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EXECUTIVE SESSION BRIEFING: SPONSOR FEEDBACK

Overall findings

My company conducted a thorough and detailed review of software development and project
management processes, utilizing the CMMI V3.0 (development domain) standard for a CMMI Level 5
scoped benchmark appraisal. During this time, document reviews and interviews were conducted, and
both HMLA and ATMs accurately identified known and potential issues throughout the appraisal process.
They provided targeted improvement suggestions and offered relevant guidance. Special thanks are due
to the ATM team, who used humorous and engaging examples to help us better understand weaknesses
in various processes. Multiple discussions and exchanges were held to ensure clarity. Additionally, in the
benchmark appraisal, the appraisal team conducted a comprehensive review of not only our software
engineering processes but also our business processes. During the optional executive meetings, the HMLA
used the SPRUM-Systemic Process Review Using Measurements® (a registered trademark of Raghavan S.
Nandyal) to provide deeper insights into "how to create an effective follow-up performance improvement
plan using qualitative judgements of the CMMI implementation; not just verifying presence or absence of
evidence." Throughout the appraisal, valuable suggestions for improvement were offered in areas such as
product requirements, design, development, testing, delivery, decision analysis, project management,
refined management of project resources, introduction of the PPM model, talent training mechanisms,
and coding standards.

Key company stakeholders, including senior management, the EPG process improvement team, project
managers, quality assurance, and configuration management, engaged in in-depth discussions and
analysis of these issues, reaching a consensus. The appraisal process yielded practical results, which will
help our company promote high-maturity practices across multiple ongoing projects. In-depth discussions
with Raghav also provided us with invaluable advice and guidance, laying the foundation for the
company's future development.

The appraisal process allowed us to take a closer look at the current implementation of CMMI high
maturity within the company. With a more comprehensive and in-depth understanding, we uncovered
numerous potential issues and areas for improvement. The appraisal experience strengthened our team,
enhancing employee awareness of and adherence to standardized and regulated processes. The
suggestions aligned closely with the company's actual situation, with a 95% match, and we will carefully
digest and implement the appraisal findings, creating specific improvement measures and plans to ensure
that each recommendation is effectively executed. This HM practice appraisal not only served as a
comprehensive evaluation of the company’s R&D capabilities and management level but also provided a
rare opportunity for learning and improvement. We will use this as a stepping stone, continuously
summarizing experiences, optimizing processes, and improving our capabilities, propelling the company

to take more solid steps on the path toward excellence and sustainable development.
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Fngineering management

In the management and control of engineering processes, particular emphasis was placed on design and
coding. The ATM team provided detailed, actionable execution plans. For example:

In terms of code quality, multiple instances of redundant logic and methods were observed, which lead to
code bloat without adding any value. Additionally, the use of dead code and inline commented code in
any baseline was noted to be problematic. This could result in product failures during system testing,
acceptance testing, or product integration activities due to inadequate code coverage validation.

To address these issues, regular code reviews will be implemented to ensure that team members can
identify and remove unnecessary code. Static code analysis tools (such as SonarQube, ESLint, Pylint, etc.)
will be utilized to automatically detect dead code and other potential problems. Unit tests will be written,
and code coverage tools will be used to ensure all code paths are tested, enabling the detection of
unused code. Code will be refactored periodically, consolidating redundant logic and removing obsolete
features and code. Proper documentation and comments will be maintained to help developers
understand the purpose of the code and quickly identify outdated code segments. Version control
systems will be used to retain history, allowing for easy recovery when code is deleted, making the
removal of dead code safer. Coding standards will be refined and adhered to in order to avoid
unnecessary complexity and redundant code. Code reuse through functions or modularity will be
encouraged to prevent large chunks of repetitive code. These practices will effectively prevent issues such
as hardcoding, dead code, and redundant code.

