OnuncaHne npoueccos,
obecnevmBaroLLMx nogaepxaHme
XXM3HEHHOro LuKna nporpaMmmsl ans
IBM «[loyta Mail.ru» noa
nnatdopmy iOS

KomaHabl, y4acTeytowme B paspaboTke u
obcnyxnBaHuu npoaykra
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. KomaHnaa paspaboTkm — pa3paboTumkn, KOTopble 0TBeYaloT 3a pa3paboTKy

npoaykra.
KomaHaa aHanuTuku — aHanuTuKn, HacTpameatowme cbop aHannTmkn n
BbIBOA COOpaHHbIX AaHHbIX

MeHeoxep npoaykTa — MeHegKep, OTBETCTBEHHbIN 3a pa3BUTME NPOAYKTA.
KomaHaa amnsariHa — paspabatbiBatloT BU3yasrbHbl CTUNb npogykta n UX.
Komanga paspaboTkmn 6akeHaa — pa3paboTyumky, OTBEYaoLme 3a CEPBEPHYIO
pa3paboTky.

KomaHga TectupoBaHusa — pa3paboTymku, oTBevaloLmne 3a Ka4ectso
npoaykta n guctpmbyumto 6eta-cbopok.

MHdpacTpykTypHasi koMaHaa — CUCTEMHbIE aaMUHUCTPATOPbI U
paspaboTumkn, obecnevmBatoLime NogaepXKy npogykra Ha
MHAPACTPYKTYPHOM YPOBHE.

lMepeBogunkn, pegakTopbl — obecneymBaloT NPOAYKT BCEM HEOOXOANMbIM
TEKCTOBbIM HaNOMHEHMEM, NePEeBOAAT MHTEPGENCHI Ha ApYrMe A3bIKK.
MapKkeTuHr — OTBeYaloT 3a NpUBIieYEHNEe ayauTopun B NPOAYKT, €ro
NPOABWXEHME Ha PbIHOK.

A Takke KomaHAabl:

. PR-komaHga — nomoratot ¢ KOMMYHUWKAaUMOHHbIM COMpOBOXAEHNEM NPOAYKTA.

. KomaHga peknambl — obecneynBaeT MOHETM3ALMIO NpoayKTa.
. KOpucTtbl — oTBeyvaloT 3a 6e30nacHOCTb NPOAYKTa C TOMKM 3PEHUSI NPaBOBbIX
PUCKOB



. KomaHnga aHTucnama n mogepauun — pasbupaet xanobbl 1 yganseT cnam,
GroknpyeT Nogo3pUTENbHYI0 NOMb30BATENbCKY aKTUBHOCTD.

. Komanga lNogaepxkn — nomoraeT nonb3oBatensam, cobmpaeTt o6paTHyo CBs3b MO
NpoAaykTy, nepenaet pmnabak paspaboTymkam.

. KomaHnpga akcnnyataumm n conpoBoxaeHns — obecnevmsaet 6ecnepeboriHyto
paboty MO, obpabaTbiBaeT BO3HMKAOLLNE UHLMOEHTDI, BbINOMHAET CBOEBPEMEHHbIE
o6HoBNeHusa n npodunakTudeckne paboTbl, IKCNyaTUPYET CEPBEPHYHO

NHAPACTPYKTYPY.

Pa3paboTka npoaykra

LlenenonaraHune

MeHe[pkepbl NpoayKTa ¢ NPOAYKTOBbIM UPEKTOPOM COCTaBIAKT KapTUHY NpoayKTa
O6yaywero. MNMnaHnpyloT aTanbl, KOTOPbIMU NPOAYKT AOSMKEH pa3BMBaTbCA, YTOObI
NPUUTU K KOHEYHOW LiEenn.

Kaxgbin atan pa36|/|BaeTcs=| Ha MHOXECTBO Lienen, KOTOprVI HY>XHO OOCTUMb.

KomaHapbl OEKOMMO3NPYHOT Lesin KoMnaHnum Ha Bonee nokarnbHbIE, KOTOpbIE
OTHOCATCA K NX ccbepe OTBETCTBEHHOCTMW.

Llenv npopabatbIiBatoTCs C TOYKM 3PEHUS METPUK U KOHKPETHBLIX 3HAYEHWIA.

C nomoubio BpenHwTopMa KoMaHga cobrupaeT naen n Bolbupaet Te, KoTopble
MOXHO peanu3oBaTb, YTOObl 4OOUTBLCS LEenu.

