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OpraHn3auusa npoeKTHbIX rpynn



NCY. OpraHunsaunst NPOEKTHbIX rpymnmn

O630p mogenun komaHabl MSF

MSF ocHOBaH Ha nocTynarte O LWeCTM Ka4eCTBEHHbIX Llensax, JOCTMXKeHNe
KOTOPbLIX ONpeaensieT ycnewHoCcTb NpoekTa. AT uenu obycnasnueatoT
MoAernb NPOEKTHOM rpynnbl. B To Bpems Kak 3a ycnex npoekrta
OTBETCTBEHHA BCHA KOMaHAa, KaXKabll U3 ee PoneBbIX KnacTepos,
onpeaensieMblX MOLENbIO, aCCOLUMMPOBAH C O4HOW U3 YMOMSIHYTbIX LLUECTU
uenen n pabotaeTt Haa ee OOCTMKEHNEM.

Lllecmb posieebix Ksilacmepoe MOoAeN NPOEKTHOW rpynnbl — 3TO
“YnpaeneHue npodykmom” (product management), “Ynpaesnernue
npoepammou” (program management), “Pa3pabomka” (development),
“TecmupoeaHue” (test), “YodoenemeopeHue nompebumens” (user
experience) u “YnpaeneHue ebinyckom” (release management). OHu
OTBETCTBEHHbI 3a pa3nunyHble obnacTtu komneteHuumn (functional areas) un
CBsI3aHHbIE C HAMUK Lenn 1 3agayun. VIHorga poneBble KnacTepsl
Ha3blBalOTCA NPocTo ponsamu. Ho B ntobom cnyyvae cyTb KOHLENLUM
OCTaEeTCs TOW XXe — NOCTPOUTb OCHOBY MPOM3BOACTBEHHLIX OTHOLLEHUWN U
CBSI3aHHY0 C HEN MOAENb KOMaHObl TAKUMU, YTOObI OHU ObINK
npucnocabnueaemMbiMn (MacwTabupyembiMn) N9 YOOBIETBOPEHUS HYX
noboro npoekta. OgHa ponb (MNU OAWH KracTtep) MOXET bbITb
npeactaBneHa ogHMM NN HECKONLKUMU COTPYAHMKAMK, B 3aBUCUMOCTH
OT pa3mepa NnpoekTa, ero COXHOCTU N NpoeccnoHarnbHbIX HaBbIKOB,
Tpebyembix OAns peannsaunm Bcex obrnacrtenm KomneTeHUnn Kknacrepa.



NCY. OpraHunsaunsi NpOEeKTHbIX rpymnmn

O630p mopgenun komaHabl MSF

Mopgenb npoekTHom rpynnbl MSF nogyepkmBaeT BaXXHOCTb MOCTPOEHUS
pOreBbIX KIacTepOB B COOTBETCTBUN C HyXXaamu busHeca. ['pynnmpoBka
CBA3aHHbIX 0briacTen KOMMETEHUNN, KaXKaast U3 KOTOPbIX UMEET CBOIO
cneunduky, obecrneymBaeT xopoLuyo cbanaHcUpoBaHHOCTb KOMaHAbI.
UeTKkoe onpenerneHne uenemn rnosbilLaeT YPoBEHb OTBETCTBEHHOCTU U
CNOCOBOCTBYET NyyLLEMY UX BOCMPUATUIO NPOEKTHON KOMaHAOM, YTO
He3aMeanuUTEeSibHO CKa3bIBAETCH HaUyywmmMm obpas3omM Ha KavyecTBe
BbllMycKaemMoro rnpoaykra. [Nockonbky Kaxgas ns uenen oguHakoBo
HeobxoaMma Ong ycrnewHoCTU NPOoeKTa, BCe POofin HaxoasaTcsa B
PaBHOMpPaBHbIX NAPTHEPCKMUX B3AUMOOTHOLLEHUAX C PaBHOW
3HAYMMOCTBIO MPU NPUHATUN PELLEHUN.
3aMeTuMm, YTO NCNOMNb30BaHNE PONEBbLIX KNacTepoB He noapasymeBaeT U
HE HaBSA3bIBAET HMKAKOM CrieunanbHOW CTPYKTYpbl OpraHnsaumm unm
oba3aTenbHbIX JOMKHOCTEN. AOMUHUCTPATUBHBIN COCTaB POSIEN MOXET
LLINPOKO BapbMpPOBaTLCS B pa3HbIX OpraHn3aumsax n npoeKTHbIX rpynnax.
Ualle Bcero ponun pacnpenenarTcd cpeamn pasnnyHbiX nogpasgeneHum
OLHOW opraHmM3auum, HoO MHorga YacTb UX OTBOAUTCA cOoObLLEeCTBY
noTpedutenen nnn BHELWHNM MO OTHOLLEHWUIO K OpraHm3aumn
KOHCYNnbTaHTaM U napTHepam. KnoyeBbiM MOMEHTOM ABIIAETCS YETKOe
onpegeneHne paboTHNKOB, OTBETCTBEHHbLIX 3a Ka)Xabli pOrieBON
Krnactep, nx yHKLUMN, OTBETCTBEHHOCTU N OXMOAeMOro BKraaa
B KOHEYHbIW pe3ynbTar.



