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EXECUTIVE SESSION BRIEFING - SPONSOR FEEDBACK

Overall findings

During this period of interviews and document reviews, numerous potential issues existing in our
company have been accurately identified and revealed by the HMLA, Raghav Nandyal and his appraisal
team, leveraging their profound professional expertise. They have provided highly targeted improvement
suggestions and meticulous guidance during the appraisal phase, which has greatly benefited our
company. Multiple interviews have been conducted, and concurrently, they have assisted us in conducting
a comprehensive review of our business processes using SPRUM - Systemic Process Review Using
Measurements®, a registered trademark of Raghavan S. Nandyal. We have greatly benefited from
adopting a series of valuable suggestions aimed at deepening our corporate management system reform,
optimizing product development processes, enhancing project management efficiency, improving talent
development effectiveness, and refining the precision management level of company resources. This has
significantly propelled the all-round healthy development of the company and cleared numerous
obstacles on the path to the future. Through the in-depth interviews and rigorous document reviews of
the CMMI high maturity level, we have gained a comprehensive and in-depth understanding of the
company's CMMI high maturity level implementation status from the unique and professional
perspectives of the HMLA, Raghav Nandyal and his appraisal team. In this appraisal, experts have
proposed improvement suggestions covering multiple areas such as product design, product testing and
delivery, decision analysis, project management, project resource refinement management, introduction
of PPM models, talent training mechanisms, and coding standards. Key roles in the company, including
senior management, EPG process improvement teams, project managers, quality assurance departments
(QA), configuration management (CM), and OT roles, have reached a consensus after conducting
retrospective analysis and in-depth discussions on these issues: they believe that these suggestions are
highly consistent with the actual situation of the company, with a compliance rate as high as 95%, and
have provided us with clear improvement pathways.

L.essons Learned

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

Engineering management

In the engineering process, the focus is on the code, and detailed and practical execution plans are
provided by the HMLA, Raghav Nandyal and his appraisal team and assessors. For example:

Comments addition: Comments should be added for complex or hard-to-understand code logic to help
others understand the intent and functionality of the code. Comments should be clear, concise, and
follow a consistent commenting style.

Meaningful variable and method names usage: Descriptive names should be used when naming variables
and methods to enhance code readability. Avoid using single characters or abbreviations unless they are
widely accepted.

Complex code block splitting: Complex code blocks should be split into smaller parts, with each part
performing a specific function. This makes the code easier to understand and maintain.
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Empty code module deletion: Ensure there are no empty code blocks or unused code. Empty code blocks
increase the difficulty of reading the code and should be removed from the baseline code.

Regular code reviews: Regular code reviews help identify issues in the code and improve code quality.
During the review process, attention can be paid to code readability and comment completeness.

During the execution of the CMMI high maturity appraisal, significant insights and practical experience
were gained in the engineering process. For the product design phase, the importance of standardized
and systematic design methods was recognized. Clearly defined processes help reduce design defects and
improve product quality. Meanwhile, deficiencies in timeliness and completeness were identified in the
product testing and delivery phase. In the future, emphasis will be placed on strengthening the rigor of
testing plans to ensure comprehensive and efficient verification and validation of products at each stage.
In terms of coding practices, the necessity of standardized coding was deeply understood. This not only
helps improve software quality but also facilitates collaboration and knowledge transfer among teams.
Therefore, efforts will be made to enhance training on and adherence to coding standards to ensure that
every developer follows a unified programming style. ‘

Regarding the engineering process issues identified in the CMMI appraisal, attention should be given to
improving the quality control of test case execution in the testing phase and comprehensive management
of system test cases. Strengthening process management is necessary to ensure the achievement of
project goals. Only by continuously optimizing the engineering process and improving product quality can
we stand invincible in the fiercely competitive market and win the trust and support of customers.

Project management

In response to the issue of regular retrospective analysis of feature point estimation and actual feature
point completion, which | believe is a crucial aspect, | recognize the vital role feature point estimation
plays in project management, directly impacting project progress, cost, and quality. By regularly reviewing
and analyzing the deviations between feature point estimation and actual completion, problems can be
promptly identified, lessons learned can be summarized, and project management processes can be
continuously optimized to enhance efficiency and accuracy.

Firstly, establishing effective communication mechanisms in subsequent projects, maintaining open and
timely communication with team members and stakeholders, ensuring everyone is clear about their tasks
and roles, and able to report progress and encountered issues promptly.

The second improvement is to hold regular progress review meetings to review project progress, identify
potential risks and issues, and collectively devise solutions. These meetings can help identify and address
issues that may affect project progress in a timely manner,

Lastly, intensifying efforts for continuous tracking and monitoring: continuously tracking task execution,
updating project progress promptly, and adjusting resource allocation and priorities as needed. Ensure a
clear understanding of the overall project situation and the ability to respond quickly to maintain project
progress.

