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B 1Y) Raghav Nandyal ZZifi:
Dear Mr. Raghay,
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Hello! It is a great honor for us to have you as the ATL for the appraiser this time
to provide guide to us.
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When we learned that you are the world's most well-known CMMI Level 5
appraiser, we were all very excited and cherished this opportunity to learn and improve.
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First of all, on behalf of the management and all employees of Xindehui, I would
like to express my heartfelt thanks and best wishes to you! The company attaches
great importance to the work of CMMI. Since the end of 2018, the OSSP has been
upgraded to the 2.0 model, and it has given strong support and arranged
outstanding employees to carry out process improvement work full-time. After the
implementation of CMMI-DEV V2.0, we have achieved a significant increase in coding
productivity and a significant reduction in defect density in customer acceptance.ft
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During the appraisal period from November 2, 2020 to November 9, 2020, you led
the members of the appraisal team to conduct a strict and careful review of the
improvement results of our company's CMMI level 5 through material inspection and
personnel interviews. During the appraisal period, your professional knowledge and
rigorous and meticulous work style left a deep impression to us, and we benefited a
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In this appraisal, your suggestions for improvement helped us find the problems
that need to be improved in our work. Through your vivid guidance, our team deeply
understands the essence of high maturity and deepens our understanding of the
CMMI2.0 model.
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The specific summary is as follows:
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1. Experiences learned in this appraisal
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1. When establishing PPB, classification rules for similar projects should be
considered, and measurement items such as reuse rate and rework rate should be
added to gain in-depth understanding of the more effective and reasonable use of the
PPM model.
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2. Break down the business goals according to the organizational business
classification, establish organizational process performance goals (QPPO), establish
organizational process performance baselines (PPB), enable the organization to grasp
the current development capabilities, and make further improvements based on this
capability; establish organizational process performance models ( PPM), so that the
organization has the ability to predict and adjust the project.
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3. The defect density of customer acceptance is critical to improving customer
satisfaction and product quality. As the first goal of the organization, the quality red
line is defined in the organization-level policy and related standard process documents.
Real-time monitoring during project execution can ensure the ultimate goal to reach.
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2. The relevance of the learned experience and subsequent process improvement
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1. Continuously update the process performance baseline (PPB) of the
organization so that the organization can grasp the current development capabilities
in a timely manner and make further improvements based on this capability;

2. ERBEPPM B FE, —BE T, SMEBITRES, KN TEHHA RSN
HRY(PPM), REHLINT PPM BHATHUA AR A B

2. Pay attention to monitoring the F value of PPM. Once it drops, perform root
cause analysis and update the organizational performance model (PPM) in time to
improve the organization's ability to predict and adjust PPM;
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3. Improve the process improvement from qualitative improvement to quantitative
improvement, and continuously improve organizational performance goals on an
annual basis;
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4. The project manager has evidence, prevention, routines and guidance for
project estimation. The analysis and correction of deviations are more comprehensive
and effective. For example, using SPC technology, monitoring project execution, using
control charts and cause analysis methods, can effectively identify deviations and root
causes, to preventing deviations from continuing to occur and eliminating deviations
in project management. Effectively improve project performance and quality, and
achieve the win-win goal of customer satisfaction and company performance;
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5. Through the quantitative management method of risk management and control,
timely adopt corresponding mitigation or response measures to transform risks into
opportunities.
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3. The next work plan
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1. In terms of engineering
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(1) The organization will arrange human resources to develop a defect
management system based on JIRA, strengthen the company's product defect
management, improve the company's product quality, reduce project rework rate, and
reduce project costs;

(2) AWRBEALMRAHBIE, ARG, 35 H GRS 3 R 50N R s
I BRI M T DS B2 4 B Bt 4R B R O o ) R R B R T ORSR R
B K LU I H R o

(2) Constantly accumulate public test case library, reuse common test cases, and
use defect management system to strengthen defect management. Quantitative
management analysis can help the organization to find problems in process
improvement in a timely manner, prevent problems before they happen, correct
deviations in time, and finally achieve the improvement goals.
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(3) Allocate a special test engineer to each project, and OT organizes a special
training and appraisal for the test engineer to ensure that the test engineer is proficient
in the defect management system and the use of the public use case library. Make the
test work in place to ensure product quality.
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2. In terms of process management
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Make full use of the "Cloud Classroom" training system to develop the "Xindehui
Online Training and Examination System" to realize fragmented learning on the palm,
carry out training effectively in real time, and greatly improve the training effect.
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3. In terms of project management
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Extend the functions of the existing "Project Management System", tightly
integrate the EST, PLAN, MC, RSK, MPM, GOV, and II of the CMMI-DEV V2.0 Model into
the "Project Management System", and realize the automation of the whole set process
from the establishment of the project->Estimation->Monitoring=> the organization's
quantitative management to improve the management efficiency of the project.
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4. In terms of decision support
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The company established an independent data management center and set up an
MA manager to be responsible for the company's quantitative management. Each
project has an MA specialist who is responsible for the MA work of this project. In the
project management system, add timely reminders before and after data collection,
remind MA to perform data analysis work, remind QA to perform data inspection work,
automatically generate GOV matrix, quantitative management report and quality
rectification report, and automatically report to the senior management.
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5. Other improvements
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The company has built a new training college which land occupation is more than
10,000 square meters, and is equipped with a series of supporting facilities such as
training rooms, seminar rooms, training rooms, gyms, coffee houses, etc., to provide
strong support for the organization of talents.
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All the above items except "Defect Management System", "Project Management
System" and "Xindehui Online Training and Examination System" have been
implemented. The development of the three systems will be completed by the end of
this year, and the next round of process improvement will be implemented as planned .
I believe that the process improvement work of Xindehui will be even better next year!
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Thank you again for your meticulous guidance to help us diagnose the problem
and improve it. I especially hope that we can have the opportunity to invite you to the
company to guide the work.
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