
How to set up Jira to manage backlog: step by step instructions

In this article, I will discuss how to use a tool such as Jira to manage backlog in software development. The article will be useful not only for business analysts, product-hunters, but also for scams-masters, project managers, in principle, for any person who works with backlog and requirements on a project. In order for this mechanism to work on your project, you need to follow certain rules and approaches, which I will discuss next.

I must say at once that this technique is not a standard or a guarantee that your problems will disappear. But I clearly know and I can confidently say that at the time of writing this article, 4 projects were implemented in the last 3 years, and the method works! You can modify the method to suit your needs. If you can't do it yourself, then call me :)
I almost always use Jira to work with requirements and product development, but there were a couple of projects where I used TFS. TFS also allows you to implement the 
approach described in the article.


Everything below is built on this backlog management process, which I propose to use for outsourcing companies. Each artifact and process has its own purpose and format.

Basic recommendations and prerequisites Jira and everything you use to manage your backlog should be configured before you start your first sprint of development. This is necessary so that from the first sprint you put the product development on the conveyor, and the project participants believe that you know what you are doing! Building a pipeline for managing requirements and backlog solves at least the following tasks: cost reduction for maintaining and managing backlog; standardization of processes on the 
project; transparency of what is happening with the product.
All user stories that you know about when the project was launched should be added to Jira in the “Backlog” section. This will save you from duplication of information in other sources from the very beginning of the project, as well as teach the other project participants that everything is controlled and maintained in Jira. The next step will be the decomposition of each feature or user history, but I will write about this in another article.

Share your backlog principles with your team. Tell us how you will manage the requirements: What are the processes? Who / when and what meetings should come? What do you expect from the team? What should the team expect from you? When and in what form will you supply them with ready-made development requirements?

The entire backlog management process should be transparent to each of the project participants, whether it be the developer or the marketing manager on the client side. Tell people how the requirements will be collected, the requirements clarified, what the client is responsible for, and what you are responsible for. It is very important to give the client access to the software that you will use to manage the requirements. Make sure that project access is opened as early as possible. Without them, this approach will be ineffective


A small recommendation for project managers. Do not try to make business analysts and designers create subtasks under specific user stories to track hours spent. This is a useless undertaking in this context, and in principle. The work of the designer and business analyst is quite creative, so it’s almost impossible to say exactly where and how long it will take today for one of them. According to the plan, the analyst today can have an analysis of the “X” feature for the whole day, but in fact it can take 2 hours to analyze and describe it, and everything else can solve problems with the team, the designer, the client, and God knows with whom.

What should be used in Jira to manage backlog For each of the points I will give my examples and explanation. Board (board) - used to display "issues" in a certain form. There are two types of boards: Scrum and Kanban. The described concept works for the Scrum type. Therefore, when starting a project, select this particular board. We need Scrum because of the specifics of how the information is visually broken.

Versions (versions) - represent the time stamps in the project. In my practice, I always use the names R.1 / R.Next. All requirements that appear in the process of interaction with the client in the current release, should be fixed and not lost, so those requirements that are not included in the current release, I put in R.Next.

Epic (epic) - is a large amount of work that can be broken down into smaller volumes. I create an epic when the work is more than 3 days of development, provided that this epic is not yet. But do not rush to create epics for each case, in a couple of months you will get confused. Here it is necessary to think carefully and create the optimal number of epics. You need to review all the functionality in advance, break into logical blocks and think what will be an epic in your cas

Tags (labels) are keywords by which you can easily group / find certain information. For example, in my projects, I often use tags like Web, APP, Integration. To quickly search for the necessary information on different requests from different project participants - QA, Client, Dev). Tell everyone what tags you have already created and why, and also tell the team that creating tags randomly for any reason will lead to chaos

Components (components) are subsections of the project. They are used to divide the project into smaller parts. I use components for modules in the application, and already inside the modules there are epics. For example, the module can be bonus charging processing or a core for creating business processes.

The issues and filters filter is simply a powerful tool that allows you to simplify the process of finding data or analytics data on a daily basis. I recommend that you use quick filters on the top panel of the board itself

Issue workflow is a tool that allows you to set up a sequence of statuses and ways to change them for a particular entity. Jira has standard processes for different types of entities, but I strongly recommend that you strain your brains and think about what process you will have. Then they need to be coordinated within the team and with the people of the customer.
For tasks, this is the process:

We did not try to complicate our lives. The main task was to do the work and minimize the bureaucracy on the projects.
A user story (story) is a separate type of entity that I create on my projects. It is necessary in order not to confuse anyone with terminology. You can also call it PBI (Product Backlog Item). The creation of this type is due to the external market. People who will come to the project, it will be much easier to get used to the familiar words. You will not confuse the concept while talking about the "task". People will no longer clarify: is it for the developer of “task” or is it a user story?
 
Task / subtask (task / sub task) - used for more detailed separation of user history by developers and QA. On the detail of the tasks are the whole war! Everyone has their own approach and methodology, as well as writing custom stories. I will say one thing for now: the more experienced the developer, the more detailed the description of the tasks and the greater their number under a specific user history. Tasks are needed first of all by the developer himself, so that in a week he can remember what needs to be done in a certain user history.
Bug (bug) - this type of entity is used to fix problems / shortcomings during development. We will talk in a separate article about what should be the way of life of the bug, what should be the levels of criticality of the bug and how to manage bugs.

