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benefit from being performed by an independent organization.  Compatibility testing can be especially beneficial to companies whose 
products cross multiple current and older technology platforms or otherwise interact with third-party products found in customer 
environments.  An offshore testing center (OTC) can setup and maintain the many test environments required to check compatibility 
across each new product release.

The processes shown in the middle row of Figure 1 provide a good 
overview of the flow of a testing engagement.  These processes drive 
all aspects of the testing effort from initial requirements gathering to 
execution and results analysis.  While the basic testing processes are 
familiar to all engineering organizations, their implementation 
differs in an offshore model in both their level of formality and their 
distribution of work effort.  Formality strengthens alignment between 
client and the onshore and offshore delivery teams, enhances 
consistency in service delivery, and facilitates the capture of service 
level and process improvement metrics.  Individual processes follow 
the optimal distribution of work effort by location.  Those processes 
that gain advantage from direct involvement from client personnel 
are located onsite, while labor-intensive processes are located 
offshore to gain time and cost advantages.  Project management and 
test planning processes are shared across locations. 

Dextrys further refines these processes through integrated 
requirements management and risk-based targeting.  Requirements 
management maps data, tests and results to specific development 
requirements.  This approach enables the status of all stages of the 
testing cycle to be tracked by individual requirement, and ensures

• Functional Testing

• Onsite Processes

each requirement has been assessed and any defects have 
been corrected and retested.  Also, it maintains alignment 
between development and test efforts as requirements evolve 
during the project.  Risk-based targeting is a best practice that 
prioritizes and directs testing resources to the areas that have 
the greatest economic and/or risk impact on product success.  
The goal of this approach is to identify and remove as much 
risk as possible in the early stages of product testing to 
minimize schedule slippages and increase the return from 
testing investments.

A product’s technical and functional requirements are the 
baseline for an entire testing project.  They drive the definition 
of the strategies to assess product conformance against those 
requirements, creation of test data and all subsequent test 
execution and verification activities.  The collection and 
maintenance of technical and functional requirements are the 
responsibility of the client engineering team and tracking test 
activities and results against those requirements in the 
responsibility of the outsourcer.  Test strategy is jointly 

 

Test 
Environment

Test Libraries

Software

Hardware

Network

Test Tools

Functional
Requirements

Technical
Requirements

Test 
Planning

Project
Management

Test Data
Creation

Test
Management

Test
Execution

Test Result 
Analysis

Defect
Tracking

Test 
Environment

Test Libraries

Software

Hardware

Network

Test Tools

Engagement 
Manager

Team
Leads

Test
Engineers

Team
Leads

Developers

On Site OTC ChinaShared

Manager

Collaboration EnvironmentCollaboration Environment

P
e
o

p
le

P
ro

ce
ss

e
s

T
e
ch

n
o

lo
g

y

Test
Strategy

QA Team

Business Knowledge
Application Knowledge

Depending on 
situation, VPN to 
client test 
environment or 
set-up 
environment at 
China OTC

Continuous
Process

Improvement

Project & Test
Metrics

Risk-Targeted
Testing

Enhanced
Test bed

Greater
Automation

= Client Team

= Dextrys Team

Common Project Management Disciplines, Tools and MethodologiesCommon Project Management Disciplines, Tools and Methodologies

Technical

Functional

Performance

Security

Unit

Integration

System

Regression

UAT Support

Dextrys QA

Capabilities

Test 
Environment

Test Libraries

Software

Hardware

Network

Test Tools

Test 
Environment

Test Libraries

Software

Hardware

Network

Test ToolsTest Tools

Functional
Requirements

Technical
Requirements

Test 
Planning

Project
Management

Test Data
Creation

Test
Management

Test
Execution

Test Result 
Analysis

Defect
Tracking

Test Data
Creation

Test
Management

Test
Execution

Test Result 
Analysis

Defect
Tracking

Test 
Environment

Test Libraries

Software

Hardware

Network

Test Tools
Test 

Environment

Test Libraries

Software

Hardware

Network

Test ToolsTest Tools

Engagement 
Manager

Engagement 
Manager

Team
Leads
Team
Leads

Test
Engineers

Test
Engineers

Team
Leads
Team
Leads

DevelopersDevelopers

On Site OTC ChinaShared

ManagerManager

Collaboration EnvironmentCollaboration EnvironmentCollaboration EnvironmentCollaboration Environment