During discussions with clients, project consultations led by the project consulting team have often
resulted in product functionality adjustments (such as the order of menus used in the product). These
changes must be documented as implicit requirements to prevent potential scope creep and maintain the
product’s vision. To address this issue, we will guide clients to share their ideas and feelings using
open-ended questions rather than focusing solely on specific requirements. For instance, asking "What
problems do you want this product to solve?" rather than directly asking "What features do you need?"
During interviews, careful attention will be paid to clients' unspoken needs, and appropriate feedback will
be provided to encourage them to further elaborate on their thoughts. By observing client behavior when
using existing products or services, we can better understand their habits and pain points. User
experience testing will also be conducted to observe how users interact with the product, and feedback
will be collected. When designing surveys, leading questions will be used to uncover potential client
needs. For example, asking clients to choose the features they value most while providing an "other"
option to encourage them to list unmentioned needs. A combination of quantitative surveys
(multiple-choice questions) and qualitative surveys (open-ended questions) will give a more complete
picture of client needs. Focus groups will be organized, inviting multiple clients to participate in
discussions, where collective interaction will spark more ideas and needs. As facilitators, we will guide the
discussion to ensure a broad range of topics is covered.

Customer journey maps will be created to analyze every touchpoint in the product experience, identifying
potential pain points and expectations. Key moments in the customer journey will be examined to
uncover hidden needs. Research into competitor products and client feedback will reveal unmet needs.
Industry trends and user feedback will be monitored to understand potential client demands.
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Through continuous communication and interaction, trust will be established with clients, making them
more willing to share their true needs and expectations. Regular follow-ups with clients will be conducted
to understand their latest needs and feedback, ensuring the product direction remains aligned.
Prototypes will be created early in the development phase, with clients invited to test them. Their
reactions and feedback will help identify unspoken needs. Special attention will be paid to social media
discussions and feedback to understand the true opinions and hidden needs of clients. Participation in
relevant industry forums and communities will allow us to listen to users' voices and gain more insights
into their expectations.

Project management

In the estimation process, non-productive tasks, costs, timelines, and related estimates, as well as graphic
illustrations themselves, which may not directly contribute to the project, still need to be incorporated
into the project planning, estimation, and monitoring, particularly when it involves image-building
settings. To address these issues, we will improve requirement analysis by communicating with both
clients and team members to clarify specific page effects requirements, such as animation, interactive
design, and responsive layouts. Based on these needs, we will list all the required features and effects to
ensure nothing is missed. Then, we will break down the cool page effects into manageable tasks, such as
designing animations, implementing interactive logic, optimizing performance, adapting to various
devices and browsers, and defining clear completion criteria for each task to aid in the later appraisal of
workload. When estimating the workload, we will calculate the time and resources needed for each task,
taking into account design complexity, technical challenges, the skill levels of team members, and
potential risks. We will also refer to similar tasks from past projects to provide a more accurate estimate.
All tasks, along with the corresponding workload (time, personnel, resources, etc.), will be integrated into
an estimation sheet, and we will assess any risks that may arise in achieving those cool effects. This
includes preventing compatibility issues and performance bottlenecks. Additionally, we will reserve buffer
time in the overall estimate to handle potential changes and delays. Lastly, we will discuss the estimates
with team members to ensure a unified understanding of the workload and promptly correct any
deviations. Feedback from the team will be sought to ensure all relevant factors are considered. We will
carefully document the estimation process and rationale for future reference and improvement. The
estimates will be updated regularly as the project progresses to ensure alignment with actual workload,
using project management tools to track task progress and workload, facilitating team collaboration and
communication. Although the organization-level work environment standards and project-level project
planning environment tools list the various software used by our company and project, the lack of strict
versioning for some software and tools poses a potential risk. For instance, inconsistent JAR package
versions may cause conflicts, and different Tomcat versions may lead to JDK incompatibility, resulting in
compilation errors. To tackle this issue, we will explicitly require the inclusion of version numbers for all
tools in the work environment standards documentation, including programming languages, frameworks,
libraries, databases, and so on. We will define a version update process to ensure that every time a tool or
library version is updated, the relevant documentation is promptly updated as well. An audit of the
existing work environment standards will be conducted to identify any missing version information.
Necessary version details will be added to ensure all relevant tools have their versions properly recorded.
In the project's version control system (e.g., Git), we will document tool versions, which can be noted in
the README file or other project documentation. For the libraries and tools in use, we will create
corresponding dependency files (e.g., package.json, requirements.txt, Gemfile) and specify the versions
within those files. Automated tools (such as Docker, Ansible, Terraform) will be utilized to create and
manage development environments, clearly specifying tool and library versions.
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We will include environment configurations in files (such as Dockerfile, docker-compose.yml) to ensure
specific versions of tools are used when building the environment. Team members will receive training on
the importance of version management and will be required to follow the established guidelines when
using tools. Regular meetings will be held to review work environment standards and documentation to
ensure accuracy and timeliness. Additionally, tool version checks will be integrated into the continuous
integration/continuous deployment (CI/CD) process to guarantee the correct versions are used during
builds or deployments. Automated testing will be implemented to quickly identify any potential issues
caused by tool version changes. A version change log will be created to document the reasons and
impacts of every tool update, making it easier for team members to reference.

