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EXECUTIVE SESSION BRIEFING - SPONSOR FEEDBACK

Overall findings

Through a comprehensive and meticulous review of our software development and project management
processes, our company successfully completed a benchmark appraisal scoped under CMMI Level 5,
following the CMMI V3.0 (Development) standard. During this period, document reviews and interviews
were conducted, with HMLA and the ATM accurately identifying known and potential issues in the daily
development and management processes.

Throughout the appraisal, HMLA leveraged his extensive experience to offer us numerous valuable
recommendations. Furthermore, during the benchmark appraisal, the appraisal team not only examined
our software engineering processes but also thoroughly reviewed our business processes. In the optional
executive meetings, they applied the SPRUM-Systemic Process Review Using Measurements® (a
trademark of Raghavan S. Nandyal) to provide deeper insights into "how to conduct effective follow-up
performance improvement plans." Through in-depth discussions with HMLA, we gained valuable advice
and guidance, revealing a 95% compliance rate of the provided findings, which has set a clear direction
for the company’s future. The appraisal process allowed us to further scrutinize the current
implementation of high maturity within CMMI at our company. Our organization displayed significant
maturity in project management, process standardization, and technical research and development,
showcasing strong competitiveness. However, the appraisal also identified areas for improvement,
particularly in risk management, cross-departmental communication, and continuous process
improvement, where we should further optimize management mechanisms to enhance overall project
efficiency and success rates.

Lessons learned and improvement measures

We have summarized detailed conclusions in four areas: engineering process, project management,
support processes, and process management.

Engineering process

In engineering process management and control, the focus lies primarily on design, coding, and
requirements. The ATMs instructors and HMLA have provided very detailed and practical implementation
plans. For example: Organize the requirements in terms of keywords to clearly specify the characteristics.
This includes explicitly identifying functional requirements, non-functional requirements, test
requirements, and quality requirements through the use of specific keywords.

Ensure the identification of dependencies between requirements. If there are conflicts between different
requirements, it becomes difficult to implement them. Therefore, obtaining feedback is essential to
ensure no conflicts arise.

Use "!" or negate the value "mandatory check as '1'," which does not comply with the coding standards.

Repeat the code block multiple times rather than using it as a single instance to be checked. Some "if"

clauses missed the more useful "else" statements, but the required single-line instruction followed the
"if" block. This affects code maintainability and might increase the risk of missing unit test cases entirely.
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Based on the above, we have identified the following recommendations. For example: emphasize the
priority of features (high, medium, low); use tools like use case diagrams, activity diagrams, and sequence
diagrams to visualize requirements and their interactions. Through relationship mapping, clearly highlight
relationships between requirements, including dependencies, inclusions, and extensions. Pay special
attention to similar repetitive logic during code reviews and provide improvement suggestions. Team
members can collaborate to discuss and reach consensus, gradually improving code quality. During daily
development, maintain a continuous review of the code to identify areas for refactoring and make
ongoing improvements.

Encapsulate conditional logic. If the conditional logic is complex, encapsulate it into a method to enhance
readability and reusability.

Project Management

Regarding project management processes such as estimation, planning, and monitoring, the appraisal
team has provided several thought-provoking suggestions. For example: During estimation, the process of
calculating workload, duration, and resources based on project size lacks detailed documentation and
relevant assumptions. Only the estimation results were recorded, which could hinder future retrospective
reviews of the estimation process. In terms of improving the code review defect target, it is unclear
whether the achievement of the goal is due to a decline in code quality or an improvement in the ATMs
review skills. Although project managers have defined a project task tracking list, the granularity of the
tasks is not detailed enough. For instance, there are insufficient constraints regarding task priority and
dependencies between tasks. Additionally, the task tracking list should incorporate project reviews,
quality assurance, and configuration management to ensure adequate preparation for the next phase of
work. To address these issues, we have summarized the following strategies: Improving the
documentation process for project estimation. Beyond recording the final results such as workload,
duration, and resources, the entire estimation process should be meticulously documented, including all
assumptions and relevant background information. This includes the chosen estimation methods (e.g.,
analogy method, ATMs judgment method, or parametric method), historical project data references,
team capability appraisals, and external factors like market demand and technological advancements.
Detailed documentation will allow for easier retrospective analysis to assess the reasonableness of the
estimates and enable adjustments to the estimation method as conditions change.