P
e
o

p
le

P
ro

ce
ss

e
s

T
e
ch

n
o

lo
g

y

Test
Strategy

QA TeamQA Team

Business Knowledge
Application Knowledge

Depending on 
situation, VPN to 
client test 
environment or 
set-up 
environment at 
China OTC

Continuous
Process

Improvement

Project & Test
Metrics

Risk-Targeted
Testing

Enhanced
Test bed

Greater
Automation

= Client Team

= Dextrys Team

= Client Team= Client Team

= Dextrys Team= Dextrys Team

Common Project Management Disciplines, Tools and MethodologiesCommon Project Management Disciplines, Tools and MethodologiesCommon Project Management Disciplines, Tools and MethodologiesCommon Project Management Disciplines, Tools and Methodologies

Technical

Functional

Performance

Security

Unit

Integration

System

Regression

UAT Support

Dextrys QA

Capabilities

Technical

Functional

Performance

Security

Unit

Integration

System

Regression

UAT Support

Dextrys QA

Capabilities

QA Processes

© Copyright 2009, Dextrys All Rights Reserved.



Product Engineering Quality Assurance 

5Dextrys, Inc.

developed by the client and outsourcing team.

• Shared Processes
Project management plays a critical role throughout a testing 
engagement.  It coordinates the execution of many activities 
and exchange of a myriad of deliverables across geographic 
and organizational boundaries and to the project’s defined 
schedule and resource commitments.  Solid project 
management enables client management and engineering 
teams to focus on product development rather than the details 
of testing.  Test planning translates the test strategy into 
specific, executable tests and activities that are performed to a 
project schedule.  Project progress is reported against the 
resulting plan.  Used by all project participants regardless of 
location, these processes are the responsibility of the 
outsourcing engagement manager. 

• Offshore Processes
From a resource perspective, these processes account for the 
bulk of project effort.  In Dextrys’ case, this work is 
performed at offshore testing centers (OTCs) located in China.  
Test data creation develops the data, scripts, test harnesses and 
other artifacts needed to cover the products requirements and 
support test execution.  Test execution conducts the scheduled 
tests and collects their results.  Defects are mapped and 
tracked back to requirements and returned to developers for 
correction.  Test management collects metrics and ensures that 
planned tests are executed and that any identified defects have 
been corrected and retested.  Finally, test result analysis takes 
a broad view of test results to improve the quality of the 
product, provide insight to company management and identify 
ways to improve future development and testing efforts.  It 
assesses code volatility and stability (is the product getting 
better through each development/test cycle?), identifies weak 
spots in the code and development processes, drives 
risk-based assessments and focuses next round of testing.

members have the support they need to maximize their 
productivity while insulating software company management 
and personnel from the details of managing offshore 
personnel.  The engagement manager works collaboratively 
with internal product managers, engineering and QA teams to 
manage resources, requirements, and project changes.  Other 
consulting team members may be deployed onsite as needed 
to meet the engagement’s business objectives. 

• Offshore OTCs

• Flexible Test Environments

• Shared Infrastructure

• Onshore Management

Dextrys supports its own standard testing and QA 
environment with appropriate tools, hardware and network 
support, and can supplement this environment to address the 
specific needs of a given engagement.  Depending on 
situation, Dextrys teams can either access a client’s onsite test 
environment or set up their own environment in the OTC.  
Clients with well established test environments may prefer the 
use of their own environments, while in other cases, the 
geographic separation of test and development environments 
can increase the independence of quality assurance efforts.

The foundation of the Dextrys model is a shared infrastructure 
to support the seamless delivery of services regardless of 
resource location.  This infrastructure provides common 
processes, tools, standards and communication protocols to 
boost productivity and ensure consistent, predictable 
execution.  Using this infrastructure to link internal 
engineering and QA teams with onsite and offshore 
outsourcing teams enables faster, smoother flow of 
assignments and work deliverables between organizations.  

Delivery Model
Dextrys delivers its outsourcing services through a proven 
global delivery model that offers considerable flexibility when 
executing testing engagements.  This model locates resources 
and work efforts to maximize desired business objectives and 
provides variable team capacity to handle the cyclical 
resource demands of product release cycles.  As shown in 
Figure 1, this model provides the following capabilities.

