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EXECUTIVE SESSION BRIEFING: SPONSOR FEEDBACK

Overall findings

Through the benchmark appraisal defined by CMMI Level 5, the software development and project
management processes of our R&D department were thoroughly and meticulously reviewed, based on the
CMMI V3.0 (Development domain). During this period, document reviews and interviews were conducted,
and HMLA and ATMs accurately identified known and potential issues during the appraisal. They provided
targeted improvement suggestions and offered relevant guidance. We are very grateful to the ATM team
for the weaknesses in various processes and engaged in multiple communications and discussions with us.

Additionally, during the benchmark appraisal, the appraisal team not only reviewed our software
engineering processes but also conducted a comprehensive review of our business processes. In the
optional executive management meeting, they used SPRUM-Systemic Process Review Using
Measurements® (Raghavan S. Nandyal's registered trademark) to provide deeper insights into "how to carry
out effective follow-up performance improvement plans." During this appraisal, the appraiser offered
valuable improvement suggestions on various aspects, including product requirements, design,
development, testing, delivery, decision analysis, project management, refined management of project
resources, the introduction of the PPM model, talent training mechanisms, and coding standards.

Through in-depth discussions with Raghav, we received valuable advice and guidance, which laid the
foundation for the company's future development. The appraisal process allowed us to further scrutinize
the current implementation status of CMMI HM within the company. With a more comprehensive and in-
depth understanding, we identified numerous potential issues and areas for improvement. After in-depth
tracing and discussions of these issues by senior management, the EPG process improvement group, project
managers, quality assurance, and configuration management core members, a consensus was reached. The
results of this appraisal are highly practical and will help our company promote high-maturity capability
application practices in more ongoing projects.

This appraisal also strengthened our team and enhanced employees' understanding and execution
capabilities regarding standardized and regulated processes. These suggestions highly align with the
company's actual situation, with a compliance rate of 94%.

We will carefully digest and absorb the appraisal results, and based on the company's actual conditions,
develop specific improvement measures and plans to ensure the effective implementation of each
suggestion. This CMMI Level 5 appraisal is not only a comprehensive examination of the company's R&D
capabilities and management levels but also a rare learning and enhancement opportunity. We will use this
as an opportunity to continually summarize experiences, optimize processes, enhance capabilities, and
drive the company to take more solid steps in its pursuit of excellence and continuous development.
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Engineering management

In the management and control of engineering processes, the focus is on design and coding aspects. Experts
and appraisals have provided very detailed and practical execution plans. For example, regarding code reuse,
particularly code from internal or external sources (e.g., public references from BES Software Corporation),
some of this code is over 10 years old (e.g., from 2016). It must be reviewed to ensure that old code is still
worth reusing, or whether it should be rewritten to ensure that the legacy code style aligns with the latest
coding standards.

To address this issue, we need to conduct comprehensive testing and inspection of the code to ensure that
the associated functionalities still meet current requirements. We will perform performance analysis and
optimization to understand its running efficiency and resource usage, conduct code scanning to ensure
there are no security vulnerabilities, and check whether the coding style aligns with the current team’s
coding standards. If discrepancies are found, we will optimize and refactor the code as needed, adding
comments to make the functionality clear. We will also perform regular compatibility testing to ensure the
old code is suitable for new operating platforms, browsers, databases, etc. Additionally, we will check if the
code documentation is up to date to accurately reflect the functionality and implementation logic of the
code.

In many parts of the code, variable names and types are similar, which makes it difficult to read, maintain,
and upgrade when changes are required. To address this, we will improve and upgrade our coding standards,
defining meaningful variable names to ensure they accurately reflect their purpose or the data they store.
Abbreviations will be avoided, as they increase the difficulty of understanding. Variables will follow the
industry-standard camelCase naming convention, with local variables using underscores, and class member
variables requiring a specific prefix to distinguish them as global or local variables. Furthermore, we will
develop a checklist and regularly review the code to identify inappropriate or unclear naming, ensuring that
the code remains readable and maintainable. For team members who frequently make mistakes, we will
apply mild penalties, while those with consistently good code will be rewarded with bonuses or recognition.

