INEEEREATRAT

% Raghav Nandyal 44 :

B0, BACR A AR AN R X T M A BB BRA 77 B B & B0 R 297
BUH , B ECP & BB AR RS T H , $ATH OMMI 5 5 BB VR fti 26 5t ol 22 i 2 5 kit

CMMI AR — 2 W AHESR, BERIE AR A BB A R I EBIEEI “HE” . &K
CMMI 5 HIPFAh AN 2023 4 1 H 14 HIERFF4H, EIPMEMAEME FRITEERE LSS, KR
A SERRSE B S AR R SR BEAT B AR IO LUXE, B JL0 R AORERE, RS Wbt 220 I 1 3R A1 24 BT 10
“PIE” RFFFERIZERE AU N R R L R I DT+ S A 55 TR HE b R 58 T 2 A ik A8 o
(R —Le i SGEAY, FREA AR R i B I Tpik .

WIRA R I, BIAAZEDIE T LA HHERE LR Z:

L. TUH FRA B R BN B IR AR B, AT RATIIN E X A 5L A 3 3 B RARYE A K
N REAE FER IRTE P 2 BUE 9 R TR /e FAnde . YA /AR WIRAT S f FE
BIPENARES): WITREE (BERATE G & SR SRI29E . S e
MSER, WD, FIRE%E (BESMmE XA, T EERAT). CHRER
B BHFHRRI, HENESSTH, SHEEEE, UETUKLR S
QPPO FT s FIREAE 7 RIEICAS, UAHERS CGREBIEMNBREE ) HlSARBIRK—
X

2. REFHEBCAA RIS R BT E SRR MAENMARREN TANEFZE, H
ATBATEE IR R A ENRFE - RTRIAE, REEREEAHTEOENFR. ¥
il /NRE WA S JE M TR BEAMUR TERSEY, HHKESHMRIN, 0T
T AR RAT R Z AR, TETH B3 Z RIEAT H RO, R R )&
H BARBIREUIT R

3. Bt , HHESEARERIFEXT ENFith, KhaFirsEitsl,
HREATPHEHRIABME, KA € RIS EE K BARIRE . P04 F A A 1
THRI, BRSO S S, B4RV RIVEE B R AT R E S S5 A,
HEWE SNV IESIRI W OHEN, . REEBELIGEBEZE D —LHRD, W
CHHE D AT AR PAT R o VA A A . B A 52 B8 A 351 B 4RI AT LA B33 ) v



N

&

BEEE

=

ant

I MEBERRAERAT

SCHL E AR o

- BATHRTCAHE TARBBEE TR, EPG W8 T % RIT 8 BRIGHRE . B P shpa s

FERARDEBBRIGHRE, FFA PPB. VPAHEIBNEIL EPG 3 — SR B R IFa 5
B BT O S AR E B B X & P R I, B
DevOps V&, Eid HENLINIR. MIBMFFLER. FETHAR, REFZHIA
RERE, MIMAMERE PRI

H AT B At 5 /NS F B BRI B s A IR 3 T S A TSR ThE s, ERA=
RAGSEIEBAT T2 NZRAMAE (TR . BT E R HURREHFR, FHilt
PR /N T WCBAT T ) 5 0 AR R SR “ KR B e P BB R
it R HEIThRE AL, 1R BT E MU 5 I

MR ERATEHR, HELEAMEEAN 5EELEGEARBOREHA %
. BWEVHEANRRSEER TURRNEBMEBTHREMARRS, FEFE
BEABEHRANRIE, FHRRICRES. 2WEE%.

SHTBATEIE 77 ST R BB HIBE, (BRI B, 4G MR
BATIEINELSS EPG /53 A5 AL AR, G0 2 S 03 St A ) 5 SR O A 4R
Xt EPG R SAEAT I, 157 B THREGIHH EPC 5L, A5HUMOLE, Nt
ARt AR

B

ERRFG R G, RATALRFNE. EE0 TSR, W g
V%, BRIRIRAIE DUE S TR RERIH BT

HIT OMI 5 MR EES 2. AFH 1 A FRALBIFAR OML 5 i ERRELN, 2
FRRAH . EPG H K. ATM AR S INA RSN, BERRITMATEM T, &5t
AR VEAl 42 B0 75 A

BUOESLTAE: EPC MAK AR TEGHES), W AT 3T 5. EPC NAASE
FRTIEE XTI I R ST, il SGH T RAEAR TR, BIRASRAEN, MBE TR
X, RS FRAERN=FEN, FLBy. SEER, o880 TIET O
VPG, DA IR BE D TR R Bk L.

TR, BRI PG NI FLRBUR A TAE, BATH SRR K A7 BN B i,

AWHRF AT HIRHARE, A FRGELER R A E QU BRIERE, FK OMI FRHERZR, R



é%;g E=

N ISR R AGIRAS

BT AL IR EH, SRik B IREIFRE ), AR AIEEREME.

j%%lzﬁx
SNGE

FME§%E&£%m§aﬂ;,




I MEBERRATIRAE

Dear Mr. Raghav Nandyal.

