
What do you hope to learn from this session?

How to build a 

strong 

refinement 

approach

The ultimate 

question to life, 

the universe, and 

everything

Average air 

speed velocity of 

an unladen 

swallow

Do I have to use 

As a I want so 

that?

Write one item per 
sticky note

As many sticky 
notes as you’d like

When done, put 
them on the flip 
chart.
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A little bit about me

Industrial 

engineer by 

training

Recovering agile 

coach

Started Business 

Analysis to 

learn IT

Unemployable

Write to learn 

and earn

Proj Mgr / BA 

rotation

Writer / Trainer

Practice to stay 

current

Freelance 

Product 

Manager / 

Writer



What is backlog 
refinement?



What is backlog refinement

Also Known As:

Storytime

Backlog Management

Backlog maintenance

Backlog grooming

A set of activities that ensures 
your product backlog contains 
a set of appropriate items that 
are properly sequenced and 
contain the necessary 
information for your team to 
start building a portion of the 
solution



Backlog refinement includes these activities

Discover your customers 
and their needs

Describe the solution

Design the experience

Make decisions all along 
the way



Why do backlog 
refinement?





Why do Backlog Refinement
Identify and 

answer 

questions to 

ease delivery

Provide clear 

picture of 

business intent

Give team a 

jump start on 

test planning 

and testing

Define 

interactions, set 

expectations

Identify and 

discuss 

assumptions



Tips for
effective backlog 

refinement



A few items, mostly big

Now: 

Outcomes you’re focusing on at the moment.

Next: 
Outcomes you think you’ll tackle in the near 
future.

Later:
Outcomes that might be worth tackling at 
some point.

Never:
Outcomes you’re not going to bother with at 
allTie your roadmap items to Strategy 

(but make sure you’re not using your strategy as a bucket)



Break items down only when you need to



 Prioritize on Impact



Multiple Perspectives

Backlog 

Item

development

t
e
s
t
in

g

bu
sin

es
s

Do i have 

enough info 

to solve this 

problem?

have i 

described the 

problem i 

want solved?

what 

happens 

when…



Get your team the information they need



Techniques to make it 
happen



Definition of Ready

an agreement on the “necessary information” a backlog 

item needs so your team can start building that portion of 

your solution



How to Create & Use a Definition of Ready
1. GET THE TEAM TOGETHER

2. GENERATE A LIST OF THINGS NICE 

TO KNOW ABOUT BACKLOG ITEMS

3. REVIEW THE LIST AND 

DETERMINE WHAT IS USEFUL AND 

REASONABLE

4. CONTINUE REVISING UNTIL TEAM 

IS COMFORTABLE WITH LIST

5. REFER TO THE DEFINITION OF READY TO DETERMINE 

IF AN ITEM IS READY FOR SPRINT PLANNING



Caveats and Considerations

DEFINITIONS OF 

READY DI
FFER 

BETWEEN 

TEAMS

CONVERSATION 
TO CREATE IS 

IMPORTANT FOR 
TEAM TO SET 

EXPECTATIONS

HELPS YOU 
UNDERSTAND 

THE EXTENT OF 
ANALYSIS 

NECESSARY IN 
YOUR CONTEXT

SOME ASPECTS 
OF DEFINITION 
OF READY MAY 
BE MARKED 

“WHEN 
APPLICABLE”

REVISIT ON A 

REGULAR BASIS 

AND ADJUST 

WHEN NEEDED



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



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



Refinement Board

PROVIDES VISIBILITY FOR A 

TEAM’S BACKLOG

SHOWS WHICH ITEMS ARE 

READY FOR SIZING AND SPRINT 

PLANNING – SHOWS WHAT’S 

NEXTVISUAL AID FOR 

CONVERSATIONS WITH 

STAKEHOLDERS AND OTHER 

TEAMS



Create Step 1
Is it Worth It?

$$$???



Create Step 2
Backlog refinement process

New Sized Ready to Rock

newly identified 

Backlog Items or 

Backlog Items 

undergoing 

further research

Backlog Items 

that have been 

sized and are 

ready for further 

description

Backlog Items 

that are ready for 

sprint planning



Create Step 3
Determine policies for each column

new sized Ready To Rock

POLICY:

Who, what, Why

POLICY:

• Who, What, Why

• (Some) Acceptance 

Criteria

• Size

POLICY:

• Who, What, Why

• Acceptance Criteria

• Size

• Mockups

• Examples

• Dependencies

• Stakeholders



Create Step 4
Determine if you need buffers

POLICY:

Who, what, Why

POLICY:

• Who, What, 

Why

• (Some) 

Acceptance 

Criteria

• Size

POLICY:

• Who, What, 

Why

• Acceptance 

Criteria

• Size

• Mockups

• Examples

• Dependencies

• Stakeholders

POLICY:

• Who, What, 

Why

• (Some) 

Acceptance 

Criteria



Create Step 5
Create cards for existing work 



Create Step 6
Determine tokens

Blocked

Research



How to use a Refinement Board

INDICATE STATUS OF 

BACKLOG REFINEMENT COLUMNS CAN BE USED AS 

AGENDAS (READY TO SIZE AND 

READY TO ROCK)

BACKLOG REFINEMENT 

REMINDERS

PLACE NEXT TO DELIVERY 

BOARD, HOLD STANDUPS BY 

BOTH BOARDS



If you remember nothing else

A refinement 
board helps 

you maintain a 
manageable backlog Prioritize by 

impact to keep 

your team 

focused on the 

right things to 

build

de
fin

iti
on o

f 

re
ad

y e
ns

ur
es

 

yo
u h

av
e t

he
 

inf
o yo

u n
ee

d 

to
 bu

ild
 th

at
 

rig
ht

 th
ing

.



Questions

What 

questions do 

you have?
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