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KOHTEeKCT

C yem 3TO CBA3aAHO

-

U

OYEeMY 3TO BaXKHO
TO BydeT, ec/in HM4Yero He NpeanpPUHUMATD

I_

d A3blKe TeX, KTO 6V,£I,€T YNTATb



TeKyllee COCTOAHUE U LUenb

* YTO paKTUYeCcKn nponcxoamuT?
e lnarpammol, rpadmKn, METPUKM
* N3mepuTb npobnemy

e Llenb ponaxKHa 6bITb NI3MEPUMON



KRapTa
Map)

VA

NVA

Business
Unit

1 day

Wishlist

noTtoKa ueHHocTtun (Value Stream

Efficiency = 97 days / 315 days = 30%
Throughput = 100 fp / 315 days

Includes | Users
. Interactive design
Note: High-level design
Chartering and Detalled design
wishlist processes Implementation
have their own Testing u
efficiencies

Funding/
Chartering
Process

0 days 6 weeks 3 months 1 week 1 day

6 months

1 month 6 months 2 months 3 weeks



AHanms

* 5why’s
e lnarpammbl ryOUHHbIX NPUYUH
* Fishbone anarpammol

e N3beraTb NOMUCKa BUHOBATbIX



MeponpunaTtma

Ha ocHoBe rnyOuHHbIX NPUYNH
KOHKpeTHble Wwaru

ToyHOe NoOHMMaHUue, KTO N YTO Aenaet
3apaHee NoAymMaTb O BO3MOMHbIX PUCKaX

Ba*kHO BOBne4YeHume BCex, OT KOro TpebyeTcH
NencTesoBaTb No HoOBOMY!



Pe3ynbTaTbl U AanbHEULLNE LLIATU

 JIOCTUrHYTa N UEeNb?
e KaKyto HOBYIO MHPOPMALMIO Mbl MOAYYNIN?
 lanbHeunwan pabota Hag npobnemown



[lochepoBaTenbHOe 3anN0/IHEHUe




Cornacume Ha Ka*Xaom aTtane

PO
@006

«KaK 300p0B0O, YTO Mbl 4OrOBOPUAUCH!»




\; -
Foreword by Jim Womack _

Managing to Learn
Using the A3 management process to solve
problems, gain agreement, mentor, and lead

—T

o by John Shook




[Mpouecc B Skype

B npouecc BoBae4yeHo 6 0p1COB B Pa3HbIX
CTpaHax

Buaeo 3BOHKM BMECTO IUYHbIX BCTpEeY

CTpaHWYKa Ha BUKN, BMECTO PU3NYECKOTO
NNCTA

Screen sharing 1 peaakTUpoBaHME CTPaHNYKK
Ha BUKU B peasibHOM BpemeHu



C yero Bce Ha4yanocb

* CoBeuwaHune no teme «Kakume y Hac
npobnembi»

* CocTaB/sieH CNUCOK U3 14-n npobnem
* TpeHUHr no A3 aHanunsy

 ChopmunpoBaHbl paboume rpynnbl Mo TPEM
npobsiemam U3 cNMcKa



NPOBNEMA C UX AU3AUHOM



CnoXHOCTb nepBas: B YEm npobnema?

* MA3HaYyabHaA NOCTAaHOBKA «Y Hac HeT
NnokanbHoro UX ansanHepa»

* JTO pelweHune, a B YEm npobnema?

* Android, iOS, Web — y KaXXaon KomaHAbl
CBOM npouecc, u npobaema npoaBnaAeTcaA no-
pPa3HOMY.



[lepenenkun n 3aaep<Ku




[Tloyemy TaK nponcxoauT?




Pasrosop c tTumnangom n3 Web

* [IpNYMHa B TOM, 4YTO HeT bBbicTpon obpaTHOMU
CBA3MU

* HaHATb NOKaNbHOro An3amHepa — BbIMAAUT
KaK XxopolLlee peLleHune



Pasrosop c PM

* OXunpgaHue, yto byaet TpyaHo yboeanTb B
HaANYMM 3TON Npobnembl.

* BbicTpbIM B3rNA4 Ha Anarpammy NpUYmH u
AanbHENLLNM NOTOK CO3HAaHUA Ha 30 MUHYT —

TONIbKO ycneBan PUKCUPOBATL.
* J/loKanbHOro An3anHepa He byaer.



Pasrosop ¢ An3anHepamum

* O)MaaHue, 4YTo pa3roBop byaeT TPyAHbIM.

* [na3a, NnonHble cyacTbAa: «Mbl KOMY-TO
HYHbl ! »

* [Mlo/IHasA rOTOBHOCTb MEHATb CBOM NpoLecc U
3HTY3Ma3M

* loroBOpUANCL CO3AaTb OOLLMM YaT U
pery1apHoO co3BaHMBATLCA



Doveiopers are not Email ist, skype group chat

Why 777 (group chat
comfortable speaking . R Ana confiuence pages aul
Enghsh

activity siowly stoppad)

— not help communication

Designerns and dovelopers
WOk with 12h e and
Mew workdays oont
overlap

Bhashar was the main
POrson arnang Tus progect
and he s in PA

vovelopets oonl provide
awrect feeddDack o

Designers don
undarstand technical
mastons for the
dosign

User lesting and execs
feedback cause delays




JNoxkanbHoro gusanHepea
He Gyaer.