First of all, on behalf of our organization, | would like to express our most
sincere respect and gratitude to the appraisal team for the CMMI 5 maturity
appraisal done for GuangZhou ZhiSuan Information Technology Co., Ltd. for the pilot
implementation project under the R&D Center, namely, ECP Platform Replacement
Technical Service Project (ECP P& B # i AR H).

The CMMI model is a comprehensive framework that serves as a map for our
organization to successful practices. The CMMI 5 appraisal began on January 14,
2023, and the appraisal team conducted an efficient and orderly appraisal process,
comparing our actual practices with the model practices, determining the level of
satisfaction, and accurately mapping out our gaps. More than 40 weaknesses are
identified by the appraisal team members accurately exposed some weaknesses in
the organization's process and provided solutions to the problems.

I concluded the lessons learned from this appraisal in the following areas.

1. Itis very important to match the project team members with their jobs and
skill level. currently, our project's selection of personnel is mainly based on the
number of course ratings in the employee role skills matrix as the criteria for
employee competency selection. The appraisal team recommended that we assess
individual competencies from multiple perspectives: from R&D skills (front end and
back end Dev knowledge, data analysis, data mining, database management,
network management, testing), R&D experience (types of projects they have
participated in, roles they have in past projects), certificate they have obtained, and
performance in historical projects. By applying a comprehensive calculation
according to weights, professional competency values can be derived. The
competencies required to achieve QPPO can be quickly matched to accurately (by
obtaining information on the appropriate skills) confirm the alignment with
organizational goals.

2. Currently, our training needs survey is limited to an annual frequency and is
not flexible enough to meet the training needs of new projects. The appraisal team
recommends that we do not limit the training needs survey to the end of the year or
the beginning of the year in the future. The OT can obtain the project plan from the
senior manager in advance when planning the project at its very beginning, so as to
conduct a training need survey before the start of the project and make a timely
training plan that better meets the project objectives.

3. During the project planning process, the project manager defined various
sub-plans in the project plan, including the review plan. currently, our review plan is
not detailed enough and does not include the threshold of minimum coverage for
code walkthrough. The appraisal team recommends that the review plan clearly
specify the review preparation activities, including the planned review dates,
planned outputs, and planned review participants. In this way we can quantitatively
define the exit criteria for each review activity, e.g., the code walkthrough must have
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at least half of the code covered. The proper exit criteria can reduce the
communication costs during the development process. A clear and complete project
plan can help the project achieve its goals accurately.

4. We have now defined the code walkthrough tool and EPG has collected the
requirements review defect density, design review defect density and code walk
defect density data. The PPBs of which have been created. The appraisal team
recommended EPG to further explore the impact of requirement review defect
density, design review defect density and code walkthrough defect density on
customer acceptance defect density. If possible, introduce DevOps platform, and
improve the built-in quality of the product through automated testing and
monitoring, continuous integration and continuous delivery, so as to effectively
reduce customer acceptance defect density.

5. Currently, our project estimation team estimated the function points of each
requirement using the international function point estimation method, and
conducted multiple rounds of estimation by multiple people using the three-point
estimation method (expert method). Since the project is a custom development for
new functions, the appraisal team suggested that we should exclude the function
points reused in the adoption of the "Big Data Intelligent Digital Operation
Technology Platform" in order to obtain a more accurate project size.

6. The project manager currently needs to communicate with the senior
manager in time to release the human resources of the project team if the project
close ahead of schedule. It is suggested to establish a project staff status Kanban,
which can present the staff status of each running project and make it easier for
senior managers to coordinate human resources and append reporting details,
meeting minutes, etc.

7. The appraisal team suggested that we should also create the evaluation
criteria for the EPG members for their process improvement performance, such as:
incentives to the EPG members according to the quantitative improvement effect of
the process improvement, and extra rewards to the EPG members who are innovate
to explore new improvements. In this way we can improve the pace of process
improvement.

After this appraisal, we will continue to maintain a rigorous and prudent
working attitude and implement the issues that need to be fixed to ensure that all
our work can be effectively implemented. | plan to do the following:

1. CMMI 5 appraisal summary meeting: Our organization will hold a CMMI 5
appraisal summary meeting in late January. Senior managers, EPG team leader and
the ATM member will attend this meeting to summarize the work of the appraisal
process and propose improvement directions for this appraisal.

2. Correction: The EPG team will be fully responsible for improvement activities
and internal ATM will provide guidance. the EPG team organizes each department to
develop improvement plans and detailed plans for the weaknesses involved in the
department. The EPG will supervise the implementation of the corrective actions in
accordance with the principle of “same plan, same corrective action and same
verification method”. At the end of each year, senior managers analyze and evaluate
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the corrective work of each department to ensure that the corrective work can be
effectively implemented.

We would like to express our thanks to the appraisal team for their careful and
meticulous appraisal work, which has brought us with great help and improvement
suggestions to continuously improve the maturity of the organization. Our
organization will continue to adhere to the R&D road of independent innovation,
uphold the CMMI standards and requirements, continuously optimize the R&D
process management. We will improve our self-innovation capability, and create
higher value for our customers.

f/@{ j Fe»i _Zheng

General ‘Manager -
GuangZhou ZhiSuan Information Technolégy:€o., Ltd. Al
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