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For years we have maintained high maturity practices in our project management process,
implementing quantitative management and performance target monitoring, which has
enabled us to better achieve our business objectives and gain significant benefits. To
evaluate the current process capability and continuously identify improvement opportunities,
the company decided to apply for an High Maturity Level Benchmark appraisal a few years
ago. The lead assessor, Mr. Raghav, who is experienced in the software industry and ATM
has been involved in previous appraisals, and comes from a variety of work backgrounds,
demonstrating professionalism and craftsmanship in identifying real issues in the company's
development.

1. The findings of the appraisal are in line with the actual circumstances of our company

During the appraisal process, the appraisal team proposed 26 weaknesses for the company.
Through the analysis and feedback of the weaknesses by senior managers, the EPG team,
project managers, and project team members, it was unanimously agreed that these
weaknesses were in line with 95% of our practical conditions, which is a very high compliance
ratio and reflects the expertise and rigor of this appraisal.

2. Lessons learned in this appraisal experience

| held a meeting with the EPG to analyze the relevance and cost effectiveness of all
weaknesses along business objectives and prioritized all weaknesses with the highest priority:
(1) Distinguish between reuse code productivity and new code productivity measures. It is
easier to understand the benefits brought by the reuse of Jetsum intelligent development
platform components, and also better understand the coding ability of the R&D team, which
can effectively improve the reuse value of Jetsum intelligent development platform, and the
analysis of data needs to be strengthened to explore the impact of different factors on the
target; (2) add the review efficiency data of requirements review, design review, and coding
review sessions to the organizational measurement database, and compare the actual review
efficiency and predicted review efficiency to help us more accurately assess the effectiveness
of review results and better plan review activities; (3) irregular coding style affects readability
and maintainability, which can be checked with the help of tools (embedding coding rules in
them), such as introducing sonar as a code upload code gatekeeper, and need to strengthen
training on coding comments to increase personnel awareness, in addition (4) The work
products and configuration items in RDM and TS can be considered to be merged to realize
the simplicity of the documents, so as to facilitate the maintenance of the products, and if
structural changes occur, it is difficult to update them at the same time. Many related
documents, in fact, there are many other information also need to be integrated to ensure
the streamlining of works; (5) the use of JIRA management platform, and its incorporation of
the company's specific business situation for secondary development, mainly to strengthen



the management of test defects, but also for the requirements, design and code review of
the management of defects to improve the efficiency of defect management, we can also
use Jira to integrate the standard process (6) Continuously collect and organize test cases
and code components for each project, refine the common elements and organize them
into a public use case and code library and mark them for reuse in subsequent projects to
improve the efficiency of test case writing and development; (7) Senior management
approves the reward and punishment system for quality management, QA supervises the
collection of review preparation time in the requirement design and code phase into the
organizational metric monitoring matrix to facilitate MA statistics and analysis, and senior
management can make better decisions; (8) In the early project phase, the size of the
requirements and design documents are converted to KLOC using FP, and this data is
estimated and deviates from the actual. It is recommended that the estimated data be
calibrated after coding to compare the variability and promote the accuracy of function
point and code line conversion.

3. Lessons learned are beneficial to our company

This appraisal has allowed us to identify many improvement proposals that are helpful to us.
These improvement proposals are good indicators 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 improving the company's
software development process capability, technology development capability, the project
management capability, project delivery capability, quality management capability, etc.,
which provides a basis for improvement. The lead appraiser has strengthened personnel's
understanding of models and data processing methods, changed patterns of inherent
thinking, and enhanced quality awareness and optimization capabilities in terms of the high
level of maturity. As we continue to improve our capabilities in all areas, we believe that with
more objective data collection and availability of information to back us up, our team makes
decisions that are more responsive to the facts of the situation and can continue to achieve
not only our business objectives, but also provide more efficient and higher quality services
to our users.

4. The follow-up of how we can proceed with the improvements

Next, | will lead the EPG team led by senior managers, internal ATMs, and interview
participants, such as project managers, and personnel responsible for requirements,
development, testing, quality, configuration, and training, to hold a meeting to discuss the
impact of these proposals on the process, allocate human resources, budgets, instructors,
and process improvement monitoring schedules to update the standard process and
conduct training on processes, templates, and tools to ensure that the EPG implements each
improvement measures. The EPG plans to include the above objectives, resources, and
methods in the process improvement plan, starting with the company's management rules
and regulations, updating the work system, incorporating new documentation elements, and
developing process improvement monitoring. We will also be closely tracking the latest



CMMI models, domestic DCMM, industry norms and other various standards to continuously
integrate CMMI concepts into the Zentao management system. In terms of personnel, | will
select 2 QA and 2 project managers to attend external Six Sigma training, etc. to
continuously support the practice of high maturity models. We are convinced that the




