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CLASSIFICATION-AWARE JOB RANKING (CAJR) AND CLASSIFICATION-AWARE DEFECT RANKING (CDR) MODELS 

IntroducƟon 
In today's fast-paced business environment, efficiently managing and prioriƟzing jobs and defects is crucial for ensuring 
opƟmal resource uƟlizaƟon and customer saƟsfacƟon. The ClassificaƟon-Aware Job Ranking (CAJR) Model offers an 
advanced prioriƟzaƟon framework that effecƟvely helps organizaƟons tackle these challenges. Specifically, for defects, its 
implementaƟon as the ClassificaƟon-aware Defect Ranking (CDR) Model provides significant benefits for enterprises 
dealing with extensive backlogs of defects. 

EffecƟve PrioriƟzaƟon 
The CAJR Model introduces a structured approach to ranking jobs using a Job Ranking Score (JRS), calculated through 
classificaƟon Ɵers and a need-to-effort raƟo.  

 

This method ensures jobs that are the most important, those with the greatest need, but require only a modicum of 
effort are addressed promptly, by minimizing subjecƟvity and biased points of view. The CDR Model further refines this 
framework for defect prioriƟzaƟon, generaƟng a Defect Ranking Score (DRS) based on the need-to-resolve to effort-to-
resolve raƟo for each defect. This enables teams to target the most impacƞul issues efficiently. 

VersaƟle ApplicaƟon 
The CAJR Model is suitable in a business environment with various levels or Ɵers, such as customer service levels 
(Diamond, Gold, Bronze), customer size Ɵers (Enterprise, Mid-Market, SMB), and geographic markets (local, regional, 
naƟonal, internaƟonal).  

    

It supports the prioriƟzaƟon of jobs within mulƟple work types, such as infrastructure, maintenance, and technical debt, 
by ensuring a balanced allocaƟon of resources. 

The CDR Model is suitable in any development environment with various levels or classes of defects, such as CriƟcal 
(health and safety concerns), Reported (known to customers), and Internal (leaked but not reported). It supports 
prioriƟzing defect resoluƟons by ensuring that highly beneficial resoluƟons that are fairly easy to implement and release 
don’t get stuck behind high-priority defects that require extensive work. The suggested values for the factors of the CDR 
Model DRS formula provide for score ranges within classes that consider uncertainty for larger opƟons and lower levels 
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of understanding. The suggested values also provide for a meaningful overlap of class-specific ranges to ensure enhanced 
user saƟsfacƟon from limited capacity allocaƟons. 

 

Economic and OperaƟonal Efficiency 
The CAJR Model supports principles of economic prioriƟzaƟon, but unlike Weighted Shortest Job First (WSJF), the CAJR 
Model supports scenarios where lower-Ɵer jobs may have to take precedence due to overarching benefits.  

 Responsive to market Ɵer fluctuaƟons, supports the ability to tradeoffs at scale using classificaƟon 
 The JRS overlap allows for comparing costs and benefits across classificaƟons 
 Does not require ‘true values’, considers marginal benefit and cost using relaƟve values  

By removing subjecƟve bias, the CAJR and CDR models provide a clear, data-driven prioriƟzaƟon process, reducing the 
"Tyranny of the Urgent" and ensuring criƟcal tasks receive the aƩenƟon they deserve. 

For non-feature work types such as compliance, technical debt, and defect resoluƟon, the CAJR Model—and parƟcularly 
the CDR implementaƟon for defects—offers a more natural and effecƟve prioriƟzaƟon method compared to WSJF, which 
oŌen struggles to account for jobs without quanƟfiable economic impacts. 

 Considers broad aspects of value to the enterprise 
o Need to Do as a proxy for value/revenue and benefit/customer saƟsfacƟon, increasing benefits by 

providing outcomes where the need to do is defined by providing for the greatest reach and 
improvement 

 Capture using an understanding of the soluƟon or problem as a natural indicator of Effort to Do  

Enhanced Workflow and Team CollaboraƟon 
When using the CAJR Model you are encouraged to pracƟce conƟnuous prioriƟzaƟon and refinement of defects through 
frequent workshops and collaboraƟon with key stakeholders, ensuring alignment with strategic goals and customer 
saƟsfacƟon.  

 Working toward milestones/due dates requires periodic consideraƟon of job prioriƟes 

The CDR Model promotes product development flow economics, maximizing benefits with minimal capacity usage, and 
maintaining an efficient defect resoluƟon workflow that prioriƟzes well-understood and quickly resolvable defects. 

 Balanced flow that considers classificaƟon Ɵers by minimizing flow impediments when near equal value may be 
realized with similar effort for jobs less likely to impede flow 
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ImplementaƟon and AdopƟon 
The iniƟal adopƟon of the CAJR and CDR Models can be facilitated through prioriƟzaƟon workshops, fostering a 
collaboraƟve environment for determining defect prioriƟes.  

 Using relaƟve comparisons encourages dialog across mulƟple domains of knowledge 

Once integrated into the operaƟng model, lightweight, conƟnuous refinement sessions ensure the model remains 
effecƟve and responsive to new informaƟon and changing circumstances. 

The adopƟon of the CAJR and CDR Models augments the strength of WSJF used to prioriƟze Product Enhancement work. 
The WSJF, CAJR, and CDR Models collecƟvely provide improved economics across the various capacity allocaƟons of an 
enterprise. 

 

Detailed Defect Analysis 
The CDR Model provides a comprehensive framework for calculaƟng the Defect Ranking Score (DRS) using factors such as 
Reach, Impact, Pressure, Confidence, and Understanding. This allows for nuanced prioriƟzaƟon that reflects the real-
world complexity of defect management. Defects are classified into Ɵers—CriƟcal, Reported, and Internal—and the 
model then scores defects within each Ɵer based on the number of users affected, the severity of the defect, the urgency 
of resoluƟon, and the team's understanding of the defect. 

 

Conclusion 
The CAJR and CDR Models offer sophisƟcated and systemaƟc job and defect prioriƟzaƟon approaches, delivering 
substanƟal benefits to enterprises facing large defect backlogs. By leveraging structured prioriƟzaƟon, economic 
efficiency, and collaboraƟon, these models enhance the capacity to deliver high-impact resoluƟons swiŌly, ensuring 
opƟmal resource uƟlizaƟon and heightened customer saƟsfacƟon. 


