Project Management with TRAC

By Glib Kutepov (IESE)
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Motivation

* Project Managers will have to manage the project
* It will be not that simple
*  You have a complex project setting
* You use lterative approach
* Iterations are rather short
- Different Roles
* Large Group of Students
*  How will you manage people?
*  How will you assign tasks?
*  How will you know if the project is going good?
*  How will you steer the project?

Management and communication effort will be pretty big

You can lower the effort via tool support
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Motivation

*  What do we mean by tool support??

*  You need to know:
*  What do you want to support with that tool?
*  Which tool supports that the best?

*  How do you use that tool?
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Outline

1. What to support?
2. Which tool to use?

3. How to use this tool best?
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Outline

1. What to support?
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What to support?

*  You need to support project
*  Project runs according to the process model
*  So, you need process model support
*  What is SE process model?
*  The set of activities and the sequence in which they have to be carried out

*  So what is your SE process model?
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What is your process model?

*  What are the activities?

*  The set is strict (Requirements, Architecture, Implementation, Quality Assurance)
« Is that waterfall?

*  You use iterations

*  You have people working in parallel

*  Working times vary
« Isthat Agile Process (e.g. Scrum)?

*  You don’t have Scrum Roles (Product Owner, Scrum Master)

*  You don't use Scrum terminology (Sprint, Backlog, Burndown)
- This is an iteration based process with agile flavor

*  You are free to choose the best of two worlds
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What is a process in general?

Set of activities

Carried out by team members

In a specific order

whithin specific timeframe

Aimed at producing deliverables

Example: John has to complete the Requirements Document by Thursday the 29th
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What is the responsibility of the Project
Manager during the process?

Create and schedule the set of activities
Make sure team members aware and agree
Make sure the appropriate deliverables are delivered on time

Activities — RE, Architecture, Development, QA (different levels of detail)

Team members
Deliverables — documents, diagrams, minutes, code etc.

You probably want your responsibilities
to be supported by the tool?
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Outline

1. What to support?
2. Which tool to use?

3. How to use this tool best?
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TRAC?
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. Web based software project management tool = *woeoeeomentierones raa e

1.1. Code Organisation
1.2, Top Level Project Structur

Objective-C Style Guide
2.1, Variable names
Variable Indicating Type
3, Method names

4, Method Accessors
Objective-C Code Standards
3.1, Code consistently

3.2, Separate the regions

3.3. Private Methods

3.4. Compiler Warnings

Code Formation

Testing

5.1, Canfigure Project for testi

In bigger projects it important to make a code structure otherwise it is difficult to find resources, classes or modules. The following

. U Se r- m a n a g e m e nt (m a n a g e yo u r tea m) sections define our project structure in Xcade based of the collected experiences in our projects.

1.1.1. Create File System Folders

Xcode does not insert any folder structure to the source code tree on the file system, because the
added Group Folders exist only when you open the .xcodeproj file. By default all resources will

3. Ticketing System (manage your activities/tasks) sored e pofec e n 2 g prject i pproach makes g e s it it | e

) Copy e ik destination arowss Flder

SerprPooeailaR

@ Racursny crents groupsfor sy st dors

same folder.
3 Create Fotder Rfernces for any s

. Project Planning (manage the order of activities) =~ 7.2 ™™™
. Interface to versioning systems (manage your

o

. SCM System (SVN
7.1. Checkout Repository
7.2, Commiting changes
7.3 Merge changes

d e I Ive ra b I es) After that, drag the created folders from the Finder to the Xcode project window.

1.1.2. Top Level Project Structure

1.8. Deployment.
Folder Description 1.8.1. iPhone Simulator
. . . - 1.8.2. Mobile Provisioning Profile
6. Wiki (manage your deliverables Le2 te st
L] Model Contains the global data model 1.8.4. Registering devices
View Contains the xib files 1.8.5. Generating application ids

1.8.6. Setting up mobile provisic
1.8.7. Installina mobile provisior

Contains the application specific runtime entities. Examples: web-service manager,

7. Timeline (control your project)

8. Plugins

«  Time Tracking
*  Ticket visualization
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TRAC user management

Users will be created automatically by IESE
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AC ticketing system 1
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angemeldet als kutepov | Abmelden | Einstellungen  Hilfe/Anleitung  Uber Trac

Wiki | Journal | Projektplan | Quellen durchsshen | Ticksts anzsigen Neues Ticket

Neues Ticket erstellen

Eigenschaften

Kurzbeschreibung: |

Beschreibung: B | A w — 1 - Sie kénnen hier Wiki-Formatierung verwenden.
Typ: defect - Prioritdt: major -
Meilenstein: - Komponente: componentl
Version: - Stichworte:
Kopie: Verantwortlicher:

[7] Ich habe Dateien, die ich an dieses Ticket anhdangen mochte

Varschau | Ticket erstellen

Hinweis: Hilfe zur Verwendung von Tickets finden Sie in TracTickets.
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TRAC tickets

1.

