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Overall findings

In this high maturity appraisal, multiple interviews and document reviews were conducted. By
leveraging my company's rich experience and professional skills, a comprehensive understanding of
our company's CMMI maturity implementation status has been achieved. After the conclusion of this
appraisal, a series of valuable suggestions and improvement recommendations were obtained to
further enhance our operational and managerial capabilities. Several improvement suggestions were
identified in this appraisal, including the utilization of metric data, standardization of code writing, and
refinement of project management. After revisiting and discussing the issues with key stakeholders in
process improvement, such as senior managers, EPG process improvement team, project managers,
QA, CM, and OT, it was unanimously agreed that the identified improvement items align well with the
actual situation of the company, with a conformity rate of 95%.

Lessons Learned

Detailed summaries were conducted from four perspectives: engineering management, project
management, support, and process management.

Engineering management

In the requirement change reguest form, optimizing the assessment criteria for requirement changes
is essential. This optimization should cansider estimating the cost of requirement changes and take
into account factors such as the type of change, importance, urgency, and more. This approach
enables more reasonable evaluations and, if proven effective, could be submitted at the organizational
level for updating relevant guidelines.

During the design phase, the detailed design specifications should comprehensively describe the
interaction flow between components, as well as communication protocols and data formats used in
interactions among components. This level of detail ensures a clear understanding of components
among team members, reduces misunderstandings in requirements, lessens project impacts during
development, and enhances code simplicity, quality, reliabifity, and maintainability.

In the code-writing phase, adhering to coding standards is crucial. Non-compliant code can cause
unnecessary troubles for testing personnel, leading to time and energy wastage. Including appropriate
comments when necessary enhances code readability, traceability, and aids in later documentation
writing.

When creating test cases, a rigorous attitude is essential. Each test point should have clearly defined
steps, ensuring standardized test case creatian. Additionally, allowing room for negative or reverse
testing is crucial. After changes to test cases following reviews, related documents need updating
collectively, and changes should be recorded in the requirement traceability matrix for consistent
requirement tracking.
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In the integration testing phase, passing functional tests doesn't guarantee overall system quality.
Clearly defined exit criteria are vital for the system’'s overall quality. Setting appropriate integration
test case coverage goals ensures core system functions and interactions between different
components are thoroughly tested, thereby enhancing system reliability. Similarly, setting appropriate
defect fix rates, defining time goals for defect resolution, and outlining the fixing process are crucial to
ensure timely resolution of defects.

Project management

In the project management process, the introduction of process performance allows for quantifiable
predictions of project management objectives. Within this quantified management approach, if
project objectives are not met or process performance proves unstable, root cause analysis and
resolution are conducted to facilitate continuous, self-driven process improvement.

Project management involves monitoring projects through project progress reports, risk management,
weekly meetings, milestone reviews, and daily monitoring reports. Utilizing specialized tools such as
Project, a project schedule is developed and dynamically adjusted based on real-time circumstances.
Work tasks are tracked and managed for issues. Deviations within the project, including schedule,
workload, requirement changes, process and product quality, stakeholder engagement, data
management, risks, and issues, are identified for analysis and resolution. Workload statistical analysis,
risk and issue tracking, and integrated metric data are presented in project progress reports.

In milestone reports, not only do you record cost consumption information for each project phase, but
also add calculations comparing planned and actual costs for project management, review, monitoring,
and support activities. This provides a clearer representation of the project's real progress and
consumption, helping stakeholders understand the extent and impact of deviations.

Project managers should review all identified risks in milestone reports and promptly update risk
items in the risk and opportunity management tracking table, ensuring continuous risk monitoring.

When formulating project plans, it's important to comprehensively consider resources such as
manpower, tasks, and environment. Optimizing and adjusting the project's critical dependency matrix
template to better suit actual project needs is essential. Subsequently, submitting it to the
organizational assets repository and updating project templates is crucial, with the Project Manager
team being organized for learning if necessary.

Support

In the quality summary report, the evaluation of the project team's work can be accurately conveyed
using data such as the percentage of compliance check items, with specific numerical values. This
evaluation framework should be updated in the QA team’'s standard repository and applied to similar
projects.

In the documentation of decision outcomes, it's important to include commitments from relevant
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stakeholders and plans for implementing and tracking decisions. This could involve commitments from
the project manager and plans for tracking after final decision determination. These additions
enhance the completion of decision analysis-related tasks.



o |
[IDIGITALAND 155+ massmmystrms

Process Management

In the realm of process management, we employ quantitative approaches for continuous process
improvement and performance enhancement. We establish process performance baselines and
models using statistical analysis tools like Minitab, and utilize Crystal Ball for OPPO forecasting.
Quantitative techniques enable us to achieve process stability, precision in management, reduce
fluctuations in quality during project implementation, and strengthen our ability for fundamental root
cause analysis and sustained independent process enhancement.