Through this CMMI appraisal, our company has also introduced more advanced decision analysis tools
and techniques, enabling us to predict project development trends more accurately, prepare contingency
plans in advance to mitigate potential risks. At the same time, we will also focus on fine-grained
management of project resources to ensure reasonable allocation and efficient utilization.
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Regarding the issue of deviations between feature point estimation and actual completion in project
management, we should prioritize regular retrospective analysis, promptly identify issues, summarize
lessons learned, and continuously optimize project management processes. Only through continuous
improvement and learning can we elevate the level of project management, ensuring successful project
completion and meeting customer expectations.

Support

Firstly, regarding the issue of not conducting cross-project analysis of common non-compliance issues, |
consider this to be a crucial area for improvement. In project management, common non-compliance
issues may recur across multiple projects. Addressing them on a project-by-project basis might only
provide temporary solutions without tackling the root cause. Therefore, | endorse the suggestion for the
organization to conduct cross-project analysis of these common non-compliance issues, categorize them,
and identify root causes to address them at the organizational level, thus better identifying opportunities
for improvement.

Through cross-project analysis, we can uncover patterns and commonalities in issues, enabling us to
identify their root causes. The benefit of this approach is that we can propose more effective
improvement measures to prevent recurring issues, thus enhancing work quality and efficiency. For
instance, if multiple projects are experiencing issues with requirements management, cross-project
analysis can help identify root causes such ‘as inadequate change management processes or
communication gaps. Subsequently, we can address these issues at the organizational level, such as by
establishing standardized requirements management processes or enhancing communication and
collaboration, thereby preventing similar issues from recurring in future projects.

Secondly, regarding the suggestion to thoroughly identify potential obstacles and risks when determining
improvements and document them, | consider this to be another crucial area for improvement. During
the improvement process, we often face various challenges and risks. Failure to adequately prepare for
and document them beforehand may result in less-than-expected improvement outcomes or even failure.
Therefore, | agree with the suggestion to thoroughly identify potential obstacles and risks when
determining improvements and document them to anticipate the expected effectiveness of
implementation.

At the configuration level, we continuously enhance configuration capabilities by clearly defining
configuration items, establishing configuration management plans, selecting appropriate tool support,
implementing configuration management processes, and conducting regular audits and baseline
evolution. It is understood that the purpose of CM is to effectively control configuration management,
rather than increasing unnecessary Cl workload.

In support processes, we recoghize the importance of introducing the PPM model to enhance overall
business strategic planning and resource allocation effectiveness. Through the application of the PPM
model, we can better balance the priorities of various projects and maximize the value of resources.
Additionally, internal knowledge management and technical accumulation are essential components of
support processes. We will further strengthen efforts in this area, encouraging knowledge and experience
sharing among employees to foster a culture of continuous learning and improvement.

Process Management
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In accordance with the suggestions, a thorough appraisal of process execution will be conducted through
QA checks and measurement reports, employing diverse means to analyze the current state of process
execution. Appraisal and analysis of process execution hold a central position in project management
because effective process execution is a key factor in ensuring project success. The QA audit mechanism
and measurement reports enable us to comprehensively examine the current status of process
operations, thereby identifying existing issues through diverse analytical means and improving processes
to enhance work efficiency and quality. Firstly, QA inspections serve as a critical component in revealing
issues and deficiencies in process execution. Through rigorous scrutiny of process execution, the QA team
can detect instances of non-compliance or procedural irregularities. Timely identification and rectification
of these issues are beneficial in ensuring effective process execution, preventing potential risks, and
quality issues. Secondly, measurement reports play a crucial role in evaluating the effectiveness of process
execution. By aggregating and analyzing various metrics, we can gain insights into specific aspects of
process execution, including efficiency, work quality, and effectiveness. This helps to identify bottlenecks
and improvement opportunities within the process, providing a solid data foundation for process
optimization. Additionally, employing diverse analytical appraisal methods such as process reviews,
in-depth issue analysis, and user feedback helps us to comprehensively understand the current state of
processes. By combining the results of QA inspections and measurement reports and analyzing these
diverse pieces of information, we can more accurately assess the status of process execution and identify
areas for improvement. On another note, regarding the recommendation to clarify asset reuse methods
and reuse levels to maximize the value of reuse, it underscores the importance of asset reuse in project
management and the pursuit of maximizing its value. Asset reuse and knowledge reuse contribute to
improving work efficiency, reducing costs, and driving organizational sustainability. Therefore, | agree with
further clarifying asset reuse methods and reuse levels to fully leverage their reuse value. In terms of
process management, we recognize the importance of building a performance indicator system for
processes, as only quantified process data can provide accurate decision-making bases. We will continue
to deepen our understanding and application of CMMI process areas to ensure that process improvement
activities are effectively implemented and regularly conduct process audits to monitor and adjust process
performance. Additionally, by strengthening the collaborative efforts between the EPG process
improvement team and other key roles such as senior managers, project managers, QA, CM, and OT
departments, process improvement becomes more scientific, systematic, and efficient, thereby driving
continuous improvement in the maturity of the entire enterprise.

