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Sponsor Feedback

As the sponsor, | am honored to deliver this message on behalf of HNAC Technology Co., Ltd.
I would like to thank the lead appraiser, the interpreter, the ATM members, the EPG process
assessment team, the project manager and project members, and other key members for their
hard work over the last few days in this CMMI Level 5 appraisal.

The findings show a comprehensive picture reflecting 95% of the current status of the
company's software engineering practices. The data includes organization-level management,
project-level project planning, requirements, R&D, testing, product launch, and after-sales
services, which shows that the company's management team and project team have
quantitatively managed and comprehensively monitored the project.

However, there are still gaps in the CMMI program that need to be continuously optimized
and improved. Thus, it is very grateful to the appraiser and ATM members for bringing out some
weaknesses and suggestions for improvement to the existing system, and offering some food for
thought and directives for the subsequent improvements.

experience

1. There are some gaps in the project measurement and organizational measurement work, for
example, the time spent before the review and the time to solve the review problems are
not recorded during the review process, and the organizational metrics library should be as
solid as possible to strengthen the measurement infrastructure.

2. The follow-up evaluation and analysis of improvement items are not sufficient. In the past
CMMI improvement exercise, the number of improvement items was reduced from 15 to 2.
But we should have summarized what we did as there are many successful improvement
experiences, which should be effectively used to guide the future work.

3. There is not enough flexibility in the actual execution process, for example, for risk
identification, handling of outlier data, project measurement check items, etc. We should be
down to earth and make some streamlined actions according to the reality.

4.  The data sources in the document are not clearly marked, for example, the test indicators of
stress and performance tests are not clearly labelled with the corresponding test sources.
This may lead to some potential risks of misleading performance indicators.

5. The training is not focused, and there is room to improve the training effectiveness, and the
relevant documents are not updated to the organization library and released in time after
the training; and the training participation should be improved to enable the trainees to gain
more.

6. For the positive influence of the project process, which is not effectively utilized for
secondary exploitation, the causes of the positive influence of the project process should be
analyzed and the key points should be identified so that the effective part can be extended
to other projects.
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7. There are still some overlapping duties, and the rights and obligations of each position that
should be separated, so that on the one hand the scope of duties can be clarified and the
efficiency can be improved, and on the other there can be dedicated personnel and improve
the understanding of the staff in the corresponding business domains.

how to improve

1. On the metric works, it is necessary to continuously upgrade the core competitiveness. The
detailed process record of the existing improvement items will, on the one hand, help us
analyze the results of past improvements, make quantitative assessments, review the
improvement efforts of the company over a long period of time, and subsequently conduct
improvement curve analysis. On the other hand, it helps us to use history as a mirror to
guide future improvement work, enabling continuous improvement of software products in
terms of development efficiency, development process, and quality of finished products.

2. Steady progress is needed to have strong fundamental review capabilities. It is necessary to
refine the review process and continuously and continuously optimize the review items to
be able to identify the review key points, improve the review efficiency, reduce the cost of
QA and related personnel, and have a strong support capability in the future market scaling
scenarios, and provide the basic capability to achieve higher project productivity.

3. 3. The rigorous regulatory process needs to be strictly enforced in the testing process, risk
management process, and peer review process, and based on the weaknesses identified in
the CMMI process, the process and guidelines should be updated and released in a timely
manner to regulate the documentation management, so that each management process can
be checked in an orderly manner and the project change process can be traced, which also
facilitates QA personnel to perform inspections.

4. The quantitative capability can be strengthened by putting in place training on Six Sigma by
dispatching relevant staff to receive the training and setting up a more complete mechanism
for dealing with outlier data. During PPM model building, various new statistical analysis
techniques are needed such as scatter diagrams for effective outlier data processing to
establish effective PPM that is closer to the real environment and form a correct model
baseline.

5. An internal training cycle mechanism can be developed to continue increasing the working
skills of trainees. Within the upstream of training, through an effective incentive mechanism,
lecturers can improve their lecturing skills and select training contents that are strongly
related to business objectives and actual business, and in the downstream of training,
through collecting feedback from trainees and feeding back to the training organizers over
time.

6. To make progress while maintaining stability, it is necessary to have a strong basic evaluation
ability. A more refined review process and continuous optimization of review items can
identify review points, improve review efficiency, and reduce costs for QA and related
personnel. In the case of future market expansion, it needs to have strong support
capabilities and achieve higher project productivity. basic ability.
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Strict and standardized management, strict control is required in the testing work, risk
management process, and peer review process. According to the weaknesses found in the
CMMI process, update the process and guidelines, release them in a timely manner, and
standardize document management, so that each management process can be checked in
an orderly manner. The project change process can also be traced, and it is also convenient
for QA personnel to conduct relevant inspections.

Strengthening quantification capabilities can implement the dispatch of relevant personnel
for Six Sigma training, and establish a more complete abnormal data processing mechanism.
Especially in the process of establishing the PPM model, it is necessary to use various new
statistical analysis techniques such as scatter plots to carry out effective abnormal data.
process, establish an effective PPM that is closer to the real environment, and form a correct
model baseline.

Form a training internal circulation mechanism to continuously improve the working ability
of the trainees. In the upstream of the training, through an effective incentive mechanism,
improve the lecturer's ability to give lectures, and select the training content that is strongly
related to business goals and actual business. The opinions of the trainers are continuously
fed back to the training organization staff.
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