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EXECUTIVE SESSION BRIEFING - SPONSOR FEEDBACK

RAGHAV S. NANDYAL
SITARA TECHNOLOGIES PvT. LTD.

Dear Raghav Nandyal:

Overall findings

Through this CMMI high maturity interview and multiple document reviews, along with the
rich experience and professional guidance from expert evaluations, we have gained a
comprehensive understanding of the company's CMMI high maturity implementation status.
After today's appraisal, we have received valuable improvement suggestions aimed at further
enhancing our project development capabilities and the precision management of company
resources. These suggestions are designed to facilitate the long-term, healthy development of
the company. The appraisal identified some improvement suggestions, including the
redefinition of coding productivity and overall productivity, standardization of code writing,
creation of code structure, and refinement of project resources. After retrospection and
discussing the identified improvement points with key roles in the company such as senior
managers, EPG process improvement team, project managers, QA, CM, and OT duting
process improvement, it was unanimously agreed that the identified improvements align
highly with the company's actual situation, 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

During the requirements phase, it is essential to document the acceptance criteria and
formulate corresponding acceptance criteria based on them. The critetia should be clear and
operational for verification and testing during the development process. Detailed records of
acceptance criteria should be documented, including the acceptance requirements for each
requirement and their corresponding acceptance criteria. During the requirements phase,
confirm the accuracy and completeness of acceptance critetia with the project team and
clients. As the project progresses and market changes, requirements for acceptance and
criteria may need adjustments.

In the design phase, add an ER diagram to the database design documentation. Insert images
and descriptions of ER diagrams in relevant sections of the database design documentation.
Clearly reference ER diagrams in the document, explaining the meaning of each entity and
their relationships. This results in a clear, visual representation of the database structure,
facilitating better analysis and design of the database system.

During the coding phase, refactor code to adhere to best practices and design principles.
Break down the code into modular and maintainable structures to ensure clarity and
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adherence to good design patterns. This makes the code mote readable and maintainable,

requiring code reviews to identify and correct issues and poor designs. Code can be divided
into smaller modules and components, making it easier to understand, modify, and maintain.
Fach module or component should have clear responsibilities and be independently
developed and tested. Write clear documentation and comments describing the functionality,
usage, and considerations of the code. This aids others in understanding the code for quick
maintenance and modification. Continuously optimize code structure and design during the
project, gradually improving flexibility and maintainability to reduce project costs and increase
efficiency.

When writing test cases, emphasize code structure. Ensure code structure is clear, modular,
and adheres to good design patterns, making it easier to read and maintain. Conduct unit
testing to ensure each independent part (unit) functions correctly. Regularly run tests to
promptly discover and fix issues when modifying code or adding new features. In addition to
unit testing, integration testing is crucial to ensure interactions between modules do not
introduce new issues. Conduct code reviews following coding standards. Use static code
analysis tools to automatically check for potential issues, including syntax errors, unused
variables, potential runtime errors, etc. Adhere to a rigorous approach, write clear and specific
steps for each test point, ensure test case writing standards, and leave space for reverse testing
design. Strictly follow test case execution after changes in the review of test cases. After
changes in the review of test cases, first list the relevant documents involved, update them
uniformly, and record them in the requirements traceability matrix, facilitating consistency
tracking of requirements.

In the integration testing phase, refine the test plan, adopt standards to ensure key
requirements are addressed in verification and validation activities. Standardize the entry and
exit criteria for integration testing, system testing, and acceptance testing to minimize waste.
The test plan for integration testing should cleatly describe the types of integration testing to
be performed, the scope of testing coverage, testing environment requirements, and testing
resource needs. In addition, determine the sequence and time of integration testing to ensure
comprehensive and effective testing. For system testing, the test plan should include the steps
of test execution, design and selection of test cases, preparation of testing environment,
preparation of test data, and testing resource requirements. Additionally, specify the schedule
and personnel needed for testing, as well as how to track and record test results. For
acceptance testing, the test plan should clearly define the goals, testing methods and strategies,
as well as the scope and testing environment. Determine the time and personnel needed for
testing and develop corresponding test cases and test data.

Project management

In the project management process, defining coding productivity and total productivity is
crucial. Ensure the accuracy and consistency of data collection and analysis, recording
problems and solutions when data collection encounters issues, as documented in the
Measurement and Analysis Guide. Establish a data problem handling process, train data
collection and analysis personnel, establish a data quality monitoring mechanism, record and
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share experiences and lessons learned, and continuously improve and optimize. These

measures ensure the accuracy and reliability of data, reducing the impact on project goals and
improving the team's data processing capabilities.