All team members will have access to the change log to stay informed about version updates. We will also
provide a feedback channel for team members to report missing or problematic information in the
environment standards, allowing for timely updates and improvements. By taking these steps, we can
effectively address the issue of missing tool version numbers in the work environment standards,
ensuring consistent use of tools during development and enhancing project stability and maintainability.

Support

First, QA lacks a thorough inspection of data across various projects and does not eliminate anomalous
data. For instance, satisfaction scores range from 1 to 5, and any value exceeding 5 should be considered
an anomaly and removed. To address this issue, we will refine data quality standards and determine
which data points are considered outliers. Statistical methods such as standard deviation and IQR
(Interquartile Range) can be used to define thresholds. We will use visual tools like box plots and scatter
plots to view data distributions and anomalies clearly. This helps identify outliers and decide how to
handle them. Options include directly removing scores that exceed the maximum value, replacing outliers
with averages, medians, or other statistical measures, or categorizing them for further analysis. Once the
data is cleaned, we will document the process and decisions for future audits and analysis. After cleaning,
the data will be re-analyzed to ensure improved quality. We will establish a monitoring mechanism to
regularly check for anomalies in newly collected data, ensuring data quality is maintained during ongoing
collection. In quality assurance, QA should delve deeper to verify if the identified factors are
comprehensive enough. Currently, only considering defect density's impact on customer satisfaction is
insufficient. Other factors such as cost, performance, schedule deviations, requirement alignment, and
product functionality issues can also significantly affect customer satisfaction. To tackle this, we will
collect customer feedback through surveys, interviews, or social media to understand their real needs and
expectations. We will analyze market trends and competitors to learn about industry standards and
customer preferences. Clear and specific goals must be set, avoiding ambiguity. These goals should have
measurable indicators for easy appraisal later. It is essential that the goals are achievable within available
resources and capabilities, aligned with the company’s overall strategy, and relevant to customer needs.
We will also set a clear time frame for achieving these goals. Evaluating how different goals impact
customer satisfaction will help prioritize those with the greatest influence. Consideration must be given to
the resources needed (time, cost, manpower) for each goal, selecting those with the highest return on
investment. Potential risks will also be assessed to choose goals with lower risks. Historical data and
customer satisfaction survey results will be analyzed to identify the most influential factors, and goals will
be chosen accordingly. Key Performance Indicators (KPIs) will be used to monitor the execution of these
goals, and adjustments will be made based on data feedback. Collaboration with other departments, such
as sales, customer service, and product development, will ensure company-wide support and alignment
with the goals. Regular communication with customers will help stay updated on changing needs and
allow for timely goal adjustments. A feedback mechanism will be established to regularly review goal
achievement, and adjustments will be made based on customer feedback and market changes.
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Learning from both successes and failures will allow for continuous optimization of customer satisfaction
goals and their implementation process. A detailed implementation plan with clear responsibilities and
deadlines will be drafted. Periodic appraisals of goal achievements will ensure continuous relevance and
effectiveness. In decision-making, we will examine whether the product meets customer expectations,
whether it is stable and reliable, whether the design fits user needs, and if it is feature-rich and
user-friendly. We will evaluate the product's warranty policies, the timeliness and quality of repair
services, and the company's responsiveness to customer inquiries or complaints. Additionally, the
professionalism and problem-solving abilities of employees, their friendliness, patience, and enthusiasm,
and the overall smoothness of the purchasing process, including the shopping experience, will be
assessed. Information about the product or service should be clear, accurate, and easily accessible.
Personalized services and recommendations based on customer needs will be provided. The company’s
market reputation and customer trust, as well as its social responsibility efforts, such as environmental
and societal concerns, will be taken into account. The performance and market positioning of competitors
in the same industry, the reasonableness and competitiveness of product pricing, and whether customer
expectations have been properly managed will be considered. The actual experience should meet or
exceed customer expectations. Different cultural backgrounds may lead to varying expectations for the
same product or service. The ease of use of online help and technical support, the ability for customers to
solve issues using self-service tools, and the effectiveness of customer feedback channels will also be
assessed. The company should have mechanisms for continuous improvement, regularly updating and
optimizing products and services. Customers' perceived value of the product or service, including the
relationship between price and quality, and whether the company offers additional added value, will also
be evaluated.