Regarding the testing strategy, there were unclear conditions and prerequisites for regression testing,
especially when making configuration changes to IT infrastructure. We will introduce the concept of test
sets within the team. Before each round of testing, we will appraise the relevant test cases based on the
testing scope, and import them from the test case pool as the scope for regression testing. On this basis,
we will determine the execution order of the test cases to meet their prerequisites.

Project management

In data quality checks, the process currently only marks the results without documenting the reasons for
data quality requirements or recording the observed information during the checks. Additionally,
appropriate measurement databases are not being used to ensure data integrity. Since this data is used for
planning and estimating project parameters for statistical and quantitative management, it is essential to
minimize data entry errors that are susceptible to human factors.
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We have also noticed this issue, which affects the planning phase, process monitoring phase, and even the
closing analysis phase of the project. To address this, we will establish company-wide data quality standards
and conduct regular inspections. We will assign dedicated personnel to carry out checks and quality reviews,
and we plan to create specific data tables within the project management platform to store data. To prevent
data from being altered by unauthorized personnel, we will set read/write permissions, and once baseline
data is published, it will be reset to a state that no longer supports modifications.

Another issue concerns risk management: risks related to process management must be treated with equal
importance to project or product-specific risks. Currently, the focus of risk management is on: requirement
risks, schedule risks, organizational and management risks, personnel risks, environmental and client risks.
However, process risks are managed too roughly, which makes it difficult to meet the needs of process
management (PCM) and process asset development (PAD).

The roughness in risk management may lead to potential issues in the project being overlooked or
mishandled. After discussing this, we all agree that a clear risk management process is needed. Once risks
are identified, we will establish a risk tracking matrix and even forecast risks. Through these methods, we
can identify risk factors and priorities. We will also increase risk management training to emphasize the
importance of risk awareness among team members, encouraging them to actively identify and report
potential risks. Measures for managing risks will be tested and simulated by the team to ensure that they
are operational and have clear objectives. We will also specify the responsible persons for risk
implementation and their completion deadlines. For significant risks, we encourage project managers to
report them to senior leadership to ensure that the leadership gives sufficient attention and support to risk
management, thereby preventing risks from being overlooked.

Support

First, strict adherence to coding standards is essential. There are several instances of "read-alike" variable
declarations in user-defined types (e.g., lifecycle and inputLifecycle of the InputLifecycle type), where
outputs are obtained from method calls (e.g., map.get(input.getld())) and assigned. This practice makes the
code extremely obscure, difficult to read, maintain, and enhance.

This issue requires quality assurance personnel to thoroughly learn and understand the programming
languages used, along with their coding standards. They should master best practices in variable naming,
type declaration, method calls, and more. During code reviews, they must remain highly vigilant and be
able to spot potential issues with code readability and maintainability. Special attention should be given to
user-defined types, variable names, method calls, and other critical sections. Quality assurance personnel
should also create detailed auditing processes and checklists to ensure that all key parts of the code are
covered. Specific checks for readability and maintainability should be added to the auditing process.
Additionally, quality assurance personnel need to establish close cooperation with the development team
to jointly develop coding standards and best practices that reflect the real-world scenarios of the company.
Furthermore, quality assurance personnel should be invited to participate in code review meetings during
the development process, where they can offer timely improvement suggestions. Finally, during code audits,
quality assurance personnel must identify potential risks that could impact the readability and
maintainability of the code. Once identified, these risks should be assessed and categorized, with
corresponding mitigation strategies developed. Regular monitoring and evaluation of these risks should be
carried out to ensure they are effectively controlled. If the risk is increasing, countermeasures should be
adjusted promptly, and monitoring efforts should be strengthened.
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Additionally, in terms of infrastructure, the organization’s project metrics database has many defined
measures for analysis. The database itself must be password-protected to minimize the risk of data
corruption. It is also worth considering implementing data capture, storage, and retrieval within the
database management application to restrict access controls.

We are also considering establishing company-wide data quality standards and conducting regular checks.
We will designate dedicated personnel to conduct audits and quality reviews, and plan to create specific
data tables within the project management platform to store the data. To prevent data from being
tampered with, we will set read/write permissions. Once baseline data is published, its state will be reset,
and modifications will no longer be supported.

