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Overall findings

Thank you for accepting our invitation to lead the high maturity scoped appraisal for our company
along with 5 external ATMs and 1 internal ATM and your certified registered interpreter. Using 5
external ATMs proposed by you has offered a good external perspective to the nature of our
company’s improvement opportunities. In this high maturity appraisal, multiple interviews and
document reviews were conducted. A comprehensive understanding of our CMMI high maturity
implementation status was obtained, leveraging your company's rich experience and expertise.
Following the conclusion of this appraisal, a series of valuable recommendations and improvement
suggestions were obtained to further enhance our operational and management capabilities. A total
of 36 improvement suggestions were identified in this appraisal, categorized into Engineering
Management (9), Project Management (8), Support Management (8), and Process Management (11).
After thorough deliberation and discussion among key stakeholders, including company executives,
EPG process improvement team, project managers, QA, CM, and OT, it was unanimously agreed that
the primary improvement suggestions are highly aligned with the company’s actual situation, with a

compliance rate of 95%.

l.essons Learned

A detailed summary was conducted from four perspectives: Engineering Management, Project

Management, Support, and Process Management.

Engineering management

In the project development process, it has been found that there are dead codes, and timely removal
of dead codes is necessary. The removal of dead codes allows the code to appear more organized.
Automated tools are also used to train team members in deleting unused code. Additionally, detailed
comments are added to critical and externally used parts of the code, which facilitates future
maintenance work, making the code more maintainable and extensible, and improving the

understanding efficiency of new team members in the project group, thus enhancing work efficiency.

In the project design phase, descriptions of component contents are added to the detailed design
specification to avoid misunderstandings in requirements, reduce debugging and modification efforts,
improve code maintainability, and reduce post-maintenance workload. Different databases are used in
the project, and it is necessary to clarify which database the interface uses. The interface integrity
check form should list specific connection check items for each database, and include possible checks
for authentication, authorization, security, and network connectivity to ensure system reliability and
stability.

During integration testing, clear exit criteria should also be included, and appropriate integration test
case coverage goals and defect fixing rates should be set to ensure that defects are promptly

addressed.
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Project management

Looking back at the estimation process in the project, only two estimations were conducted in the
early stages of the project. The actual results may deviate significantly from the initial estimations.
With the progress of the project and the increase in information availability, it is suggested to increase
the frequency of estimations and optimize the initial estimation results. In subsequent project
estimations, the frequency of estimations should be increased, for example, at different project stages
or key milestones, to predict project costs, time, resource requirements, etc.,, more accurately.
Continuous monitoring of actual results and estimation variances during the project process is
necessary, and project plans and estimations should be adjusted promptly to better respond to
changes and risks and avoid further deviation expansion. Analysis and feedback on estimation
variances should be conducted, continuously learning, and improving estimation methods and
processes. By accumulating experience and feedback, the accuracy and reliability of estimations can

gradually improve.

The deviation in the project execution process needs to be analyzed. If only the actual estimation
results are considered and redundant deviations are not allocated to each stage, effective workload
monitoring and control cannot be achieved throughout the project lifecycle. In the estimation process,
in addition to considering the actual estimation results, redundant deviations, i.e., additional workload
to deal with uncertainties and risks, should also be taken into account. Allocate the redundant
deviations to each stage, reasonably distribute the additional workload based on project
characteristics and risk distribution, continuously monitor the actual workload situation, and compare

it with the estimation results, ensuring that the deviation does not exceed the set limit.

Review the requirements change situation in the project, including the frequency of changes, impact
scope, and handling methods. Identify the impact of requirements changes on stakeholders and
project deliverables, such as schedule delays and cost increases. Based on lessons learned, strengthen
requirements management and change control to ensure that changes undergo appropriate
evaluation and approval, reducing adverse effects on the project. Specific measures include actively
communicating and coordinating with affected stakeholders to ensure their understanding of the
reasons, impacts, and plans for changes. Explain the background and objectives of the changes and
engage stakeholders in discussions and solution development. Replan stakeholders' involvement
based on the nature of changes and their needs. Ensure stakeholder involvement is fully
acknowledged and reach consensus through consultation with them. Continuously monitor
stakeholder feedback and involvement during the change implementation process. Based on
stakeholder feedback and the actual effects of changes, adjust stakeholder plans and involvement

promptly to ensure the successful implementation of the project.

Support
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In the quality assurance process, the audit content of the project should include key aspects of each

process and work product. Subsequently, the project processes and work products will be reviewed,
and some critical inspection items will be supplemented. Greater attention will be given to deeper
aspects, such as data accuracy and rationality, to further enhance project and product quality. At the
same time, these suggestions will be submitted to the EPG as improvement proposals to promote

continuous optimization and enhancement of standard processes.

In configuration management, the analysis of configuration activities, especially project change
activities, should be strengthened. It is necessary to enhance the audit and monitoring of frequently
changing configuration items, determine the completeness, accuracy, and compliance of configuration

items, and improve and optimize related processes and procedures.

Regarding training, the mapping relationship between the strategic training plan and the short-term
training plan is not clear, which hinders the effective evaluation of training activities. It is important to
clarify the short-term plan to establish and improve training capabilities to achieve the objectives of

the strategic training plan.

In the process of collecting data for the employee knowledge and skill matrix, the technical scores are
unreasonable, and there are cases of data distortion. Greater efforts should be made to collect and

monitor this data to ensure the preparatory nature of the obtained raw data.