Process Management

When setting performance goals for high-maturity organizations, such as coding productivity and defect
density, it's crucial to determine the optimal productivity target to ensure that defect density remains at
its lowest. In software development, the balance between efficiency, quality, and cost is a complex and
significant issue. To address this, we will clarify the project's primary objectives before it begins. Different
projects may prioritize efficiency, quality, and cost differently. By establishing clear priorities, the team can
make better decisions, detect and fix problems early in the development process, reduce the cost of
rework later on, improve software quality, and speed up delivery. Regular code reviews and adherence to
coding best practices can help identify potential issues early in the development phase, thus improving
software quality and reducing later repair costs. At the start of a project, it is essential to allocate human
and financial resources wisely, ensuring the team has enough capacity to meet project demands while
avoiding resource waste. Identifying and assessing project risks and creating corresponding
countermeasures can effectively lower the risk of project failure, thereby finding a balance between cost
and quality. Regular project reviews, gathering feedback from the team and users, and adjusting project
plans and strategies in response to evolving needs and environments are necessary. Providing team
members with training and knowledge-sharing opportunities can improve overall skill levels, thereby
boosting work efficiency and software quality.

17 |Page



DESMART o AR A TR

In governance, some requirement management documents lack clear page numbering, subchapter
numbering, and contain gaps in information. Even though some sub-requirements are managed in
separate files in detail, the original materials should still be refined or linked with references. Senior
management should encourage employees to follow organizational policies and strictly adhere to
standards to achieve improvement goals. We will develop a detailed documentation standard or template
that clearly defines the structure of documents, including chapter numbers, page numbers, title
formatting, font size, etc. All team members must have access to and understand these standards.
Training on documentation writing standards will be provided to help team members understand the
importance of documentation and how to write according to the standards. This can be done through
workshops, online tutorials, or internal lectures. We will select appropriate document management tools
(such as Confluence, Notion, or Google Docs) that typically offer built-in structure and formatting
functions to help automatically generate chapter numbers and page numbers. An audit mechanism will
be introduced into the documentation process to ensure each document undergoes review before
publication to check if it meets the standards. A designated person can be assigned to review documents.
Standard templates will be provided to ensure all documents are created in a consistent format. These
templates should include preset formats for chapter numbers and page numbers to make them easier for
developers to use. Team members’ documents will be regularly checked, feedback will be provided, and
any deviations from the standards will be pointed out. Through positive feedback, team members will be
encouraged to continuously improve. Team members who adhere to the documentation standards will
receive recognition and rewards, motivating everyone to focus on documentation quality. Small
competitions can be set up to encourage teams to excel in documentation efforts. Team members will be
encouraged to update documents promptly as the project progresses to maintain their accuracy and
timeliness. Scheduled reviews and updates of documentation will be arranged regularly, along with
periodic audits to appraise document completeness and compliance, addressing issues as they arise. This
approach will help the team stay focused on the quality of the documentation. We have also conducted
detailed discussions and analysis based on some process management improvement suggestions,
devising corresponding measures. For example, some improvement plan objectives and content were
proposed for the organization, which should be optimized and adjusted as the improvements progress.

Moving forward, our company will focus on enhancing the integration between data analysis and business
logic. Through deeper research and exploration, we will refine the definition of dependencies that affect
profitability. At the same time, we will actively share the lessons learned from this experience with the
team, collectively improving our data analysis skills and capabilities, and providing stronger support for
the company’s profit growth.

