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EXECUTIVE SESSION BRIEFING - SPONSOR FEEDBACK

Overall findings

Using the CMMI high maturity scoped benchmark appraisal, a comprehensive and detailed review of our
company's software development and project management processes was conducted, adopting the CMMI
V3.0 (development domain) standards. During this period, document reviews and interviews were carried
out, and known and potential issues in the daily development process and management were accurately
identified by HMLA and ATMs. Our processes and practices were thoroughly understood through interviews,
document reviews, and other methods, leading to a comprehensive appraisal. Professional guidance and
suggestions are also provided to help us identify issues and develop improvement plans. The appraisal
experts ensured objectivity and fairness of the appraisal process, guaranteeing the accuracy of the final
appraisal results.

In the benchmark appraisal, the appraisal team not only reviewed the software engineering processes but
also conducted a comprehensive examination of our business processes. During the optional executive
meeting, SPRUM-Systemic Process Review Using Measurements® (a registered trademark of Raghavan S.
Nandyal) was utilized to provide deeper insights into “how to effectively follow up on performance
improvement plans” using a proprietary technique called ‘broad-spectrum metrics analysis’ that enabled
us to have a cascaded view of how software measurements and performance models flow into one another
to make high maturity meaningful. Insights from this technique left us with a clearer understanding of how
a couple of business objectives we had deemed to have been met, were indeed not achieved. We learnt
from this technique the importance of eliminating ‘false-positives’ and gained insights into the fact that
‘failure of a business objective is not necessarily a bad thing’. Through continuous communication with
HMLA, our company's implementation of CMMI HM was examined throughout the appraisal process
backed by a strong sense for ‘what works and what does not work’. Areas where we currently perform well
were identified for continued execution, and areas needing improvement were recognized for targeted
optimization and enhancement. This approach is highly beneficial and achieves our goal of persistently
implementing CMMI.

During this appraisal, valuable improvement suggestions were provided by the appraisal experts on various
aspects, including product requirements, design, development, testing, delivery, decision analysis, project
management, refined management of project resources, introduction of the PPM model, talent training
mechanisms, coding standards, and more. These suggestions are mostly aligned with the actual situations
faced in our daily operations, precisely identifying issues in our development process with 95% compliance
rate. After sorting through these valuable insights, they will be taken seriously, deeply analyzed, and
combined with our company's actual situation to formulate effective optimization plans. Investments in
various company resources will be increased to provide the necessary human, material, and financial
support for the implementation plans. Continuous tracking and appraisal of the improvement measures’
execution will be conducted to ensure effective implementation of the suggestions.

Throughout the CMMI HM implementation process, significant progress in process improvement, project
management, and quality control is witnessed within the team. By strictly adhering to CMMI HM standards
and practices, project execution becomes more standardized and regulated, better equipped to handle
various complex situations and changes. Additionally, areas needing further strengthening and optimization
are identified, such as the execution details of certain processes and the smoothness of cross-departmental
communication and collaboration. This appraisal is recognized as a rare opportunity for learning and
enhancement, and we aim to integrate the CMMI principles into our corporate culture.
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Lessons Learned

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

Project management
In the management and control of engineering processes, a focus is placed on design and coding aspects.
Detailed and practical implementation plans are provided by experts and appraisal instructors. For example:

Variable names used in the code must describe their purpose to enhance the code's readability,
maintainability, and testability. The declaration of variables of the same type must be placed in one code
block for easier reading and understanding. In detailed design, UML class diagrams should be elaborately
designed to clearly present the relationships between classes, attributes, and methods in the system. This
visualization makes the system structure clear and helps team members quickly understand and maintain
the system. It is suggested that visual descriptions of the data extraction process be included in the design
documents to improve the system's maintainability and manageability.

Significant insights and practical experiences are gained during the engineering process. It is recognized
that the readability, maintainability, and testability of the code are enhanced when variable names used in
the code describe their purpose. This not only makes the code more understandable for other developers
but also improves maintainability, facilitating subsequent modifications and optimizations. Additionally, it
aids in improving the testability of the code, as descriptive variable names make it easier for testers to

understand the test requirements and expected outcomes.

Optimizing code structure helps improve readability and maintainability, making the code structure clearer
and easier for team members to read and understand. This also meets the requirements of coding

standards, thus improving code quality.

In terms of detailed design, emphasis should be placed on the design of UML class diagrams to clearly
define the relationships between classes, attributes, and methods in the system. By visualizing class
diagrams, the system structure becomes clear and easy to understand, allowing team members to quickly
grasp and maintain the system. This not only increases development efficiency but also reduces

communication costs.

