EFFECTIVE PROJECT
MANAGEMENT:
GURTAM CASE STUDY

Product manager, Labs Head of Hosting Group
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We

o Manage products and projects in Gurtam
> Believe that people are more important than processes
r>  Believe that project management tools solve real problems

> Believe that the project manager’'s mission is to create a self-organized team



Project or team

management?




What problems in
project management

have you encountered?




Agenda

> Plan R

> Coordinate ACTIVITIES

> Control — ONTHE
PROJECT

> Review




Planning of

activities on the project




Planning

Problem:
Team does not understand
the project direction




Planning

Solution:

v Roadmap

v Sprint

v Planning meeting
v/ Efforts estimation



Planning. Roadmap

Roadmap is a list of tasks for

a couple of future months.
The description of tasks

is high-level.

IopT AaHHbIX B popmaTte GTFS
prt of data in GTFS format

BT no rpynnam o6beKTos
freport type: unit group rides
BepHble yBeloMNeHns

fer notifications

iBMTb cbes3abl C NTMHUK MapLIPYTa B OTYeTbI

"Rdd ™ unit left the route path” to reports

PROSPECTIVE
Feature

MaccaxuponoTok
Passenger counters

OnTumMusaums 6a3bl AaHHbIX, CO3AaHMe apXUBHOM
6a3bl
Database optimization, creation of an archive data
base

] NB-170 - AMMOPT ¥ 3KCMOPT MapLUPYTOB U OCTAHOBOK
NimBus DEV

) NB-33 - I'pynnbi/$punsTpbl 06bEKTOB ANALYSIS

] NB-102 - CepBepHbie yBeloMNeH!s ANALYSIS

) NB-222 - OTYeT no HapyleHUaM: Cbe3fibl C MapLupyTa
NEW

Link

) NB-32 - MaccaxuponoTok ANALYSIS

NB-202 - OnTumusauus DB nyTem co3faHus BTOPOM,
apXuBHOM 6a3bl IN PROGRESS

3 NB-203 - CKpuNT Ans nepeHoca apx1BHbIX Pecos u
COBbITWIA B HOBYIO 671 REOPENED

Release

Jun 2019

Q3 2019

Q3 2019

Q3 2019

2019



Planning. Roadmap

o General vision of the project evolving

> Developing focus is on the planned tasks




Planning. Sprint

Sprint is a period of time, during

which the team commits

to perform a certain set of tasks.

1, 2 or 4 weeks




Planning. Sprint

> Selected functionality always
brings value

> Long period of development
is divided into small pieces




Planning. Planning meeting

Input: Output:
o Tasks-candidates > Solution for the technical

> Value and concept description implementation

= Questions from the team > List of tasks for development



Planning. Planning meeting

o Assign accountable for tasks

> Ask for a short summary
of the discussed




Planning. Efforts estimation

> High speed of estimation
o> Teamwork

> Relative unit measurements




Planning. Efforts estimation

“T-shirt size” way
to estimate




Planning. Efforts estimation

“Poker” way
to estimate



Planning. Efforts estimation

A sample task is a small-size
task which is clear for every

team member.




Coordination of

activities on the project




Coordination

Problem: there is no
synchronization in the team




Coordination

Solution:

v/ Task board
v Daily stand-up
v Knowledge base

ri a i"i i"i
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Coordination. Task board

BACKLOG|] TODO | DEVELOPMENT | CODE REVIEW TESTING ?ﬁ DONE

e [ |
=

oNaoN& | poNe I oNaoNa | DonNe oNaouNa‘ DONE

i e || e =2 |

B




Development coordination. Task board

> Tasks color marking

> Quick estimate of team work
load

> Realizing most problematic
development stages

> Shows the progress




Development coordination. Task board

New > Analysis > Design > Verification > To do >
Development > Code Review > Testing > Done

o | s | oy | owe




Coordination. Daily stand-up

> Team members are aware of the difficulties and issues

> Ability to coordinate the priorities

A
> More motivation to work g:.ga




Coordination. Daily stand-up

™

P

>

The beginning of each working day
At the same time and place
Participants stand up

Discover problems, discuss outside
daily stand-up

Make summary at the end

Duration: 15 min




Coordination. Daily stand-up

Come rain or shine — daily stand-up
should take place




Coordination. Daily stand-up

> One by one

> One by one, each time shifting the
order to speak

> By sphere

> By task and its priority




Coordination. Daily stand-up

Standard format:

What was done yesterday?
What are plans for today?

Are there any blockers?




Coordination. Daily stand-up

Discussion around task, not team member;

What are the obstacles in moving the task?
How does the task move in the flow?
What can be done better?




Coordination. Daily stand-up

In the written form for remote teams

Week: <date>
Person Question Monday Tuesday Wednesday Yeteepr MaTauya

What did you do yesterday?

