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Do any of these
sound familiar?



Multiple backlog items have celebrated at 
least one birthday.



You need a shovel ready 
backlog for six sprints



“Backlog” is a euphemism for
“stuff that won’t get done”



The user story Goldilocks problem

“This is too 

detailed.”

“This is not detailed 

enough.”



Backlog Refinement 
is not about

writing user stories



Backlog Refinement 
is about

shared understanding



A little bit about me
Product Manager 
(building internal products)

Writer/Advisor 
(helping others build internal products)



A few items, 

mostly big



Product Roadmap

Working on 

right now

Likely work 

on next
May work on 

eventually
Ain’t gonna 

do it

https://insideproduct.co/product-roadmap/



Prioritization is deciding what to do
(and what not to do)

Working on 

right now

Likely work 

on next
May work on 

eventually
Ain’t gonna 

do it



Sequencing is ordering 
the things you decide to do
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Break items down only 
when you need to



Refinement Board

https://insideproduct.co/refinement-board/



Don’t break down roadmap items 
until they are in Now



Get your team the 
information they need



Definition of Ready

an agreement on the “necessary information” a backlog 

item needs so your team can start building that portion of 

your solution https://insideproduct.co/definition-ready/



Describing backlog Items

Overview

Revision Needed

Acceptance Criteria

Examples

• Provides context for the backlog item

• Should explain why the backlog item is 

needed

• When pertinent, should also explain who is 

impacted

• You could use As A, I want, so that here, 

but you really don’t need to.



Describing backlog Items

Overview

Revision Needed

Acceptance Criteria

Examples

• Changes driven by backlog item

• Include business rules, Data, and processes

• Often includes links to outside artifacts 

(screen mockups, api Specs, Data Dictionary, 

process flows)

• Depth of technical information depends on 

what the team is looking for



Describing backlog Items

Overview

Revision Needed

Acceptance Criteria

Examples

• Conditions that a backlog item must 

satisfy to be accepted

• Can reference functional or non 

functional requirements

• Define the boundary of the backlog item

• Focus on business intent

• Confirm that…



Describing backlog Items

Overview

Revision Needed

Acceptance Criteria

Examples

• concrete descriptions of the expected 

behavior of a solution

• uses real-life data

• useful for describing a solution

• provides guidance on ways to validate it.

• Further explains acceptance criteria, when 

needed



Models, acceptance criteria, and examples



If you remember nothing else

A few items, 
mostly big

Break items 

down only 

when you need 

to
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