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EXECUTIVE SESSION BRIEFING: SPONSOR FEEDBACK
Overall findings

Through the CMMI Level 5 scoped appraisal, a comprehensive and detailed examination is conducted on
the organization’s software development, project management, quantitative management, and process
governance systems. This appraisal is performed based on the CMMI V3.0 for Development model and is

carried out through a combination of document reviews, personnel interviews, and the SPRUM Systemic

Process Review Using Measurements® method.

The appraisal team accurately identifies issues and opportunities for improvement in areas such as
quantitative models, process assets, data management, governance oversight, Al strategy alignment,
corrective actions, decision analysis, estimation and planning, risk management, requirements

management, peer reviews, and technical reuse. Targeted and practical improvement recommendations

are provided accordingly.

Through in-depth discussions with Raghav, valuable guidance is obtained, laying a solid foundation for
the organization’s high maturity implementation and long-term development. Senior management, the
EPG process improvement group, project managers, quality assurance personnel, and key members
responsible for data and configuration management conduct thorough traceability and discussions on the
appraisal findings, reaching a high level of consensus. The appraisal results closely reflect the
organization’s actual practices and demonstrate strong practicality. They will effectively promote the
wider adoption of high maturity practices across more projects while further strengthening the team’s

understanding and execution of standardized, quantitative, and well-governed processes.

The organization will carefully study and internalize the results of this appraisal and develop concrete and
feasible improvement plans in alignment with its operational context to ensure that each

recommendation is effectively implemented. This CMMI Level 5 appraisal not only serves as a
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comprehensive evaluation of the organization’s R&D capabilities and management maturity, but also
represents an important opportunity for learning and advancement. Taking this as a new starting point,
the organization will continue to summarize experience, optimize processes, and strengthen capabilities,

moving forward with more solid steps on the path toward excellence and sustainable development.
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Lessons Learned

Next, a detailed summary is provided from four perspectives: engineering processes, project
management, support processes, and process management.

Engineering Processes

In terms of quantitative analysis and engineering practices, it is reasonable that productivity and defect
density are analyzed through regression models; however, insufficient attention is given to the
controllable factors and triggers that actually intervene in and influence these two indicators, and the
degree of control over the predictive model needs to be strengthened. At the same time, improvements
in productivity may exert an inverse impact on defect density. Blindly pursuing efficiency may therefore
compromise product and process quality. The current productivity model does not include

rework-related measures, which may cause efficiency and quality objectives to diverge.

With regard to project estimation, estimates are currently established only at the project initiation stage,
and a mechanism for dynamic adjustment based on actual conditions is lacking. After the completion of
the analysis phase, cost, schedule, and the overall execution lifecycle are not recalibrated, thereby

increasing risks throughout the engineering lifecycle.

In requirements management, the rate of requirement changes has not yet been incorporated as a key
factor in project decision-making. In particular, in scenarios involving data management, data loading,
data visualization, and external information providers, the identification and planning of external
influences remain insufficiently clear.

In quality management and peer reviews, the planning and execution of dedicated peer reviews in
rework scenarios are not clearly defined. The determination of major deviations relies largely on
subjective judgment, and a unified organizational standard based on objective criteria is lacking, which
affects the effectiveness of the review process. At the same time, the solutions currently developed

demonstrate high reuse value within similar domains, and the logic related to data rendering and

visualization shows strong potential for reuse.

Project Management

In project management, risk assessment is often treated as a one-time activity conducted at the early
stage of the project, and a normalized, periodic mechanism has not yet been established. Risk strategies

rely excessively on complexity and function point evaluation, resulting in relatively limited evaluation

dimensions.
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Productivity and defect density baselines serve as key references for workload distribution, budgeting,
and the formulation of subplans. However, these baselines.are not periodically updated according to the
characteristics of different project domains. Special variations arising from scenarios such as data
management, data loading, and data visualization are not fully considered, which affects the applicability
and accuracy of the baselines.

Support Processes

Regarding support processes, the implementation of infrastructure construction has not been fully
aligned with the development of the quantitative management capabilities required by the organization.
The integration between quantitative capability improvement plans covering different organizational

levels and the associated training and development practices remains insufficient.

Existing process asset definitions mainly satisfy the general implementation requirements of the CMMI

Development domain. However, pilot projects have already involved domain-specific requirements such
as data management, data loading, and data visualization. Therefore, the CMMI V3.0 Data domain needs
to be introduced, and additional domains should be expanded to further enhance the depth and breadth

of implementation.

Process Management

In process management and executive governance, within governance practices based on statistical and
quantitative analysis, the scope of executive oversight is primarily limited to project management data. It
does not yet comprehensively cover all stages of the engineering lifecycle, nor does it sufficiently
integrate forward-looking Al trends to support the organization’s future competitiveness.

Furthermore, limited research and insufficient resource investment have been devoted to redefining
process assets and managing process changes related to the adoption of additional CMMI V3.0 domains.
The current process capability is therefore not yet sufficient to support Al-driven transformation, which

may affect the long-term effectiveness of implementation.

