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EXECUTIVE SESSION BRIEFING - SPONSOR FEEDBACK

Overall findings

ous potential issues were identified by the

During this interview and document review period, numer o

experts for the company. They provided guidance on improvements during the appraisal,.from which
company has greatly benefited. We have gained valuable improvement suggestions aimed 'at furt.her
optimizing our corporate management system, refining product development processes, enhancing project
management capabilities, improving the efficiency of talent training, and refining the precision of company
resource management. These capabilities collectively foster the comprehensive and positive development
of the company, removing obstacles for its future growth. Through this CMMI high maturity interview and
multiple document reviews, along with the rich experience and professional skills guidance from the expert
reviews, we have gained a comprehensive understanding of the company's CMMI high maturity
implementation.

This appraisal has unveiled several improvement suggestions, including aspects of product design, product
testing and delivery, decision analysis, project management, project resource refinement, introduction of
PPM models, talent training, and standardization of code writing. Following a retrospective examination
and research discussion by key roles in the company's higher management, EPG process improvement team,
project managers, QA, CM, OT, and other essential roles in process improvement, it is unanimously agreed
that the identified improvement items align highly with the company's actual situation, with a conformity
rate of 95%.

Lessons Learned

We have conducted detailed summaries from four perspectives: engineering processes, project
management, support processes, and process management.

Engineering management

Firstly, quality control for increasing test case quantity during the testing phase is suggested, along with
validation of test cases with the QA team, aiming to demonstrate whether defect density is an issue
discovered before or after delivery. This recommendation essentially emphasizes the importance of the
testing phase and the impact of test case quality on product quality. In the software development process,
the testing phase is a crucial stage for detecting and fixing defects, and the quality of test cases directly
influences the effectiveness and coverage of testing. By enhancing the quality control of test cases, accuracy
and completeness can be ensured, thereby better identifying potential defects. Validating test cases with
the QA team can further improve the quality of test cases and ensure the accuracy of defect density.
Through this approach, a clear understanding of whether defects are discovered before or after delivery is
obtained, providing robust data support for process improvement. Secondly, the recommendation is made
to consider not only effective test cases but also ineffective test cases for system testing, and to strengthen
process management to ensure the precision of goal setting. This recommendation underscores the
comprehensiveness of system test cases and the importance of management. Effective test cases can
efficiently evaluate system functionality and performance, but consideration must also be given to the
potential impact of ineffective test cases. Ineffective test cases may lead to inaccurate test results, affecting
the appraisal of system quality. Therefore, there is a need to strengthen the management of system test
cases, ensuring all test cases are effective and provide comprehensive coverage of various aspects of the
system. Simultaneously, reinforcing process management to ensure goal-setting precision can help better
control project progress and quality, ensuring timely project delivery and meeting customer expectations.
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In conclusion, addressing the engineering process issues identified in the CMMI assessment requires a focus
on improving the quality control of test cases during the testing phase, comprehensive management of
system test cases, and enhanced process management to ensure the achievement of project goals. Only
through continuous optimization of the engineering process and improvement of product quality can we
stand undefeated in the competitive market, earning the trust and support of customers.

Project management

Regarding the issue of regularly reviewing and analyzing the estimation and actual completion of functional
points after construction, | believe this is a crucial aspect. Functional point estimation plays a pivotal role in
project management, directly impacting the project's progress, cost, and quality. Through regular reviews
and analysis of the deviations between functional point estimation and actual completion, problems can
be identified in a timely manner, lessons can be learned, and continuous optimization of project
management processes can occur, enhancing the efficiency and accuracy of project management.

Firstly, periodic reviews of functional point estimation can help us better understand the project's progress.
By comparing and analyzing against actual completion, we can identify deviations in estimated functional
points and areas that need improvement. This aids in promptly adjusting project plans, avoiding delays, and
ensuring projects are delivered on time without exceeding costs.

Secondly, regular reviews also help in a thorough analysis of the reasons for deviations. Deviations in
functional point estimation may stem from various factors such as changes in requirements, technical
challenges, and insufficient human resources. Through analyzing the reasons for deviations, we can identify
the root causes of the problems and implement measures for improvement. Strengthening requirement
management, enhancing team technical capabilities, and rational allocation of resources are examples of
measures that can improve the accuracy and reliability of functional point estimation.

Additionally, regular reviews contribute to accumulating project management experience and enhancing
team capabilities. Continuous summarization and reflection help in recognizing strengths and weaknesses
in project management, forming good management practices, and improving the team's execution and
adaptability. This contributes to the company efficiently conducting functional point estimation and
management in future projects, increasing the likelihood of project success. So addressing the deviations
between functional point estimation and actual completion in project management requires a focus on
regular reviews and analysis, timely problem identification, lessons learned, and continuous optimization
of project management processes. Only through continuous improvement and learning can we elevate the
level of project management, ensuring smooth project completion and meeting customer expectations.

