OAMHHAZLATaA He3aBMCMManA HaYYHO-NPaKTUYeCcKas @ 2015
e

KoHpepeHumna «PaspaboTka MO 2015» CEE-SEC'R!
Paspaborkalll

22 - 24 okTAbpna, MocKsa

BHepapeHue agile 8 6onbluon kopnopauunum:
NpUKAOYEeHNA 06bIKHOBEHHbIE U

HeBepoATHble

OKcaHa HekpacoBa, /iBaH ['ymeHIOK
EMC



OrpomHoe KonmnyectBo paspaboTtymkos (~1000)

B HeKoTOpbIXx 0bnacTax TpebyeTca sKkcnepTmnsa, KotTopas
HapabaTbiBaeTCA HECKO/IbKO NeT

OrpomHas Kogosas 6a3a (MUNMOHbBI CTPOK Koaa), YacTb Koda
CYLLECTBYEeT Y3Ke MHOTO /ieT

ApPXNTEKTYPHbIN BecnopaaoK, YacTb KOoAa yHacAeaoBaHa ¢
«AHTUYHbIX» BPEMEH

Bonbluoe KoIMYecTBO PasIMYHbIX TEXHONOTUN



CNno»HoCTH

Pesin3bl BHIXOJAT PEeJKO U C O60JIBIITUM
OII03IaHUEM

Pe3ysibTaT HE COOTBETCTBYET
OXKUIOAHUAM Product Manag

Heru6kxocThb K U3SMEHAIONINMCA
TpeObOBaHUAM

- Ciaboe BHeJipeHHME WHHOBALIUU

/




Llarn ‘nepectponkun’

2012-13 2013-14 2015...

«lpuexaswul ckaszan: O mom, Ymo s suoer, 1 moa bbl
2oeopums yesnbil 200. Cymb 8 MmoM, 4mo HUKMO Kpome
Hac He 3Hasn e0e 30echb 8bIX00 U Oake Mbl He 3Haru 20e

8Xx00.» (6.T")



[MepBad atan: «4ymnctbin» agile

Hukoroa He cnaBaHucsa




[MpukntoyeHune 1: nepsoil 6s1UH KOMOM
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3apukcupoBanu LUNKI
pa3paboTku
3admkcmpoBanu Bce OCHOBHbIE
npakTuku: daily scrum, planning,
retrospective, demo
YctaHoBUNN Lenn pa3paboTku
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Agile B «unctom» Buae
noaxoauT Ana HebonbLmx

opraHmn3auum

B Kopnopaunmn Heobxoamnma
YeTKaA CUHXPOHM3ALUM KOMAHA 1 NPaBUIbHAA OPr.CTPYKTYPa

KonneKkTuBHaA OTBETCTBEHHOCTb - A0/1)KHA PACNPOCTPaHATLCA HE
TO/IbKO Ha Ka*KAyt KOMaHAY, HO M Ha BCO paboTy Lenmkom,
4yTobbl M36exaTb «finger pointers»

EanHbIN Habop NpuopnUTETOB ANA BCEU OPraHU3aLLUm



Bropoun stan: SAFe

ol N 3
o e ] motivatons. nu

Henbssa caBalbCHA HE TOJIbKO

nocne oaHoro, HO M nocne cra ﬂO[Ja}I(EHHﬁ.




[TpuKkNoYeHmne 2: NoCTpoeHne OPr.CTPYKTYPH

h-a

MoaynbHaa pa3paboTtka (architecture): w;w;m,m/\ | /\\
TpagMUMOHHO KOMaHAbI pa3bnBaloTCS —] == ;

No apXUTEKTYPHbIM Moaynam. Kaxxaas [ e =
KOMaHOa oTBeYyaeT 3a O4uH Moaynb. \ VARV

VIHTerpauua mogenen — otaenbHasa HenpocTtas 3agaya.

End-to-End pa3paboTtka (business value):

®OyHKLUNOHaNbHOCTb pa3pabaTbiBaeTcs LieNIMKoM Yepes Bce

Moynu, ynpoLlas nonyyeHume value. 3tan nHTerpaunm

ynpowiaetcqa. Ho, B ogHOM KOMaHAde Hago obbeanHnTb Nogen co

3HaHUAMW U3 pas3Hblx obnacTen...