Although CAR practices have adopted standard methods such as fishbone diagrams, root cause
identification, and quantitative analysis, the correction of causes has not been effectively linked with
improvements to the organizational knowledge repository. Sufficient evidence demonstrating that CAR
practices have been transformed into organizational capabilities through lessons learned is still lacking.
In addition, DAR practices have not been effectively integrated with CAR improvement opportunities.
Their scope remains relatively limited, and the practical value has not been fully explored through POC

pilot activities, resulting in the core value of DAR not being fully realized.
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Relevance

The implementation of the CMMI Level 5 high maturity capability model brings significant practical value.
1. The implementation of CMMI Level 5 promotes continuous improvement and quantitative
management of the software development process. Management focus shifts from simple metric
monitoring to the control of influencing factors, thereby improving development efficiency and stabilizing
product quality while providing more scientific data support for decision-making. 2. It drives the
establishment of a governance system covering the entire engineering lifecycle, strengthens executive
oversight and data-driven decision-making, and promotes cross-team collaboration and knowledge
sharing, thereby enhancing the organization’s overall coordination capability and market position. 3. It
supports the organization in strengthening process capabilities in the data domain by introducing the
CMMI V3.0 Data domain, enabling better alignment with business scenarios such as data management,
data loading, and data visualization. 4. It facilitates the development of a top-down quantitative
management capability, improves the CAR-DAR closed-loop improvement mechanism, and promotes the
institutionalization of improvement results as organizational assets, thereby strengthening continuous
improvement capability. 5. It enables refined lifecycle management of estimation, planning, risk, and
requirements, thereby reducing delivery risks and improving project controllability and stability. 6. It
strengthens solution reusability, improving delivery efficiency, reducing costs, and stabilizing product
quality. 7. It enables the process system to align in advance with the organization’s Al strategic planning,
providing process support for building future competitiveness and enhancing long-term development
potential. The implementation of the CMMI Level 5 high maturity capability model therefore holds
profound significance for our organization. It will comprehensively enhance our software development
and management capabilities, strengthen market competitiveness, and improve business performance.
We will actively embrace CMMI Level 5 and continue to promote continuous improvement and

high-quality development.

Actions to be taken

After this appraisal, the EPG team will work closely with project personnel to conduct in-depth
discussions and analysis of the recommendations identified during the appraisal. Through meetings,
exchanges, and data analysis, gap analysis materials will be summarized as the core basis for the
organization’s current process improvement efforts. Based on these findings, a Process Improvement
Recommendation List and a Process Improvement Plan will be developed to clearly define improvement

steps, timelines, responsible participants, and implementation objectives.

Priority will be given to optimizing the quantitative analysis model by strengthening control over the
factors influencing productivity and defect density. The negative correlation between efficiency and

quality will be studied in greater depth, rework-related measures will be incorporated into the model,
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and a management mechanism will be established in which efficiency objectives are driven by quality
goals. At the same time, mechanisms for dynamic adjustment of project estimation and periodic revision
of baselines will be improved. After the completion of the analysis phase, secondary calibration of cost
and schedule will be performed, and productivity and defect density baselines will be updated based on

domain characteristics, thereby enhancing the rationality of planning and the controllability of execution.

At the project management level, a normalized and periodic risk assessment mechanism will be
established, and the dimensions used for risk evaluation will be expanded to avoid excessive reliance on
complexity and function point analysis. The requirement change rate will be incorporated into the project
decision-making and monitoring system to strengthen the identification and management of requirement
impacts related to external dependencies and data-related scenarios, thereby improving requirement
stability and project controllability. The peer review process for rework scenarios will also be
standardized, and unified organizational criteria for objective deviation determination will be established
to replace subjective judgment and improve the consistency and effectiveness of reviews. In addition,
solution reusability analysis will be conducted to extract common capabilities, such as data rendering,

and transform them into reusable assets in order to improve overall delivery efficiency.

At the support and process management level, a quantitative management capability system covering all
staff will be established, integrating capability development closely with training and professional
development while simultaneously improving supporting infrastructure. The CMMI V3.0 Data domain will
be formally introduced, and process assets will be upgraded to meet the needs of domains such as data
management, data loading, and data visualization. The scope of executive governance and oversight will
be further expanded to cover the entire engineering lifecycle. At the same time, the process
improvement roadmap will be aligned with the organization’s Al strategic planning, strengthening

research and investment in process change management to enhance support for future transformation.

Greater linkage will be established between CAR practices, the organizational knowledge repository, and
process assets to ensure that improvement outcomes are effectively transformed into organizational
capabilities. The integration between DAR and CAR will also be strengthened, with improvement
opportunities validated through POC pilot activities and the scope of decision analysis expanded. Senior
management has committed to providing sufficient human, financial, material, and tool resources to
ensure the smooth advancement of improvement initiatives. The EPG team will monitor the
implementation of improvements throughout the process, select pilot projects to verify effectiveness,

and promote successful practices across the organization after quantitative validation.
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This appraisal has enabled us to gain a deeper understanding of CMMI Level 5 while also clearly
recognizing.our current gaps and areas for improvement. We sincerely thank the appraiser and the ATM
team for their professional guidance and dedicated efforts. Moving forward; we will carefully implement
the recommended improvements, continuously enhance software development efficiency and product

quality, improve customer satisfaction, and achieve sustainable development.

I hereby authorize and agree that you and SITARA Technologies may share our evaluation results on
SITARA's publishing channels and promote them as deemed appropriate by SITARA Technologies.

ShanDong Victo
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