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EXECUTIVE SESSION BRIEFING: SPONSOR FEEDBACK

Overall findings

To achieve the sponsorship objectives, the proprietary strategic management tool SPRUM®
(Systemic Process Review Using Measurements)—a registered trademark of Raghavan S.
Nandyal—was utilized to conduct a systemic process review. This approach provided deeper
insights into "how to enhance the effectiveness of high-maturity processes and make them
pragmatic, with a steadfast focus on reliable measurement indicators." On this occasion, we
conducted a CMMI Level 5 Benchmark Appraisal leveraged against the CMMI V3.0 model,
spanning document reviews, personnel interviews, and quantitative analysis reviews. The
appraisal results present an objective reflection that closely aligns with our current operational
reality. While the findings have indeed exposed certain shortcomings and opportunities for
improvement, these issues are not isolated; rather, they represent critical links throughout our
entire management chain. Following intensive, collaborative discussions centered on these
findings among senior executives, the EPG (Engineering Process Group), and core teams across
project management, QA, and R&D, a clear consensus was reached: the appraisal results are
objective, credible, and demonstrate a high degree of alignment with our actual practices,
reaching as high as 95%.

LESSONS LEARNED

For a more systematic review and refinement of all improvement items, we have deeply
consolidated and summarized the scattered improvement recommendations and implementation
plans into four core areas: Engineering, Project Management, Support, and Process
Management.

ENGINEERING PROCESSES

Core lIssues in this Category: > The core issues identified in this domain primarily center on
requirement compliance and the formalization of engineering changes, code readability alongside
low-level naming missteps, and issues of non-maintainability and non-testability triggered by poor
coding practices. The project team utilizes Pixso for screen prototyping as the foundation of
functional design. Although the visual inconsistencies between the concepts conceptualized in the
prototype and the actual product implemented in Java may not impair core functionality, customer
acceptance of these "look-and-feel" misalignments was conveyed only verbally, without being
recorded as a formal agreement. This lack of documentation and formal validation poses a latent
risk. In a live project, failing to document and obtain explicit customer sign-off on such deviations
can easily trigger scope creep, wasted effort, or unplanned work—directly threatening the
project's aggressive targets of over 15% profitability and established productivity goals. Multiple
instances of complex logic were observed within the source code, rendering it difficult to read and
highly susceptible to defect injection during downstream maintenance. For instance, when the
getStr method of a dataitem retrieves the isNormal field, the returned entry is subsequently used
in the decision logic to test for an "abnormal” state. Designing a logic flow where a function meant
to retrieve a "normal” field is used to validate an "abnormal" condition introduces excessive
complexity and is highly counterintuitive.

Furthermore, combining the non-null verification of a siteDictionary with the subsequent validation
of its name against a hard-coded value of "1" represents a highly volatile logical construct. This
tight coupling not only fails to adapt to design fluctuations but also significantly complicates
integration testing. Additionally, poor coding habits were prevalent where function return values
were directly negated and evaluated within conditional statements (e.g., if
(!(StringUtils.isEmpty(_..)))) without being assigned to temporary variables. This pattern makes the
code exceptionally difficult to isolate for testing and ultimately unmaintainable.

PROJECT MANAGEMENT PROCESSES
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The core problems exposed in this field reflect that the organization has weak links in the
rationality of quantitative model establishment, the quantitative evaluation (ROI) of new tool
introduction, and the risk management awareness triggered by cutting-edge technologies. The
project team collected productivity and profitability data to establish an R&D productivity model,
where the average profitability was 15.82% and the average productivity was 0.756
FP/person-day. Although the units of these indicators were not provided, a very important point is:
the values should be divided into "below average" and "above average" data clusters based on
the average value. For example, 9.3% and 9.6% are far below 15.82% and belong to the
below-average cluster; while values of 15.xx% and above should be classified into another
category. Otherwise, the established productivity model will completely lose its practical value and
predictive significance for values that are completely below the average. Although the project
team actively introduced new Artificial Intelligence (Al) tools in the project, when implementing
relevant Al measures, they did not compare and analyze the advantages and disadvantages of
these tools, nor did they conduct a quantitative evaluation of their Return on Investment (ROI).
Since the customer's approval of the look-and-feel inconsistency of the product was verbal and
did not form a formal compliance agreement, this constituted a potential major risk source at the
project management and risk control levels. Undocumented customer intentions will lead to scope
creep and unplanned work. After frequent rework becomes a norm, it directly makes the high
profitability target of over 15% and productivity baselines set by the project unachievable.