Support

Firstly, concerning the issue of not conducting cross-project analysis of common non-compliance issues, |
believe this is a crucial improvement point. In project management, common non-compliance issues may
repeatedly occur across multiple projects. Addressing them only on a project-by-project basis might be a
temporary solution and may not fundamentally resolve the problem. Therefore, | agree with the suggestion
to organize cross-project analysis of these common non-compliance issues, categorize them, identify root
causes, and address the issues at the organizational level to better identify improvement opportunities.
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Through cross-project analysis, we can identify commonalities and i verrant massures;
the root causes. The benefit of doing so is that we can propose.rf\ore effecti e itk s
prevent issues from recurring, and enhance work quality and efficiency. For examp.e,t e an
face issues with non-standardized requirement management, through cross-projec r:entypr,o SR
identify the root causes, such as an inadequate requirement change man'38§ Flovaltch as
communication challenges. Subsequently, we can address these issues at the o'rgar'uzatlons llat')oration
establishing a unified requirement management process, enhancing communication, and co A
thus preventing similar problems in future projects.

patterns in issues, thereby discovering

Secondly, regarding the issue of not adequately identifying potential obstacles and risks an(.i makmg prop:r
records when determining improvements, | consider this a crucial improvement point. During the
improvement process, we often encounter various challenges and risks. Failure to adequately prepar ‘? and
record beforehand may result in the improvement not achieving the expected results, or even failure.
Therefore, | support the suggestion to thoroughly identify potential obstacles and risks and m.ake proper
records when determining improvements to capture the expected benefits during implementation.

Thoroughly identifying potential obstacles and risks enables us to formulate better improvement plans. The
advantage of doing so is that we can foresee potential problems and challenges and develop corresponding
strategies and plans in advance. For instance, when improving the effectiveness of project communication
and collaboration, potential obstacles may include team members' resistance and inefficient
communication channels. By identifying these potential obstacles, we can proactively devise solutions, such
as conducting training and establishing effective communication channels, to achieve the expected
improvement results during implementation.

Additionally, keeping proper records helps us summarize lessons learned for future reference. By
documenting obstacles and risks encountered during the improvement process, we can promptly
summarize lessons learned, form good management practices, and provide insights and references for
future improvement work. This contributes to the organization's more efficient future improvements,
continuously enhancing performance and competitiveness. Matters on supporting processes involves
prioritizing cross-project analysis, thoroughly identifying potential obstacles and risks, to better identify
improvement opportunities and ensure the expected outcomes of improvements. Only through continuous

improvement and learning can we enhance work quality and efficiency, ensuring the organization's
sustained development and competitiveness.

Process Management

The suggestion to assess the process implementation through QA inspections and measurement reports,
using various means to analyze and evaluate the current process implementation, essentially emphasizes
the importance of evaluating and analyzing the process. In project management, effective process
implementation is crucial for the success of a project. Through QA inspections and measurement reports,
we can comprehensively assess the current status of process implementation and employ various methods
to analyze it, aiming to identify issues, improve processes, and enhance work efficiency and quality.

Firstly, issues and shortcomings in process implementation can be discovered through QA inspections. The
QA team can inspect the execution of processes to identify violations of regulations or irregularities in the

process. By promptly identifying and correcting these issues, we can ensure the effective implementation
of processes and avoid potential risks and quality problems.

Secondly, measurement reports help appraise the effectiveness of process implementation. By collecting
and analyzing various metrics, we can understand the performance of the process in terms of execution,

work quality, and efficiency. This helps us identify bottlenecks in the process and opportunities for
improvement, providing data support for optimizing the process.
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Additionally, employing various means to analyze and evaluate the current status of process
implementation helps us gain a comprehensive understanding of the process. In addition to QA inspections
and measurement reports, other methods such as process reviews, problem analysis, user feedback, etc.,
can be utilized to gather more information and opinions. Through a comprehensive analysis of this

inforn.wation, we can more accurately appraise the implementation status of the process, identify issues,
and discover opportunities for improvement.

The suggestion to further clarify the ways and levels of asset reuse to maximize reuse value is emphasized.
The mportance of asset reuse and the goal of maximizing its value are highlighted by this recommendation.
In project management, asset reuse can enhance work efficiency, reduce costs, and promote the

continuous development of the organization. Therefore, | agree with the proposal to further clarify the
ways and levels of asset reuse to maximize its value.

Firstly, clarifying the ways of asset reuse can help us better plan and manage assets. Different assets may
have different reuse methods, such as technical reuse or business reuse. By specifying the ways of asset
reuse, we can develop corresponding reuse strategies and processes to ensure the effective reuse of assets.
For example, for technical reuse, we can establish a code library or middleware library so that team
members can easily reuse existing code or middleware, thereby improving development efficiency and
quality.