NCY. OpraHunsaunst NPOEKTHbIX rpymnmn

O630p mogenun komaHabl MSF

PoneBon Uenb O6nacTb PYHKLUMN
Knacrtep KoMneTeHUUn
YnpasneHue |YooenetBopeH |MapkeTuHr BbicTynaeT B ponu npeacraBuTens 3akasdnka
NPOAYKTOM  |Hbl€ 3aKa34NKU (busHec-oTaava dopmupyeT obLuee BuaeHne/paMmkm NpoekTa
(busHec- OpraHu3ayeT paboTy ¢ TpeboBaHUAMM 3aKa34mMKa
MpUOpUTETHI) PasBuBaeT cpepbl NpUMeHeHuns B GusHece
DﬁfeﬂpceTgoBgeHme dopMUpyeT OXMAAHMS 3aKa3umka
3aKasunka anep,enﬂeT KOMMPOMMCChI Mexay napaMeTpamu
MnaHuposae BO3MOXHOCTW nNpoaykTa / Bpemsi / pecypcsbl
npoayKkTa OpraHusyeT mapkeTuHr, PR n eBaHrennsauuio
Pa3pabatbiBaeT, noaaepKvMBaeT 1 UCTONHAET NiaH
KOMMYHWUKaLN
Ynpasnexue |[ocTmkeHne |YnpasneHue YnpasnsieT npoueccom pas3paboTku C Lenbto
nporpamMmMon (pesynesrata B [NPOEKTOM NONy4YeHNsa roToBOro NpoaykTa B OTBE4EHHbIE CPOKU
paMkax BbipaboTka dopmynupyeT cneyndmrkaumio npogykTa 1
NMPOEKTHBIX  [apXnTeKkTypbl paspabaTbiBaeT ero apxmTekTypy
OTPaHUHEHUA  IpelleHus PerynupyeT B3aMMOOTHOLLEHNS M KOMMYHUKALIMIO
KoHTpornb BHYTPWU NMPOEKTHOW rpynnbl
NPON3BOACTBEHHOIO |CrneauT 3a BPEMEHHbLIM rpadoMkoM NPoeKTa U roTOBUT
npouecca OTYETHOCTb O ero COCTOSIHUU
AAMWHUCTPATUBHBIE |[pOBOANT B XU3Hb BaXHbIE KOMMPOMUCCHBIE
CryxObl peLleHust

PaspabatbiBaeT, nogaepXmBaeT u UCNONHAET
CBOAHbLIN NIaH 1 KaneHaapHbIi rpadouk npoekTa

