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Listening to Your Defects 
Yogi Berra: “You can observe a lot just 
by watching”   
Defects can tell us a lot about… 

Our projects 
Our products 
Our process  

Let’s see what your defects are telling 
you, and what they’re not telling you… 
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What Defects Say about Your Project 
Key exit criteria for testing (and thus a 
release criteria) often involve defect 
metrics 

Are we done finding bugs? 
Have the important bugs been resolved? 

Timely entry of defect data is essential 
to generate accurate reports and make 
smart decisions 
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What Defects Say about Your Product  
Defects can tell you a lot about your 
product 

What is the level of quality risk? 
Where are the defect clusters? 

Enlightened project management teams 
can make decisions with this data: 

Smart release decisions  
Product improvement decisions 
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Quality Risk  
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Thanks to my co-author Atsushi Nagata of Sony for this figure. 
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What Defects Say about Your Process  
Software engineering is a human process 
All human processes are fallible 
Understanding the true costs of mistakes 
and where those mistakes come from 
leads to true understanding: 

Process capability  
Potential for process improvement 

Essential process data includes cost of 
quality and phase containment 
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Cost of Quality 
Cost of quality is a good way to measure quantitative 
value and efficiency  
Cost of quality classifies quality costs in four 
categories 

Costs of prevention 
Costs of detection 
Costs of internal failure 
Costs of external failure 

Testing budget is part cost of detection, part cost of 
internal failure 
Detection and internal failure are typically cheaper 
than external failure, making testing an excellent 
value 
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Example of Cost of Quality 
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Detection Costs External Failure Costs 
Test Budget $1,000,000 Sustaining Costs $3,000,000 
Future Value of Assets 100,000 Percentage Bug-Related 50% 
Re-test Costs 500,000 
Net Detection Costs $400,000 Net Ext. Failure Costs $1,500,000 
Must-Fix Test Bugs 1,500 Must-Fix Released Bugs 500 
Detection Cost per Bug 267 Ext. Failure Cost per Bug 3,000 

Internal Failure Costs Return on Investment 
Test Bug Fix Costs  750,000 Must-Fix Test Bugs 1,500 
Re-test Costs 500,000 Money Saved Per Bug $1,900 
Net Int. Failure Costs $1,250,000 Net Benefit of Testing $2,850,000 
Must-Fix Test Bugs 1,500 Net Detection Costs 400,000 
Int. Failure Cost per Bug 833 Test ROI 713% 
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Mis-hearing Your Defects 
When you listen to your defects, pay 
careful attention to what they’re 
actually saying 

For example, don’t make the mistake of 
rewarding or punishing people for bugs 
People will respond to incentives, and that 
will corrupt the data 

Don’t mistake process metrics for 
people metrics 

 
Listen to Defects 

www.rbcs-us.com  
Copyright (c) RBCS 2011 Page 11 

http://www.rbcs-us.com/


“Bad Bug Reports Arise from Inexperience” 
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How to Listen to Defects 
Log ‘em! 
Classify ‘em! 
Understand where they are introduced, 
where they are detected, and where 
they are removed 
Keep the data clean 
Train people how to use the 
classifications 
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Presenter
Presentation Notes
To those who say, “That’s not Agile,” two response.  First, I’m getting kind of tired of that three-word-firing-squad as a way to stop debate on important ideas.  Second, how is it Agile to manage from a state of ignorance and to refuse to learn from past mistakes?
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Conclusions 
Defects can tell us a lot… 

About projects 
About products 
About processes 

Be careful not to misinterpret what your 
defects are telling you 
Listening to your defects can help you 
optimize outcomes across a range of 
activities 
Strike up a conversation with some bugs 
when you get back to work! 
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For almost twenty years, RBCS has delivered consulting, outsourcing and training 
services for software and hardware testing and quality.  Employing the industry’s 
most experienced and recognized consultants, RBCS conducts product testing, 
builds and improves testing groups and hires testing staff for hundreds of clients 
worldwide.  Ranging from Fortune 20 companies to start-ups, RBCS clients save 
time and money through improved product development, decreased tech support 
calls, improved corporate reputation and more.  To learn more about RBCS, visit 
www.rbcs-us.com. 
Address:  RBCS, Inc. 
  31520 Beck Road 
  Bulverde, TX 78163-3911 
  USA 
Phone:   +1 (830) 438-4830 
Fax:   +1 (830) 438-4831 
E-mail:   info@rbcs-us.com 
Web:   www.rbcs-us.com 
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