Relevance

The implementation of HM practices within a high-maturity capability model holds significant practical
value. HM practices are highly suited for large-scale, high-quality, and complex software development
projects. By applying these practices, companies can ensure smooth project execution and high-quality
delivery, meeting customer expectations and needs. This not only boosts the company's market
reputation and brand image but also opens up more business opportunities and partnerships. CMMI high
maturity encourages collaboration and communication across teams, fostering knowledge sharing and
enhancing a collaborative cufture within the organization. Achieving high maturity allows organizations to
stand out in the competitive landscape, showcasing their superior process capabilities and product quality,
which strengthens their market position. HM practices emphasize improving the process's self-correcting
capabilities, helping companies reduce software development risks.
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By continuously optimizing and refining the development process, companies can minimize errors and
defects, resulting in more stable and reliable products. This not only increases customer satisfaction but
also saves on maintenance and repair costs. Implementing the HM high-maturity capability model helps
companies reach industry-leading levels in software development and management. It signifies that the
company has established a mature, efficient, and standardized development and engineering
management process, enabling it to respond quickly to challenges in a rapidly changing market
environment, thus enhancing its competitiveness and market share. HM practices drive the adoption of
automation in software development. Automation programs based on rules and quantitative analysis can
greatly improve development efficiency and reduce human error, making the development process more
stable and controllable. This not only enhances the company's research and development capabilities but
also brings higher economic benefits. The implementation of HM practices promotes continuous
improvement and quantitative management of the software development process. By exercising
fine-tuned control and measurement, companies can promptly identify and address bottlenecks and
issues, improving both efficiency and quality. At the same time, quantitative management allows for more
accurate predictions and control over progress, costs, and quality, providing strong support for business
decision-making. High-maturity organizations typically deliver higher-quality products and services, which
directly impacts customer satisfaction and loyalty, thereby increasing competitiveness. High maturity
requires organizations to rely on quantitative data in management processes, ensuring decisions are
based on facts rather than intuition, which enhances the scientific rigor and accuracy of decision-making.
For our company, implementing the HM high-maturity capability model is of profound significance. It not
only improves our software development and management capabilities but also enhances our
competitiveness and business value. Therefore, we are committed to embracing HM practices, continually
driving improvement and growth.

lmpr‘(}vc ment measures

The EPG team will collaborate with project personnel to thoroughly discuss and identify the suggestions
made during the appraisal. Through meetings and data analysis, we will summarize the gap analysis
materials, which will serve as the foundation for our improvement plan. This detailed plan will outline the
steps, timelines, participants, and implementation goals. The company leadership is committed to
providing the necessary resources to ensure the smooth execution of these improvements. The EPG team
will implement these measures while maintaining comprehensive monitoring to record their effects and
perform quantitative analyses. We will select pilot projects to validate the improvements and, upon
successful hypothesis testing, roll them out across the organization.

By enhancing organizational capabilities and maturity through training, standardized processes,
monitoring mechanisms, and communication, we aim to adapt to the ever-changing software
development environment and market demands. Our expectations for staff skills are continually
increasing, as only through constant self-improvement can we better meet customer needs and enhance
development efficiency, thus maintaining a competitive edge in the market.

Following this appraisal, the EPG team will work closely with project personnel to discuss and identify the
suggestions made. By exchanging ideas and analyzing data, we will create gap analysis materials that will
form the core basis for our current process improvements, Based on these materials, we will develop a
comprehensive Process Improvement Plan detailing each step, timeline, participants, and implementation
goals. To ensure the smooth execution of these improvements, company leadership will engage with EPG
members to address potential issues, risks, and constraints, committing to provide adequate resources in
terms of personnel, finances, and materials.
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During the improvement process, team members will maintain a high level of collaboration. The EPG
team will conduct in-depth root cause analyses based on identified problems and analysis reports,
seeking effective improvement measures. Subsequently, we will select appropriate pilot projects to test
these measures practically. Once pilot data passes hypothesis testing, we will further deploy these

improvements to achieve greater organizational benefits.

Lastly, we sincerely thank HMLA and all ATMs for their hard work and professional guidance. We
appreciate the findings presented by the appraisal team and fully agree with their insights. Your valuable
feedback has directed our team towards future advancements and established a solid foundation for the
company’s growth. These findings will significantly aid us in enhancing software development efficiency
and quality; moving forward, we will diligently implement improvements based on these insights,
fostering advancements in our development capabilities, enhancing customer satisfaction, and achieving
sustainable growth.

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" .

October 15, 2024
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RAGHAV S. NANDYAL
SITARA TECHNOLOGIES PvT. LTD.
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