In projects, communicate with team members to understand their current skills and tools, and
determine all the skills and tools required for the project. For each skill and tool, determine
the required skill level. Confirm whether team members need to further improve their skill
levels based on their current skill levels and the required skill levels for the project. If
necessary, develop corresponding training plans to ensure team members have the necessary
skills for the project, ensuring the smooth progress of the project.

When milestone tasks in coding projects have long cycles, break down coding tasks into
detailed analyses. Analyze the components and sub-tasks of coding tasks, determine sub-tasks
and modules that can be detailed based on the components of coding tasks, and assign
detailed sub-tasks to team members. Ensure each member understands their responsibilities
and task scope, and develop detailed plans for each sub-task, including schedules, resoutce
requirements, etc. Strengthen communication and collaboration among team members to
ensure everyone understands the project's progress, task requirements, and changes.

When writing a project plan, list all communication and collaboration tools used by the
project team. Provide detailed explanations of the purpose and functionality of project
management tools in the project plan to help team members understand how to use these
tools to support project management and execution. Provide access methods and support for
tools, ensuring that the project plan provides access methods and support information for all
tools, including download links, user manuals, technical support, etc. For new communication
and collaboration tools and project management tools, provide necessary training and
support and regularly update and review them. Evaluate and document the criteria and
reasons for selecting criteria and indicators in decision analysis reports. Providing transparent
information increases the credibility of decision reports. Ensure the selection of criteria and
indicators is based on reliable data and information. Verify and analyze the selected indicators
to ensure their effectiveness and measurability.

Support

Timely update the "Deliverable Overview," provide a clear ditectory structure, grant access
permissions, provide usage guides, respond promptly to customer questions, and regulatly
communicate with customers. These measures help customers better use the final deliverable
executable code, increasing customer satisfaction and work efficiency. Cleatly state the names
of task executors and stakeholders affected by changes in the "Change Request Form,"
provide detailed change impact analysis, establish tracking and reporting mechanisms,
strengthen communication and training, and establish a change management process.

Process Management

Our senior management recorded incomplete information during the participation in process
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improvement checks, and the implementation of improvement measutes for issues identified
during the checks was inadequate, with no proper tracking and feedback. We will further

tefine the methods and approaches for regular checks, ensuring the proper documentation
and analysis of issues identified during the checks. For improvement measures or plans that
wete not fully implemented or faced challenges in execution, we will conduct analysis and
adjustments to ensure thorough resolution of identified problems, and record the completed
results.

Quality personnel are required to formulate standards for data accuracy checks based on
business needs and review data types. These standards should encompass requirements
related to data format, consistency, and range. Subsequently, design tools suitable for data
accuracy checks based on the established standards. These tools can be automated or
semi-automated, such as data cleansing tools or rule engines. Provide training to quality
personnel on data accuracy checks, ensuring their understanding of the standards, tools, and
the capabilities of review experts. Finally, introduce data accuracy check steps into the peer
teview process. Quality personnel should use the check tools to ensure the accuracy and
consistency of review data.

Introduce data accuracy quality metrics in the quality report to measure the effectiveness of
data accuracy checks. This aids the team and relevant departments in understanding the
importance of data accuracy checks, encouraging active participation in the improvement of
data accuracy checks.

In the summary report of process improvement, it is necessary to map the current project's
process improvement items to the achieved goals to comprehensively understand which
process contributes the most to the improvement effects. Cleatly define the goals of the
current project's process improvement, which may include improving efficiency, reducing
error rates, enhancing product quality, etc. Ensure that the goals are specific, measurable, and
quantifiable. List all process improvement items in the report, with potential impacts on
achieving the goals. Finally, map the improvement items to the goals, aligning each process
improvement item with the project goals. By evaluating the association between improvement
items and goals, it is possible to identify which process improvement items contribute
significantly to goal achievement. Present the mapping relationship between improvement
items and goals in the summary report of process improvement, summarizing which process
improvement items contribute the most to goal achievement. Present the mapping
relationship between improvement items and goals in the summary report of process
improvement, summarizing which process improvement items contribute the most to goal
achievement.

Relevance

Following the appraisal by HM PRACTICES, the organization has demonstrated a high level
of maturity and process capability at the management level. Project execution has met the
standards of quantitative management, enabling the application of various statistical tools to
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analyze collected data, thereby deriving valuable conclusions and models. The implementation
of the HM PRACTICES model has empowered the company to enhance software

development and project management capabilities, promote continuous improvement,
strengthen market competitiveness, reduce costs and risks, and elevate employee petformance
management.

