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EXECUTIVE SESSION BRIEFING - SPONSOR FEEDBACK

Overall findings

In the current CMMI HM appraisal, the appraisal team was led by HMLA, and they conducted a week-long
diligent effort, hosting multiple interviews. Through their extensive experience and professional skills, a
comprehensive understanding of our company's implementation of CMMI was achieved. Simultaneously,
assistance was provided in conducting a thorough retrospective of our business processes using SPRUM -
Systemic Process Review Using Measurements®, an innovation developed as a registered trademark of
Raghavan S. Nandyal. The entire certification process provided important insights for decision-making in
our company's operations. Following the conclusion of the appraisal, valuable improvement suggestions
were provided, aiming to further enhance our operational and managerial levels. A total of 26 improvement
suggestions were identified in this appraisal. These suggestions were categorized into four types:
engineering management (5), project management (5), support management (8), and process
management (8). Following discussions among key roles in the company, including senior managers, the
EPG process improvement team, project teams, and support teams, it was unanimously agreed that the
identified improvement items highly align with the company's actual situation, with a conformity rate of
100%.

Lessons Learned

From the perspectives of engineering management, project management, support, and process
management, summaries were made respectively.

Engineering management

In terms of project quality: greater attention should be paid to the comparative analysis of defects identified
before and after delivery. Through comparative analysis, changes in defects and defect density are observed.
For example, whether certain issues have occurred before, and whether there are undiscovered problems.
If issues that have occurred before resurface, or if previously undetected problems arise, a joint
retrospective analysis with requirements, development, and testing personnel is necessary to identify any
process gaps, whether due to methodological, personnel capability, experiential, or attitudinal issues. A
thorough analysis of these issues facilitates the accumulation of experience and capability enhancement.

During the initial inspection phase, simulate customer usage to further identify detailed issues within the
scope of requirements, and to verify the system's status under actual conditions. The testing focus and
usage habits of customers may differ from those of testing and development personnel. Through this
process, more customer-centric issues are exposed, prompting developers and testers to think from the
customer's perspective, gaining better understanding of aspects such as user-friendliness, interface
aesthetics, and system usability. In subsequent development and testing phases, developers prioritize not
only basic functional usability but also customer experience, thereby enhancing personnel efficiency and
capability.

Regarding project requirements: for subsequent projects, efforts will be made to compile scenario
flowcharts for each function wherever possible, facilitating understanding of the development
requirements' scenarios by relevant stakeholders. This includes strengthening validation, aligning prototype
diagrams with functional requirements, and cross-referencing to check for omissions.

In development: adhere strictly to development processes and standards, and control code complexity

levels.
\ )
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Project management

Before project plan documents are drafted, the required personnel skills are planned in advance; training
content is developed to understand the skill levels of the trainees for better compliance with job
requirements.

Quantitative indicators from the organization's quality monthly report are utilized during project estimation,
enhancing estimation accuracy. During requirements and design phase estimation, quantitative indicators
such as document page count are increased; during development phase estimation, optimization of current
code lines is emphasized; during testing phase estimation, quantitative indicators such as test case count
are increased, ensuring granularity of appraisal content and accuracy of estimates.

In monitoring records, solutions to problems, the scope of problem impacts, responsible parties for
problem resolution, and problem rectification audit personnel are recorded, ensuring accountability.
Tracking of problem points from monitoring records is conducted in every morning meeting and weekly
meeting, ensuring timely resolution of problems.

Support

Based on ATMs' suggestions, the EPG team members and senior personnel from relevant engineering fields
will be organized to conduct in-depth analysis of our development process, considering relevant processes
and data to establish models more suited to our needs. Trials will be conducted in relevant projects to test
the effectiveness of these models, followed by analysis. If results meet expectations, promotion will be
conducted within the organization. The specific process is as follows:

Data on the current models and workload deviations will be organized and analyzed, and current data will
be collected and summarized.

Relevant available models will be collected and summarized, and the usability of models will be discussed
in meetings. Suitable models will be selected based on our development process.

The effectiveness of models will be validated, and it will be determined whether the models are suitable
for promotion. If suitable, widespread internal use will be implemented within the organization.