[Mpobnembl ENnd-to-End noaxoana

e TepdaeTcda apxUTeKTypHad
L€JIOCTHOCTD

e[lepepaboTKa framework
3aTparuBaeT BCE KOMaH/bI

eHakormjieHue
TeXHHUYEeCKOTI0 JoJIra

-

YeJsioBeyeckue

e TpebyrOTCS 3HAHUS U3
MHOTI'UX 00JiacTeH

e TecTupoBaHUe TaKXKe
OTBETCTBEHHOCTb KOMaH /bl
pa3pabOTYUKOB

e KomaH/1a neperpy:xeHa
paboTaMH Mo MOAJEPKKe

\ business value

~

J




MpukntoyeHme 3: MacwtabupoBaHue
NnpoLeccoB

Agile manifesto: O O O
o PaboTatowmm npoayKT BaKHee : :: :
NCYEPMNbIBAOWEN AOKYMEHTALUMN - O O
o COTPYAHMYECTBO C 3aKa3UYMKOM BaKHee \,.,n\,.n "“n

COrN1acoBaHMA YCNOBUN KOHTPAKTA ,:'b ow ,:"

Bpemsa Ha nonHoueHHoe demo:
100 komaHg X 30 muHyT = 50 vacos!!!

(C y4acTmeMm 3aKas4ymKoB, MEHEOKEPOB, NpeacTaBUTeENen apyrmux
KOMaHA)



[TpuKntoyeHune 4. KayecTBo NPOAYKTA

» [leueHTpanusaumst NPUHATUS PELLEHN
» KomaHaa oTBeYaeT 3a business value u
Ka4eCTBO BUG  FEATURE

YTo Takoe — paboTar UK NPOAYKT?

Kaxkgasi komaHOa MMEET CBOE npeancrtaBrieHne O KavecTtBe,
dPXNTEKTYpE N nogxogam K TeCTUpoBaHUIO

=> nOTepFI eaUnHOrIo npeancrtasrieHnd o Ka4ecrtBe CUCTEMDbI



e

Kak onpegenunTtb rpaHuLbl OTBETCTBEHHOCTM KOMAHAbI?
e Kak 4o/aro KomaHaa conpoBOXKAQET Koa?
e Kro oTBeyaert 3a cross-functional TectmposaHue?
e  ECTb I KOMAHAAQ CUCTEMHOIO TECTUPOBAHUA M 33 YTO OHa OTBEYaeT?

Y10 Takoe «PyHKLUMOHANBbHOCTb rOTOBa» € y4eTtom configuration
management?

e Ha Kakom branch/stream ¢pyHKUMOHaNbHOCTb CYMTAETCA FOTOBOWM?

e CnuaHue aByX PnY 1 BO3HMKaOWME Npu 3TOM npobsiembl

KaK TecTMpoBaTb 3aBUCUMOCTU (aNTOPUTM NMPUEMKN)?



[TpuKntoyeHune 5: Jlroan 1 AOKymeHTauuA

Agile manifesto: Jliogn n B3aMmoaencTeme BaxkHee NpoLeccoB

N UHCTPYMEHTOB

IIponieccHasa

e Kak 00'bSICHUTH KOMaH/1aM
(1000 4yest0BEK) OCHOBHBIE
npaBuHJia (DoD,
HeoOX0oJHMble eHCTBHS B
KOHII€ sprint, U T.J.)7

e Kak corsiacoBaThb

\ M3MeHeHUd npolecca?

J

TexHu4yeckas

e Kak B3aMMOZeNCTBOBATh C

3aKa3uyrMKaMH Ha
yaaJIeHHbIX CauTax?

e KaK 3alIOMHUTBH HIOAHCHI

-

30 ¢uyY, UAYIIUX B pein3?

~




MpukntoveHune 6: Overhead akTUBHOCTU

o Agile uepemoHnu
 TecTupoBaHue

13%

B /IHTerpauns mexay KomaHgamu
= 3aBMCUMOCTM U UX cornacoBaHue
3aKkpbITe TEXHUYECKOro fosra

SME aKkTuBHOCTMU
PerpeccrnoHHoOe TeCcTupoBaHue
= ConpoBoXaeHne Kkoga

(e




MoTBMPOBAHHOCTb KOMaHA U NX OpMeHTaumsa Ha pesynsraTt
[1po3payHOCTb BCEX NPOLLECCOB
ba3a ncrtopnyeckmx gaHHbIX

