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Executive Session Summary Report - Sponsor
Feedback

The entire appraisal team worked diligently for eight days,
steering the appraisal for many consecutive days. The appraisal
team reviewed appraisal materials, inspected tools, held
interviews, pointed out relevant weaknesses, and provided
particularly effective proposals. The findings accurately
represents the current state of software engineering and
management practices as much as 95% and above. The learning
experience of this evaluation reinforced our understanding of
our own workflow and CMMI practices. The findings were
found to be very relevant to our company's development
targets and catered to the direction of our entire project team

to improve the journey.

The company's R&D department introduced quantitative
statistical techniques and concepts in accordance with high
maturity practices, and the effectiveness of all aspects of the

work was significantly improved. The project overall reduced
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customer acceptance defect density, improved system defect

removal rate, increased coding productivity, and reduced total
project schedule deviation, resulting in a 4.6% increase in
customer satisfaction, and our department accomplished its
business goals for the year. In process management, we
provided organization-level PPB and PPM to improve the
project manager's ability to anticipate and adjust the project,
quantitatively carry out process improvement, and continuously
improve the organization's performance objectives; in project
management, we quantitatively monitored all phases of the
project, effectively carried out deviation analysis, and achieved
QPPO of the project; in process support, we improved the
organization's reward and punishment system, established a
quality control center, and improved customer satisfaction. In
other areas, high maturity practices contribute to the

company's business globally.

There are many lessons we have actually learned in our
engineering practice. For example.
1. The impact factor of Monte Carlo simulation to predict

customer acceptance defect density is not sound enough,
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resulting in a much higher actual customer acceptance defect

density than the organization-level expected goal.

2. The code specification is not disciplined enough, a class
requires 15 methods, a method limit of up to 300 lines of code,
resulting in excessive length of a class code, which is not
conducive to maintenance.

3. PQA does not record the problems of inspection and review
in time, which may lead to the lack of review process products.
4. The tested bugs are not systematically analyzed, resulting in
repetitive or recurring bugs of the same type.

5. The type of project estimation is not considered the
characteristics of the project, and the type of project estimation
is not considered in all aspects, which leads to the result of
project estimation is not accurate enough.

6. The training requirement survey frequency is too low, and is
only conducted at the end and beginning of the year, not with
the project cycle, which is not conducive to the improvement of
staff professionalism.

7. The prototypes of requirement design are not versioned, and
the prototypes are overwritten after each communication and

confirmation with customers, so it is impossible to compare the
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differences between different requirement versions, which is

not conducive to project tracking.

The above problems are the ones that continue to occur in our
actual project process management and need to be solved
urgentlyy, and we have already obtained some better
improvement suggestions for the above problems through this
appraisal.

We will organize a professional EPG team to analyze the root
causes of the identified weaknesses, organize senior managers
and relevant project teams to establish improvement plans and
solutions for the weaknesses, and carry out continuous
improvement.

Through this appraisal we will continue to effectively carry out
process innovation, incorporate our lessons learned this time
into our organizational asset library, and pilot them in pilot
projects to test their effectiveness and deploy and implement
them through training. Details are as follows.

1. Improving our code specification, improving the readability,
maintainability, reusability and ease of use of our code,

realizing the QPPO of the project as early as possible, and
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improving the efficiency and quality of coding.

2.Refining our code walk-through and build approach, providing
a Kanban monitoring approach to find problems, manage them
and solve them in a visual way.

3. Building a green channel between customers and senior
managers, strengthening multi-dimensional  assessment,
providing more convenient services to customers and improving
customer satisfaction.

4.Purchasing PingCode R&D management platform to manage
our defects in the project process online and conduct our
reviews online, to ensure that our review process documents
can be better retained, and to empower our public test case
library to ensure the quality of product delivery, while providing
a pavement for our subsequent agile business development
5.Conducting sufficient systematic analysis of our bugs,
identifying commonalities in the problems, and conducting root
cause analysis of the problems, and summarizing the
improvement process and recommendations into the
organizational asset library.

6. Timely aggregate project various skill deficiencies and needs

through project summary reports and process improvement



9
R BRSO IR A A

requirements, etc., make training plans and personnel

requirements plans, and provide timely personnel training,
personnel supplementation and technical outsourcing after
timely submission to senior managers for approval.

7. The company will strongly endorse the various resources
needed for process improvement, and fully support them from
human, material and financial resources in all aspects.

Our philosophy has always been " making our customers
satisfied", and we have always been committed to improving
customer satisfaction. As the sponsor of the company, | will
continue to invest human, material and financial resources to
promote the measurement analysis and continuous
improvement of our work, to improve the maturity of our work,
and to achieve our customer satisfaction. We hope that Mr.
Raghav, as a world-renowned expert in CMMI, will come and

guide our work on site.

15th Oct 2022



