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Dear Mr. Raghav.

First of all, on behalf of the company, I would like to express my sincere respect and gratitude to the
appraisal team for this CMMI high maturity appraisal done for Beijing Goldenwater Information Technology
Development Co. LTD. Since the introduction of process improvement to our organization, CMMI has
brought great improvement to the company, solved the problems arising from the project, improved the
company's productivity and product quality, and provided great help for the company to reach our business
and commercial goals.

This CMMI high maturity appraisal, which officially started on May 5, has come to its end. The 29
weaknesses identified by the appraisal team members reflect some of the company's weaknesses in process
improvement in a more objective way. These weaknesses are problems that we have not noticed in the process
improvement, just like "You can’t figure out the shape of a mountain because you are in it", so I would like
to thank the appraisal team again for their hard work in these days. I think the weaknesses identified can 100%
reflect the actual problems in the software development process and process improvement process of the
company in a comprehensive and objective way. Through this appraisal, I have got valuable lessons in the
following areas.

(1) The role of QA, the quality manager, is critical and easily overlooked in the process improvement process.
Because QA has to audit organization-level assets, project documents, and organization-level documents, etc.,
to check and audit the whole process of high maturity process improvement and provide relevant guidance.
This Appraisal found that our QA staff is insufficient and we should strengthen QA training in the CMMI
high maturity process area. We will raise the importance of quality management, recruit and supplement QA
staff, and conduct training and seminars on the CMMI high maturity process areas for QA working groups.
(2) Quantitative management and analysis are particularly important in the practice process of high maturity.
The appraisal team proposed that we can consider metrics such as schedule deviation, productivity, etc., as
well as project estimation issues that we ourselves think need to be improved, i.e. project estimation with the
same style of estimation, similar ideas, too close estimation results, etc. The company will continue to keep
the emphasis on quantitative management and metric analysis to improve the issues raised above.

(3) Training can improve the business skills and technical skills as well as the project management skills and
process improvement skills of the company members. The training-related issues raised in this appraisal , for
example, in the training of personnel, the company's training path for career development or transformation

of employees is not clear, and no clear direction is given as to what kind of training needs to be involved; for



@ JER &K EBEAR L RARAF

training with practical operational skills requirements, it should not only be a written test, but also need to
add a computer-based operation test; QA should give feedback to the HR department on training needs based
on the audit. We will pay more attention to the planning of training, improve the job skills matrix, and increase
the number of on-line exams and other links.

(4) Decision analysis, the decision analysis related documents clarify the decision subject, personnel and how
to solve the problem process, but the appraisal team suggested that it is not detailed enough, and we will
continue to refine the content. We will continue to refine the content and train the project team members on
the refinement. In addition, we did not use RACI matrix analysis, we will organize project team members to
learn RACI matrix analysis method, use RACI matrix analysis to explore solutions for critical and complex
decisions, and record the use process in the document.

(5) The company's current project mainly follows SpringMVC hierarchical design ideas, we try to introduce
domain-driven design ideas to improve the scalability and reusability of modules. For example, we
introduced SpringCloud microservice architecture to improve the stability of the system and reduce the
failure loss rate of the system, and introduced link tracking tools to ensure the traceability of the microservice
system architecture.

(6) In the process of risk management, we often notice that the project schedule deviates and the project does
not reach the expected quality. This evaluation raises the question of whether there is a risk for project-level
QPPOs if they are set too aggressively. We should also identify and manage such risks that seem to achieve
the goals but may also arise.

(7) We use CMMI High Maturity for process improvement, but when we encounter problems, we do not
necessarily have to follow the CMMI High Maturity for process areas, we can be flexible and consider the
overall project to solve the problems.

This appraisal is actually a good opportunity for us to learn and improve. Through the appraisal, the company
members have a deeper understanding of CMMI high maturity process improvement. The weaknesses
identified can also provide guidance for our continuous process improvement process in the future. This is
also very beneficial for the company to achieve business goals and business objectives.

Based on the findings of the appraisal, I have added the following to my work plan to further secure the
benefits of this appraisal for the company.

1. In mid-May, [ will hold a meeting and ask senior managers and EPG to attend. [ will do a summary meeting

on this CMMI high maturity appraisal, and make a process improvement plan for the future to continuously
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optimize and improve the process improvement.
2. For the weaknesses found in this process improvement, I will fully coordinate the company's human and
resources to actively improve and guarantee the effect of improvement.
3. I will make a practical plan for the improvement suggestions made in this appraisal, and promote the
completion of each item.

May 10, 2022

Beijing Goldenwater Information Technology Development Co. Ltd.




