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We

➪ Manage products and projects in Gurtam

➪ Believe that people are more important than processes

➪ 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

➪ Coordinate

➪ Control

➪ Review 

ACTIVITIES 
ON THE 
PROJECT



Planning of
activities on the project 



Planning 

Problem: 
Team does not understand 
the project direction



Planning 

✓  Roadmap
✓  Sprint
✓  Planning meeting
✓  Efforts estimation 

Solution: 



Planning. Roadmap

Roadmap is a list of tasks for 

a couple of future months. 

The description of tasks 

is high-level. 



Planning. Roadmap

➪ General vision of the project evolving
 

➪ Developing focus is on the planned tasks



Planning. Sprint

1, 2 or 4 weeks 

Sprint is a period of time, during 

which the team commits 

to perform a certain set of tasks.



Planning. Sprint

➪ Selected functionality always 
brings value

➪ Long period of development
is divided into small pieces 



Planning. Planning meeting 

Из бэклога выбираются наиболее 
перспективные в плане 
Input: 

➪ Tasks-candidates

➪ Value and concept description

➪ Questions from the team  

Output:

➪ Solution for the technical 

implementation 

➪ List of tasks for development 



Planning. Planning meeting

➪ Assign accountable for tasks  

➪ Ask for a short summary 
of the discussed



Planning. Efforts estimation

➪ High speed of estimation

➪ 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 



Сoordination

Solution: 

✓  Task board
✓  Daily stand-up
✓  Knowledge base



Coordination. Task board



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 



Coordination. Daily stand-up 

➪ Team members are aware of the difficulties and issues

➪ Ability to coordinate the priorities 
 

➪ More motivation to work 
 



Coordination. Daily stand-up 

➪ 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 

What was done yesterday? 
What are plans for today? 
Are there any blockers?  

Standard format:



Сoordination. 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?



Сoordination. Daily stand-up

In the written form for remote teams 



Coordination. Daily stand-up 

We do not
conduct daily
for show



Coordination. Knowledge base 

Knowledge base is a set of 

knowledge about a particular 

subject area, presented in the form 

of facts and rules.



Coordination. Knowledge base 

➪ All information is available in 
one place 

➪ It is structured 

➪ Knowledge is not stored in the 
head of one person

➪ No need to reinvent the wheel 

➪ Examples and instructions 



Сoordination. Knowledge base 

➪ Processes

➪ Meeting follow-up 

➪ Business information 

➪ Plans 

➪ Roadmap 

➪ Functionality 

➪ Technical details



Control of
progress on the project 



Development progress control

Problem: team does not get 
feedback on their results 



Solution

Progress control

✓ Internal demo
✓ External demo



Progress control. “Internal” демо

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 colleagues 



Progress control. “External” demo  

Demo with a team is a team-building 
event    



Progress control. “External” demo

➪ Stakeholders know the product from the beginning

➪ A way to manage expectations

➪ A chance to receive priceless feedback 

Why is the demo with colleagues important?



Development progress control. External demo

➪ Write an agenda

➪ Make 100% sure you know what you want to demonstrate

➪ 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

BEFORE



Progress control. External demo

➪ You are in the end user’s shoes. Try to guess a real story

➪ Particular attention to the tricky cases, UI changes

➪ Point people where to look at

➪ Invite questions

DURING



Progress control. External demo

➪ Elicit the feedback

➪ Make a summary: define the action items

➪ Write a follow-up

AFTER



Analysis of
activities on the project 



Results review

Problem: team does not learn 
lessons from failures 



Results review

✓ Retrospective

Solution



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 

                                                           Total: 45 min



Retrospective. Scenario. Warming-up 

➪ Review of the latest retrospective results 

➪ Rating the current sprint and writing a review of it 

                                                           
“QAs slowly, but confidently 
were finishing tasks. Alex was 
diligently working on front-end. 
Everything works as planned.” 



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 

                                                           Total: 45 min



Retrospective. Formats

MAD — SAD — GLAD — THANKS

                                                           

did not like in 

sprint

made angry in 

sprint

liked in sprint saying ‘thank 

you’



Retrospective. Formats

MAD — SAD — 
GLAD — THANKS 
Gurtam style

                                                          



Retrospective. Formats

KEEP DOING - DROP DOING - ADD

                                                           

were doing, need 

to stop
were doing, need 

to continue

were not doing, 

should start



Ретроспектива. Форматы

KEEP DOING — DROP 
DOING — ADD 
Gurtam style

                                                          



Retrospective. Formats 

PIZZA SLICES

                                                           

Scope Communication

Processes

Technical Quality

Personal



Retrospective. Formats

PIZZA SLICES 
Gurtam style

                                                          



Retrospective. Follow-up 

Sticker board photo



Retrospective. Follow-up 

Mind map



Retrospective. Follow-up 

What was done well — what could have done better 



WHO* WHAT UNTIL WHEN

Retrospective. Action items 

*does, implements  



Retrospective. Difficulties while implementing 

➪ It is difficult to speak about 
problems and to criticize 

➪ Taking comments 
too personally  



Useful 
applications 



Jira



Confluence and Wiki



Trello



Notion



Miro



What will I start doing 
in a team after training?  



People are your heritage  



Mariya Starikova
Product Manager

mars@gurtam.com

Tatsiana Kots
Head of Wialon Hosting group

tata@gurtam.com
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Thank you 
for your attention!

Mariya Starikova
Product manager, Labs

Tatsiana Kots
Head of Hosting Group