Process Management

Despite conducting a cause analysis during the requirements phase, it's important to consider two
additional factors. First, we need to study the cost-benefit ratio to determine whether it's necessary to
perform such phase analyses so early. Second, the granularity of the improvement measures for identified
key causes should be further refined.

To address this, we will collect input and output data related to major issues, including resource inputs like
manpower, materials, and financial resources, as well as outputs like products, services, and profits. We'll
analyze the data and calculate the input-output ratio to assess resource utilization efficiency and the
economic benefits of activities. We will then evaluate the rationality of the current input-output ratio,
identify mismatches or inefficiencies, and periodically monitor changes in the ratio. Feasibility assessments
on the implementation plans will be conducted in terms of technical, economic, and resource availability,
ensuring that the plans are technically feasible, economically beneficial, and resource-adequate. Clear
responsibilities and task assignments will be defined to ensure clarity, accountability, and traceability in the
implementation plan. Regular monitoring and evaluation will help ensure smooth progress and address
issues as they arise, fostering communication and collaboration among stakeholders to improve execution
efficiency.

Regarding work auxiliary tools (templates, checklists, and project processes), we have observed redundant
process information, and the format does not align with existing or available practices. For example, the
trigger conditions for Corrective Action Requests (CAR) in the process definitions must seamlessly integrate
with the checklist used for implementing CAR practices. We will carefully review existing templates,
checklists, and project documentation to identify all redundant process information. Feedback will be
collected from employees or teams using these tools to understand whether they have noticed these
redundancies and to gather their input on how to resolve the issue. We will analyze how redundancy
arises—whether due to a lack of coordination between tools or because outdated information was not
removed during tool updates—and assess its impact on work efficiency, resource utilization, and accuracy.
A standardized process description will be developed to ensure consistency and accuracy across all tools.
We will establish an effective update mechanism to ensure that when process changes occur, all relevant
tools are updated promptly to avoid residual outdated information. Employees will be trained to
understand new tools and methods and to prevent future redundancy. A continuous feedback loop will be
established to encourage employees to report any issues or suggestions for improvement, ensuring tools
remain aligned with current work needs.
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Based on the improvements suggested in process management, the EPG group has had detailed discussions
and analyses and developed corresponding measures. For instance, improvement plans targeting the
organization should be optimized and adjusted as progress is made. Moving forward, the company will
focus on strengthening the integration of data analysis with business logic, exploring deeper connections,
and refining the definitions of dependencies affecting profitability. We will also actively share lessons
learned with team members, improving our collective data analysis capabilities to better support the
company’s profitability growth.

Relevance

The practical significance of implementing the CMMI HM (High Maturity) model is substantial. Here are
several key points:

Continuous Improvement and Quantitative Management: The implementation fosters continuous
improvement in software development processes through detailed control and measurement. By refining
the development process, the company can promptly identify and resolve bottlenecks, leading to enhanced
efficiency and quality. Quantitative management enables more accurate forecasting and control of progress,
cost, and quality, providing strong support for decision-making. Fostering Collaboration and Knowledge
Sharing: High maturity encourages collaboration across teams, promotes knowledge sharing, and
strengthens the organization’s internal culture of cooperation. Achieving high maturity allows the
organization to differentiate itself in the market by demonstrating superior process capabilities and product
quality, thereby enhancing its market position. Advancement in Automation: The implementation
accelerates the use of automated processes in software development. Automation, driven by rules and
quantitative analysis, greatly enhances development efficiency, reduces human errors, and stabilizes the
development process. This not only boosts the company's R&D capabilities but also contributes to greater
economic benefits. Improved Product Quality and Customer Satisfaction: High-maturity organizations are
typically able to deliver products and services of higher quality, which directly influences customer
satisfaction and loyalty, thereby improving market competitiveness. High maturity requires organizations
to rely on quantitative data in management, making decision-making more data-driven, scientific, and
accurate. Industry Leadership: Implementing the CMMI HM model helps the company reach an industry-
leading level in software development and management. It indicates that the company has established
mature, efficient, and standardized development and engineering management processes, allowing it to
rapidly adapt to challenges in a dynamic market, increasing competitiveness and market share. Suited for
Complex, High-Quality Projects: The HM model is ideal for large-scale, high-quality, and complex software
development projects. It ensures that these projects progress smoothly and are delivered with high quality,
meeting customer expectations and requirements. This not only enhances the company’s market
reputation and brand image but also creates more business opportunities and potential partnerships.
Enhancing Risk Management: CMMI HM emphasizes improving process self-correction capabilities, helping
reduce software development risks. By continually optimizing and refining the development process, the
company can minimize errors and defects, thereby improving product stability and reliability. This leads to
increased customer satisfaction and substantial savings in maintenance and repair costs.