OpraHM3yeT yripasneHne puckamu




NCY. OpraHunsaunst NPOEKTHbIX rpymnmn

O630p mogenun komaHabl MSF

PoneBown Uenb O6nacTb KOMNeTeHUUuu PYyHKUUM
Knacrtep
Paspabotka (Co3gaHue TexHonormnyeckoe Onpegensiet getanu omnanyeckoro gmsanHa
npoAdyKTa B KOHCYynbTnpoBaHune OueHnBaeT HeobxoauMble BpeMS U pecypchbl
COOTBETCTBUM CO [poeKkTupoBaHUE n Ha peanuaauyuio Kaxaoro afieMeHTa ansanHa
CreumpurKaLmen |ocyiecTeneHme Pa3spabaTbiBaeT Unu KOHTPONMPYET
peanusaumn pa3paboTKy 3rIEMEHTOB
Pa3pa60T|<av [MogrotaBnuBaeT NPOAYKT K BHELPEHMIO
NPUIOKEHNN KoHcynbsTvpyeT komaHay no
Paspabotka TEXHOMOrMYECKM BOMpOcaMm
MHQPaCTPYKTYpbI
TectnposaH (OpgobpeHne [MnaHnpoBaHue TectoB |ObecnevnBaeT obHapyXeHue Bcex AedekToB
ne BblMyCka Pa3paboTka TecTtoB Pa3pabaTbiBaeT cTpaTermto n nnaHbl

npoayKTa ToSbKO
NuLb nocne
TOro, Kak Bce
nedekTbl
BbISIBMEHbI U
ynaxeHbl

OTYyeTHOCTb MO TecTam

TeCTUPOBaHUSA
OcyLuecTBnsaeT TECTMPOBaAHNE
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O630p mogenun komaHabl MSF

PoneBown Uenb O6nacTb KOMNeTeHLUn PyHKLUN
Knacrep
Ynosnetsope |[loBbliweHne Ob6ecneyeHne MpencraBnsieT MHTEpPeChl NoTpebuTensa B
Hue APPEKTUBHOCTU  [TEXHMYECKOW KomMaHae
notpebutens (nonb3osarens, NOALEPXKKN OpraHunayet paboTty ¢ TpeboBaHnAMM
ysenmgeHme . |OByyeHune nonb3oBaTens
”gmeoc%e”bc'@“ OproHomuKa MpoekTupyeT 1 paspabaTtbiBaeT CUCTEMbI
#pOﬂ,yKTa rpa(bmquKmﬂ AN3anH nogaepXxku npomn3soanTesibHOCTU
WHTepHauuoHanuaauus |ONpeaenser KoMnpomMmcebl, OTHOCALLMECS
OB6LLEeaoCTYNHOCT K yao6CTBY NCMONb30BaHUSA U
(oBecneyerine NoTpebUTENBCKUM KadecTBaM NpoayKTa
BO3MOXHOCTM paboThl OnpepenseT TpeboBaHNA K cucteme
Ans nonb3oBaTtenen ¢ (NOMOLWLKN 1 €€ coaepXaHue
OrpaHnUyYeHHbIMU PaspabatbiBaeT y4ebHble maTepuans! 1
domsnyecknmm ocyLlecTBnseT obyyeHne nonb3oBaTenen
BO3MOXXHOCTAMM)
YnpaeneHune |becnpobnemHoe |MHdpacTpykTypa lNpencraBnsaeT MHTepechl OTAENOB
BbIMYCKOM  |BHegpeHue u ConpoBoXaeHue MNOCTaBKM N 0BCNYyXMBaHUA NpoayKTa
CONPOBOXACHNE  |F,13p6c-npoueccs OpraHusyeT cHabxeHe NPOEKTHON rpynnbl
npoaykTa

YnpasrieHne BbiNyCKOM
roTOBOro NPoayKrTa

OpraHunsyeTt BHegpeHne npoaykTa
BbipabaTbiBaeT KOMNPOMMUCChHI B
ynpasnsiemocTu n ygobcree
COMpPOBOXOEHMS NpoayKTa
OpraHusyeT conpoBoXgeHne n
NHPaCTPYKTYpPYy NOCTaBKU

Opl'aHI/I3yeT nornctnyeckoe obecneveHme
MPOEKTHOWU rpynnbl




NCY. OpraHnsaunsi NpOEeKTHbIX rpynmn

PoneBble Knactepbl Mogenu NPOeKTHON rpynnbil

fpaBsieHVe NPorpPaMmMon
(program management)

YnpaBneHue npoayKTom

| Paspuduri (development) '-’