Improving the analysis of code review results when the defect targets are unclear. We need to refine the
method of analyzing the results of code reviews by clearly defining defect targets and identifying factors
that affect the number of defects during the review process. Specifically, establishing a more robust
quality appraisal mechanism to distinguish whether an increase in defects is due to declining code quality
or the improvement in the reviewer's skills. By introducing specific quality metrics (such as code
complexity, coverage, and performance) for appraisal, and comparing the type and number of defects
across different review stages, we can ensure that defect targets are achieved through improvements in
code quality rather than external factors. Regular training should also be conducted to enhance the skills
of reviewers, forming a positive review mechanism.

Additionally, project managers should refine the granularity of tasks when defining them, specifying task
priorities and the dependencies between tasks. For example, define the preconditions and sequence of
tasks to ensure proper task alignment and parallel processing. In the task tracking list, include descriptions
of task priorities and dependencies, and incorporate key phases such as project reviews, quality assurance,
and configuration management into the tracking system to ensure that tasks progress smoothly. By
implementing these measures, we hope to significantly improve the accuracy of project estimation, the
effectiveness of code reviews, and the precision of task management, ultimately enhancing the overall
management level and execution efficiency of the project.
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Support process

During the support process, | would like to highlight the quality assurance procedure. First of all, during
the audit, we must cover the entire project lifecycle. For engineering and project management practices,
we need to objectively and comprehensively appraise various factors that may impact project execution,
ensuring that audit results do not merely reflect surface-level issues but delve into the root causes that
may negatively affect the project's success. This helps in better identifying and addressing potential risks,
ensuring that the quality we have consolidated remains intact. Additionally, concerning the practice of
setting the system testing cycles between three and four, its rationality lacks effective validation and
support, indicating deficiencies in test phase management. Repeated test cycles without substantial
justification may lead to wasted resources and degraded quality. When formulating testing strategies, our
project team must ensure that each testing cycle has a clear objective and solid reasoning to prevent
unnecessary rework and resource waste. This will not only improve product quality but also reduce
additional costs caused by quality issues. Therefore, in future projects, it is essential to establish clear
confirmation criteria and verification mechanisms to ensure process efficiency and rationality.

At the same time, it is crucial to enhance the team's awareness of the importance of quality management
and foster a rigorous corporate culture to support the successful delivery of projects and long-term
sustainable development. These measures will significantly enhance the management and execution
efficiency of the projects. Process Management Based on some improvement suggestions for process
management, we conducted detailed discussions and analyses, and formulated corresponding measures.
For instance, although the organization has defined performance targets, the relationship between
targets and performance improvement factors needs to be considered more comprehensively. Both the
increase and decrease of targets should be explained in detail based on the actual conditions of the
current production process. The interactions between targets should also be analyzed horizontally. When
using quantitative statistical techniques for forecasting, it is not an immediate process, but involves
multiple adjustments of mean values and standard deviations until the optimal improvement goals are
achieved. The organization has only kept the final improvement goals, so it is recommended to retain the
entire forecasting process to provide a reference for future work. Although we have sorted through the
data from the past three years, due to our ongoing upgrade from level three to level five, our application
of Six Sigma theory has not been solid enough. This has resulted in certain limitations in our overall
improvement strategies. Some suggestions from HMLA and discussions during interviews have greatly
inspired our EPG group and senior management. As we pursue higher maturity levels, we must effectively
combine Six Sigma theory with actual business needs to enhance operational efficiency and quality
management. Six Sigma, as a rigorous data-driven quality management methodology, helps by reducing
variance and improving process control, enabling us to lower costs while improving the reliability of
products and services. However, in our software industry, with a focus on financial risk control, coupled
with the current R&D status, cultural background, and business model, there are discrepancies between
theoretical knowledge and practical application. Therefore, it is important to avoid over-reliance on
standardized models and ensure that the optimization of each process step genuinely addresses the
company's challenges. By continually tuning and iterating, embedding Six Sigma's core principles into our
corporate culture, and integrating industry best practices with innovative management models, we have
identified a new direction for future improvements.