Process Management

When formulating the QPPO, customer satisfaction is identified as a visionary business goal by the
organization. Two control approaches, process factors, and non-process factors, should be used and
distinguished because non-process factors, although not quantifiable, are also helpful in achieving the
objectives. When using control charts for modeling, data should be trimmed to retain only project
stakeholders, ensuring process stability and predictive readiness. However, during process
decomposition, the contribution of each selected process to the business objectives should be
estimated to identify key processes and subprocesses. The use of statistical methods in the
dissemination and implementation report is not explicitly linked to the business objectives, which

hinders decision-making for senior management.

When establishing project-level QPPO, in terms of data collection, the capability indicators in the
employee knowledge and skill matrix should be strongly correlated with the project, and the matrix
should only include personnel within the project to avoid using other data, leading to predictive

deviations.

For the definition of purchasing regulations in the organizational process assets repository, the scope,

methods, timing, and processes for purchasing should be clearly specified.

The "Metrics and Performance Management Plan" in the organizational measurement repository
needs to determine the sources of defect data, such as testing stages, user feedbhack, and issue

tracking, to facilitate data collection and analysis.
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In the cause analysis report of CAR, detailed estimates of explicit costs should be included,

encompassing time costs, top-level support, difficulty levels, and other resources. Additionally, in the
action plan of the cause analysis report, detailed estimates of cost coefficients for different options

should be provided to facilitate the evaluation of the optimal solution.

Relevance

Significant improvements have been achieved in quality, cost, risk control, and customer satisfaction.
The organization's process capability has been strengthened, resulting in noticeable improvements in
quality, optimized cost control, more effective risk management, and a significant increase in customer
satisfaction. These achievements demonstrate a solid step towards the organization's goals of high

quality and efficiency.

It has also played a promoting role in internal performance management within the company. Through
quantified appraisals of processes and performance, departmental and employee performances
become more transparent and evidence-based, providing effective means to motivate employee

engagement in process improvement and driving continuous organizational enhancement.

Improved Process Quality and Efficiency: The sustained implementation of CMMI HM practices has
elevated the organization's process maturity, leading to significantly improved process quality and

efficiency, resulting in more efficient and reliable product and service delivery.

Providing Improvement Direction: The appraisal results provide the organization with directions and

priorities for process improvement, assisting in the development of targeted improvement plans.

Enhancing Customer Confidence: The organization can demonstrate its highest level of maturity in
software and systems engineering to customers, thereby enhancing customer confidence in the

organization.

Promoting Organizational Culture and Learning: The full participation of all members during the

appraisal promotes a culture of improvement and a learning environment.

Driving Continuous Improvement: The appraisal is part of a continuous improvement process,

providing the organization with the drive to achieve higher levels of maturity gradually.

Reducing Risks and Costs: It helps to mitigate project and business risks, reduce resource waste,

improve efficiency, and thus lower costs.

Improvement measures

Our processes and projects have undergone a comprehensive appraisal. The review results indicate
that there are still some weaknesses and areas for improvement in engineering, project management,
support, and process management. To continuously enhance the organization's performance and
customer satisfaction, process improvement will be actively pursued, with particular emphasis on
reducing defect density, enhancing product quality, and meeting high-quality customer demands.
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In this review, the EPG team will compile all identified weaknesses, issues, and suggestions into the
"Process Improvement Recommendations and Tracking Table" and organize in-depth discussions with
relevant stakeholders. We will collect data from multiple dimensions, including the difficulty of
improvement, importance, scope of impact, and types of weaknesses. Through comprehensive
evaluations, suitable improvement measures will be selected, and detailed improvement
implementation plans will be formulated. Significant improvement items will be recorded in the
"Organizational Performance Improvement Plan" and tracked, monitored, and analyzed by the EPG
team. We will initially pilot the improvements on a small scale and, once the effectiveness of the
improvement measures is validated, extend them to more projects. For different weaknesses, we have

the following plans:

Issues with metric data collection: Strengthen reviews and data quality monitoring and consider
introducing automated collection tools to prevent data distortion from the source. Some indicators

will be incorporated into employee appraisals to further promote data quality improvement.

Organization assets repository: In situations where employees lack relevant policy references,
confusion and reduced work efficiency may occur. We will hold internal discussions within the
organization, combining industry experience to develop and refine relevant templates and regulations,

such as procurement procedures, to address these issues as a priority.

Training issues: For weaknesses identified in EPG and related stakeholders requiring comprehensive
training, we will purchase relevant books and invite external experts for regular training. The EPG
team will develop a learning plan, engage in periodic learning and improvement, and regularly present

to project team members to ensure the effectiveness of training.

Other issues: For other identified issues, in-depth discussions and analysis will be conducted, with
supervision and implementation by the EPG team to ensure effective execution of improvement

measures.

We believe that through continuous process improvement, we will continuously enhance product
quality and management capabilities. We extend our gratitude to the HMLA and ATMs for their hard
work and professional guidance, which provides valuable reference and guidance for further refining
organizational processes and enhancing performance. We will continue to exert more effort in
applying the CMMI5 model, continuously improving processes, and providing customers with higher

quality products and services.

| hereby authorize and give consent to you and SITARA Technologies to share our appraisal

accomplishments on SITARA’s publishing channels, giving publicity to our appraisal accomplishment as

SITARA Technologies deems it fit. m
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