Tickets have:

Reporter — The author of the ticket.
Type — Task, Defect, Change Request

Component — The project module or subsystem this ticket concerns.

Version — Version of the project that this ticket pertains to.
Priority — The importance of this issue

Milestone — milestone which this ticket belongs to
Assigned to/Owner — Responsible person

Resolution —Fixed, invalid, wontfix, duplicate, worksforme.
Status —New, assigned, closed, reopened.

Description — clear
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TRAC ticketing system 2

\

~ Fraunhofer ==
IESE

angemeldet als kutepov | Abmelden | Einstellungen | Hilfe/&nleitung = Uber Trac

Wiki " Journal " Projektplan e Quellen durchsehan ' Meues Tickst |' Suche |

Verfiigbare Berichta | Individuelle Abfrage

{2} Active Tickets by Version (1 eweonis)

This report shows how to color results by priority, while grouping results by version.

Eintrige pro Seite maximal: 100
Last modification time, description and reporter are included as hidden fields for useful RSS export. e —
1.0
Ticket Kurzbeschreibung Komponente Version Typ Verantwortlicher Status Created
#1 UT Button erstellen componentl 1.0 task mr schneck new 09/06/11
Hinweis: Hilfe zur Benutzung und dem Erstellen von Berichten finden in TracReports.
In anderen Formaten herunterladen:
EEI RS5-Feed Komma-getrennter Text Tabulator-getrennter Text SQL-Abfrage
A,
oy
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TRAC project planning

1. Milestone is the set of the tickets which need to be done within a certain timeframe
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angemeldet als kutepov | Abmelden | Einstellungen  Hilfe/Anleitung | Uber Trac

I " wiki | Journal ' Quellen durchsehen | Tickets anzsigen | Neues Tickst | Suche |
Projektplan

. . . Bersits erreichte Meilenstzine anzeigen
Meilenstein: milestone1 S ———
7 Wochen iiberfillig (08/09/11 18:00:00)

Alualisieren

test

Meilenstein: Ul fertig
3 Wochen iiberfillig (09/06/11 18:00:00)

Anzahi Tickets: closed: 0  activer 1  Gesamt: 1

-ansprechpartner : XX

Meilenstein: milestone2
Kain Datum fastgelegt

Meilenstein: milestoned
Kain Datum fastgelegt

Meilenstein: milestoned
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TRAC wiki
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angemeldet als kutepov

Abmelden Hilfa/A

Einstellungen

F
Journal

Projektplan

Quellen durchsehen

Tickets anzeigan Meuas Tic

1. 10S Development (iPhone & iPad)

1.1. Code Organisation

In bigger projects it important to make a code structure otherwise it is difficult to find resources, classes or modules. The following

sections define our project structure in Xcode based of the collected experiences in our projects.
1.1.1. Create File System Folders

¥code does not insert any folder structure to the source code tree on the file system, because the
added Group Folders exist only when you open the .xcodeproj file. By default all resources will
stored in the project folder. In a large project this approach makes finding specific files difficult. If
your code is organized in a nice folder structure, it is easier to explore than if all the files sit in the
same folder.

Create the following folders in your Project folder:

Model

View

Controller
Components
Custom Elements

_| Capy items inta destination groua's falder {if nesded)
Reference Type: | Default 3}
Text Encoding: | Unicode (UTF-8) 2]

1) Recursivaly create proups for amy added folders
() Create Fulder References For any added Fulders

Add To Targets

o oy Umtitled

([ Cancel ) (CAdd)

Modules
Ressources

After that, drag the created folders from the Finder to the Xcode project window.

1.1.2. Top Level Project Structure

Folder Description
Controller Contains the view controllers
Model Contains the glebal data model
View Contains the xib files
P .. Contains the application specific runtime entities. Examples: web-service manager,

Startseite  Inhaltsverzeichnis

uletzt ge
zuletzt ge

Contents

1.1. Code Organisation

.1.1. Create File System Folder
1.2, Top Level Project Structur
QObjective-C Style Guide

.2.1, Vfariable names

.2.2. Vfariable Indicating Type
.2.3. Method names

2.4, Method Accessors
QObjective-C Code Standards
.3.1. Code consistently

1.3.2. Separate the regions
1.3.3. Private Methods

.3.4. Compiler Warnings

Code Formation

Testing

5.1. Configure Project for testi
5.2, Unit tests

53.3. Ul tests

Documentation

.6.1. Doxygen

.6.2. Documenting classes
1.6.3. Documenting methods
1.6.4. Code samples

.6.5. Todos

.6.6. Generate Documentation '
SCM System (SVM)

.7.1. Checkout Repository

.7.2. Commiting changes

.7.3. Merge changes
Deployment

.8.1. iPhone Simulator

.8.2. Mobile Provisioning Profile
.8.3. Installing the certificates
.8.4. Registering devices

.8.5. Generating application ids
1.8.6. Setting up mobile provisic
1.8.7. Installina mebile orovisior
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TRAC timeline