Enhancing Software Development and Project Management Capabilities: HM PRACTICES
necessitate enterprises to achieve process quantification, quantifying the relationships between
software development processes. This facilitates real-time monitoring of software
development and projects, aiding precise management and decision-making, This contributes

to improving the efficiency and accuracy of software development and project management.

Promoting Continuous Improvement: HM PRACTICES require companies to have an effective set of
software development and engineering management processes. Through data analysis and process
quantification, continuous improvement of software development processes is achievable, enhancing
the self-correcting capabilities of processes. This helps companies establish a mechanism for
continuous improvement, constantly optimizing and enhancing business processes and product
quality.

Elevating Market Competitiveness: HM PRACTICES are suitable for large-scale, high-quality, and
complex software development. They help companies ensure high-quality products, thereby
increasing customer satisfaction and enhancing competitiveness. This contributes to the company
gaining more opportunities and advantages in the market.

Reducing Company Costs and Risks: HM PRACTICES require companies to implement rule-based and
quantitatively analyzed automated procedures, such as quality control. Automated procedures
significantly improve the efficiency of software development and reduce errors caused by manual
operations. Additionally, with quality assurance, costs related to modifications and addressing
customer complaints are significantly reduced. This helps the company lower costs and risks,
improving economic efficiency.

Elevating Employee Performance Management: The implementation of HM PRACTICES can enhance
the company's employee performance management. By measuring and analyzing development
processes and products, establishing efficiency indicators, the company can better evaluate employee
work performance, increasing work motivation and efficiency. Moreover, the implementation of HM
PRACTICES can assist the company in establishing and improving an employee training and
development system, enhancing employee skills and professional competence, and strengthening the
company's core competitiveness.

Improvement measures
In this appraisal, deficiencies, issues, and suggestions identified by the EPG team will be incorporated
into the "Process Improvement Recommendations and Tracking Table." Collaboratively, the EPG team

and project personnel will systematically recognize and discuss these suggestions through various
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meetings, culminating in the development of the "Gap Analysis Report" for this appraisal. This report
serves as the basis for the current stage of organizational process improvement. The company will
organize pilot validations of improvement effects through the implementation of new projects,

collecting data for further analysis.
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The improvement process and its outcomes will be reviewed and disseminated at the next

EPG meeting, updating the relevant process asset repositories accordingly. The initial step
involves formulating the "Process Improvement Plan," outlining detailed steps, timelines,
participants, implementation goals, and other relevant details. Senior management, in
collaboration with EPG members, will discuss considerations, potential risks, and obstacles
related to improvement implementation. The company's leadership provides ample support
in terms of human resources, finances, training, and other necessary resources for process
improvement. Throughout the improvement process, relevant personnel actively cooperate,
and the EPG team selects suitable projects for improvement pilots, gradually expanding the
scope upon successful implementation.

Following the "Process Improvement Plan," the EPG team monitors the entire process
improvement process, documenting improvement effects, analyzing collected metrics data,
utilizing appropriate models for quantitative analysis, establishing predictive models, and
conducting trend analysis to forecast the quality of software development processes and
products. Continuous optimization of project development processes occurs during project
implementation, enhancing work efficiency. Simultaneously, the EPG team addresses code
standardization issues through ongoing improvement, identifying influencing factors,
evaluating and adjusting metrics, optimizing baselines and models, and elevating the overall
project level.

This appraisal and daily practices have provided us with a deeper understanding of HM
PRACTICES, highlighting areas for improvement. Implementing HM PRACTICES is an
ongoing process of continuous improvement and optimization, guided by the principles of
constant effort and progress. Through training, standardization, monitoring, communication,
and various other means, we are committed to enhancing organizational capabilities and
maturity. Proactively adapting to the evolving software development and market environment
necessitates continual improvement in our personnel and skills. Improving process
management contributes to increased customer satisfaction, enhanced development efficiency,
enabling us to better adapt to the market environment and achieve long-term goals. Therefore,
we considert HM PRACTICES a crucial tool for continually improving product quality and
management capabilities. Once again, we express gratitude for the dedicated efforts and
professional guidance of the assessors in this evaluation.

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.

Zhenjiang Xinchuang Computer System Integration Co., Ltd. Sponsor:  Zhong Jinmei

December 24th, 2023