What will you work on today?

Do you have any obstacles?

What did you do yesterday?

What will you work on today?

Do you have any obstacles?




Coordination. Daily stand-up

We do not
conduct daily
for show




Coordination. Knowledge base

.
21
i

Knowledge base is a set of

knowledge about a particular

of facts and rules.

909
subject area, presented in the form (&)

&




Coordination. Knowledge base

> All information is available in
one place

> Itis structured

> Knowledge is not stored in the
head of one person

o No need to reinvent the wheel

> Examples and instructions




Coordination. Knowledge base

$ 4 4 4 4 4 4

Processes

Meeting follow-up
Business information
Plans

Roadmap
Functionality

Technical details

= & Confluence npoctpaHctea v

\ Wialon

[ CrpaHuub

BbICTPbIE CCbI/TIKU

¥ JIRA: Wialon Hosting

[OEPEBO CTPAHUL]

> Release Details

> Processes
External maps
Meeting notes
Did you know?
Competitors
Integrations with external sources
BHYTpsiHKa U anropuTMmbl

Statistics

O VIHCTPYMEHTbI ANA NPOCTPaHCTB&

lMonb3oBaTenu Co3patb

CTpahuupl & @

Wialon

Co3patens Tatsiana Kots, oTpeaakTuporaHo maa 04, 2019

PRODUCT VISION

Wialon Hosting — Saa$S peluexue gns Menkoro u KpynHoro 6usHec:
HabopoM PYHKLMOHaNa, KOTOPbIA NOMOXET peLnTb NOCTaBNeHHbIe
onpeaeneHneM KayecTsa BOXAeHWs Boautens. C NoOMOLLbIO [aHHO!
TeXHWKOW, HO U CO CTaLMOHapPHOW TOXe.

B oTnuuuMe ot apyrux cuctem, Kk Wialon Hosting MOXHO NOAKNIOYUTE
HaBepHsiKa Mbl yXxe paboTaeM Hag ero uHTerpauvei.

naexbiM nnocom Wialon Hosting sBnseTcs To, YTO OH NO3BONAET T
nepennayveaTsb 3a [ONONHUTENbHbIE MOAYU U TEXNOANEPXKY, YTO
BbICBOGOAMBLUMECA PecypChl B AaNbHellee pa3suTue.

O rpynne

Mpynna 3aHuMaeTcs noaepxaHueM paboTocnoco6HOCTU U pa3su
pa3paboTka HOBOro GyHKLMOHaNa KaK Ha cepBepHOi CTOPOHe, TaK
onepaTuBHOE WX UcnpasneHne. Takxe 60MblIoe BHUMaKWe yaense
NPOW3BOANTENbHOCTM NPOAYKTOB NPY BONbLIMX 06bEMAX JaHHbIX.
€ro UCMNoNb30BaHMIO.



Control of

progress on the project




Development progress control

Problem: team does not get
feedback on their results



Progress control

Solution

v Internal demo
v/ External demo




Progress control. “Internal” aemo

Internal demo is a small
presentation of the features
implemented by a developer

before sending it to testing.




Progress control. “Internal” demo

> Developer starts to realize the value of their input into the shared effort

> Developer masters their presentation skills

> Bugs are found before testing




Progress control. “External” demo

External demo

[ With team } [With other coIIeagues}




Progress control. “External” demo

Demo with a team is a team-building
event




Progress control. “External” demo

Why is the demo with colleagues important?

> Stakeholders know the product from the beginning

> A way to manage expectations

> A chance to receive priceless feedback




Development progress control. External demo

BEFORE

> Write an agenda
> Make 100% sure you know what you want to demonstrate

o Understand the business value of what you want to demonstrate

>  Assemble a list of the cases for each of the user stories

= Prepare real life, production test data




Progress control. External demo

DURING

> You are in the end user’s shoes. Try to guess a real story
> Particular attention to the tricky cases, Ul changes

> Point people where to look at

> Invite questions




Progress control. External demo

AFTER

o> Elicit the feedback @_

o Make a summary: define the action items

> Write a follow-up




Analysis of

activities on the project




Results review

Problem: team does not learn
lessons from failures




Results review

Solution

v/ Retrospective




Results review. Retrospective

Retrospective is a team
meeting to discuss what
helps the team work
effectively and what

blocks their performance.