For our company, the implementation of the HM model has far-reaching significance. It will not only elevate
our software development and management capabilities but also bring higher competitiveness and
business benefits. Therefore, we are committed to embracing CMMI Level 5 and continuously driving our
own improvement and growth.

Improvement measures
After this appraisal, the EPG team will work closely with project personnel to engage in in-depth discussions
and identify the suggestions provided in the appraisal. Through meetings and data analysis, we will
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summarize the gap analysis materials, which will serve as the core basis for our current organizational
process improvement.

Implementing CMMI Level 5 is a continuous journey of striving for excellence and constant optimization.
We remain committed to progress and improvement. Through training to enhance team skills, establishing
standardized processes, stfengthening monitoring mechanisms, improving internal communication, and
maintaining a focus on continuous improvement, we aim to elevate the organization’s capabilities and
maturity. This will ensure we remain adaptable to the ever-changing software development environment
and market demands. Our expectations for team skills are also continuously increasing, as only by
constantly improving our capabilities can we better meet customer needs, improve development efficiency,
and maintain a competitive edge in the market.

The EPG team will collaborate with project personnel to deeply discuss and identify the suggestions raised
in the appraisal. By exchanging ideas in meetings and analyzing data, we will summarize the gap analysis
materials to form the core basis for improvement. A detailed improvement plan will be created, which will
include steps, timelines, participants, and implementation objectives. Senior management is committed to
providing the necessary resources to ensure the smooth implementation of the improvement activities.
The EPG team will carry out the improvement measures, maintain comprehensive monitoring, document
the effects, and perform quantitative analysis. Pilot projects will be selected to validate the improvements,
and after hypothesis testing, the changes will be rolled out across the entire organization. Through training,
standardized processes, monitoring mechanisms, and communication, we will continually improve the
organization’s capabilities and maturity. We would like to thank HMLA and ATM for their guidance, and we
commit to making improvements based on the findings to enhance software development efficiency and
quality. This appraisal has given us a deeper understanding of CMMI Level 5 and has highlighted areas
where we need to improve.

Based on this material, we will carefully prepare the "Process Improvement Suggestions Table" and the
"Process Improvement Plan Table," which will clearly outline the steps, timelines, participants, and
implementation goals of the improvement activities. To ensure the smooth progress of these efforts, senior
management will work with EPG members to discuss potential issues, risks, and constraints that may arise
during the improvement process. They are committed to providing sufficient resources, including personnel,
budget, and equipment, to support the improvements. We will address these challenges by establishing
standards, reallocating resources, and iterating production tools to create favorable conditions for the
improvement work.

Throughout the improvement process, team members will maintain a high level of cooperation. The EPG
team will conduct in-depth root cause analysis based on identified issues and reports to find effective
improvement measures. Later, we will select suitable pilot projects to practically validate the improvements.
After testing the pilot data through hypothesis testing, we will further deploy these improvements to
achieve greater organizational benefits.

Finally, we sincerely thank HMLA and all the ATMs for their hard work and professional guidance. We
appreciate the discoveries made by the appraisal team, which we fully agree with. We are grateful for the
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valuable suggestions provided by HMLA and ATMs. Your insights have pointed our company’s team in the

right direction and laid a strong foundation for the company’s future development. These findings are
extremely helpful in improving software development efficiency and quality. Moving forward, we will
carefully implement improvements based on these discoveries to enhance our R&D capabilities. We are
committed to continuously improving software development efficiency and quality, increasing customer
satisfaction, and achieving 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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