[MnaHupoBaHue KBapTana

Llenun n 3agaun BHocaTca B Tabnuuy OKR, no koTopon BeeTca exxeHeaenbHoe
OTCnexuBaHue nporpecca.

Npoes npopabaTtbiBaeTca bonee getanbHO, 06CyXgaeTca ¢ koMmaHgamun pa3paboTkm
— pobaBnsieTcs Bcs Heobxoanmas nHgopmaumsa no cpokam, pecypcam, KomaHgam.

Bce 3apaun gekoMnosnpytoTcs Ha noasagayn. TUMNMA KoMaHabl CocTaBnsieT
AvarpaMmbl MaHTa, No KOTOPbLIM MNPOrHO3MPYIOT CPOKU Nepeaayn 3agayu B
TECTUPOBaHUE 1 BbIMyCK BEPCUM C 3TOWN 3agaqei.

PaboTa Hapg 3apayven

MeHepkep npoaykTa BMecTe ¢ ansanHepom npopabatbiBatoT Ul u UX 3agaun.

MakeTbl npoxoaAaTt }J,I/I3al7lH-peBbI-0 KOMaHAbl.



MeHepxep nepegaet npotoTtunsl B UX nabopatoputo. Nocne nposegeHus UX n
KONMMYECTBEHHbIX TECTOB BHOCATCA NPaBKkn B MaKeTbI/NPOTOTUMbI.

lMocne 4ero 3agava eLwé pas NnporoBapmBaeTCs MEHEIKEPOM C TUMITUAOM
pa3paboTKu.

Tumnng HasHavaeT 3afavyy KOHKPETHOMY UCMOJTHUTETIO.

PaspaboTtumk 3aBepliaeT paboTy Haa 3agaden, npoxoauT 0bsi3aTenbHO KOA-PEBbIO,
An3anH-peBblo 1 NPOAYKT-peBblo. [locne yero 3agava nepegaeTtcst B TeCTMpOBaHMe
N NULWLYTCA aBTOTECThI.

lMocne npoxoXxaeHnst TECTUPOBaHUA 3afada BrMBaeTCs B anbda-BeTkKy.
Cospatotca rpadoukun KPI hmnuent (kak TEXHUYECKNX Tak U NPOAYKTOBbIX).

[Mocne cbopa HecKkonbknx 3agad cobmnpaeTcsa pennsHasa cbopka 1 Nnoctynaet B
NHTEerpauMoHHOEe TeCTMpPOBaHNE (aBTOMaTUYECKOE U PYyHHOE).

Mocne npoxoxaeHus TecToB pennaHasa cbopka nonagaeT B MarasnH nnatgopmsl
ans ee auctpmbyumn.

B marasuHe npoxXoaunT peBbto I'IJ'IaT(*)OpMeHHOIZ KOMaHAbl, NOCrie 4ero BbiMyCcKkaeTCcd
Nno-npoueHTHO B Te4eHne HeJern.

HoBble byHKLMOHANBbHOCTIN BKNIOYAOTCS B PENN3HON COOPKE C MOMOLLbIO
domya-TorrnoB No NPoLeHTHO. Ha kaxgoe BKItoyeHne ob4a3aTenbHO Hanvyme 3agaydn
N NpoBepKa TECTUPOBLLMKAMN.

Ycnex n goCTKeHWe Lenen oTcnexmsaeTca no rpadgukam.

He3aI'IJ'IaHI/IpOBaHHbIe 3aavn

nepMOﬂMLIeCKI/I BO3HUKAKOT CUTYyaUUN, Korga noAaBIidA0TCA He3anaHMpoBaHHbIE
3agadn.

Kencobi:

BaxkHasa u cpoyHas Ansa komnaHum 3agada. OTo MOXeT ObITb MapKeTUHIoBas akuus;
3afaya, CBsisaHHas ¢ penyTauuen KomnaHum; mya, KOTopyt HYXXHO HeMeaNeHHO
AOCTaBUTb NoNb3oBaTensaM. BaxHOCTb 3agayuv onpeaensieT MeHeopkep npoaykra.

MeHekep obcyxgaeT ¢ TUMNIMAamMun, Kakasi BEPOSTHOCTb B3ATb 9Ty 3agady B
paboTy, He CABVHYB NfaH, U1 NOABUHYB YTO-TO MEHEE KPUTUYHOE.