Results review. Retrospective

> Scenario

> Formats

>  Follow-up

© Managing action items

> Difficulties when implementing




Retrospective. Scenario

> Warming-up — 10 min

> Retrospective format introduction, distributing stickers — 3 min
> Filling out stickers — 7 min

> Describing your stickers — 15 min

> Selecting points for action items — 5 min

> Creating action items — 10 min

EEEEEEsssssssssss———) [otal: 45 min



Retrospective. Scenario. Warming-up

o Review of the latest retrospective results

> Rating the current sprint and writing a review of it

Sprimﬁ revie w




Retrospective. Scenario

> Warming-up — 10 min

> Retrospective format introduction, distributing stickers — 3 min
> Filling out stickers — 7 min

> Describing your stickers — 15 min

> Selecting points for action items — 5 min

> Creating action items — 10 min

EEEEEEsssssssssss———) [otal: 45 min



Retrospective. Formats

MAD — SAD — GLAD — THANKS

> & A

made angry in did not like in liked in sprint saying ‘thank

sprint sprint you'




Retrospective. Formats

MAD — SAD —
GLAD — THANKS
Gurtam style




Retrospective. Formats

KEEP DOING - DROP DOING - ADD

3

were doing, need

to continue

B

were doing, need

to stop

were not doing,

should start




PeTpocnekTtusa. ®opmaTbl

KEEP DOING — DROP
DOING — ADD
Gurtam style




Retrospective. Formats

PIZZA SLICES

Technical Quality

Communication

Processes Personal



Retrospective. Formats

PIZZA SLICES
Gurtam style




Retrospective. Follow-up

Sticker board photo



Retrospective. Follow-up

SPI Flash chip selection

VKG sensor often rejects packets
Shutdown signal naming

Issues with Hardware
Schematics missing, using layout to determine correct HW usage

Taking a while to debug pinout issues

T1 DMA driver bug

How is the Calibrator box configured?
Tasks (HW especially) not broken down enough

Investigations are less deterministic Not all tasks Visu ed/Estimated M i nd map

wrongly estimated? Took longer
HW under-estimated vs SW tasks

Not clear all requirements for a task

Blocked tasks (Paul-SPI waiting on HW folks) :
Several tasks are actually waiting on single task Too many tagks on smgle persons.

’6‘ Priorities
Fragments time used. <————— 4 A
Task Switching

Adrian on other proj

Less Man-Days due to other projg

Simon on training, other projects «



Retrospective. Follow-up

What was done well — what could have done better

What did we do well? What should we have done better?

Big improvement on fixing broken builds as soon as they break. Lots of broken builds this sprint.
Code reviews were quite thorough. Had a couple instances of people starting work on a story without

The analytics hooks are all implemented — woot! assigning it to themselves, and then someone else started working on
Pairing closely with designers cut out a ton of back n' forth. it too (oops!).

What should we start doing? What should we stop doing? ’ [ What should we keep doing?

e _ Use Vagrant for our dev environments « Implementing more analytics hooks « © © © Assign the issue to yourself
so they don't get out of sync with staging « [BJ Flagging the entire team as reviewers before starting work on it — every. time.
and production for each pull request. 2 or 3 (including « Keep rockin' the code reviews.




Retrospective. Action items

WHO* WHAT UNTIL WHEN

*does, implements

Action items

@ Alana Grant to decide on name of project space
| | @Cassie Owens to finish creating the new project space by ] 10 Mar 2018

@ Emma McRae to investigate venues for offsite and prepare costings for at
least three different options by 1 31 Mar 2018

(] @Harvey Jennings distribute agenda for offsite 1 04 Apr 2018




Retrospective. Difficulties while implementing

o It is difficult to speak about
problems and to criticize

o Taking comments
too personally




Useful

applications




Software

Teams in Space TIS'70 Scrum Board

Scrum: Teams in Space ~
QUICK FILTERS: Ciritical partners ~ Only my partners Recently updated
& Backlog
[0 Agie board 12Todo 2In progress
£2 Releases
6o Reports ~ TIS Developer Love 3issues

£Z Allissues

[9) TIS-37 R B Tis-10 ; O Ts-8 b
if} Components 3

4 Service should return prior 4 Bad JSON data coming 4 Requesting flights is now
© Add-ons trip details and info back from hotel API taking > 5 seconds

SeeSpaceEZ plus SeeSpaceEZ plus SeeSpaceEZ plus

PROJECT SHORTCUTS
Mars Team HipChat Room

~ Everything Else 21issues
Space Station Dev Roadmap

Teams in Space Org Chart B TIS-68 TIS-17 B Fis-56 [@
Orbital Spotify Playlist 4+ Homepage footer uses an 4 Engage Saturn’s Rings 4 Add pointer to main css file
Hyperspeed Bitbucket Repo inline style-should use class Resort as preferred to create child themes

+ Add shorteut Large Team Support Space Travel Partners Large Team Support

TIS-20 ¥ (@) FIs-45 u-iﬁ
4 Engage Saturn Shuttle lines ER: 4 Email non registered users
for group tours to sign up with TIS