Z Fraunhofer e |

IESE angemsldet als kutspov | Abmelden | Einstsllungan | Hife/Anlsitung | Ober Trac
\ [ wii Il Frickisln | Quellendurchschen | Ticketsenzeigen | MeuesTicket | Suche |
+— Vorige Zeitspanne | 1 Zei
Journal
. Anderungen von Autor
09/M8M1: bis Datum | 0928/11
& 515 Changeset{34] von hackma e [

&

Changeset[33] von hackma Meilenstsine erreicht

Erstellte und geschlossene Tickets

&5 14 Changeset[22] von hackma S
2 14:45 Changeset[31] von hackma Wiki-Anderungen
¢ 14:42 Changeset[30] von hackma m
51 Changeset[29] von hackma
¢ 14:29 Changeset[28] von hackma
¢ 14:06 Changeset[27] von hackma
¢ 14:04 Changeset[26] von hackma
¢ 14:00 Changeset[25] von hackma
&1 Changeset[24] von hackma
09/06/11

z Ticket #1 (UI Button erstellen) erstellt von hackma
mach mal

08/25/11:

&1 Changeset[23] von hackma
08M18/11:

¢ 10:22 Changeset[22] von hackma

o721

2 Changeset[21] von hackma

7 Changeset[20] von hackma

07/07111:
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Looks good?

* Not quite...

*  Have you seen milestones in our process?

* Have you seen activities (RE, Architecture etc.) and iterations in TRAC?
* We have to match these things!

«  TRAC is not process specific — it is just a framework which we
need instantiate for our process
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Outline

1. What to support?
2. Which tool to use?

3. How to use this tool best?
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Instantiate Trac for our Process? Problem.

1. Our Dimensions
Products/Activites (Requirements, Ul, Architecture, Implementation, QA)
Time (3 Iterations/Releases)
We need to do something for each product in each iteration
2. Trac Dimensions
Time and Products (Milestones)
Tasks related to products (Tickets)

How to express the first with the second?
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Instantiate Trac for our Process? Solution.

1. Slice the products in time
*  Requirements 1 (Iteration 1), Requirements 2 (lteration 2)
QA 2 (Iteration 2), QA 3 (Iteration 3)

2. Create a milestone for each timesliced product

Completion of all the milestones related to the iteration denotes the completion of the
iteration

4. Milestones consist of tasks (trac: tickets)

* E.g.: Requirements 1: “Create personas”, “Complete Use Cases 1 - 10" etc.

Iteration 1

Requir. 1 Impl. 1 Iteration 2

Arch. 1

Requir. 2 Impl. 2 Iteration 3

Arch. 2 QA2 Arch. 3 QA3

Impl. 3 Bugs 3

\

~ Fraunhofer
IESE



Using tickets for different activities

1. Requirements

. Simple tasks: e.g. “Create traceability matrix”, “Add minutes to SVN”
2. Architecture

. E.g. “Create C&C View", “Finish Architectural Scenarios”
3. Development

. Development tickets related to particular architectural components
4. QA

. Tickets as inspection tasks

. Bugs (use tickets as issue trackers)

. Test planning (use plugin for test planning)
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Tasks of a Project Manager

Needs to be done Needs to be done in TRAC Iteration N

1. Create appropriate Planing

milestones

1. Plan the next iteration

1. Make sure tasks are 1. Discuss tasks with the

| 1
' |
| |
| 1
| 1
' |
| |
: team |
separated in the team ' 2. Create tickets in TRAC ! Requirements
2. Make sure necessary o
. ) I'3.  Control the completion !
deliverables are in SVN ! !
1 4. Steer and Re-plan :
|
1. Make sure tasks are i 1. Discuss tasks with the |
separated in the team | team : hi
2. Make sure artifacts are in ' 2. Create tickets in TRAC | Architecture "
SVN . 3. Control the completion | <
| 4. Steer and Re-plan S
1. Make sure tasks are i 1. Discuss tasks with the | Z)_
separated in the team ! team | o
2. Make sure implementation | 2. Create ticketsin TRAC | . —
goes in the right direction ' 3. Control the completion | Implementation
3. Make sure code is in SVN 1 4. Steer and Re-plan :
| 1
1. Make sure tests suites are i 1. Create test plan in :
created, documented and | TRAC |
stored ' 2. Schedule tests ! .
2. Make sure tests run, bugs get 1 3.  Communicate bug : Testing
reported and fixed : reporting.and.fixing

approach to the team
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Re-planing?

*  Things will most certainly go wrong
+ Don't be afraid!

*  Steer the process

*  Discuss with the team

* Rearrange tickets and milestones

«  Continue!
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Some recommendations

Be a Team

2. Understand the needs of each other
*  Project Managers need Others
«  Others need Project Managers

3. Communicate
*  Share good and bad
« Don’'t be embarrassed to ask for help

4. Project managers
*  Use your soft skills
- Remember: no process, plan or tool will substitute the person!
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Thank you for your attention!
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