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Step 1: Reset expectations (before talking
to vendors)

Most QA partnerships fail because expectations are misaligned
from day one.

Teams expect QA to improve quality.
Vendors are often scoped to execute testing.
That gap matters.

Quick self-check

Answer these internally:

» Should QA influence go [ no-go decisions?
« Do we want QA to own quality signals or just report defects?

« What does a “bad release” mean in business terms?

If these answers aren’t clear, no vendor will fix it.

Step 2: Skip the fake pilot

Pilot sprints rarely reveal the truth.
They are:

 too controlled
e too small

* too optimistic

You don't need to test speed.
You need to test judgment.



What to evaluate instead of a pilot

What teams

usually check Why it misleads

Execution speed Clean scope # real pressure
Tool stack Tools don't equal quality
Test coverage Coverage # confidence
Polished reports Reports don't ship

Why it misleads

Handling ambiguity
Prioritization logic
Risk-based focus

Decision support

Step 3: Use scenario-based evaluation

Stop asking generic RFP questions.

Ask how the vendor handles situations you already face.

Scenarios that reveal maturity

Scenario Strong signal

High-risk rel
Igh-risk release, Talks trade-offs

little time

Flaky automation in Cli Focus on trust & signal
Unclear requirements Asks risk questions
Legacy integrations Prioritizes failure paths

If everything sounds easy, it's not real.

Red flag

“We'll test everything”

Prioritization logic
Risk-based focus

Decision support



Step 4: Force alignment on success and
failure

Ask two questions. Listen carefully.

1. How do you define success?

Good answers focus on:

- fewer late-stage surprises
- clearer release readiness

« higher trust in QA signals

- faster go [ no-go decisions

Bad answers focus on:

» test counts
e coverage

* bug volume

2. What does failure look like?

A mature partner can describe failure and how they detect it early.
No answer = no ownership.

Step 5: Compare vendors using what
actually matters

Forget CVs, tools, and hourly rates for a moment.



QA vendor comparison matrix

Dimension

Quality ownership

Risk thinking

Automation mindset

Collaboration

Release accountability

Impact on your team

Weak /
Tactical

Executes tests
All bugs equal
Coverage-first
Ticket handoffs
None

Adds oversight

Weak [
Tactical

Executes tests
All bugs equal
Coverage-first
Ticket handoffs
None

Adds oversight

Quality-driven
partner

Handling ambiguity
Prioritization logic
Risk-based focus
Risk-based focus
Risk-based focus

Decision support

If a vendor is weak on ownership and risk thinking, stop evaluating.

Step 6: Use the lightweight evaluation

framework

You don’t need complex scorecards.

You need clarity.

Practical evaluation framework

Dimension

Capability fit

Product
understanding

Risk management

What to
evaluate

Stack & domain

Critical flows

Prioritization

Strong signal

Relevant examples

Explains what
matters

Trade-offs & impact

Red flag

Generic claims

Focus on tickets

Everything critical



.. Decision Clear
Communication . Long reports
support recommendations

Growth “Add more

Scalability approach Strategy evolves testers”

Step 7: Watch for red flags early

Most vendors interview well. The warning signs are subtle.

Common red flags

These show up early if you pay attention:

P Tool lists > decision logic
> One-size-fits-all QA process
» High automation, low trust
» Reports without conclusions
> “Yes” culture, no pushback

One red flag = ask follow-ups.
Two red flags = walk away.



Step 8: Outcome check — did you choose
right?

You’'ll know quickly.

Signs the partnership works

Signal When it works When it doesn't
Internal effort Less validation More oversight
Releases Calm, predictable Stressful

QA trust Signals trusted Everything rechecked
Decisions Faster go/no-go More meetings

Team sentiment QA feels supportive QA feels heavy

Calm releases are a quality metric.
Chaos usually means risk surfaced too late.



Final QA Vendor Evaluation Checklist

Use this before you sign anything

1. Expectation alignment
We are clear on whether QA owns quality signals or just executes
tests
QA is expected to influence go [ no-go decisions

Success is defined in outcomes, not activity

2. Ownership & accountability

QA participates in release readiness discussions
QA is comfortable raising stop-ship risks

Accountability is shared, not avoided

3. Risk-first thinking

Vendor prioritizes based on business impact
Trade-offs are explained clearly

They can say what they won't test, and why

4. Test automation philosophy

Automation is framed as a confidence tool
There is a clear approach to flaky tests

Manual testing is used deliberately, not by default

5. Product understanding

Vendor can clearly explain critical user flows
They understand where failure hurts the business most

They ask questions beyond the backlog



6. Collaboration model

QA works embedded with engineering
Defects are handled as shared problems

Communication feels proactive, not reactive

7. Reporting & decision support

Reports answer “What’s risky right now?”
Reports include recommendations, not just data

QA input shortens decision-making, not meetings

8. Impact on internal teams

QA reduces validation and oversight effort
Engineers trust QA signals

Product teams rely on QA for release confidence

9. Scalability

QA approach evolves as product complexity grows
Scaling means better strategy, not just more testers

Quality standards hold without constant supervision

Final decision check

This partner will challenge us when needed
This partner will help us decide when to ship

This partnership will make releases calmer, not louder

If you checked “no” more than a few times — don’t proceed.
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Your dev team
heed a solid
QA partner

With 300+ clients worldwide, DeVviQA is the QA partner of choice for
teams that can’t afford slow releases, brittle automation, or high
turnover. We bring consistency, clarity, and confidence.

Find out more
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