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The company has gained tremendous improvements in project management and
performance objective monitoring over the years of R&D build-up and high maturity
practice implementation. To assess the current process proficiency and continuously
identify improvement opportunities, we decided to apply for CMMI Level 5 appraisal.
The hard work of the lead appraiser Mr. Raghav and ATM during the period of
assessment is greatly appreciated for ensuring the smooth proceeding of the appraisal.

For this CMMI appraisal, I present a summary of the following 4 dimensions.
1. Conformity of the appraisal findings

In the course of the appraisal, the appraisal team proposed 44 improvement items
for the company. Through EPG and project manager's analysis of the improvement
items and feedback results, I believe that these improvement items covered 96% of
the actual conditions of the company, which is a very strong compliance and indicates

that the professional performance of this appraisal is excellent.

2. Lessons learned from the current appraisal experience
We evaluated the value of all weaknesses as per the relevance of business
objectives and improvement costs, and prioritized all weaknesses, among which the
priority weaknesses are: 1) 1) The company's new recruits are not competent enough
to use tools, so they need to strengthen training on the use of development tools and
assess the effectiveness of the training effect based on the high maturity model. 2) In
the project requirements research stage, we should improve the communication
between project QA and testers and customers in order to more accurately identify
customer quality requirements and acceptance criteria requirements to ensure
subsequent project acceptance more smoothly. 3) The project team should increase the
domestic communication frequency, and can consider adding daily station meetings
so that the project manager can keep track of the work progress and deal with the
problems found. 4) Add CAR analysis of serious problems found by testing, and come
out with frequent defects according to the results of Pareto analysis in order to reduce
the density of remaining defects and improve quality. 5) In order to better meet the
policies and specifications of the insurance industry, the project team increases the
industry laws and regulations study in order to improve product compliance. 6) In QA
audit, check items will be prioritized and simplified, and the project manager's
random sampling will be increased to improve the accuracy and efficiency of QA
audit. 7) In order to facilitate senior managers to understand the effect of performance
target achievement, R&D department will carry out special management internal audit
regularly.
3. Implications of the lessons learned for the company

Many improvement proposals that are helpful to us have been identified through
this appraisal. These improvement proposals represent excellent direction for us to
continuously optimize our organizational performance objectives, baselines, and
models. The improvement proposals cover all aspects of project management,
engineering implementation, support activities, and organizational improvement, and
through the analysis of the improvement proposals, improvement measures are
obtained that can provide a basis for the company's software development process



organization capability, technology development capability, and technology. As our
company keeps improving on every aspect of our capabilities, we can also provide
users with more mature industry solutions, higher quality services and continuous
innovation and upgrades, which are much needed now.

4. Next steps for continuous improvement

Subsequently, I will chair a special workshop for the company's EPG team to
conduct a special theme and schedule the follow-up improvement implementation
tasks. First, we will analyze the root causes of the weaknesses suggested in each
process domain, find the best solution, put together the management team to assess
the feasibility of the measures, and at the same time, define the process improvement
objectives in line with the key elements of the solutions, establish the process
improvement infrastructure, define the division of roles and responsibilities and the
required resources, develop the corresponding improvement plan, validate and
implement the improvement process. We will materialize the improvement into the
company's management regulations, and continuously track the effect of the
improvement. The improvement program needs to be piloted internally first, and then
promoted within the organization. The senior management and EPG monitor the
promotion effect of the improvement program and adjust it in time, so that the
organization can make continuous progress in quantitative management and
continuously improve the organization's business objectives attainment.
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