Jira schema structure for security monitoring


Let's look at all of these arrows and rectangles. The main concept of this structure is to visually break the backlog into pieces using phantom sprints. This makes it possible to quickly segment user stories according to different criteria, as well as minimize the number of transitions between interfaces in
Advantages of working with user stories right on the "board":

Dragging history from one section to another using drag & drop.

Quick search for information through the search for the browser itself.

Quick filtering by several parameters: Release + Epic + customizable quick filter (Customer OK, Customer Review, and so on).

Quick work with a specific user history after it is found.
The minimum set of required sections in my concept: Backlog, BA in Progress, Ready for Grooming, Ready for Development, Next Sprint #N, Current Sprint #N. This structure will allow you to solve many problems that are associated with the delivery of requirements for development. To any member of the project, it will be clear what happens to backlog, at what stage each feature or individual requirement, where there are problems in the process of developing requirements.

Sections and their purpose User stories move upwards (Backlog => Next Sprint #N).

Section name Purpose Comment

Backlog

Everything that you have not yet begun to disassemble or develop is in this section. Different levels of detail and formats in which it is recorded.

As soon as a new requirement arises during the discussion of a certain functional, I create a story and put it in backlog, if this requirement is not related to the feature I'm working on at the moment.

These can be user stories to which an email from someone with specific requirements is attached, photos from some sessions. Maybe just a big text with a story about what you would like, or a list.

BA in Progress (more detailed video) In this section there are user stories, over which active work of the client and the vendor is going. This is, so to speak, the BA / PO workspace, with which it interacts on a daily basis. The business analyst takes into development one feature on which he begins work. Discussion with the client, the creation of mokapov and decomposition features on user stories.


Ready for Grooming This section should contain only those user stories that are ready for assessment by the team. At each session of capturing poker, BA / PO selects prepared stories from this list and discusses with the team. The stories in this section should already be checked by the client and consent to their implementation in this form should be obtained. Stories are sorted from top to bottom by business priorities. For user stories that are in this section, “Definition of Done” should be written. At a minimum, the following items: requirements are clear and unambiguous; mocap; test data if necessary.

Ready for development

This section is needed for each project participant to see the state of the finished backlog for development.

It contains user stories that have already been approved and agreed with all stakeholders, as well as the team provided its assessment for each of them. Stories that successfully passed "Grooming".

Stories are sorted from top to bottom by business priorities.

Example: The project's span is 100 pointpoints. There are 3 teams that develop 20/20/60 spacepoints per sprint. The total number of user stories in this section is 15 for a total of 90 hundredpoints.
Your team lacks 10 storypoints to fully load each of the teams.

The probability that all these user stories will go to the next sprint - 50/50. There may be technical dependencies or low priority features.

You need to have 1.5 more points for your teams in this section so that they can choose and create a uniform load for each of the team members.
Next Sprint #N In this section are user stories that BA / PO considers rational to take into development in the next sprint. Section filling may change at any time. This is the so-called buffer zone, so that it is easier for the responsible person to understand how many and what stories can be made for the team. Stories / defects are sorted from top to bottom by business priorities, and then technical.

Current Sprint #N This is the current sprint of a specific team. It contains user stories and defects that were previously selected by the planning team. Most sprints from Next Sprint #N fall into this sprint. Stories / defects are sorted from top to bottom based on technical dependencies. Each story is broken down into tasks for FE, BE, QA.


Separately, it is necessary to say about the “CR Bucket” section. Its availability depends on whether you use a term such as “Change request” in your project or not. The criteria for a well-organized backlog are the following characteristics: Deep, Invest, Dive. Prioritizing, decomposing, defining dependencies, and so on are big enough topics to discuss. I will separately tell about each of them. For now in more detail you can read here.
The filling of the future sprint should be controlled by a responsible person. Why I did not specify a specific role? Because depending on the project, this role may be called differently and the person will perform different duties.

To maintain the performance of such a solution, you need to use tags and also tell your client (those who will be responsible for approving / signing) the requirements about them. I suggest the following set of tags and a simple process:

CR (Change request) - used to mark those user stories that are considered changes to the requirements. Put the business analyst vendor. HLE (High level estimate) is used to show that the user history estimate is high-level and there are certain assumptions. Put the business analyst vendor. Customer_Review - used to indicate to the client that the user story is ready for review and discussion with the client. Put the business analyst vendor. Customer_Hold - used to show that a specific user story needs to be improved by the vendor team. It is put by the person from the client.

Customer_Approved - used to mark a specific user history as approved. It is put by the person from the client. In more detail, I talk about this concept on my channel in this video. What it looks like in reality Many of you may say that this approach is cool only on paper and diagrams. I give you an example of a real Jira:

Concepts of a similar type are discussed at conferences such as Atlassian Summit U.S. 2017 (here is a video) If you want to keep up with the times, you just need to start to 
understand how to build it and how to get the maximum benefit for your project.
Why is it necessary

In order to have a good product quality, high development speed, production requires a stable supply of requirements with exceptional quality.

A development team is a plant that releases a product through iterations. The worse the raw materials for your plant, the worse the final product or the higher the cost of the production of the product itself. Consider not developing software at the amateur level and moving into the big leagues with clear processes and optimal labor costs. To do this, it is not necessary to immediately call the Scrum / Agile coach or some certified specialist. It is enough to gather a team inside your project and talk about the problems 
that you currently have. 
If you want to bring your development team or project to a new higher and higher quality level, then this scheme is for you! If you have any questions on the implementation or adaptation of all the above, write to me in any communication channel.