JKCNepunMeHTHI

“Design integration person” y3Han o6
OXKMOAHMNAX OT HEro

BkntoyeHne ansamHepos B Scrum of Scrums

PerynapHbie 3BOHKU mexKay pa3paboTymkamum
M AN3aNHEepPamMu

[1n3anHepbl HA4Yann BeCTU CBOM 3a3a4un B Jira

Tumnng KomaHabl web noexan B [Mano-Anbto
HaNaXKMBaTb KOHTAKT



NToru

e anobbl npekpaTnamncb

e CnycTa HEeCKONbKO mecsLeB, AN3alHEPOB
NOMEHAAN — HaHAAU ntoaen B JIoHOoHe

* BeposaTHO, HegoCTaTOK 06LLEeHNA Bbin
KNtoYeBbIM PaKTOpPOM



He Bcerga xanobbl 03HaYaloT
rOTOBHOCTD PELUaTh NPobaemy




ybuHa aHanusa

BUCUT OT MNpobaemMb



KaxXabiv BUAUT CBOO KapTUHY




MPOBJIEMA C OPEN-SOURCE



Yém npobnema?

MeaneHHbIN npouecc npoBepku TPS
6roKkunpyeT penunsbl

[TapaeT Npon3BoAUTENBHOCTb
Pa3paboTynkn oemoTmBMpoOBaHbI
CpOKU NpoBepKU HenpeacKasyembl
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TeKkylwaa cutyauua

* CpeaHaa ckopocTb 06paboTKkM 3anpocoB —
2.1 B AeHb

* OTKpbITbIX 3anNpocoB 6/2

* 1o ceHTABpA 2012 roaa cpeaHAA CKOPOCTb
nobasneHunsa 3anpocos 6bina 0.6 B AeHb



TeKkylwaa cutyauua

* [lpn coxpaHeHNU cpeaHen TeKyLwen cpeaHeu
CKOPOCTU, ovepedb byaeT TO/IbKO PacTu
* Ecnn ckopocTb fobaBneHnA 3anpocoB

BEPHETCA K NpeXHen, oyepeab byaeT
pa3obpaHa 3a 450 gHewn!



TPS takes 100

much lime
Long queus for Client, Server,
approval Low approval Browser go
productivity throgh the same
procedure

__| Problems win
A lot of TPS tasks Each version Adobe licenses
through approval
| Engineering No standard line
Teams are not approval goes Lack of
A’ hew familiar with the vefore information PO e
'umml | ooy | o (Katro) Adobe in list of




MeponpunaTtma

* Pa3nennTtb OPUANYECKYIO U TEXHNYECKYIO
NPOBEpPKY

* [1poaHannU3nNpPoOBaTb TUMUYHbIE C/IyYau

* bonee petanbHbIM GOPMAT 3aABOK

* OpraHun3oBaTb BCTpevyy TMMINAOB U HanucaTb
FAQ no cocTtaBneHUIo 3aABOK U npoueccy B
LLe/IOM.



3BOHOK C HQ4Ya/AbCTBOM

* OCHOBHaA MbIC/b: «ITOMN NPObAEeMON yrKe
3aHMMAIOTCAY.

e Jlo 3anycKa HOBOro npoLuecca — pa3pelleHmne
B penn3nTb B 06xoa cuctemol

* Hac ctann HGOPMMPOBATbL O TOM, KaK MAOET
nporpecc v 3anpawmnBaTb 06pPaTHYO CBA3b



A3 KaK METeM scKanaLUuu




K70 oTBRYaET 38 pPesyAbTraT?




MPOB/JIEMA C BUILD-CEPBEPOM



[Tpobnembl

* [MpuxoanTCa AONTO XAATb COOPKM

 Korga 4to-To MAET He TaK, bbIBaeT TpyAHO
NOHATb NO NOry, YTO e MOoL/I0 He TakK.



Data Center: no Data Center: slow
place for new servers add of new servers

git connection
is slow

CNo Skype_Corp) C No secure room ) C No single book of roales )

for *proper* QB usage
Skypa-supported repo a 2

& s rot an officially )

Build time is
unpredictable

Hard to add Zelenograd
Nodes

Copy-paste-forget
clone of QB configs

Too small number
of nodes

Long build
queue 7~ Auto-started waste
‘} builds

Each changae brings
new build, it queue is long -
lots of waste builds appear
No link between
Nexus and QB No QB search by other
than ‘version” fiald

Too many options, hence
QB build |ust fails sometimes f evarybody just clones existing
{fails now and Ok next time, N configs and leaves all as i
but no changes anywhere)
QB budd may fall

even If local build is Ok Qf is & 3rd party SW,
/ C Nodes are corrupted ) hard to make local changes

gt connaction
is unstable

sometimes

Not clear issues of failures
(dependency s broken/
compilation error/

git checkn error/ dev env may differ
Cl tngger timeout/...) from QB env




COMM! Servers can be added fost, MacOG machings are
bt nobody know the way to do it not present 1 FLSQLE team
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COMM! NO sngle support chat
or dedicated person




Meponpunatuna

[lepeHOC peno3uTopuA
MN3meHeHne Nornmkm 3anycKka coopokx

OcTtaHOBKa c60OpPKM Npu BOSHUKHOBEHUM
NepPBON e OLLUNDKM



Pasrosop ¢ PM-m KomaHabl QuickBuild

* [lpepnaraemobie ynyyweHus nobasneHbl B
6aKNor

* Peann3oBaHbl CNYCTA OKOJ1I0 ABYX MeCALEB
* B UTOre NosiyyeHbl CyLLLECTBEHHbIE YyyLlleHna



WHorga npobaemy Npouie
PELYHTE, YeM ONUCaTE




Agile A3

OTHOCUTEJIbHO




Cnacubo!

Anekcen Nnbnyes
[MpoueccHbIn Koyd, ScrumTrek
alexey@scrumtrek.ru

Skype: alexey.ilyichev
+7 (909) 687-63-75
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