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Aktivity projektového managementu

@ Zahajenie projektu
@ Priprava kontraktu

@ Manazment vietkych aspektov projektu:
Manazérsky cyklus: planovanie, organizacia, vykonavanie,
monitorovanie, vyhodnotenie

@ Rozhodovanie

e Management informacii, riesenie konfliktov, ...
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Planovanie

definovanie planovanych poloziek
estimacia (naroc¢nost, predpoklady, ...)

alokovanie zdrojov

scheduling
e critical path analysis

update planu

Robert Lukotka lukotka@dcs.fmph.uniba.sk www.dcs.fmph.



Planovanie - typy planov

Treba planovat rézne

@ rozsahy
project plan, release cycle plan, iteration plan

@ aktivity
vSetky v ramci SE; vyberam Contract management; Risk
Management; Change management;
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Organizacia

Zorganizovat
@ Project team structure
@ Definovat procesy
@ Prostredie
@ Zabezpecit zdroje
°

Priradit zdroje abstraktnym dloham
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Organizacia

@ Tradi€na struktara - timy podla typu prace

@ DevOps - timy podla produktov / serviceov.
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Regulovat a riadit
@ procesy
o zdroje

Naco slazia definované procesy?
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Monitorovanie a vyhodnotenie

@ Meranie
@ Uchovavat logy z merania (napr. testing scores, fixing scores)
e Vysledky pouzit pre

dalsie planovanie, zlepsovanie procesov, ohodnotenie, ...
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Vztah k inym disciplinam

Spriaznené discipliny:
@ Interpersonal communication, conflict management and
resolution
Contract Management
Risk Management
Change Management

Requirements management
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Issue tracking

Issue:
e bug
@ a requested feature
@ task
@ missing documentation

Pévod v bug tracking
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Issue tracking

Issue:
o Idenrtifikator
e Typ (bug, feature)
@ Status (open, in progress, resolved, closed, reopened)
@ Priorita
e Komu je priradena
o Dalsie potrebné informacie (popis bugu, referencia na
poziadavky, €islo commitu)

o Komunikacia

Je dobré ak je issue tracking prepojeny s version control.
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Issue tracking

@ Redmine issues of redmine

@ Ukazkova issue
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https://www.redmine.org/issues
https://www.redmine.org/issues/28264

Estimacie

Spravne estimacie si potrebné pre:
@ planovanie (Cas, zdroje)
@ rozhodovanie
@ monitorovanie
°

evaluaciu (estimacia vs. skutocnost, napr. kontrakt)
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Estimacie

Estimacie si beZne zle interpretované:
e Estimaciacia nie je deadline - ak je estiméacia iba jedno Cislo,
zmysel dava strednd hodnota.
e Tlak od: Management, customers, executives (MCE)
@ Potreba vytvorenia planu projektu (zmluva / rozhodovanie
zakaznika)
@ Risk management (osobné ponimanie) - transfer risk to
somebody else
Na druhej strane, estimacie udavané podliehaji réznym
psychologickym biasom a st vychylené.
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Cone of uncertainty

@ Nie je mozné poskytnit presné odhady v prvych fazach
projektu (pri standartnom pristupe sa vtedy robia zmluvy a
ur€uje cena)

@ Dobrym managementom projektu je mozné urychlit pokles
neistoty

@ Po odstraneni najvacsich neistot by idealne v prospech
odhadov mal fungovat law of big number (ak zvladneme
poskytovat nevychylené estimacie).
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Cone of uncertainty

| can see how I'd do it if | were rewriting that whole controller from scratch,
but that would take days ... is there an elegant hack where | can change the
inputs to this function in such a way that | don’t have to rewrite its code? ...
what if | monkeypatch it at the class level? ... wait, maybe there's an API call
that almost does what | want, then | can tweak the results - hang on, what if |
outsource it via an asynchronous call to the external OS? In that case | can
confidently estimate that this will require less than two hours of typing.
However, working out what to type is going to take me/us anywhere from one
hour to several days. Sorry.
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Estimacie

Ak je estimacia iba jedno Cislo, zmysel dava stredna hodnota.
Dobra estimacia je nevychylena.
e Hofstadter's Law:
It always takes longer than you expect, even when you take into account
Hofstadter’s Law.
@ 90-90 Rule:
The first 90 percent of the code accounts for the first 90 percent of the
development time. The remaining 10 percent of the code accounts for

the other 90 percent of the development time.
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Estimacie - ani toto nie je dobré

Software estimates are always wrong, because the tasks being estimated are
always, to some extent, terra incognito, new and unknown. However,
sometimes the errors are in your favor; an obscure API, a third-party library, or
an elegant hack condenses what you expected to be a week's worth of work
into a single day or less. [1]

Prestrelené estimacie si menej Caste:

@ toto je tiez problém - nevyuzité zdroje.
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Estimacie - dévody vychylenia

@ positive bias
o MCE pressure

@ je tazké ziskat intellectually honest estimacie
o problémy ktoré neCakdme zvacsa zvacsuji mnozstvo prace
o Ludia st velmi zly v zohladneni malo pravdepodobnych javov.

@ rozpor - exkluzivna praca na projekte vs praca
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Pristupy k estimécii

@ Expert estimation
@ Formal estimation model

o Combination-based estimation

Dominuje expert estimation. Formal estimation vyZzaduje d6kladné
poziadavky / analyzu projektu.
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Estimacie - dekompozicia

@ Rozbit na mensie Casti : ma to probléemy
Functionality also not the right key. Consider a concrete example.

Suppose you're building an app that logs in to a web service. Don't have

individual server-side estimates for “user can create account,” “account

"o "o

email address can be confirmed,” “user can log in,” “user can sign out,”

and “user can reset password.” Have a single “user authentication” task,
and estimate that. [1]

o vela prace

@ estimation fatigue
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Estimacie - manhours

Project is not measurable in man.hours

Brooks' law:

“Adding engineers to a late software product makes it later.”

nie vietci pracuji rovnako rychlo; MCE presure, positive bias

proxy parameter (eg. user story points, function points)
“Let’s run that trail. It'll take 30 minutes.” [2]
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https://en.wikipedia.org/wiki/Brooks%27s_law

Planovanie: Brook's Law

What can work?
@ change schedule
@ good programmers/experts
@ help in related tasks (quality assurance)

@ add manpower early
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Estimacie

Ako odpovedat na Ziadost o estimaciu
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https://softwareengineering.stackexchange.com/questions/648/how-to-respond-when-you-are-asked-for-an-estimate

Estimacie - T-shirt method

e XS, S, M, L, XL
@ pocas behu projektu sa spresiiuje vyznam

@ T-shirt estimates - warning signs:

e XL -> more granularity
e SSSSS -> granularity trap

@ If you have a roughly even mix of S, M, and L, you've probably
structured things so that you'll have pretty good - well, least
bad - estimates. [1]
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e 1,2, 3,5, 13, 40, 100, nekonetno, nejasné

o Viditelne odliduja, ze rozdiel medzi S a M je mensi ako medzi
Ma L.
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Planing Poker

o Kto v diskusii dominuje je Casto dané osobnostou a nie tym,
kto o probléme vie viac.

@ Planing poker - Wiki

@ Vsimnite si kartu s kavickou. Preco tam je?
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https://en.wikipedia.org/wiki/Planning_poker

Formal estimation / Combination

e Vyzaduje merané data.

o Nepresné merania st uzitocné, pokial sme si vedomi
obmedzeni.

@ Kombinacia: napr. prevod story points na man-daye.
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