Process management
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Based on some improvement suggestions proposed in process management, we have also conducted
detailed discussions and analysis, and formulated corresponding measures. For example, the organization
has already defined performance goals, but the relationship between goals and performance
improvement factors need to be considered more comprehensively. For example, the increase or
decrease of goals should be elaborated and explained in more detail based on the actual situation of the
current production process, and the mutual influence relationship between goals should also be analyzed
horizontally. When using quantitative statistical techniques for prediction simultaneously, it is not
achieved overnight. It will go through multiple adjustments of mean and standard deviation until the
optimal improvement goal is reached. The organization only retains the final improvement goal. It is
recommended to keep the prediction process for reference in subsequent work.

Although we have reviewed the data from the past three years, our overall improvement approach is still
limited due to the lack of solid theoretical application of Six Sigma as we are upgrading from Level 3 to
Level 5. The suggestions put forward by the evaluator and the discussions during the interview have
provided great inspiration for our EPG team and senior management. In the process of pursuing advanced
maturity, we need to effectively combine Six Sigma theory with practical business needs to improve
operational efficiency and quality management level. Six Sigma, as a rigorous data-driven quality
management approach, can help us improve the reliability of our products and services while reducing
costs by reducing variation and enhancing process control. However, there are differences in the software
industry, financial risk control, current research and development status, cultural background, and
business model compared to theoretical knowledge. Therefore, it is important to avoid excessive reliance
on standardized models and ensure that the optimization of each link can effectively solve the problems
faced by the company. By continuously optimizing and iterating, embedding the core concept of Six Sigma
into the corporate culture, and combining it with industry best practices and innovative management
models, it has also become our new direction for improvement in the future.

Relevance and Planned Actions

As the highest level within the CMMI model, it helps organizations enhance project maturity and success
rates by optimizing management processes, improving quality standards, promoting innovation, and
driving cultural change. It also strengthens market competitiveness and ensures sustainable long-term
development through more efficient management and risk control.

1. Continuous Process Optimization Achieving continuous process improvement is key. By regularly
analyzing the effectiveness and efficiency of existing processes, organizations can proactively identify
opportunities for improvement, leading to a constantly optimized project execution model. This not only
boosts production efficiency but also minimizes waste and redundancy during project implementation,
thereby increasing resource utilization.

2. Strengthened Quality Control CMMI HM emphasizes strict control and improvement of quality at every
stage of a project. Through comprehensive quality appraisal mechanisms and ongoing process
optimization, organizations can effectively reduce defects before delivering products or services,
significantly enhancing product quality. This systematic quality management approach helps lower rework
costs and boosts customer satisfaction.

3. Enhanced Team Capability and Work Efficiency By standardizing and optimizing processes, CMMI HM
aids in improving team efficiency and collaboration. Clear delineation of departmental responsibilities and
process boundaries allows teams to work together more effectively, reducing communication errors and
duplicated efforts. Furthermore, it encourages team members to continuously learn and improve, thereby
enhancing overall business capabilities.
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4. Increased Market Competitiveness Organizations that achieve CMMI HM demonstrate their high-level
competence in project management, process optimization, and quality control. For companies competing
in international markets, this provides a significant advantage, winning the trust and recognition of
clients—an important competitive edge for us.

5. Better Management of Complex Projects Through the implementation of CMMI HM, organizations can
better manage complex projects. With structured processes, risk management, and lean management
principles, organizations are able to clearly define work segments and manage them efficiently when
facing large, complex projects.

This increases project transparency and control, ultimately improving the likelihood of success. The
implementation of the CMMI HM high-maturity capability model holds profound practical significance for
our company. It not only aids in enhancing our software development and management capabilities but
also brings us greater competitiveness and commercial benefits. As such, we will actively embrace CMMI
HM, continuously driving our own improvement and development. Lastly, we sincerely thank HMLA and
all the ATM instructors for their hard work and professional guidance. We appreciate the findings raised
by the appraisal team, and we wholeheartedly agree with them. We are grateful for the valuable insights
provided by HMLA and the appraisal team, which have pointed our company in the right direction and
laid a solid foundation for its future growth. These findings will greatly help us improve the efficiency and
quality of our software development. Moving forward, we will take these findings seriously, implement
necessary improvements, and continuously elevate our development capabilities. By enhancing software
development efficiency and quality, we aim to boost customer satisfaction and achieve sustainable
development.

As the sponsor of this appraisal who has received the executive session briefing, | 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”.
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