Use of an onshore engagement manager lowers risk, 
facilitates communication and speeds issue resolution.  Highly 
experienced in the management of globally distributed teams, 
the engagement manager ensures that the offshore team 

Dextrys relies on China-based OTCs to provide skilled 
engineering resources to deliver cost effective product 
development and quality assurance services.  China offers a 
large pool of well-trained QA engineers with the specialized 
experience needed for software product testing.  The OTCs 
offer a first-class engineering environment with 
state-of-the-art tools and facilities.  Using a multi-tier 
approach that establishes stringent controls at the employee, 
network, physical facility and legal levels, Dextrys mitigates 
intellectual property and security risks.  Dextrys’ OTCs also 
have considerable additional expertise in other product 
engineering service areas such as product development, 
release management, product modernization, localization, and 
implementation support that can add further value to product 
management strategies.
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As shown throughout this paper, offshore outsourcing offers 
many powerful benefits for software product companies 
seeking to speed product delivery, improve product quality 
and gain higher returns from their quality assurance 
investments.  Outsourced testing melds well with internal 
development efforts and can handle a broad spectrum of 
quality assurance needs.  The section below describes three 
steps to take to bring these benefits to your organization.

The best way to experience the advantages of outsourced 
testing is to try it in real life.  A pilot project gives a product 
company the means to “test drive” the offshore delivery 
platform while delivering meaningful results for evaluation.  
Internal engineering and quality organizations get experience 
in working with an offshore team and new processes, and gain 
a better understanding of how and where to deploy outsourced 
tested to the greatest advantage.  By validating and 
quantifying the results delivered by the project, the company 
can estimate the effort and value of proceeding with a wider 
implementation.  To obtain the greatest advantage from a 
pilot, consider the following points.

• Business Value

• Capitalize on the testing team’s expertise

• Characteristics

• Scale

• Duration

—— On a technology basis, pick a product development or 
enhancement project that is a typical example of the work that 
your company would like to outsource if successful.  This type 
of project will make it easier to compare results against 
internal efforts and enables better quantification of the 
potential benefits of a larger roll-out.

—— Choose an initial project that is large enough to deliver 
quantifiable results and verify the outsourcing processes.  The 
larger the project team, the greater the benefit of outsourced 
QA and testing.  Experience has shown that initial pilots of 10 
and 20 individuals provide sufficient scale to fully explore the 
benefits and operational nuances of outsourcing.

—— While any initial project has set-up time and a learning 
curve on both sides, experience has shown that companies are 
able to validate the delivery model and engagement benefits 
within 4 to 8 weeks.  At this point, a product company can 
begin to scale the project to full commercial volume.

—— Choose a project where the capabilities offered by offshore 
(speeding delivery, improving quality, reducing costs) are 
quantifiable and important to the business.

• Adopt your partner’s best practices.

• Use time zones to your advantage

• Plan for scalability 

Testing and QA are your outsourcer’s core competencies and 
their OTCs are equipped with well-tuned processes and tools 
to support all aspects of product testing.  Instead of 
immediately requiring the outsourcer to follow internal 
processes for areas such as requirements tracking, 
configuration management, and defect tracking, consider 
whether adopting their processes may offer greater advantage.

While the use of time zone differences to provide “round the 
clock” development receives much attention, few 
organizations do it well.  Work with the outsourcer to adapt 
planning, estimating and development processes to organize 
work products and handoffs around time zone cycles.  

The ability to scale the size of the test team to match product 
development cycles is one of the biggest cost and time 
benefits of outsourced testing.  Maintaining a core team of 
testing specialists and planning for resource peaks and valleys 
ensures ready availability of required resources.

• Invest testing savings
Take advantage of the savings generated by the lower cost per 
unit of work to make investments that will improve quality 
and generate greater savings in the long run.  Examples 
include increasing test automation, extending test coverage, 
optimizing development processes, and redeveloping error 
prone sections of code.

Getting Started

Identify an Initial Project

Maximize the Benefits of Outsourced QA Testing
Outsourced testing can be simply a means to an end or it can 
be a fundamentally different approach to doing business.  
Product companies that embrace and capitalize on the unique 
characteristics of outsourced testing will gain significantly 
higher value from their engagements than those companies 
who treat it as a form of temporary staffing.  Ideally, the 
relationship with the outsourcer should be a true partnership 
where both sides look for opportunities for improvement 
rather than simply following status quo.  Below are some tips 
on how to maximize the benefits of outsourced testing.