Describing the data extraction process helps enhance the system's maintainability and manageability.
Through visual descriptions, the data extraction process and methods can be understood more intuitively,

facilitating easier system maintenance and optimization.

~
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Project management

In the CMM IHM appraisal process, it has been found that significant improvements are needed in the
current estimation practices. Particularly, when deriving workload, schedule, and resources from project
size, detailed records and related assumptions are lacking. Although the results of the estimates are
documented, this method lacks sufficient transparency and traceability, potentially making it difficult to
retrospectively analyze the estimates. To enhance the accuracy and reliability of future estimates, it is
necessary to improve the documentation of the process and assumptions, ensuring that each step has a
clear basis and explanation. This not only improves the precision of the estimates but also provides stronger
support for project management and decision-making. In response to this recommendation, detailed
improvement measures have been formulated. Establish a Detailed Estimation Recording Mechanism:
Develop Templates: Standard templates for recording estimation steps. Document Steps: Clearly outline
the steps taken in the estimation process. Note Assumptions: Explicitly list all assumptions in the records
and explain their impact on the estimation results. Enhance the Traceability of the Estimation Process: Mark
Key Nodes: Identify key points in the estimation process, such as critical decision points and data input
points, to facilitate quick access to relevant information during reviews. Use Version Control: Implement
version control for estimation records, documenting each modification and its timing to ensure changes
can be tracked. Strengthen the Review and Validation of Estimation Results: Establish Review Mechanisms:
Create a review system for estimation results, involving professionals to ensure the accuracy and
reasonableness of the estimates. Validate Assumptions: Verify the assumptions used in the estimation
process to ensure their validity in practical application.

Support

Firstly, in terms of quality assurance, the negative impact of broadly or inaccurately defined measurement
units on project metrics and evaluations is deeply understood. In past work, ambiguous measurement units
such as "person-days” have been encountered, leading to significant deviations in calculations of "total
increase and total decrease,” thus rendering the measurement results ineffective for practical guidance.
Accurate measurement units are the foundation for ensuring the validity and reliability of measurement
results. In future work, greater attention will be given to the selection and definition of measurement units
to ensure they accurately reflect the quantity and quality of actual work. Additionally, the team's
understanding and awareness of measurement units will be enhanced to prevent measurement errors
caused by misunderstandings. More scientific and reasonable measurement methods will also be actively
explored, and appropriate measurement indicators and systems will be developed based on the project's
actual situation to more accurately reflect project progress and outcomes. Through continuous practice and
improvement, it is believed that the issue of inaccurate measurement units can be overcome, thereby
improving the accuracy and effectiveness of project measurements and providing strong support for
successful project implementation.
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Secondly, in configuration management, a significant weakness has been identified recently: test case
documents and test case review documents are independent and contain overlapping content. This setup
not only leads to information redundancy but also increases the complexity of configuration management,
requiring excessive effort in storing, maintaining, and managing these documents. It is recognized that this
fragmented management approach is inefficient and prone to risks such as version inconsistencies and
information loss. Merging test case documents and review content into a single comprehensive document
will greatly simplify configuration management processes, improving the efficiency and accuracy of
information management. This experience highlights the importance and complexity of configuration
management. Continuous optimization of management processes and improvement of management
efficiency are essential to ensure the smooth progress and high-quality delivery of projects. This will be
taken as an opportunity to continuously improve configuration management work, creating greater value
for the team and company.

Additionally, in risk management, it is profoundly realized that the weakness lies in the necessity of
comprehensively considering factors balancing key business objectives before making decisions. In previous
project practices, there was often excessive focus on certain risks while neglecting other equally important
factors, resulting in less comprehensive and accurate decision-making. This can not only affect the smooth
progress of the project but also negatively impact key business objectives such as profitability. Risk
assessment is a systematic and comprehensive process that must consider various factors that may affect
business objectives, including but not limited to market risks, technical risks, and operational risks, and it
requires balancing the relationships between these factors to ensure that decisions can balance the
interests and needs of all aspects. This experience underscores the importance of risk assessment in project
management. Only by comprehensively and accurately assessing risks can wise decisions be made to ensure
the successful implementation of projects and the achievement of business objectives. This will be taken
as an opportunity to continuously enhance risk management capabilities, contributing greater efforts to
the company's development.

Process Management

Based on some improvement suggestions in process management, detailed discussions and analyses have
been conducted, and corresponding measures have been formulated. For instance, in the analysis of
"profitability" as a key business objective, it has been noted that despite organizing data from the past three
years, the dependencies affecting profit margins are still not comprehensively defined. The direct
correlations between many potential factors and the final profit outcomes have not been fully revealed and
validated. This could lead to the oversight of important variables when formulating strategies to enhance
profitability, resulting in decisions that lack precision and comprehensiveness.

