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Overall findings

During the CMMI HM Appraisal, a comprehensive understanding of the company's CMMI
implementation status was achieved with HMILA's professional skills and experience. In-depth
interviews and document reviews were conducted with various roles in the company to better
understand the current state of software development. The appraisal provided valuable insights and
suggestions, guiding us towards improvement and offering opportunities to enhance the quality of the
software development process.To delve into the implementation details of these suggestions, senior
managers, EPG process improvement teams, project managers, QA, CM, OT, and other crucial roles in
process improvement were invited for retrospective discussions. The consensus reached during these
discussions was 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 phase, a deeper exploration of customer needs is necessary, utilizing tools such as
requirement hierarchy diagrams to meticulously organize and refine customer requirements. Attention
should also be given to reviewing non-functional requirements such as performance and security,
understanding customer expectations in these areas. While creating requirement traceability matrices
for each milestone, it is essential to document versions addressing issues that may arise during
intermediate reviews. The overlap between user requirements specifications and technical
specifications should be managed effectively to ensure clear communication and understanding of user
needs.

During the design phase, issues were identified with the versioning and granularity of the interface
inspection checklist. Updating the checklist content regularly based on requirements or design
documents, conducting explanatory sessions during interface review meetings, and refining interfaces
to ensure correctness and reliability were emphasized for improving overall project quality.

Insufficient documentation of relevant information occurred during the reuse analysis recording.
Proper attention to logical structure and commenting during subsequent coding processes is
recommended. Detailed and unambiguous descriptions in test case writing, especially for multi-module
functionalities, can reduce repetition and avoid time wastage.
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In modeling total productivity, the current focus on design and code needs to be expanded to include

validation and confirmation data. A holistic approach in modeling, considering data analysis prior to
model establishment, is crucial for ensuring data sufficiency and validity. Current considerations for
defect escape are mainly on design monitoring and design review, lacking further analysis of their

similarities and holistic lifecycle considerations.

Project management

In the project process, regular project reviews, team meetings, or other forms of communication
should be conducted to ensure that all significant issues are identified and recorded. At each stage
milestone, reviews by using CAR are performed to ensure that all significant issues have been analyzed

and resolved, providing experiential lessons for subsequent projects.

Successful cases should undergo root cause analysis and share lessons learned to replicate these
successes. This entails delving into the factors behind successful cases and ensuring that team

members can learn and apply these experiences.

Simultaneously, the code productivity model needs to be redesigned, considering the integration and
optimization of data tables to simplify maintenance and ensure data consistency and maintainability.
When handling code productivity data, it is crucial to ensure the accuracy of the model to better reflect

the actual situation.

Furthermore, for data in project process performance data collection sheets and historical project data
collection sheets, a unified decimal definition should be applied and strictly adhered to, ensuring data
accuracy and improving the accuracy and reliability of project decisions. In project estimation, all costs
related to the project, such as personnel, travel, facilities, and others, should be included in the
estimation sheet to provide a comprehensive record. When selecting estimation methods, considering
multiple methods and conducting decision analysis is advisable. Actual values of all metrics should be
documented in milestone reports for better tracking and understanding of project progress. The entire
decomposition process should be documented during the functional decomposition process, and
organizational-level functional decomposition guidelines should be prepared for implementation in
projects. Utilizing Microsoft Project and other tools for task, resource, and schedule management, and
making full use of Gantt charts for tracking and managing projects are recommended. During the
planning phase, clear statistics on available resources and estimation of resource status should be
compiled to coordinate resources and address issues. When identifying critical dependencies,
stakeholders on the critical path should be recognized, fostering team communication and
collaboration to ensure on-time project completion and meeting expected goals.

Support
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In training management, efforts are being made to encourage OT to establish a comprehensive
process training system for various roles, including new employees, key staff, and project managers.
Periodic assessments are conducted, and the assessment results are documented in the OT matrix,

serving as crucial criteria for subsequent appointments and transfers.

Regarding outputs of non-compliance issues that have occurred, typically, project team leaders identify
and rectify them during project weekly meetings. Project team QA identifies, reports, and corrects
these issues during project audits. These actions ensure prompt correction and improvement of
behaviors not in compliance with the process.

For outputs of non-compliance issues that occur repeatedly, appropriate penalties and retrospectives
should be applied to stakeholders. Furthermore, stakeholders should undergo retraining.