[1IporHo3mpoBaHMe Ha OCHOBaAHUU
npeablayLwero onbiTa

I3MeHeHNs Nerko KOHTPOSIMPYKTCA, UCNOSMb3ya PakT
OaHHbIe

Hu ogHa npakTuka He aBnseTca gormoun. daktudeckue
[aHHbIE NOMOratoT NPoOBEPUTL ee IPMPEKTUBHOCTL <




S0
[lpuknoyeHune /: HenpepbIBHOCTb MU3MEHEHUN

KTo nsmeHser [IpyunHEI 3anpoca

Ha USMEHEHUA

e KoMaHa npejaJiaraetT
e MeHemxephl e [IpaKkTHKa IOHATA
IIPUHUMAIOT pelleHue: HeIIpaBUJIbHO
e Vcnonb3ys o [[paKkTUKa He paboTaeT B
HaIrIAJHOCTb TEKYIIUX AdHHBIX YCIOBHUAX
IIPOLECCOB e IMeHHO 3/1eCb KpoeTcH
e Pas6upasich B IIPpUYUHA TOPMOXKEHUS
NpUYHHAX 3a1poca \_ KOMAaHAbI )

N /




TpeTnn aTan: continuous improvement

BCEI [1A ecTb crnoco® AOCTUTHYTb

Lenn... Hambonee onTUMasTsHBIM Ry Tem!!!




MOBPUAHbLINA NOAXOA K NMOCTPOEHUIO KOMaHa & .

B rnbpuaHom mogenun ectb GyHKUMNOHAbHbIE
KOMaHAbl U apxnTeKTypHble (framework)

* Cneumanmsaumnio B KOMaHAE HE YCTPAHUTD,
NAaHUPOBaHME NPU STOM YCIOXKHAETCA, T.K.
KO/IMYecTBO paboTbl B pa3HbIX 06nacTaxX —
pasHoe

» Velocity nngnsunayanbHoe

¢ Flepec6opKa KOMaH/4 B 3aBUCUMOCTU OT 3a4a4



-

npoLeccHasi KHUra — cnpaBOYHUK
npoLieccHast KHUra oOHOBISIETCH KaXKable TpyU Mecsua nepepn
ovyepeaHbIM NiaHMpoBaHUEM

PyHKUMOHabHasa cneundunkaumngd
ObHoBNAETCA OAHOBPEMEHHO C HaNMcaHUEM Kofda U TECTOB



-

[obaBneH elle oanH ypoBeHb 06beaMHEHUSA KOMaHA Mo
dyHKUMOHanbHbIM obnacTtam (gomeH). Onpeaenernol PO, RTE,
apXUTEKTOP ONIA KaXXaoro AoMeHa

[IpoBOAMTCA HE3ABMCUMO CHaYarna B paMKax KoMaHA4bl, 3aTeM B
pamMKkax pyHKUMOHanNbLHOU 0bnacTu 1 TONbKO rnocrie 3Toro B
pamMKax opraHmsauum

EOVHBIM cnncoK NpnopmTeToBs!

STanbl NNaHNpPOBaHUA pa3HECEHbI N0 BPEMEHMU



[TfpoBOONTCA Ha YpOBHE (PYHKLMOHaNbLHbIX obrnacTen

Kaxkgon pyHKUMOHanNbLHOM obriact B AONOSTHEHUE K
apxuTekTopy gobaBrneH TeCTOBbIN apXUTEKTOP
PacnpefgeneHsl ponu mexay scrum KomMaHgamm u
opraHusaumen CUCTEMHOIo TeCTUPOBAHUS

[NobaeneH RPO — Release Product Owner (RTE ynpasnsioT
OOMeEHaMNn)



2

[lpnkntovyeHme 8: CoBmelleHMe npoueccos

Traditional Waterfall Methodology

Sales ncnonb3aytoT ﬂ ’1 @ Development cycles
BOOOMAAHYIO Modenb (penm3bl G —~ &
npuBA3aHbl K gatam trade

FpaHmu,a LIMKna

Deployment

shows n marketing events)

Pa3paboTumkn ncnonbayroT
CBOIO MOAESb, KOTOPYH HaAo
BNMcaTb B «BoAonaa»

Maintenance




npon3BoANTENIbHOCTb

BpemeHHaa gnarpamma

Waterfall: Tpu
apXUTEKTYPHbIE .
KOMaHAb!
e agile: 100  SAFe: nepapxus
KomMaHA KOMaH[
Mnockas  Forming and

CTPYKTypa storming

ApanTtauus
NpaKkTuUK
Norming
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