SUPPORT PROCESSES

The core defects in the support field are mainly exposed in the disconnection of responsibilities
between code review and quality assurance, poor version control of quantitative assets, and the
lack of transparency in decision analysis. In the calls before code assignment, the phenomenon of
calling the method FileUtil.Savelamge(...) frequently occurs (for example, before
siteCheckRecord.setinfraredimgUris(ailmgUrls);). It is currently unclear whether Savelamge is a
deliberate typo or should be Savelmage. Although this incorrect naming choice may not directly
destroy product functions, it is crucial to ensure that the code can be maintained by personnel
other than the author and to achieve code reusability. Such code walkthroughs and specification
considerations failed to effectively intercept, indicating that the relevant responsibilities were not
effectively implemented in the Product Quality Assurance (PQA) and peer review links. Although
the organization has established Process Performance Models (PPM) at the organizational level,
there is currently no sign or record to show when these models were established, and their
correlation and effectiveness with earlier versions of models. Due to the inability to clarify what
models existed in the past, how these models evolved and improved over time, and the next
development plan for these models in the future, these key quantitative assets failed to be
included in good version control and configuration management. It is suggested that when
determining evaluation criteria and setting decision criteria weights, the project should add rules
or logical descriptions for the weight setting of some decision criteria, otherwise it will not be
conducive to improving and guaranteeing the objectivity of the final decision. Due to a large
number of bad coding methods in the code that directly call function return values without
assigning them to temporary variables and negate the return values in if logic, testing personnel
can hardly perform isolated and effective tests on these complex logical structures during quality
verification and validation, severely hindering the implementation of verification work.

PROCESS MANAGEMENT PROCESSES
This domain reveals systemic deficiencies within the organization regarding the streamlining of

process assets, the reshaping of governance mindsets, infrastructure enablement, and
organization-level talent cultivation mechanisms.
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The process asset definitions serving as the foundation for project execution appear heavily
redundant and overly bloated. Over the past 5 to 6 years, a massive volume of process definitions,
templates, checklists, and job aids have been introduced purely as wasteful practices to "tick the
box" for surface-level compliance. To streamline operations and slim down this Process Bloat, the
organization must initiate process changes that ensure projects maintain agility while strictly
adhering to compliance standards.

The current path of the "business objectives and process performance outcome-oriented model”
exhibits a rigid, linear governance mindset. Under this paradigm, several critical steps related to
problem identification are effectively bypassed before business objectives are even established.
In today's technological landscape, identifying problems and opportunities based on research into
the Artificial Intelligence (Al) frontier represents a vital yet missing link in governance.

The domain-specific requirements of projects involving emerging technologies—such as the
widespread deployment of robotics and the integration of automation into build-scenario
monitoring—demand that personnel possess corresponding domain competencies prior to project
initiation. However, formal mechanisms for knowledge acquisition and enablement in these
cutting-edge technologies remain self-driven, individual efforts, lacking systematic planning at the
organizational level. The organization must reinforce this formal mechanism within its
corporate-wide programs to achieve strategic competency growth. Furthermore, it is
recommended to explore the PEOPLE domain in the next phase of process change management
initiatives.

It remains unclear whether the established, institutionalized processes and infrastructure currently
within the organization can effectively accommodate the needs of unprecedented, novel project
scenarios. The implementation infrastructure must be adapted to concurrently support both
"Known” and "Unknown" project types—a flexibility that is indispensable for defining and planning
the scope of future-oriented projects that rely heavily on Al.

RELEVANCE

The core meaning of these findings for the enterprise lies in that it clearly reveals the systemic
bottlenecks faced by the enterprise in technological agile transformation, refined quantitative
management, project risk control, and organization-level core asset accumulation. Transforming it
into the business and operational language of the enterprise, it mainly reflects far-reaching
impacts on the following four levels.

