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SPONSOR FEEDBACK - EXECUTIVE SESSION BRIEFING

I. Overall Findings

Over 50 weaknesses in total have been identified by the HM Lead Appraiser and the
5 ATMs in this CMMI 5 appraisal, and recommendations for improvement have been
provided accordingly. The improvement proposals can be classified into 4 categories:
engineering management, project management, support, and process management, of
which 7 are for engineering management, 13 are for project management, 20 are for
support, and 13 are for process management. After discussion through the study by
company's middle management, EPG process improvement team, project manager, QA,
CM and other important players in process improvement, the consensus is that the
compliance of more than 50 weaknesses found by the HM Lead Appraiser and the 5 ATMs

15 95%.

Il. Lessons learned .
We summarized the lessons from each of the four aspects of engineering
management, project management, support, and process management, and the outcomes

are as follows.

1. Engineering Management

Developers are expected to participate in the communication of requirements, but the
number of communication meetings should be minimized, and most of the requirements
communication should also be conducted by the requirements staff. Developers can
participate in requirements communication in the main several review meetings. This can
ensure that developers can quickly understand the requirements, so as to achieve efficient
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communication, but also to ensure that deveiopers will not be distracted by the requirement
or too much by their subjective ideas. Requirements personnel obtain user requirements
through professional requirements questionnaires and face-to-face interviews, and putting
the user requirements into a document facilitates developers to understand the requirements

more effectively and quickly.
2. Project Management

Only the IFPUG estimation method has been used for the projects under this
assessment, and other estimation methods in the future will be employed to suit the
different features and sizes of the projects.

Since a systematic historical opportunity pool is not built, it may increase the
occurrence of unexpected risks in the work of related dependencies and fewer
opportunities are spotted, thus not providing strong support for management. Following the
suggestion, we should summarize and update the historical risk database and historical
oppom;nity database at the organization level, establish a databasg of opportunity
identification experience, and create relevant identification tables in the experience
database. The project team can make better use of the identification tables in the project

library to identify the risks and opportunities that exist in the project.

3. Support

We employ the GQM method in the process of business objective decomposition,
which quantitatively penetrates into the process in practice, and maximizes the discovery
of measurement items by incorporating production process experience and data. Therefore,

we will extend the application of GQM method to promote and practice CMMI.
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The excessive number of check items in the process checklist tends to multiply the
workload in the inspection process. We will streamline the check items in the process
checklist, periodically summarize the process compliance of each project, present common

problems and analyze them, thus reducing the workload and improving efficiency.

4. Process management

The company training method is relatively monotonous, we will develop other
approaches to training to improve training efficiency and motivation. Without grouping
and adjusting the process architecture, the system cannot be easily used and accessed, so
we will assemble the system architecture from four aspects: process management, project
management, support, and engineering process. Meanwhile, we will also sort the process
documentation to make it simple.

[ll. Relevance

Production costs are controlled because the quality of development 18 assured, and
the labor costs and rework losses wasted on iterative rev;sions and resolving customer
complaints are greatly reduced.

Through long-term process improvement, the company establishes a wealth of
experience based on shared experience and builds efficiency indicators that meet the
company's realities by measuring and analyzing the development process and products.

This helps to improve the professionalism of software developers and the

performance management of the company and its employees.
IV. Improvement Measures

Upon the outcome of this appraisal, EPG decides to appoint relevant personnel to
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4.4 1
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handle the related improvement items, modify the related standard processes and terhplates,
and use the Improvement Information Tracking Form to track these improvements in the
EPG monthly meeting. After modifying the relevant documents, the modified documents
will be reviewed and approved at the next EPG regular monthly meeting. After is filled out
to inform the company which have been modified. After approval, the release of the newly
modified processes and other assets will be communicated to all employees, notifying the

company of what has been modified.

BELIING PHILISENSE BLECTRONIC TECHNOLOGY CG3 LTD.
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