Ecnu Hnvero, Bnnsaouwero Ha OKR He cbe3xaeT, To 3agada gobasndaeTcs.
Hanpumep, HEKOTOpPbIE 3an0XeHHbIE PUCKN MOTYT He cbirpatb U ocBoboamTcA
HEMHOro BpemMeHn Ansa HebonbLon 3agauun.



Ecnu 3agava BbITECHAET YTO-TO U3 CTeKa 3annaHNpoBaHHbIX 3a4ay — NPOAYKTOBbIN
MeHemKep 06CyXaaeT ¢ NPOAYKTOBbIM ANPEKTOPOM KBapTarnbHbIi NinaH u
BO3MOXHble n3meHeHus. [Mocne Yyero nnaHbl 60 0CTalTCA U3HaYanbHbIMU U
3afaya oTKnagbiBaeTcs 40 crneaylollero ksaptana, NMbo cornacoBbiBaeTcs HOBbIN
nnaH.

Baru

Bo Bpems TecTtoB c60pOK, B Npoae 1 nocrne xanob nonb3oBaTtenen TeCTUPOBLLNKA
MOrYyT HAaXOAUTb pa3nunyHble Barw.

OHM MoryT 6bITb Kak HOBbIMUW, KOTOPbIE BO3HUKIW BCeACTBUE pa3paboTkn HOBOW
PYHKUMOHANBbHOCTU, TaK N CTapble, KOTOPbIE XUBYT B KNUEHTaX y>Xe HECKOJSTbKO
periMsos.

HoBble 6arn YnMHATCA cpasy XXe B TOM Xe pennae, eCnu OHU He “TpuBMarnbHbIE”.
Baru, yxe xuByLune B 60eBbIX BEPCUAX YNHATCS B AEXKYPCTBA.

MpuopuTeT Gara ycTaHaBnNMBaeTCs aBToMaTUYECKM B GarTpekepe, Ha OCHOBaHMU
HEeCKOJbKMX NapaMeTpoB:

e BaXHOCTb 3aTPOHYTOMN (PYHKLMOHANBHOCTK (HAaNnpuMep, NpeagocTaBnseT
OOCTYM K CepBUCY, NN ABNSETCH AOMOMHUTENBHON BO3MOXHOCTbIO)
Kakoe BnusiHne okasbiBaeT (6rokupyeTt AencTeue, yxyawaeT U T4)
CnoXxHoCTb BOCNpOn3BeAeHUS

Y kaxgoro npuoputeTta cson SLA no cukcey.

Kaxpgyto Hegento 1 npeactaButens KOMaHabl pa3bupaeT odepeab 6aros Ha OeXypcTBo, B
nopsigke npuopuTeTa.

Moaxoabl K paspaboTke

Moaxopn BbIOMpaeT NNatOPMEHHLIN NG U MEHEOKEP, B 3aBMCUMOCTU OT 3a4auu,
MapKeTMHIOBOro 3arnycka, apXuTekTypbl NpoekTa, HeOBXOANMOCTN PENU3NTb Pndy
nog Torrnom u apyrux pakropos. CrnopHble criydam pasbuparoTca COBMECTHO C
pykoBoguTenem nnatgopmbi.

KomaHga MoxeT ncnosnb3oBath pasnuyHble noaxoabl: PaspaboTtka B oTAenbHON
BETKE U TECTUPOBAHMNE B HeN xe; NTepaTmuBHas paspaboTka yepes feature toggle.
MNoppepxka n Mogepauus

KomaHaa nogaepkku B Kypce BCEX BbIXOASALLMX PENN30B.

EcTb cornacoBaHHble WabnoHbl AN OTBETOB.



OT3bIBbI pa3aeneHbl Ha TUNbl, BeOeTCA CTaTUCTUKa NO KaXXaoMy TUny OT3bIBOB.

Mpw CUMBbHBIX CKaYkax Kakoro-To TUMa OT3bIBOB NPOBOAUTCS aHanM3 — U3-3a Yero
BO3HMK, C Monib3oBaTenen cobupatoTcs AaHHble. Npobneme npuceBanBaeTcs 6onee
BbICOKWIA NPUOPUTET.

Mocrne ycTpaHeHus npobnembl Nofb3oBaTensm gaetcs obpaTHas CBA3b.

CTtaTucTuka n aHanmTuka

lMpoekTupyeTcst M onUcbiBaeTCa MoAeNb AaHHbIX ANSA KaX40W HOBON
PYHKMLOHANbLHOCTK, NTMBO NPOBEAUTCA NPOBEpPKA, YTO NPOAYKT BNUCLIBAETCHA B OAHY
N3 CyLLECTBYHOLUNX MOAENEN, a Takke ONnCbIBalOTCA HOBbIE NOrMpyemble
cobbITus/CcBOMCTBA.

