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During July 12 to July 19, 2017, the CMMI Institute Certified High Maturity Lead Appraiser Mr. RAGHAVAN S.
NANDYAL comes to our company to conduct CMMI5 appraisal. There are 30 people are involved in interview,
including EPG team and project team members. Mr. RAGHAVAN S. NANDYAL provided us with a lot of useful

suggestions during interviews, helping us to have a new understanding of CMMI. Here is a summary of those

Appraisal Summary Report & Sponsor Feedback

identified point during appraisal: Company own product promotion: To promote the self-developing too! COBOT.
COBOT is piloted in 211 project management .EPG evaluates this tool based on its code review efficiency and
identification of defects. Based on evaluation results, EPG decides whether to include this into organizational asset
as best practice and whether to make a detailed plan to promote in the whole organization. Identified issues and
improvement: 1. Delphi is used to do estimation, but the estimated data may not be accurate.
Improvement action: EPG should analyze the Three Point Estimation proposed by appraisal team, namely Mean
value= (Opt. value +4*Most likely value+ Pessimistic Value)/6 and considet its usefulness after pilots. Three point
estimation, may be used as organizational estimation. EPG will modify template and improve estimation methods. 2.
Owing that our projects are all waterfall, it is unnecessary to use Crystal Ball to do predict. Improvement
action: It should be practical when using tools. If the project is waterfall, coding can be defined as key sub-process
directly. 3. The current organizational policy and process definition are too complicated. Improvement
Action: EPG team will discusses and makes new set of organizational policy, making it more integrated and simple.
. The process definition and template will be also simplified to reduce the rework process. 4. In organizational
QPPO, the factors we monitor only indirectly affect objective rather than reducing RD cost. Improvement
Action: To further specify business objective to sub-process .Maybe quality cost will increase in short time, but
from a long term, the cost will reduce definitely. In short term, in order to reduce cost, we may increase prevention
cost and reduce rework cost. We can improve coding capability to decrease defect injection and strengthen code
review to decrease rework. 5. As lead appraiser recommended, we may consider introducing COCOMO.
EPG will learn COCOMO mode, train project manager, make project pilot plan to validate its effect and
adjust templates based on pilot effects. 6. As lead appraiser recommended, we may consider introducing
COCOMO. EPG will learn COCOMO model, train project manager, make project pilot plan to validate its
effect and adjust templates based on pilot effects. Improvement Action: To specify measurement items
according to project difficulty, for example, we may add measurement parameters and introduce new measurement
method. To include items which affect business objectives and quality process performance into quantitative
management. To continuously optimize quantitative management process. 7. The identification of risks in
ptroject execution is not adequate. Improvement Action: To strengthen risk awareness of project manager and
project team members, make different risk analysis and handing strategy at different phases, track the identified risks
and maintain risk table. 8. Combine DAR with Quantitative Management. Improvement Action: To determine
decision classification and introduce decision methods accordingly. The major multiple participants decision
methods are: weighted average, brainstorm, Delphi, decision tree, multiple factors analysis metrics. The major single
participant when establishing evaluation criteria, time, cost and benefit of DAR should be considered to prioritize
these. The methods for selecting solutions are survey, simulation and test. Decision is based on SWOT which is
used to analyze invest and decide the output. In conclusion, by this appraisal, the most important thing we learned
is that we should use CMMI practically, using CMMI according to our company actual situation and business needs.
Besides, process improvement is a continuous process. We will confinuesio follow CMMI 5 to do process

édule, cost and quality so as to

improvement and creation, to clicit more potential and hidden tesoiit

constantly improve our process capability and compet:itiveness.
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