Space Travel Partners SeeSpaceEZ plus

@) TIS-12
© Create 90 day plans for all
departments in Mars office




Confluence and Wiki

= & Confluence Spaces v People  Create -

Paragraph + B T o =i T 2= S m AP B+ =

Dev team / Pages / Dev team Home / Team playbook update: customer interviews ® @& UNPUBLISHED CHANGES

Team playbook update: customer interviews

To make better decisions about your product or service, go straight to the || Materials

i source and interview your customers. X ¥ .
: Dictaphone or recording device/app

i | Notebook and pen
'Running the play i Cam

: i Lapt

Most plays involve little (if any) preparation. But the customer interview is Printed questionnaire
different. Take the prep work seriously. You'll get far more out of the interview — Video chat service (optional)
and, ultimately, so will your customers. i

: Decide on broad vs deep

' Do you want to explore general usage patterns, and give the cEstomer a chance to give broad feedback? If so, plan for an open-ended interview and just go with
I the flow. Or, are you looking for something specific? You can use the interview to validate assumptions you have about a feature (like the ones on your project
poster). You might also talk to customers that have reported problems and go deep in that area.

{ Form an interview team

Anyone can participate in a customer interview, but typically a product owner, service lead, or someone on the front lines (e.g., developer, designer, service
operator, etc) fills the role of interviewer. You'll also want another person from your team along to play the role of scribe and generally be your co-pilot. Don't try
and be both the interviewer and scribe - you'll get distracted and won't be actively listening.

© Ready to go What did you change? Notify watchers Preview Close




Trello

[0 Boards

Welcome Board * & Private

Basics

Welcome to Trello!

This is a card.

. A

You can attach pictures and
files...

Click on a card to see what's
behind it.

... any kind of hyperlink ...

or checklists.

Add a card...

§o)

Intermediate

Invite your team to this board
using the Add Members button

Drag people onto a card to
indicate that they're responsible

for it.

Use color-coded labels for

organization

Make as many lists as you need!

Try dragging cards anywhere.

Finished with a card? Archive it.

Add a card...

Advanced

To learn more tricks, check out
the guide.

Use as many boards as you
want. We'll make more!

Want to use keyboard
shortcuts? We have them!

Want updates on new features?
Need help?

Want current tips, usage
examples, or APl info?

& Add Members...

Activity

Justin Cone re-opened this
board.

Apr 15 at 4:36 pm

Justin Cone closed this
board.

Mar 27, 3 at 4:38 pm

Trello attached Taco.png to
You can attach pictures and
files...

Jul 20,2012 at 8:42 am

Trello added Want current
tips, usage examples, or
APl info? to Advanced.

Apr 25,2012 at 8:57 am

Trello added Need help? to
Advanced.

Jan 8,2012 at 2:33 pm

Trello added Want updates
on new features? to
Advanced.

Jan 98,2012 at 2:31 pm

Trello added Want to use
keyboard shortcuts? We
have them! to Advanced.




Toby &
B Completed

In Progress

Croata-11ow

[] Contact Dan about the
compiler optimization

Waiting
[[] Send out release e-mail

Later

teary

Task Board @

Shelby & Simon &

[:‘1 Completed [-h Completed

In Progress In Progress
[J Deploy the new site Release Notes - Beta
[ Setup auto deploy [] Getreal-time collaboration
working
Waiting
[0 Company insurance Waiting
[ Amazon Fresh delivery
Later

Later

lvan &

[® Completed

In Progress
(B Holiday Party
V] shthe abol

[ Meet with the beta users

[ Finish the marketing page
[ Create animations
Filb et casy

Waiting

[[] Get company insurance
approved by Anthem




Agile Board

Manage your workflow in a highly
flexible and visual way

Timeline
Use this simple timeline for managing
design and creative projects

Visual planning

Create agile and scrum boards online, work with timelines
and calendars and share your boards with your team.

User story map

Plan your product features using digital
sticky notes and endless board

Retrospective tool

Discuss and brainstorm ideas improving
your operational working process

Monthly Planner

Make visual reminders and plan events
with this online Monthly Planner

Action plan

Organize, manage and improve your
workflows with action plan

Gantt Chart

Ptan your projects and see all the
milestones at a glance

To do list

Manage your tasks and prioritize issues
for working process improvement




What will | start doing

in a team after training?




People are your heritage




Tatsiana Kots
Head of Wialon Hosting group

tata@gurtam.com

Mariya Starikova
Product Manager

mars@gurtam.com



mailto:mars@gurtam.com
mailto:mars@gurtam.com

Thank you
for your attention!

Mariya Starikova Tatsiana Kots
Product manager, Labs Head of Hosting Group
eeeeeeeeeeeeeeeee