OnpefgenstoTcs METPUKM NPOAYKTA, NO KOTOpPbIM OyaeT oueHMBaTbCs YCNEeLWHOCTb
3anycka.

[ns oueHkn adPEKTUBHOCTM 3anycka U BANAHUA Ha ApYyrne CEPBUCHI UCMOMb3YyeTCs
oaHa cuctema ans A/B-tectos.

HacTpoeHbl NpoayKkToBble YBEOOMIIEHNS B YaT NPOAYKTOBbLIX aHOManumn (Ha Hannyme
npobnem, Ha pe3knii pOCT METPUK).

Cospaetcs I'IpOJJ,yKTOBbIﬁ ,u,aLu6op,1:|, C MOHUTOPUHIOM U3MEHEHUI KNKYEBLIX METPUK
HOBOI'O NpoAykKTa.

MapkeTuHr n nmap

KomaHae mapkeTuHra/nmapa/peknambl 4OCTYNHO Nogpo6bHoe onvcaHve NpoaykTa, a
MO BO3MOXHOCTW OpraHn3oBaH AOCTYM K TecTy. [pu Heo6xoauMOoCTU cornacoBaH
CMMCOK NapTHEPOB Ansi paHHEro TECTMPOBAHUS OT Nnapa/ MapKeTUHra/peknambl.

Mo ntoram NnoaroToBUTENBHOrO 3Tarna Ha OCHOBE KOHKYPEHTHbIX NPpeENMYLLECTB U
cueHapues UCnoJsib3oBaHUA NpoAyKTa onpeaesieHbl NocChbisibl U KNKOYEBbIE
|/|3o6pa>|<eH|/|;| Ha pa3Hble ueleBble ayauTopun.

LleneBas ayautopus ons NpoaBMXKEHMS MPOAYKTa OnMcaHa B KpUTEPUSIX
TapreTMHroB PEKNaMHOro ABWKKa, a Takke Mo BO3MOXXHOCTU CErMEHTUPOBaHa Ha
noarpynnbl.

MoAroToBneHbl U cornacoBaHbl C PyKoBOAUTENEM NPOAYKTa Matepuvarnb Ans
3anycka.

Onpep,eneHbl TOYHaA gaTta 1 BpeM4d 3anycka. 3aI'IJ'IaHI/1pOBaH CTapT NpoaBMXEeHNA.



Mo HeobxoaumocTu npecc-penus 3apaHee nepegaH B CMU ¢ orpaHnyeHnsamMm Ha
TOYHoe BpeMms 3anycka. [Ans CMW noaroToBneH cnMcok napTHEPOB, KOTOPbIE MOTyT
AaTtb KomMeHTapuit. INpu nepegade meama npecc-penmsa nog ambapro
CornacoBbIBaTb C HAMWN «TEXHUYECKYO» KOHCYNbTaLUMIO C HalLen CTOPOHbI (AN
obcyxaeHus gpadpta matepmana).

MoaroToBneH u cornacoBaH MeavannaH ans pasMeLleHusi, Npy HeobxoaMMocCTy
BHELLHero pasMeLleHnsi cornacoBaH OloaxerT.

CoTpyaHvKam, OTBETCTBEHHbLIM 3a NPOABUXKEHME, AOCTYMHbI CTAaTUCTMKA U
aHanuMTUKa npoaykTa.

B cnyyae ecnv npogykT COBMECTHbIN, MApTHEP MMEET JOCTYN K CNIUCKY
peneBaHTHbIX AN HEero MaTepuarnoB. YpOBEHb A0CTYNOB COrMacoBbIBaOT
pykoBOoAMUTENb NPOAYKTa U OTBETCTBEHHLIN 33 NPUBIEYEHNE NapTHEPOB
(pykoBOAMUTENbL OTAENA PEKNaMbl, MapKeTMHra U Apyroro nogpasfeneHns).

Mo BO3MOXHOCTU (Npu penusax B nnatgopmax ans dmusHeca nnm paspaboTymkoBs)
cobpaHbl kKercbl NCNOMNb30BaHWs NPoayKTa (Hanpumep B anbda-tecte) Nnbo xe
nogobpaHbl NapTHepbl AN y4acTus B TECTUPOBaHUKM NpoayKTa cpasy nocne
3anycka.