Regarding certain issues such as defining metric standards, selecting data for establishing baseline
processes, and the singularity of attributes in metric statistical analysis, we aim to construct more
reliable and effective measurement standards to better evaluate model performance. Improvements
are sought in aspects like standard definition, data selection, attribute singularity, and c¢ross-task
applicability. In terms of standard definition, clarity is essential, encompassing objectives, calculation
methods, and potential value ranges of metrics. When selecting data, it's important that the chosen
data is representative to accurately reflect real-world situations. Additionally, data quality should be
considered to ensure accuracy and completeness. Concerning the issue of attribute singularity,
focusing solely on one attribute might result in a narrow view of the process; therefore, the synthesis
of multiple relevant attributes is necessary for a comprehensive assessment of model performance.
Metric standards should be universally applicable across tasks to impartially evaluate the performance
models of different tasks.

Relevance

Through the application of CMMI HM (Capability Maturity Model Integration for High Maturity), the
organization has achieved a high level of maturity and process capability in management. The project
implementation has reached a stage of quantitative management, allowing for the utilization of
various statistical tools to analyze collected data and yield valuable conclusions and models. This
serves as a dependable basis for decision-making and management. Notably, there has been
significant enhancement in organizational efficiency, product quality, resource management, project
management capability, risk control, and customer satisfaction. Furthermore, this achievement has
promoted internal performance management within the company, leading to increased transparency
in departmental and employee performance assessment, grounded in factual evidence. It has also
contributed to elevating the company's reputation and credibility.

Enhancing Reputation and Credibility: The application of CMMI HM has enhanced the organization's
reputation and credibility, positioning it as an industry leader in high maturity practices. This, in turn,
leads to increased business opportunities and the establishment of long-term stable relationships with
clients.

Improving Organizational Efficiency: The utilization of CMMI HM methodologies mandates a high level
of process maturity and optimization capability. Through refined process definition and management,
the organization can reduce resource wastage and uncertainty in work processes, thereby improving
overall efficiency.
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Elevating Product Quality and Customer Satisfaction: CMMI HM emphasizes best practices in software

development and management processes, encouraging continuous improvement. This approach

effectively helps the organization identify and rectify potential issues and defects, leading to higher
product quality and improved customer satisfaction.

—_ -

Strengthening Project Management Capability: CMMI HM requires organizations to demonstrate a
high degree of project management maturity and capability. By implementing sound project
management practices, the organization can better control project timelines, quality, and costs,
enhancing reliability and predictability in project deliveries.

Enhancing Organizational Competitiveness: The application of CMMI HM positions the organization as
a competitive force in the realm of high maturity practices. The accreditation showcases the
organization's strengths in high maturity software development and organizational capabilities to
clients and partners, thereby boosting competitiveness.

Optimizing Resource Management: CMMI HM methodologies lead to the optimization of resource
management and utilization within the organization. Through proper resqurce planning and allocation,
the organization can maximize the utilization of existing resources, thereby improving resource
efficiency and reducing costs.

Improvement measures

The EPG team will incorporate all identified weaknesses, issues, and suggestions from this appraisal
into the "Process Improvement Suggestions and Tracking Table." The suggestions in the table will be
systematically addressed and discussed by the EPG team and relevant personnel. This process will lead
to the creation of a "Gap Analysis Report,” which will serve as the foundation for the current stage of
organizational process improvement based on HM practices. This report will guide the identification of
improvement areas and also enable the assessment of the effectiveness of these improvements
through pilot testing. The progress and outcomes of the improvement process will be reviewed and
disseminated during the next EPG meeting, with simultaneous updates to the respective process asset
repositories.

The "Process Improvement Plan"” outlines our detailed action steps, pilot plans, and rollout strategies.
Senior management and EPG members collaborate to deliberate on implementation considerations,
potential risks, and barriers. The organization's senior management has provided robust support in
terms of resources, funding, and training for process improvement. Throughout the implementation,
involved personnel have actively cooperated. The EPG team has chosen suitable projects for

improvement pilot testing, progressively expanding the scope after successful feedback, and ensuring
a steady rollout.

The EPG team will continuously monitor the entire improvement process, measure the improvement
effects, meticulously scrutinize metric data, select appropriate models for quantitative analysis,
establish predictive models and trend analyses, and forecast software development process and
product quality. The ongoing enhancement of the project development process and efficiency remains
a focus. Simultaneously, the EPG team is committed to supervising and improving code
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standardization issues. By identifying influencing factors beyond the existing metrics, evaluating and
adjusting metrics, optimizing baselines and models, the overall project capability is continuously
elevated.

This appraisal and our daily practices have deepened our understanding of HM practices and brought
our shortcomings to light. The implementation of HM practices embodies a continuous improvement
process, which aligns with our company's philosophy of boundless progress. Through training,
standardization, metric assessment, monitoring, communication, collaboration, and learning, we
consistently elevate the organization's capability and maturity levels. In this rapidly evolving era,
software development and market conditions are in constant flux, presenting heightened demands on
us. Elevating process management capabilities plays a pivotal role in enhancing customer satisfaction,
reducing defects and malfunctions, and increasing development efficiency. This, in turn, assists the
company in adapting to market dynamics and realizing long-term visions. Therefore, we view HM
practices as a crucial tool to continuously enhance product quality and management capabilities. Once
again, we extend our gratitude to the HM LA and ATMs for their diligent efforts and expert guidance
throughout this appraisal process.

| 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.

Jlangsu Digitaland TechnOIng Co. , Ltd.
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