First, it directly concerns the protection of the enterprise's core profit margin and core assets, and
can effectively eliminate losses and waste. The enterprise has strategically set a high profitability
target of over 15%. However, because the development team frequently uses verbal agreements
at the requirements front-end to approve the disconnect between prototypes and actual
implementation, these undocumented customer intentions evolve into frequent rework and scope
creep in the later stage. This invisible waste of workload and unplanned expenses are directly
devouring the net profit of the enterprise. At the same time, the process assets accumulated by
the enterprise in the past 5 to 6 years are too bloated and redundant, and employees fill out forms
and check checklists for surface compliance, resulting in a large amount of formalism and waste
of efficiency. Streamlining these process bloats can allow the enterprise to regain agility and allow
employees to focus their energy on truly delivering business value.
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Second, it can clear infrastructure obstacles for the enterprise's comprehensive layout of Al
strategy and open up the transformation path. The enterprise's current governance mode shows a
rigid, linear governance thinking. But when facing the disruptive technology of artificial intelligence,
the enterprise lacks deep research and problem identification in the Al field before setting goals,
which will lead to the decoupling of the enterprise's strategic direction from the technological
frontier. In addition, the enterprise's existing institutionalized processes and infrastructure are only
suitable for handling known types of traditional projects. When facing future-oriented unknown
projects that highly depend on Al, the existing system cannot provide reasonable scope definition
and strong support for them at all. The enterprise must upgrade the base, otherwise it cannot
undertake high-difficulty new Al businesses.

Third, it helps to transform individual behavior of technology into organizational assets and
precipitate organization-level core competitiveness. In emerging technology fields such as
robotics and automation integration, although the enterprise has project needs, the current
knowledge acquisition and competency cultivation completely belong to the spontaneous
individual behavior of employees. Once these core employees resign, the enterprise's combat
capability in this field will directly clear to zero. The organization level must establish a formal
empowerment mechanism to transform individual competency into strategic organizational assets,
and explore the people domain. In addition, although the enterprise has established process
performance models, when these models were established and how they evolved completely lack
records and configuration management. The lack of version control means that the enterprise
cannot carry out long-term, cross-cycle quantitative improvement, and past data assets are
extremely easy to become dead assets that no one can understand.

Fourth, it can significantly improve the underlying delivery quality, reduce the long-term
maintenance cost of software, and eliminate code technical debt. Multiple instances of
counter-intuitive complex logic and bad coding habits of directly negating return values without
assigning values to temporary variables are observed in the code, which results in testing
personnel being almost unable to carry out effective and isolated quality verification and validation
during quality verification and confirmation. At the same time, such code that is extremely difficult
to read and unmaintainable, and low-level spelling errors were not effectively intercepted in the
peer review and quality assurance links. Once they flow into the production environment, it is
extremely easy to introduce new defects during later maintenance, thereby multiplying the
enterprise's long-term after-sales technical support and daily maintenance costs.

For enterprise management, these findings are definitely not simple minor problems of the R&D
department, but a strategic warning at the executive level. The enterprise cannot use the old
management mechanism that is traditional, bloated, and relies on verbal commitments to
command a new type of battle facing the future, high profitability requirements, and relying on Al
innovation. The enterprise urgently needs to initiate a fine-tuning and upgrade of lightweight agility
and formalization of technical management at the organizational level.

IMPROVEMENT ACTIONS

Armed with the understanding of these core implications and systemic bottlenecks, the
Engineering Process Group (EPG) must entirely break away from the traditional, rigid routines
that led to surface-level compliance in the past. Instead, the next cycle of improvement work must
pivot toward a lean path centered on being "lightweight, agile, and frontier-technology-oriented."

Pruning and Streamlining Process Assets to Restoring Operational Agility:

First and foremost, to address redundant, bloated process definitions and the lack of agility,
the EPG’s primary task is to initiate a thorough pruning and streamlining of organization-level
process assets. Past practices introduced a massive volume of waste simply to check the box for
CMMI compliance items. In the upcoming improvement cycle, the EPG must critically re-evaluate
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the process definitions, templates, checklists, and job aids created over the last 5 to 6 years. By
stripping away redundant bureaucratic approvals and forms that yield no substantive delivery
value, the organization can systematically eliminate Process Bloat. This initiative will not only
relieve the development teams of excessive process burdens and realize lightweight project
execution, but also ensure that projects maintain high agility while strictly adhering to baseline
CMMI compliance standards.

| hereby authorize and agree that you and SITARA Technologies may share our appraisal

results on SITARA's publishing channels and promote them as deemed appropriate by SITARA
Technologies.
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