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Are Inspections Broken?

What Are Inspections?
• Software Inspections are a pre-emptive peer review of work products

– By 3-5 trained individuals (e.g., stakeholders) using a well defined (formal) process 
– To detect and eliminate defects as early as possible in the Software Development 

Life Cycle, or closest to the points of injection

• Referred to as ‘Peer Reviews’ in Capability Maturity Model (CMM) and CMMI

Commonly inspected work products include: 
• Requirements 
• Design 
• Interface Agreements
• Code, Test Material, or other text 
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Stewart- Priven Background

30 years software development experience (each)
• Commercial, Executive Mgmt. Focus
• Government, Technical/Project Mgmt. Focus 

Managed IBM team that developed Inspections (led by M. Fagan)

Both taught Inspections for M. Fagan 1998 – 2005
• 50 company locations, 250 classes, 5000 practitioners

SPG, LLC formed Feb. 2006
• Systems & Software Technology Conference, Tutorial June 2007 - Tampa
• Crosstalk Magazine Article January 2008
• Practical Software Quality & Testing, Two Presentations May 2008 - Las Vegas
• International Conference - SW Process Improvement: October 2008 Wash. DC

- Tutorial Topic: “New Direction for the Inspection (Peer Review) Process”
- Presentation Topic: ”Management Responsibilities for Successful Inspections”
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Concerns of Other Industry Experts

• ‘Inspection . . .depressingly few practitioners know about the 30 year old 
technique of software inspection.  Even fewer routinely perform effective 
inspections or other types of peer reviews.’ “Karl Wiegers - “The More Things 
Change, Better Software, Oct. 2006”

• 'Formal inspections .  .  .. part of the problem here is that not a lot of 
companies know how to use these things.' Capers Jones, Chief Scientist, SPR –
"Computer Aid Inc. July 2005" 

• ‘Yet for others, Inspections never succeeded as well as expected, primarily 
because these organizations did not learn how to make Inspection both 
effective and low cost.’ Ron Radice - “High Quality Low Cost Software Inspections, 
2002 Paradoxicon Publishing”

• ‘Inspections .  .  .with the right instrumentation and training they are one of the 
most powerful techniques for defect detection.’ Chris Ebert - “IEEE Software 
Jan/Feb 2000, Best Influences on Software Engineering over past 50 years”
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Pitfalls cause inspections to fail!  Each must be Resolved

1. Lack of supportive Development Life-Cycle infrastructure for Inspections

2. Lack of understanding by upper managers of the process, benefits, their role

3. No Management tools for up-front planning, and estimating potential savings

4. No Time incorporated in development schedules for performing inspections; and 

No Criteria established for selecting quality-critical areas to inspect

5. No Inspector tools for correct & consistent execution, assessment, & reporting

6. Limited Monitoring of inspection execution and results

7. No post-class student refresher

8. Lack of Company Champion to facilitate consistent implementation

9. Too much elapsed time occurs between training of project team members

10.No Company Inspection Process Capture mechanism

Inspection Pitfalls

Stewart, Roger & Priven, Lew.  “How to Avoid Software Inspection Failure and Achieve Ongoing Benefits.”
CROSSTALK Magazine Jan. 2008      (or http://www.stsc.hill.af.mil/crosstalk/2008/01/index.html)
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Each Inspection Pitfall Must be Resolved

Inspection Pitfall Roadmap

7
Training

Refresher

4
Time for

Inspections
in Schedule

5
Inspector Tools

(w/process training)

10
Inspection Process

Capture Tool

9
Rapid Project

Training

8
Inspection
Champion

S
uc

ce
ss

fu
l i

ns
pe

ct
io

n 
im

pl
em

en
ta

tio
n

1
SDLC

Infrastructure

2
Management

Understanding

3
Management

Planning Tools

6
Tracking &

Monitoring Tools



Copyright ”2007 Stewart-Priven Group, All Rights Reserved

7Fixing SW Inspections     July 22, 2008

SPG

Resolving Inspection Pitfalls

SOLUTIONS to Fixing SW Inspections
a. Pre-Requisite Assessment of client SDLC
b. Upper management class in ‘Managing Inspections’
c. Tools for Management Planning, Savings, Monitoring,

Tracking, & Process Capture
d. Inspector Tools (Preparation, Execution, Analysis)
e. Student Refresher
f. Rapid training capability (<= 2 days) & Mgmt. Commitment
g. Inspector Support

- Student class feedback to Management
- Inspection Role Reference Card
- Product Inspection Checklist Kit
- Course material tailoring

A foundation for: AN INSPECTION ‘METHODOLOGY’!

PITFALL #s

1

2, 4, 8, 9 

3, 4, 6, 10

5

7

9

7
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3. Inspection 
Methodology: 
Training & Tools

1a. Est. net saving 
from inspection;

1b. Perform 
assessment of 
Development 
Infrastructure

2. Tuning 
Recommendation; 
& any Prerequisite 
Infrastructure  
Implementation

4. Performance 
Consulting 
and Coaching

Assessment Methodology

Development Infrastructure

Inspection
Tools & Training

Implementation

Using an Inspection ‘Methodology’

To Solve and Prevent Inspection Pitfalls  

a. Enabling Infrastructure

b. Management Instruction
c. Tools for Planning, Savings, 

Monitoring, Tracking, Capture   

e. Student Refresher
b. Inspection Champion
c. Process Capture

d. Inspector tools
f. Rapid Training
g. Support: ref. card, checklist 

kit, material tailoring  

management
practitioner
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Inspection Tools – SPG’s SpectorTool SuiteTM