Through this review, a deep understanding has been gained of how critical the depth and breadth of data
analysis are for accurately grasping business objectives. It is insufficient to merely present superficial data;
the underlying logic and relationships must be thoroughly explored, especially those factors that may not
seem directly related but have a significant impact. Additionally, data analysis models must be continually
updated and optimized to adapt to the ever-changing market environment and evolving business needs.

In the future, efforts will be devoted to strengthening the integration between data analysis and business
logic, with a focus on more in-depth research and exploration to refine the definition of dependencies
affecting profitability. Furthermore, the experiences and lessons from this review will be actively shared
with team members to collectively enhance capabilities and proficiency in data analysis, thereby providing
stronger support for the company's profit growth.

Relevance
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CMMI HM appraisal emphasizes process management and continuous improvement. |t provides a
systematic framework and guidance to help organizations improve their processes and enhance the quality
of products and service delivery. For enterprises, CMMI HM appraisal enables their software development
processes and capabilities to be appraised, assisting software developers in continuously improving
software process maturity and software quality. Through CMMI appraisal, enterprises can enhance their
management capabilities in software development projects, achieving goals such as ensuring the
correctness of software development functions, shortening development cycles, reducing development
costs, and ensuring quality. The implementation of the CMMI HM model holds significant practical
significance for organizations. Through the implementation of CMMI HM, project management maturity
can be enhanced, enabling enterprises to ensure the smooth progress and high-quality delivery of software
projects, better meeting customer needs and expectations. Additionally, it can enhance the overall
competitiveness of the organization, establish a good brand image for the enterprise, lay a solid foundation
for business expansion, and facilitate further exploration in new markets and fields. For the business teams
of enterprises, the implementation of CMMI HM not only enhances team collaboration and professionalism
but also plays a more important and prominent role in large, complex projects. Clear procedures can greatly
reduce human errors, making the software development process more stable and controllable. Lastly,
through the implementation of CMMI HM, various business processes of the company can be optimized,
improving team efficiency. While strictly adhering to industry standards, it can minimize enterprise
production costs and achieve sustainable development.

Improvement measures

After this appraisal, the EPG team will closely collaborate with project personnel to conduct in-depth
discussions and identification of the recommendations raised during the appraisal. Through multiple
meetings and exchanges, a comprehensive "Gap Analysis Report” will be formulated, which will serve as
the core basis for our current organizational process improvement. Based on this report, we will
meticulously develop a "Process Improvement Plan," which will specify key information such as each step
of improvement activities, scheduling, participants, and implementation goals. To ensure the smooth
progress of improvement work, senior management will discuss potential considerations, risks, and
obstacles during the improvement process with EPG members, and commit to providing full support in
terms of human, financial, and material resources. We will address these issues promptly through
standardization, resource allocation, and iterative production tool deployment, creating favorable
conditions for improvement work. Throughout the improvement process, relevant personnel will maintain
a high level of cooperation. The EPG team will conduct in-depth root cause analysis based on identified
issues and analysis reports, seeking effective improvement measures. Subsequently, we will select suitable
pilot projects to implement improvement measures for practical experimentation. After the pilot data pass
hypothesis testing, we will further deploy these improvement measures to achieve greater benefits.

During the implementation of improvement by the EPG team, we consistently maintain
comprehensive monitoring of the improvement process, meticulously record the effects of each step, and
conduct in-depth analysis of the collected measurement data. We carefully select appropriate models for
quantitative analysis, construct predictive models and trend analysis, aiming to accurately predict the
direction of software development processes and product quality. Throughout the project implementation,
we continuously optimize the project development process, strive to improve work efficiency, and ensure
the smooth progress of projects. Addressing issues regarding code standardization, the EPG team
continuously engages in improvement work, thoroughly explores influencing factors, adjusts measurement

10 |
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items, and optimizes baseline in the fierce market competition. Enhancing process management
capabilities not only enhances customer satisfaction but also improves our development efficiency,
enabling us to better adapt to the market environment and achieve the company's long-term vision.
Therefore, we will regard CMMI5 as an important tool for improving product quality and management

capabilities and continuously promote its application within the company.

Finally, we sincerely thank the HMLA and appraisal team for their hard work and professional guidance.
We fully acknowledge these findings. Thanks to the valuable insights provided by the HMLA and the
appraisal team, which have pointed the way forward for the company team and laid a solid foundation for
the company's future development. These findings are of great help to us in improving software
development efficiency and quality; we will earnestly implement improvements based on these findings
and use them to enhance research and development capabilities. Continuous improvement of software
development efficiency and quality, increasing customer satisfaction, and achieving 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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