Regular summaries and analyses of the effectiveness of models will be conducted, and real-time
adjustments and optimizations will be made.

Process Management

Based on HMLA's suggestions, the repository's reusable components will be comprehensively organized,
and the content of the reusable library will be enriched. The reuse methods and levels in the repository will
be clearly defined, specifying whether it belongs to code reuse or business reuse. Business reuse targets
segmented business domains for business entity reuse and business scenarios for business process reuse.
As we move from code reuse to business reuse, the level of reuse and the value generated increase, but
implementation becomes more complex, and the scenarios where it can be reused become more limited.
In subsequent practical work, code-level reuse is relatively straightforward, and our understanding of this
aspect is the most extensive. Additionally, due to the widespread adoption of open source, there is a rich
selection of middleware available for us to choose from. We can gradually build a technical system suitable
for our company based on these resources. Furthermore, we will further organize business middleware and,
based on this foundation, develop related business platforms. This will enable us to achieve higher levels
of business-level reuse, effectively support the rapid implementation of systems, maximize the value
generated by related middleware, and enhance the company's development capabilities. 1 )
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Relevance

By using high maturity at the project level, software product quality can be improved, personnel efficiency
enhanced, and software development and maintenance costs reduced. Relevant analysis was conducted
on defects identified during requirements review, internal testing, and acceptance testing stages. It was
found that the system had insufficient functional test coverage and a high defect density due to a limited
number of test cycles. Through relevant improvement measures, the defect density of testing was
effectively reduced, ensuring quality and enhancing customer satisfaction.

At the organizational level, high maturity models were used to decompose goals using Hoshin matrix tools,
with key improvement processes ultimately focused on on-time delivery and addressing residual defects.
Sensitivity analysis and root cause analysis were conducted to identify fundamental reasons and take action
to improve organizational efficiency and quality.

At the organizational level, high maturity was employed for systematic learning and discussion, deepening
our understanding of the organizational standard process system. The EPG provided relevant performance
baselines and performance models for projects, and quantitative statistical analysis tools such as Minitab
and Crystal Ball were used to assess process stability and confirm whether organizational process
improvements could achieve the intended goals. All the appraisal outcomes can help organizations improve
software development and maintenance quality, reduce costs, enhance organizational management
capabilities, increase competitiveness, and improve customer satisfaction, thus holding significant practical
significance.

Improvement measures

Firstly, weaknesses, issues, and suggestions identified in this appraisal will be summarized by the EPG team
to form improvement activities, which will then be analyzed, discussed, and reviewed at meetings.
Subsequently, reports will be made to the initiators, and priorities and responsible parties for
improvements will be determined. Concrete improvement plans will be formulated and followed up on.
Additionally, any standard process documents and templates requiring adjustment will undergo review and
release at the next EPG meeting, with simultaneous configuration updates to the respective process asset
repositories.

Secondly, detailed activity steps, pilot plans, and promotion strategies will be formulated. The initiators will
organize discussions among senior managers and EPG members to address implementation considerations,
potential obstacles, and risks, and to request special process improvement funding and training support
from the organization. During the implementation of improvements, relevant personnel will need to
opportunistically pilot improvements, and successful pilot feedback will then be gradually replicated and
promoted.

Lastly, the EPG team will monitor the entire improvement process, enabling the organization to focus on
key improvement projects. Measurement and quantitative analysis of improvement effects will be
conducted to identify areas for further improvement. Simultaneously, training and coaching will be
provided to teams as needed, using best practices to enhance team competence, achieve higher quality,
and increase business success rates, thereby continuously enhancing the overall competitiveness of the
company to achieve business objectives. \ )

The smooth progress of this CMMI appraisal marks yet another successful breakthrough for our company
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in the software field. It demonstrates the company's ability to manage projects through information and
digital means, optimize processes using new technologies, and prevent potential problems during project
implementation. This further enhances customer trust and recognition, playing an actively supportive role
in the company's expansion into broader markets.

| 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. )
\

FERRAEGRERGRRLAT
iAUTO (Shanghai) Co., LTD.
Sponsor: Tan Xufeng

March 17th, 2024

8 |Page


ASUS
图章