Currently, there is no regular update for checklists. The frequency of periodic checks will be determined
based on project characteristics and needs. For critical projects or tasks, more frequent checks will be
conducted. Before each check, a detailed inspection plan will be formulated, outlining the projects to
be checked, key areas of focus, inspection methods, and other details. Detailed quality checks will be
carried out according to the plan, recording all observation results, issues, and suggestions. The
checklist will be updated promptly based on the check results. Adjustments and deletions will be made
for items that have been resolved or are no longer applicable.

Process Management

In process management, an approach to quantitative statistics and the use of statistical tools for
process improvement are utilized to continuously improve process performance. We are promoting the
use of tools such as Microsoft Project for task management, resource management, and progress
management, and making full use of Gantt charts for tracking and managing projects.

Relevance

Through the certification appraisal and improvements made in the CMMI HM process, the
organization has achieved a high level of maturity and process capability in management. Project
implementation has reached the level of quantitative management, allowing the organization to utilize
various statistical tools to analyze collected data and derive valuable conclusions and models. CMMI
HM appraisal plays a crucial role in software development organizations and project management,
aiding enterprises in enhancing their R&D process capabilities, achieving process improvement,
improving product quality, and strengthening market competitiveness.

Process Improvement Achievement: Enterprises can achieve process improvement with the help of
CMMI HM appraisal. Through the results of the appraisal, weaknesses and bottlenecks in the software
development process can be identified, leading to the formulation of corresponding improvement
plans. CMMI HM appraisal provides a comprehensive set of best practices that enterprises can draw

upon to enhance the software development process, thereby improving efficiency and quality.
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Enhancement of R&D Process Capability: Through CMMI HM appraisal, enterprises can identify and

quantify the maturity of their software development process. Understanding the gap between their
software development process and best practices helps in discovering and improving potential issues.
This assists enterprises in setting reasonable goals and plans, gradually enhancing the maturity of the
software development process.

Quality Enhancement of Products: CMMI HM appraisal requires enterprises to continually improve
their R&D process capabilities, optimizing and refining the development process. This leads to an
improvement in the quality of products and services, enabling enterprises to detect potential issues

more quickly and resolve them before launching products into the market.

Market Competitiveness Strengthening: CMMI certification is globally recognized as a model for
software and systems engineering capability appraisal, with CMIMI HM certification being the highest
level of audit. Obtaining CMMI HM certification signifies that an enterprise has received consistent
recognition and quality assurance in various aspects such as technological proficiency, talent
acquisition, and market competitiveness. This helps enhance the internal and external image and

reputation of the enterprise, allowing for steady progress and expansion of business and market share.

Improvement measures

Following the CMMI HM certification, we have received numerous weaknesses and areas for
improvement within our organization. To propel the enterprise towards better development, we will

optimize and enhance in the following areas:

Coding Process Enhancement: In the coding process, utilizing code completion and inspection tools,
along with automated testing tools, enables faster code writing and automatic identification of issues,

thereby accelerating testing speeds and increasing productivity.

Improved Project Execution: Addressing issues of inaccurate predictions, such as cost overruns or
delays, can be achieved through the adoption of advanced project estimation techniques, including
parameter estimation, analogy estimation, or three-point estimation. Additionally, regularly reviewing
the actual project progress against forecasted progress and adjusting based on deviations aims to

enhance the accuracy of predictions.

Enhanced Learning Efficiency: Learning from other companies and establishing internal learning
document repositories and knowledge-sharing intranet sites facilitate the swift dissemination of
knowledge. This approach ensures that new knowledge is disseminated more rapidly throughout the

organization.

Employee Development Focus: Focusing on the future development of employees involves providing
clear career development paths and training resources. This not only contributes to employee

satisfaction but also elevates the overall skill level of the company.
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Through this high-level appraisal, we have not only identified our shortcomings but have also defined

directions for future improvement. To better adapt to market demands and enhance competitiveness,
we will continuously optimize and iterate our management systems, strengthen internal collaboration
and communication, elevate organizational maturity, reduce operational risks, and provide customers
with higher quality services. Special appreciation goes to HMLA and ATMs for their contributions and
guidance; their professional insights and recommendations have played a crucial role in driving our
improvement and development.

I 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.

Nanjing Di ology Co., Ltd.
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