healing + autonomous maintenance
Self-healing and autonomous suite maintenance are the difference between
"test automation” and "continuous quality." When Ul or flows change, the system
adapts tests instead of dumping flaky failures on engineers.

07

Make failures actionable (not noisy)
When something fails, teams need context fast: logs, screenshots, steps taken,
likely cause, and guidance on what changed. The point is shorter time from bug

discovery — bug fix.

~$150 average cost per failing test (human-only)
vs ~$10 with Al-assisted maintenance
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How Postilize cut bugs by 70%
and shipped faster

éé

With Checksum, Postilize is able to simply ship faster. Having a
full testing suite with no flakes and little effort on our side
allows us to spend less time firefighting, get immediate
feedback, and ship to production daily.

James Wang
Co-founder at Postilize

Postilize ®

70% 30%

Reduction in bugs Faster engineering cycles

Same-day Zero

Bug fixes Flakes
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Continuous quality rollout
checklist

A. SCOPE (DAY 1)

[ ] Confirm environments for testing (staging, preview apps, etc.)

B. STAND UP CONTINUOUS COVERAGE

Connect source control + Cl so checks trigger automatically
Decide where results post (PR comments, Slack, Cl logs)

Derive flows from real user behavior (happy paths + edge cases)
Auto-generate and run end-to-end tests continuously

Schedule tests to run continuously (daily and/or per-deploy)

Ooooon

Confirm bug reports include rich context (steps, screenshots, logs)

C. DAILY SIGNAL AND TRIAGE

[ ] Auto-healing runs continuously so the suite stays current
[ ] Bugs are found and reported daily
[ ] Add simple triage rules (real bug vs environment/data issue)

[ ] Setownership for each critical journey (who responds when it fails)

D. OPERATIONALIZE

[ ] Establish "trusted red": failures are worth action, not investigation
[ ] Expand to next 10-20 journeys

[ ] Share a short impact readout (hours—minutes, fewer prod issues)

(‘ checksum Checksum.ai | Reguestademo

03/2026


http://checksum.ai
https://checksum.ai/request-demo

E. ONGOING (MONTHLY)

[ ] Review top failing flows and add coverage where risk is highest
[ ] Track regressions prevented + time saved (directional is fine)
[ ] Keep the must-not-break list current as the product evolves

Ready to implement continuous quality?

Checksum provides a complete continuous quality system—so you don't
just read the playbook, you run it.

s
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