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Dear Raghav

First of all, on behalf of the company, | would like to express my most sincere respect and
gratitude to the appraisal team for the appraisal conducted for Beijing Guoxin Innovation
Technology Co., Ltd. (hereinafter referred to as the company).

In 2015, since the company started to improve the process, it is very obvious that CMMI has
brought a lot of improvement to the company, from the perspective of methodology, ideas, or
growth from the company's development. There are always appraisals which valuable
improvement opportunities are proposed to solve the tough problems the company faced today.

The CMMI appraisal phase 2 started on January 15. Thanks again for the strong support of
the appraisal team. This appraisal has brought great help to the company. Through the
weaknesses found and improvement opportunities made by the appraisal teams, some
deficiency in the process improvement of the company are very accurately revealed. In my
opinion, from the weaknesses that have been found, the improvement opportunities can 100%
represent the real states of the company’s current engineering practices. From this appraisal, |
believe that there are some of the following lessons learned:

1. In the practice process of high maturity, quantitative management is particularly
important. The acquisition and analysis of data can help us more accurately identify the real
situation of various processes of the company. During the appraisal process, some improvement
opportunities in quantitative management were proposed, including updating the frequency of
organizational QPPO and PPB, and the project's standard for QPPO, etc. These improvement
opportunities are very worthy of our attention and study;

2. The coding quality and coding standard of software products are the core and lifeblood of
a software company. During this appraisal, we clearly aware that there is still a lot of room for
improvement in terms of coding standard. The company will take this aspect as the top priority of
follow-up improvement, conduct comprehensive optimization, and ensure the overall quality of
follow-up software development;

3. The development of the company is inseparable from the cultivation of talents. During
the appraisal process, we found a series of problems caused by insufficient personnel ratio and
insufficient training investment to the management of the company. Talent is the foundation of a
company, and the effective investment of talents is not a cost but a benefit. Therefore, in the
follow-up improvement process, we should not only optimize the organizational structure, but
also emphasize training in technology, business and project management, and establish a better
enterprise knowledge sharing system to support the better development of the company;

4. Details contribute to success. Project management is a combination of a series of
interlocking processes. The results of each process will affect the other processes. Therefore, the
management of each process must dive into the details, rather than scratching the surface. In this
appraisal, the appraisal team found some details such as insufficient configuration review
checklists, uncounted QA man-hours, and incomplete records of version updates. Though these
details are not enough to affect the progress of an entire project, but they actually affect the
overall management of the company. The improvement of the level has created a great obstacle.
As the saying goes, a thousand miles of dykes collapse in the ant's nest, and over time, it will
affect the company's business goals and strategic goals, so these suggestions are also worthy of
our attention;
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5. Innovation is the driving force of the company's development. In this appraisal, we also
realized that the company is lacking in the introduction of new tech nologies and new tools,
Avoiding risks and considering the current input-output ratio are indeed the main factors that
companies consider when making decisions, but in order to maintain technological leadership
and long-term development, companies should invest more in technological innovation and tool
update;

6. Standards guide behavior. In a high-maturity company, the behavior of its employees will
have uniform norms, so a mature and new OSSP standard process system is essential. Since the
company's EPG members are all part-timers, although our entire set of system documents is
regularly updated, it lacks a comprehensive review. Therefore, some problems such as outdated
specifications, inconsistent template formats, and incomplete quantitative data were also found
in this appraisal. In the subsequent improvement process, we will also arrange special personnel
to sort out the standard process system documents as a whole;

7. In this appraisal, one improvement opportunity from the appraisal team: "In the QA NC
records, information of the effort QA spent for each NC is missing. For example: In the case QA
takes 1 month to find 1 NC with negligible risk, it is not reasonable. By collecting this kind of
effort helps to link the performance of QA and the risk of its NCs. " This is such a good warning to
me. We pay too much attention to the behavior, but ignore the essence of the behavior. Process
improvement is not improvement for the sake of improvement, but for being better. | believe we
have similar problems in other areas. Therefore, we need to further optimize the process to find
a balance point that is more suitable for our company between "big and comprehensive" and
“quick and simple", which avoid unnecessary investment. This requires a long-term reflection on
self and repeatedly verifying the process.

Through this appraisal, | can see that the points that the appraisal teams wanted to make is
understood by all members joining in this appraisal. And all members who participated in this
appraisal have benefited a lot. According to the EPG feedback, | think the appraisal team
organized and arranged the appraisal activities in an orderly and efficient manner. The findings
were all right to the pain point. Including the analogy to compare coding standards with cooking
in a restaurant, which is very vivid and profound. What CMMI has brought us is not only the
improvement of engineering management, project management, process management and
human management, but more importantly a set of methodology and thinking method, so that
every employee of the company gain something from it. Not only can you feel the benefits it
brings in your work, but it also extend to your life and improve your capability to deal with the
world. Therefore, | would like to thank the appraisal team for their hard work in this appraisal
activity.

Though the overall appraisal is coming to its end. The improvement process of software in the
company cannot be delayed for a minute. Based on the appraisal results, | have added the
following contents to my work plan to further ensure the help this appraisal are brought to the
company.:

1. Convening the company's senior management, EPG team leader, and ATM members to
conduct a complete review and summary meeting of the appraisal, so that the company's senior
and middle management have a complete and full understanding of the appraisal. The action is
expected to be completed at the end of the appraisal. within the next two weeks;

2. The improvement work is a continuous work. | will convene a meeting in late February and



b S G R R R A ] L EfEel#R

invite senior managers and EPGs to participate, mainly to discuss how to optimize the process
improvement at the organizational level after this appraisal process, and formulate the 2022
annual process improvement plans and objectives;

3. The above improvement meeting and work will inevitably become a very important part of my
follow-up work. | will pay close attention to the data and effectiveness analysis generated during
the process improvement process.

Finally, | would like to-thank+the appraisal team again for bringing such good helps and
improvement q_pﬁor{_unitig_'siﬁ:ftrjhg'_‘pgmpanies and improving the maturity of the company.
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