Relevance

The first point, the improvement of processes and the enhancement of quality management: CMMI Level
5 represents the highest maturity level in the field of software engineering and system development,
indicating that enterprises have achieved optimal practice standards in process improvement and quality
management. Through CMMI Level 5 certification, enterprises demonstrate that they have established a
comprehensive, self-improving process system capable of efficiently controlling project risks, reducing
process variations, and ensuring the consistency and reliability of product and service quality, thus
significantly enhancing customer trust and market competitiveness.

The second point, cost-effectiveness optimization and resource utilization enhancement: Enterprises
reaching CMMI Level 5 can more accurately predict project costs and schedules, reduce ineffective work
and redundant efforts, achieve rational resource allocation and optimal utilization through quantitative
management, thereby effectively reducing costs while ensuring product quality and enhancing economic
benefits.
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The third point, enhancing innovation capability and responding quickly to market demands: A high
maturity level process management system not only emphasizes execution but also adaptability and
flexibility. This means that enterprises have stronger innovation capabilities, can respond quickly to
market changes and customer demands, and achieve rapid product development and market deployment
through continuous optimization and iteration of their process capabilities.

The fourth point, enhancing bidding advantages and expanding market share: In many government and
large enterprise tendering and procurement activities, CMMI Level 5 is often considered an important
consideration for supplier qualifications. Through CMMI Level 5 certification, enterprises can gain a
significant competitive advantage in the bidding process, helping to win more high-quality projects and
further expand business areas and market share.

The fifth point, aiding talent development and shaping corporate culture: Process improvement is not
only about technical advancement but also an important part of corporate culture and human resources
development. Employees of CMMI Level 5 companies can work in a structured, orderly, and continuously
improving environment, which helps cultivate high-quality talent teams and form a culture of pursuing
excellence, thus laying a solid foundation for the long-term development of the enterprise.

Improvement measures

In this appraisal, deficiencies, issues, and recommendations are incorporated into the "Process
Improvement Recommendations and Tracking Sheet" by the EPG team. The EPG team, along with project
personnel, collaborates to identify and discuss these recommendations one by one through various
meetings, based on which the "Gap Analysis Report" for this appraisal is formulated as the basis for
current-stage organizational process improvement. The company will organize pilot validations of
improvement effects through the implementation of new projects, collect data for further analysis. We
will review and release improvement processes and results at the next EPG meeting and update them to

the relevant process asset repository.

We will first develop the "Process Improvement Plan," which will detail the activities, timelines,
participants, implementation goals, etc. Senior management will also discuss with EPG members the
considerations and potential risks and obstacles of improvement implementation. Senior management
will provide full support for process improvement in terms of manpower, financial resources, training, etc.,
by addressing these issues through institutional norms, resource allocation, iterative production tools, etc.
During the improvement process, relevant personnel cooperate actively. The EPG team selects
appropriate projects for improvement pilots and steadily expands the scope after successful pilots.
Throughout the implementation of process improvement based on the "Process Improvement Plan," the
EPG team will monitor the entire process, record improvement effects, analyze collected measurement
data, quantitatively analyze with suitable models, establish predictive models and trend analysis to
predict software development processes and product quality. In the project implementation process,
continuously optimize project development processes to improve work efficiency. At the same time, the
EPG team continuously improves code standardization issues, identifies influencing factors, evaluates and
adjusts measurement items, optimizes baselines and models to enhance the overall level of projects. This
appraisal and daily practices have given us a deeper understanding of CMMI Level 5 and made us aware
of our own shortcomings. Implementing CMMI Level 5 is a process of continuous improvement and

13|Page



A
A A

Z=REe %%’rﬁ B

optimization. We adhere to the concept of continuous effort and progress. Through training,

standardization, monitoring, communication, improvement, and other means, we are committed to
improving the organization's capabilities and maturity. We must proactively adapt to the ever-changing
software development and market environment and continuously improve our personnel, skills, etc.
Improving process management level helps improve customer satisfaction, increase development
efficiency, enabling us to better adapt to the market environment and achieve long-term vision. Therefore,
we will use CMMI Level 5 as an important tool to continuously improve product quality and management
capabilities. Once again, sincere thanks to the assessors, and thanks to all the ATM teachers for their hard
work and professional guidance, providing valuahble guidance for the company team and laying a solid
foundation for the company's future development. The company will continue to improve management
capabilities and product quality, enabling the company to achieve lasting business success and sustainable

development,

| hereby authorize and agree for you and SITARA Technologies to share our appraisal results on SITARA's
publishing channels and promote our appraisal results as deemed appropriate by SITARA Technologies.
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