As experts in QA and testing, the professionals staffing the 
offshore testing center have much knowledge to share.  Their 
independence from the internal engineering organization and 
their experience across multiple environments offers a fresh 
perspective that can provide valuable insights on how to 
improve everything from development processes to product 
design to improve quality and simplify future testing efforts.
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• Embrace standardization

• Take advantage of synergistic service offerings

• Build a long term relationship with your partner

• Duration

Providing testing services gives an outsourcing partner a 
strong understanding of their customer’s environment, 
products and market domain.  Product companies can 
capitalize on this knowledge to gain value quickly from the 
outsourcer’s other service areas.  Examples of complementary 
offerings include product development and product release 
management services.

While “one off” testing projects can be outsourced, the greatest 
benefits of outsourcing will be obtained through long-term 
partnership arrangements.  Over time, working team 
relationships strengthen, domain knowledge builds, the test 
environment expands and the testing team builds a base of 
historic metrics to better target its efforts.  This level of 
knowledge and integration generates higher business value by 
steadily increasing effectiveness and reducing costs.

—— While any initial project has set-up time and a learning 
curve on both sides, experience has shown that companies are 
able to validate the delivery model and engagement benefits 
within 4 to 8 weeks.  At this point, a product company can 
begin to scale the project to full commercial volume.

Use the outsourcing engagement as an opportunity to 
introduce standards and controls to internal development and 
QA processes.  Standardization offers multiple benefits.  Its 
increased discipline will reduce error rates, increase delivery 
predictability and enable continuous process improvement 
efforts.

About Dextrys

Dextrys Product Engineering Optimization Services

Specializing in the unique needs of companies who produce 
software as or within their products, Dextrys offers services 
that optimize the full product lifecycle.  Whether launching a 
new product, expanding internationally, ensuring the integrity 
of a major product release or implementing a new release on 
a customer site, Dextrys Product Engineering Services help 
software vendors and hardware manufacturers accelerate 
product delivery cycles, reduce development and support 
costs, and enhance overall quality.  These services help 
product companies:

Dextrys is a global provider of Product Engineering and 
Application Services outsourcing with more than 1,000 
employees across Boston, New York, California, Shanghai, 
Beijing, and Suzhou, China.  Combining 20 years of US 
technology project management and consulting experience 
with world-class engineering centers in China, Dextrys helps 
our customers accelerate profitable growth through cost 
effective, low risk services that improve the speed, quality and 
responsiveness of their software development and quality 
assurance organizations.  Dextrys specializes in "making 
China easy" for our customers, enabling them to capitalize on 
the cost, skill and business opportunities available within one 
of the world's largest and fastest growing markets.

 

Product Lifecycle Stage

P
ro

d
u

ct
 M

a
n

a
g

e
rs

Quality Assurance Teams

C
u

st
o
m

e
rs

Development Teams

Market Launch Stability / DeclineGrowth / Maturity

Product Development

Embedded Software
Development

Release Management

Quality Assurance and Testing

Localization and Translation

Product Implementation Support

Product Modernization and Re-platforming

Product Lifecycle Stage

P
ro

d
u

ct
 M

a
n

a
g

e
rs

Quality Assurance Teams

C
u

st
o
m

e
rs

Development Teams

Market Launch Stability / DeclineGrowth / Maturity

Product Development

Embedded Software
Development

Product Development

Embedded Software
Development

Release ManagementRelease Management

Quality Assurance and TestingQuality Assurance and Testing

Localization and TranslationLocalization and Translation

Product Implementation SupportProduct Implementation Support

Product Modernization and Re-platformingProduct Modernization and Re-platforming

Accelerate product delivery and reduce development and QA 
costs using China-based Development Centers
Modernize products to reduce support costs, extend cash 
flows and add market expanding platforms 
Offload release support for mature product lines, protecting 
maintenance revenues while lowering costs and freeing 
internal engineers for next generation development
Enter new geographic markets through localization and 
translation services
Gain access to engineers skilled in the latest technologies and 
methodologies
Improve quality by providing dedicated QA teams
Establish a presence in China with localized products, 
relationships and support
Extend professional services capabilities and increase 
profitability through onshore and offshore implementation, 
training and customization capabilities

For more information, please email 
releasemanagement@.dextrys.com or visit www.dextrys.com.
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