Secondly, clarifying the levels of asset reuse can help us better manage and organize assets. Different reuse
levels may correspond to different reuse objects and scopes. By specifying the levels of asset reuse, we can
organize and categorize assets more effectively, making them easier to find and reuse. For instance, we can
categorize assets into infrastructure layers, application layers, and business layers, allowing team members
to choose appropriate reuse objects as needed. On process management, we should prioritize evaluating
process implementation through QA inspections and measurement reports, using various means to analyze
and evaluate the current status of process implementation. Additionally, we should further clarify the ways
and levels of asset reuse to maximize its value. Only through continuous improvement and optimization of
process management can we enhance work efficiency and quality, ensuring the ongoing development and
competitiveness of the organization.

Relevance

Firstly, through the certification appraisal and optimization conducted by HM's practices, the company has
demonstrated a high level of maturity and process capability at the management level. This implies that
our project execution has reached the standards of quantitative management, enabling more effective
planning, execution, and monitoring of projects, thereby improving the quality and efficiency of project
delivery.

Secondly, by implementing HM's practices, the company can utilize various statistical tools to analyze
collected data, deriving valuable conclusions and models. This will help us better understand the situation
of projects and business operations, providing a scientific basis for decision-making, reducing decision risks,
and enhancing the accuracy and effectiveness of decisions.

Thirdly, the implementation of HM's practices will facilitate continuous improvement. Through ongoing
scrutiny and optimization of the company's processes and practices, we can continually enhance software
development and project management capabilities, maintain a competitive advantage, adapt to market
changes, and achieve sustained growth and development.
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Fourthly, the Implementation of HM's practices at the practitioner level can e
competitiveness. Possessing HM's practitioner-level certification will become a powerful competitive
advantage for us In the market, showcasing our outstanding capabllities in quality management and process
executlon to clients and partners, enhancing the company's image and reputation, and BUECEIE mare
business opportunities.

nhance the company's market

Finally, the implementation of HM's practices can help the company reduce costs and risks while Improving
employee performance management. By optimizing processes and enhancing management capabilities,
we can more effectively utilize resources, reduce operating costs, mitigate the risks of project failures and
delays, and simultaneously motivate employees for continuous learning and growth, thereby improving
employee performance and satisfaction. The implementation of HM's practices at the practitioner level
holds significant practical significance for the company. It can help us elevate management levels, promote
continuous improvement, enhance market competitiveness, reduce costs and risks, and Improve employee
performance management, These advantages will secure our position in the competitive market and lay a
solid foundation for the company's sustainable development and business success,

Improvement measures

In this appraisal, findings identified by the EPG team will be incorporated into the "Process Improvement
Suggestions and Tracking Table." Collaboratively, the EPG team and project personnel will systematically
identify and discuss these suggestions through various meetings, forming the "Gap Analysis Report" for this
appraisal as the basis for the current stage of organizational process Improvement. The company will
organize the pilot verification of improvement effects through the Implementation of new projects,
collecting data for further analysis.

The improvement process and outcomes will be reviewed and disseminated at the next EPG meeting, and
the information will be updated in the relevant process asset repository. The initial step Involves the
formulation of the "Process Improvement Plan," specifying detailed steps, timelines, participants,
implementation goals, and other relevant details. Top management, along with EPG members, will discuss
implementation considerations, potential risks, and obstacles, offering full support in terms of human
resources, finances, training, and other necessary resources, The company will proactively address these
issues through regulatory norms, resource allocation, iterative production tools, etc. In the Improvement
process, relevant personnel actively cooperate, and the EPG team chooses sultable projects for
improvement pilots, progressively expanding the scope after successful pilots.

During the implementation of the process improvement outlined in the "Process Improvement Plan," the
EPG team will monitor the entire process, record improvement effects, analyze collected metric data,
employ suitable models for quantitative analysis, establish predictive models, and conduct trend analysis
to forecast the quality of software development processes and products. Continuous optimization of
project development processes and enhancement of work efficiency will occur throughout project
implementation. Simultaneously, the EPG team will undertake continuous improvement regarding code
standardization issues, identifying influencing factors, appraising and adjusting metrics, optimizing
baselines and models, and elevating the overall level of projects, This appraisal, along with daily practices,
has provided us with a deeper understanding of HM practices and made us aware of our shortcomings.
Implementing HM practices is an ongoing process of improvement and optimization, guided by the

principles of continuous effort and progress.
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Through various means such as training, standardization, monitoring, communication, and improvement,
We are committed to enhancing the organization's capabilities and maturity. We must proactively adapt to
the ever-changing software development and market environment, continuously raising requirements for
our personnel and skills. Improving process management capabilities contributes to increased customer
satisfaction, higher development efficiency, and better adaptation to the market environment, ultimately
realizing long-term visions. Therefore, we will consider HM practices as a crucial tool for continually
improving product quality and management capabilities. Once again, heartfelt thanks to HMLA and all ATM
teachers for their diligent efforts and professional guidance, providing valuable advice and laying a solid
foundation for the company's future development. The company will persistently improve management
capabilities and product quality, ensuring enduring business success and sustainable development.

| 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.

Shenzhen Care Co Technology Co. Ltd.
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