(product management)

B3aumoagencreue

YOoBneTBOpeHue
noTpeouTens TecTupoBaHue (test)
(user experience)

YpaBiieHne BBl CKOM
(release management)




NCY. OpraHunsaunst NPOEKTHbIX rpymnmn

O6beanHeHune ponen

XOTda MoAernb NPOEKTHOM rpynrbl COCTOUT U3 LLECTU POSIEN, ITO He
O3Ha4aeT, YTo KoMaHaa obsizaTenbHO AOMKHA HAacYUTbIBaTb HE MEHEEe
lecTu vYenosek. Mogenb He TpebyeT HazHa4YeHns OTAENbHOro COTpPyaAHMKA
Ha Kaxabln porieBon knactep. CMbICN COCTOUT B TOM, YTO B KOMaHe
OOMKHbI ObITb NPeAcTaBneHbl BCE LLIECTb KAYECTBEHHbIX LIENewn.

Ob6bI4HO, BblAENEHNE KAK MUHUMYM OOHOrO YerioBeka Ha KaXkabl poneBon
krnactep obecnednBaeT NOMHOLUEHHOE BHMMaHMNE K MHTEpecam KaXXaown 13
PONEN, HO 3TO 9KOHOMUYECKM onpaBaaHHO He ANnsl BCEX MPOEKTOB.
3a4acTylo YSieHbl NPOEKTHOM rpynmnbl MOryT 00beAUHATL PONM.

B mManbIx NpoeKTHbIX rpynnax oobegnHeHne ponemn siBNseTcs
HeobxoaumbiM. [1pn 3TOM AOMKHBLI cobnogaTbca ABa npuHuuna. Bo-
nepBbIX, POfib KOMaHAbl pa3paboTyMKoB HE MOXET ObITb O6beANHEHA HU C
Kakow Apyron ponbto. PaspaboTunkm — 3TO co3gaTtenn npoekTa, N OHU He
NOIMKHbI OTBNEKaTbCA OT CBOEWU rMaBHOM 3aga4vn. HageneHuve
pa3paboTynMKoB AONONHUTENBHBIMU 0DSI3aHHOCTAMU N AenaeT bonee
BEPOSATHLIM BbIXO[ U3 KaneHgapHoro rpauka npoekTa.



NCY. OpraHunsaunst NPOEKTHbIX rpymnmn

O6beanHeHune ponen

BTopoi NpuHLUMN — 3TO n3bexxaHne coveTaHusi pornen, UMeLLnX
npenonpeneneHHble KOHPNUKTLI MHTepecoB. Hanpumep, ynpaBneHue
NPOAYKTOM W yrpaBreHne nporpammMon UMetoT NpoTuBopeYallme apyr
APYry NHTepechl 1, crneaoBaTenbHO, He JOMKHbI 00beaUHATLCS.
MeHeoKMeHT NpoayKTa MMeeT Lenb YOOBNeTBOPUTL 3aKasdnka, B TO BpeMS
Kak MeHeI)XMeHT nporpaMmbl o0ecnevymBaeT roTOBHOCTb NPOAYyKTa B
OTBeleHHOe BpeMs U B paMKkax nmetowlerocs brogxkerta. B cnyyae
coYeTaHus 3TUX POrien BO3HUKAET PUCK, YTO 3aTpeboBaHHOE 3aKa34MKoM
n3meHeHne nmbo He OyaeT PpacCMOTPEHO C AOMKHbIM BHAMaHMEM, NNOOo
OyneT npuHaTO 6e3 Haanexallero aHanmsa ero BNusiHUS Ha MpPOEKT.
[peacTaBneHne aTuxX ponen pasnuyHbIMK NogbMU B MPOEKTHON KOMaHae
obecneynBaeT paBHOBECKE [BYX NPOTUBOPEYaLLMX ToYeK 3peHunst. To xe
camoe OTHOCUTCS K NonbITke 00beanHeHNs ponen pas3padoTku 1
TeCTUPOBAHUS.



NCY. OpraHnsaunsi NpOEeKTHbIX rpynmn

O6beanHeHune ponen
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