Ecnn Heobxoanma MmapkeTuHroBasi nogaepxka appstore, HayaTb JoroBapmBaTbCs
06 3TOM HY>XHO MMHUMYM 3a MecsiL, A0 Ny6rnnyHoro penusa.

FOpngnyeckas yncrota

KOpucTbl 4OMKHBLI NOATBEPAUTD, YTO CEPBUC HE HapyLlaeT OeNCTBYOLEro
3akoHogatenbcTBa P® n apyrux ctpaH, rae cepsuc yHKUMoHupyeT. Jlnbo
MaKCMManbHO TOYHO NPOCYUTATb CYLLECTBYHOLLME PUCKN U BHECTU KOPPEKTUBbI, UX
Xempxumpytowme.

[lnsi HOBbIX NPOAYKTOB NOArOTOBMEHO NONb30BaTeNbCKOe cornalleHme u
HeobXxoanmble yBeaoMNeHus. [ns 0OHOBNEHWI CyLLIECTBYHOLLIErO cepBuca —
BHECEHbl UBMEHEHWS B TEKYLLEe cornalleHne npu HeobxoanmocTu.

B Clny4ae Halin4dumn4a B 3anyCckaemMmom cepBnCce KOHTEeHTa TpEeTbUX iU, NMpoBEpPEHO, YTO
nosny4yeHbl BCE npaBa Ha ero ncnoJjib3oBaHUe.

B koge npoaykTa He MCMNONb3yTCA CTOPOHHNE KOMMOHEHTLI U ApyrMe maTtepuansl,
OXpaHsieMble aBTOPCKUMU/CMEXHBbIMU NpaBaMn, KpOMe TeX, UCMONb30BaHNE
KOTOpbIX NpAMO pa3spelueHo npaBoobnagatenem (Open Source 6e3 HapyLleHWs
NNLEH3UM NN Hann4mMe NULEH3MOHHOIo goroeopa). Micnonb3yemble CTOPOHHUE
OnbnuoTekn 4omKHbl ObITb NepeYncneHsbl B COOTBETCTBYOLWEM pasaene
NPUNOXEHNA C YKa3aHMEM UCTOYHMKA (OTKyAa B3ATO) MU OCHOBaHUSA (NTMLIEH3MS).



[TocTpennaHoe obcnyxmneaHme

Mocne penusa 3a MeTpukaMmu puum Heobxoammo crneautb. Mpu NosiBNEeHUM rmnoTes
M NNaHOB MO POCTY METPUK OHM 3aHOCATCH B 3aga4M U nonagatoT B 63aknor, oTkyaa
NOTOM MEePEHOCATCS B MMaHbl.

MOCTOSIHHO NPOBEPSAIOTCA METoAbI MPUBIIEYEHNS 1 BO3BPALLEHUS NMONb30oBaTeNel B
NPOAYKT.

barn onepaTtnBHO YNHATCA.

Cbop obpaTHOM CBA3U

Monb3oBaTenb 13 MNogaepkkn nnu napTHEP NpuckinaeT ceon pmnabek o npoaykTe.
Ecnu no oueHke areHTa 1 MeHekepa aToT puadek kaxeTcs pasyMHbIM, CO34aeTcs
3apava B Tpekepe. 3agaya OyaeT aBToMaTMyecku HasHa4yaTbCA Ha KOHKPETHYHO
KOMaHAay, a Takke Ha KOHKPETHOro YyenoBeka.

HeobxoanMmMo npoKOMMEHTMPOBAaTL KaXKAYy 3adadvy u pacckasaTb, nodemy 6bino
MPUHATO TO UNN NHOE peLLEHNE.

3agauu, asnsawwwmecs 6aramm CBA3bIBAOTCA C YXKe U3BECTHbIMU AedeKTamu B
Tpekepe. Ecnu Takoro gedekra B cucteme He 6bIno — 3aBOASATCH HOBbIE U
CBsA3bIBalOTCA, YTOObI Nocne paspelleHnsa 6ara gatb omabek penoprepy.

PeTpocnektuea

Mocne peanusauuun 6onbWKX 3a4a4 NPOBOAUTCH PETPOCNEKTUBA.

lMoHMMatoTCsa cunbHble 1 cnabble CTOPOHbI MpoLecca, YTO MOXHO 6bINo caenartb
nyyiwe, 410 6bI10 MOTUBATOPOM N AEMOTMBATOPOM.

Moyemy ycnenu unu He ycnenu. [lenatoTcs BbIBOAbI HA crieayowumn pas.