Planning Tools
(Project Planers)

Execution & Analysis Tools
(Inspection Leader, with team)

Tracking & Monitoring Tools
(Managers)

• Supports Project Planners
acquiring and providing 
senior management with 
cost savings data to 
support using inspections  

• Supports Inspection team
finding maximum defects 
through proper inspection 
process execution

• Supports Management 
with immediate results, 
savings and ROI of 
individual and multiple 
inspections  

During Inspection

Before any Inspections

After Inspection

PlanSpector TM

InSpector TM

TrackSpector TM
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Stewart-Priven Inspection Tools

Inspection
Planning
Counter

Planning Tools
(Project Planers)

Execution & Analysis Tools
(Inspection Leader with team)

Tracking & Monitoring Tools
(Managers)

Project
Savings/Cost

Estimator

Inspection
Preparation

Tool

Inspection
Meeting Log

Tool

Analysis
Tool

ROI Calculators

Aggregate Results
Calculator

Tool U
se Sequence

-Requirements
-Design
-Code

1

2

3

4

5

6

7

During InspectionBefore any Inspections After Inspection
TrackSpectorTMInSpectorTMPlanSpectorTM

8
Defect Detection Evaluation Tool

TestInsp other
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Inspection Steps: Objective, Find & Fix Product Defects

Where are Inspection Tools Used?

Planning
(Step 1)

• Verified Product Fixes

• Product Configuration Control
• Inspection Report for

Management Review
• Database Update & Archive

Consistent with IEEE Standard 1028 for Inspections
(IEEE - Institute of Electrical and Electronics Engineers, Inc.) 

• Preliminary Mgmt. Report

Overview
(Step 2)

Preparation
(Step 3)

Inspection
Meeting
(Step 4)

Analysis
(Step 5)

Rework
(Step 6)

Follow-up
(Step 7)

TrackSpectorTM

InSpectorTM

PlanSpectorTM
SpectorTool SuiteTM

1. Planning Counter
2. Savings Estimator

3. Preparation Tool
4. Meeting Log Tool
5. Analysis Tool

6. ROI Calculators
7. Aggregate Calculator
8. Defect Detection

Evaluation Tool

1/2

4

5

4

3

6

6/7

6
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Planning Inspection Tools for Management

Planning
Counter

Savings
Estimator

Analysis
Tool

ROI
Calculator

ROI
Calculator

Aggregate
Calculators

Project Planning Inspection Execution Monitoring

PlanSpectorTM InSpectorTM TrackSpectorTM TrackSpectorTM

Defect Detection
Evaluation Tool

Post-Inspection Savings & Defect Tracking

Number of 
project 
Inspections and 
hours to 
conduct

Cost of using vs. 
not using 
inspections; net 
project savings

• Decision: Use 
vs. Don’t use
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Monitoring Inspection Tools for Management

Planning
Counter

Savings
Estimator

Analysis
Tool

ROI
Calculator

ROI
Calculator

Aggregate
Calculators

Project Planning Inspection Execution Monitoring

PlanSpectorTM InSpectorTM TrackSpectorTM TrackSpectorTM

Defect Detection
Evaluation Tool

Post-Inspection Savings & Defect Tracking

Summary of product 
problems found, 
inspection metrics, 
and warnings if 
insp. performance 
limits exceeded

• Decision: proceed 
or partial, or full 
Re-Inspection

Inspection Meeting:
Preliminary estimate 

of hours for Insp. vs. 
hours if no Insp., plus 
net hours saved, ROI 
and Defect Density
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Tracking Inspection Tools for Management

Planning
Counter

Savings
Estimator

Analysis
Tool

ROI
Calculator

ROI
Calculator

Aggregate
Calculators

Project Planning Inspection Execution Monitoring

PlanSpectorTM InSpectorTM TrackSpectorTM TrackSpectorTM

Defect Detection
Evaluation Tool

Post-Inspection Savings & Defect Tracking

Inspection Exit: 
Number of Defects 

Fixed & Verified, plus 
updated insp. cost, 
Net Savings, ROI 
and Defect Density

To-Date Totals

Consolidated net savings, ROI, and 
Defect Density by Requirement, 
Design, and Code Inspections; plus 
trend analysis graphs for defect 
reasons, origin, and severity

Consolidated phase defect  
discovery counts from 
testing, inspection, and 
other activities; Tracks 
Quality Goals and provides 
Inspection effectiveness 
calibration for Release to 
Release and Org. to Org. 
from phase defect 
comparisons
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Practitioner Inspection Tools

Analysis
Tool

*ROI
Calculator

Inspection Execution

InSpectorTM TrackSpectorTM

Identifies areas 
where inspection 
performance limits 
may be 
compromised

Summary of product 
problems found, 
insp. metrics and 
improvements for 
next inspection

Insp. Meeting: 
Estimate of net 

hours saved, ROI 
and Defect Density

Preparation
Tool

Meeting Log 
Tool (1)

Meeting Log 
Tool (2)

Supports Leader in 
determining if Insp. team 
is adequately prepared? 
(time, material, 
questions) 

• Decision:
Has foundation been 
established to proceed 
or

Complete Preparation

Collect consistent and 
complete problem data; 
including metrics to 
support development 
process improvement, 
and defect classification 
totals

Tool also used later at 
inspection exit to confirm 
identified defects have 
been fixed 

* Primarily a management tool, but is available to inspection team during Analysis step

Used to update inspection 
mtg. information at 
inspection exit to confirm 
identified defects have 
been fixed; and for any 
updates to defect 
classifications 


