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01. Scrum  
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现行开发模式、开发过程的痛点 

开发过程的各个环节的明确边际，造成信息传递
链条过长，沟通成本以及问题反馈效率低 

新技术的引入（微服务、容器化），不再适应大
军团作战，而是需要匹配的灵活的端到端团队 

客户的需求变化已经不再局限于整体产品购买，
而是倾向于业务快速迭代，大军团作战已经难以

快速交付、快速变更 



Copyright © 2017 北京数人科技有限公司 

什么是Scrum 
https://en.wikipedia.org/wiki/Scrum_(software_development)!

!

!

!
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什么是Scrum 

SCRUM!

SRE!

DevOps!

不以敏捷开发为基础的DevOps都是耍流氓 

SCRUM != DevOps!
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困境 
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生产系统环境 

自运营/服务模式 Scrum的概貌 

SPM! Customer!

Solution 
MRD 

!

B!

C
! ..X!

V1.0.3! V2.0.0!

V2.0.1!

V1.0.1! V2.0.1!

V2.0.2!

PRD PRD PRD PRD 

1!

2!

1, 2, 3!
4,5!

4,5!
2, 3!

BSA!

 1..X!

V1.0.1!
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产品Scrum Team的构成(1-1-3-2) 

PO/TPM! SA/TL!

Testers! Developers!

Virtual Group!

!

!

!

!

!
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Scrum 2 Scrum 

RPM!

PO/TPM! PO/TPM! PO/TPM! PO/TPM!

…..!

MRD !
!

!
!

SPM! BSA&Chief SA!

B2B !
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02.  
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Scrum的构成于职责 – PO/TPM 

PO/TPM!

PO: Product Owner !
TPM: Technical Product Manager!

PO/TPM !
•  MRD( ) PRD

!
•  !
•  Roadmap !
•  Scope !
•  planning game, Demo

!
•  !
• 

!
•  !
•  !

!
!

PO!
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Scrum的构成于职责 – SA/TL 

SA: Software Architect !
TL: Technical Leader !

SA/TL!

SA/TL !
•  !
•  !
•  !
•  !
•  Design Review Code Review

Test Design Review !
•  PO !
• 

!
•  !
!
!
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Developer 

Developer!

Developer !
•  !
•  !
• 

!
•  !
• 

!
•  “ ” Portal /Test 

Case Pass!
•  !
!
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Tester 

Developer!

Tester !
•  !
•  !
•  !
• 

!
•  !
•  !
•  !
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开发与测试的配合 – 模式转变 

!
! !

!
Feature 1 !

Feature 2…!

Feature1 !
Improvement! ! !

回归
测试 

产品销
售/客户
部署 

发布
到生
产 
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开发与测试的配合 – 思维的转变 

!
•  !
• 

!
•  !

•  Scrum !
• 

!
• 

!
•  review

!
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角色缺失？ 

SCRUM Master?!Project Manager?!



Copyright © 2017 北京数人科技有限公司 

03.  
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Planning Game 

PO/TPM!

1. !
2. !

Gitlab Issue!

4. !
!

6. !

!

Planning Game !
• 

feature !
• 

!
•  !
•  !
•  2 2

!
• 

!
•  !
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Standup Meeting 

看版 

v1.0.1 !
Feature1 !

Feature X !

Bugfix !

Improve !

Document !

Test !

!

!

!

!

!

!
•  (15min )

!
•  !
• 

PO !
• 

TL !
•  !
• 

!
• 

!
• 

TL !
•  !

burn down chart?!
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Review Meeting 

Review Meeting !
•  Owner !
•  Design Review, Code Review, Test Design Review, 

Retrospect Review!
•  Review: 1/3->1/2-

>final !
•  Review !
•  1 !
•  !
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End to End Demo 

Demo !
• 

PO !
• 

!
• 

feature
!

• 
Demo !

•  !
•  !
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PO/TPM!

3. Issue !

Gitlab Issue!

2. !

Definition of Done (DoD Meeting) 
DoD !
•  DoD!
•  DoD

!
• 

Jenkins
 Sonar

(Doc, Wiki)
CodeReview

(
ToDo) !

•  !
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Retrospect Meeting 
Retrospect !
• 

!
•  3

!
• 

!
•  Action 

Plan!
• 

!
• 

8-10 !
•  !

!
!

!

3 3 3 
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产品运营 

! ! !
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04.PO  
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迭代版本范围的选择原则 

!

满足物流系统容器
化部署，节约机器
数量以及快速扩容 

满足业务在无需升
级框架的基础上，
提供按照来源IP的
方式灰度上线的能

力 

v2.0.1 ! v2.5.1 !



Copyright © 2017 北京数人科技有限公司 

版本细节定义(xmind) 

!
• 

!
• 

!
•  /

!
•  !
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Backlog/PRD管理 (Wiki) 

MRD!

High Level !
User Story!

!

PRD/Backlog! PRD/Backlog! PRD/Backlog!

Feature1! Feature2! Feature X!

Backlog !
•  Backlog MRD

Feature !
•  Feature Task

!
•  Backlog SPM 

Review (
)!

•  !

Backlog !
•  id: !
•  title: !
•  description: !
•  priority : !
•  feasibility study: !
•  solution: !
•  review: 

!
•  status: !
•  version: !
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Feature List / Feature Map (xmind) 

Feature Map !
•  !
• 

!
•  Feature – Feature

!
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任务拆解与管理 (Gitlab) 

Gitlab Issue
Bug !

•  !
•  2-3

Issue!
•  !
•  !
•  !
•  (

…)!
•  !
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版本Release Note (Wiki) 

• 

!
• 

!
• 

!



Copyright © 2017 北京数人科技有限公司 

内部版本定义规则 

2! 1! 8!.! .! -RCx/Snapshot!

测试标识，用于回归测
试、性能测试等 

Patch版本
号，向下兼容 

Feature版本
号，向下兼容 

大版本号，不
向下兼容 
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总结 

!
!

!
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