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EXECUTIVE SESSION BRIEFING: SPONSOR FEEDBACK

Overall findings

To achieve sponsorship objectives, we employed the
proprietary strategic management tool SPRUM — Systemic
Process Review Using Measurements® (a registered trademark
of Raghavan S. Nandyal) —to conduct a systematic process
review, gaining deeper insights into "how to enhance the
effectiveness and pragmatism of high-maturity processes

with a focus on reliable measurement indicators."

This time, we conducted a CMMI Level 5 benchmark appraisal
based on the CMMI V3.0 standard. Through a comprehensive
diagnosis covering document reviews, personnel interviews,
and quantitative analysis assessments, the overall
appraisal results were highly objective and closely
reflected our current operational status. During the
appraisal, certain weaknesses and areas for improvement
were indeed exposed — these issues are not isolated or
incidental, but rather critical links throughout the entire
management chain. To address them, our senior management,

the EPG (Engineering Process Group), and core teams from
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project management, quality, and R&D held intensive
discussions around the appraisal results. Overall, we
reached a strong consensus: the appraisal results are
objective and credible, with a 95% match to our actual

current operations.

LESSONS LEARNED

We conducted an in-depth synthesis and summary across four
core areas: Engineering Processes, Project Management
Processes, Support Processes, and Process Management

Processes.

ENGINEERING PROCESSES

Requirements Elicitation and Policy Integration: Clarify
how to effectively elicit, understand, and capture end-user
input from stakeholders affected by the product (especially
those involved in rural management and administrative
domains). At the same time, ensure that the product is deeply

integrated with China’ s rural management policies.

Improve the Effectiveness of Peer Reviews and Code
Walkthroughs: Urgently enhance the effectiveness of code

walkthroughs to address semantic violations of coding
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standards (e.g., obscure class and method names,
insufficient logic completeness checks). Furthermore,
resolve the pain point where unit test cases are difficult
to set up because function return values are embedded
directly in code without intermediate assignments. Given
that various AIl-based solutions are now available, serious
consideration should be given to introducing industry gold

-standard tools such as SonarQube/SonarCloud and Codacy.

Standardise Technical Naming and Reduce Maintenance
Overhead: Correct typos and non-standard naming in the code
to reduce maintenance overhead in the baseline code. Avoid
situations where class names and method names are extremely
similar (e.g., class StatisticsWebAccountTask contains a
void method statisticsWebAccount()) that makes the code
difficult to read and understand during invocation. Methods
should be clearly named based on the actual functionality

they implement.

Consistency Logic Validation and Test Association: Correct

multiple instances of inconsistent logic validation
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observed during development (e.g., in the getRate method,
inconsistent null-check and zero—check logic for the first
and second parameters) to reduce the complexity of test
construction and systematic verification. Additionally,
correlate requirements review defect density, system test
defect density with code walkthrough defect density and unit
test defect density, and improve integration testing
through similar considerations applied to product

integration.

PROJECT MANAGEMENT PROCESSES

Scientific Estimation and Introduction of Complexity
Factors: Although function points are currently used for
size estimation, data complexity and problem complexity
factors are not used when establishing project buffers. The
current practice of arbitrarily adding percentage
increments should be changed, fully considering the complex
context where the product must support multiple rural
administrative offices, non-standard data formats, and
compliance with national rural governance requirements.
Optimise Lifecycle Time Allocation Structure: Reasonably re

-plan and re-allocate time. Currently, approximately 40-
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45% of the time is allocated to the coding phase, and as much
as 35-45% to front—end lifecycle phases, while only about
10% is left for critical screening activities such as
reviews, code walkthroughs, and testing. Sufficient time
should be allocated and planned for more important debugging
phases, including unit testing, integration testing, system
testing, and intermediate code walkthroughs. Dynamic
Monitoring of Process Performance Trends: Project
monitoring should not stop at merely “having” a performance
model as a necessary condition. Instead, dynamically track
process performance trends through changes in the Process
Performance Models (PPMs), so as to genuinely understand and
identify which aspects of process monitoring truly help
projects improve final outcomes. Risk Control and
Scientific Analysis of Qutliers: It is strictly forbidden
to eliminate outliers directly without analysis. It is
essential to first determine whether their contribution
arises from common causes or special causes. If identified
as external factors outside process control, they should be
linked to risk management and resolved effectively only

after correctly attributing the issue.
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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. setInfraredImgUrls (ailmgUrls);). It 1is
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
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these models in the future, these key quantitative assets
failed to be 1included in good version control and
configuration management. It 1is 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

Quality Audits Focused on Bottom—Level Controllable Factors:
Quality assurance audits mus t leverage the
interdependencies among process performance models,
focusing on the lowest—level controllable factors (e.g.,
focusing on factors that affect requirements review defect
density, such as the level of detail in requirements

documents), and promptly remove non-significant factors to
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enhance audit effectiveness.

Configuration Management of Quantitative Data and Models:
Configuration management practices should be further
extended to cover the domain of quantitative data management,
Previous configuration versions of data and process models
must be properly retained and maintained, so that the
organisation can clearly understand the evolution of
performance over time. Prerequisites for Causal Analysis:
Before conducting causal analysis and problem solving, it
is strictly forbidden to arbitrarily remove outliers.
OQutliers must be thoroughly analysed to determine whether
they are due to common or special causes. Only after
correctly attributing the issue to either internal process
factors or (external to process control) risk management can

effective causal analysis be carried out.

RELEVANCE

Establish Cascading and Interrelationships of Quantitative
Models: Explore and establish the interconnections and
dependencies among Process Performance Models (PPMs). For
example, cascade from “Customer Satisfaction = 1.0764 —

1. 310 x Defect Density Escaped” downward, clarifying the
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dependency of escaped defect density on requirements review
defect density and system test defect density, and the
further layer — by — layer dependency of the latter on
requirements document detail and requirements review
coverage, thereby forming an organic quantitative

management chain.

Defect Attribution Across the Full Lifecycle and Phase-
Based Improvement: The current practice of measuring defect
density only for internal phases such as requirements
management and design must be reversed. It should be
recognised that defects can also be injected due to faulty
builds, faulty releases, and field test reports. System test
defects must be accurately attributed to each lifecycle
phase to ensure that phase—specific improvement actions can
be effectively implemented. Improve Organisational-Level
Governance and Productivity Modelling: Correct the one-
sided governance practice that equates overall productivity
entirely or excessively with coding productivity. Code
changes are often caused by tests exposing deficiencies in

the code. If the testing effort that drives code changes is
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not considered in governance and modelling, it will create
misleading management directions and lead to incorrect
governance practices. Infrastructure Support for Recursive
Use of Models: The organisational 1implementation
infrastructure and the related process infrastructure in
the Process Asset Library (PAL) must be upgraded and
optimised. Strong underlying support must be provided to
meet future needs for recursive use of quantitative models,
breaking the current situation where quantitative models
are disconnected and isolated from one another. Training and
People Development for Quantitative Thinking Across the
Organisation: Organisational—1level training and people
development must cover the frontline personnel who provide
raw measurement data. Targeted training should ensure that
they participate in projects and processes with a
“quantitative mindset” rather than a mere “compliance

»

mindset, thereby guaranteeing the authenticity and
effectiveness of quantitative management data from the

source.

IMPROVEMENT ACTIONS

Armed
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I 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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