Definition of Done (DoD)

Project: Digital Marketing Campaign Optimization Platform (DMCO)
Document Owner / Author: Nikhil Mali — Business Analyst
Version: 1.1
Date: 30/08/2025

1. Purpose
This Definition of Done (DoD) defines the mandatory criteria that must be met for backlog items (user stories), features, sprint increments, ML models, data pipelines, dashboards and releases in the DMCO project to be considered complete. It is written from the Business Analyst perspective within an Agile delivery model to ensure delivered functionality meets business needs, quality standards, and the checklist requirements provided.

2. Scope
Applies to:
· User stories and backlog items created / owned by the BA
· Sprint-level deliverables and increments
· ML models and data pipelines
· Dashboard and reporting features
· Pilot releases and production rollouts
· Documentation, training materials, and runbooks
Not in scope: vendor-managed third-party platform changes outside our connectors unless explicitly scoped into backlog items.

3. Master Checklist for DoD
Every story/feature MUST satisfy the following checklist items (these are mandatory; a story cannot be marked Done unless all applicable items are met and evidence is provided):
· Produced code for presumed functionalities.
· Assumptions of User Story met.
· Project builds without errors.
· Unit tests written and passing.
· Project deployed on the test environment identical to production platform.
· Tests on devices/browsers listed in the project assumptions passed.
· Feature ok-ed by UX designer.
· QA performed & issues resolved.
· Feature is tested against acceptance criteria.
· Feature ok-ed by Product Owner.
· Refactoring completed.
· Any configuration or build changes documented.
· Documentation updated.
· Peer Code Review performed.

4. User Story / Feature DoD (expanded & BA-focused)
Each user story must satisfy all applicable items and the additional criteria below before it is considered Done:
1. Acceptance Criteria: Clear, unambiguous acceptance criteria documented (prefer Gherkin) and mapped to test cases. (Meets: Feature is tested against acceptance criteria)
2. Business Validation: BA has reviewed the implementation and confirmed it meets the business intent; PO has performed final functional acceptance. (Meets: Feature ok-ed by Product Owner)
3. Produced Code: Code implementing the functionality is completed and matches the agreed design. (Meets: Produced code for presumed functionalities)
4. Assumptions: All user story assumptions documented and validated (or explicitly updated). (Meets: Assumptions of User Story met)
5. Build & CI: Code merges only after successful CI — project builds without errors and CI pipeline green. (Meets: Project builds without errors)
6. Unit Tests: Developer authored unit tests exist and pass in CI; coverage for new logic meets team target. (Meets: Unit tests written and passing)
7. Peer Code Review: Peer review completed and comments resolved; PR linked to story. (Meets: Peer Code Review performed)
8. Refactoring: Code refactoring (if required) completed and documented; no known maintainability blockers. (Meets: Refactoring completed)
9. Integration & Device/Browser Tests: Integration tests added and executed; UI stories tested on the devices/browsers listed in project assumptions and passed. (Meets: Tests on devices/browsers listed in the project assumptions passed)
10. Deployment to Test Environment: Deployable artifact created and deployed to test environment configured to be identical to production; smoke tests run and passed. (Meets: Project deployed on the test environment identical to production platform)
11. QA & Defect Resolution: QA performed; all P0/P1 defects resolved. Any remaining lower-priority defects documented with remediation plan. (Meets: QA performed & issues resolved)
12. Documentation Updated: Story-level documentation, data mappings, configuration changes and runbook notes added to Confluence. (Meets: Documentation updated, any configuration or build changes documented)
13. UX Approval: UX designer has reviewed and approved UI/UX; implemented UI matches approved mockups. (Meets: Feature ok-ed by UX designer)
14. Demo & PO Sign-off: Story demonstrated during sprint review and PO approval recorded. (Meets: Feature ok-ed by Product Owner)
15. Release Controls: If applicable, feature flagging/experiment controls in place and documented.
16. Traceability: Jira story links to acceptance tests, PRs, build artifacts and Confluence documentation.

5. Sprint Increment DoD (BA & Team acceptance)
For a sprint increment to be considered Done, the team must satisfy:
1. All committed stories meet the User Story / Feature DoD.
2. Regression acceptance suite for sprint scope executed and passed.
3. Sprint release notes prepared and shared with stakeholders.
4. Stakeholder demo completed; feedback captured and triaged.
5. Technical debt introduced during sprint is logged and prioritized (with owner).
6. Backlog groomed for next sprint using learnings from current sprint.

6. Release / Pilot DoD (production readiness)
A release or pilot is Done when:
1. End-to-end integration validated for all connected platforms.
2. Data quality & lineage documented; reconciliation checks passed.
3. ML models (if in scope) meet Model DoD (training reproducibility, evaluation, model card, registry).
4. Dashboards & KPIs verified and aligned with marketing and product stakeholders.
5. Performance & Load tests executed and within agreed SLA.
6. Security & Compliance scans completed and critical/high findings addressed.
7. Deployment & Rollback playbook created and dry-run tested.
8. Monitoring & Alerts configured for key metrics and pipeline failures.
9. Training & Runbooks published and pilot users trained.
10. Sign-offs obtained from PO, BA, QA Lead, Data Lead, ML Lead (where applicable), DevOps, Security.
11. No unresolved P0/P1 issues remain.
This Release DoD also requires that the release items include the checklist items for each delivered story/feature.

7. ML Model, Data Pipeline & Dashboard DoDs (mapping scan to screenshot checklist)
Where stories include ML models / data pipelines / dashboards, the team must still ensure the screenshot checklist items are applied:
· ML Models: code produced, unit tests for model code, reproducible training runs, model registered, documentation & model card updated, peer review of model code, QA/validation performed and accepted by Data/ML lead, deployed to test environment identical to prod, monitoring configured.
· Data Pipelines: ingestion and transforms produce buildable assets, pipeline runs pass in test environment, schema contracts and reconciliation tests added, documentation updated, peer review of SQL/transform code completed.
· Dashboards: UI implemented, UX sign-off, data reconciled with sources, load/performance validated, documentation updated, QA executed.
All of the above must evidence: produced code, passing unit tests, deployment to test environment identical to prod, QA performed & issues resolved, documentation updated, and approvals by UX and PO.

8. Testing & Quality Gates 
· Automated Gates: CI must run unit and integration tests; builds failing block merge.
· Manual Gates: QA sign-off required for final Done; PO acceptance required for business Done.
· Device/Browser Matrix: For UI stories, test matrix must be defined in the story and tests passed (matches screenshot item).
· Defect SLAs: P0/P1 defects must be closed before marking Done.

9. Documentation & Configuration Control 
· Any configuration or build changes MUST be documented in Confluence and linked from the Jira story.
· Documentation must be updated to describe behavior, configuration keys, and deployment steps.
· Runbook or troubleshooting notes added for any operational changes.

10. Roles & Sign-off Responsibilities (enforcing checklist ownership)
· Business Analyst (Nikhil Mali): Validates acceptance criteria, BA review, documentation, runbooks, and records PO approvals. Signs off BA portion.
· Product Owner: Final business acceptance (Feature ok-ed by Product Owner).
· Developer: Produces code, unit tests, peer review, refactoring, and ensures successful build.
· QA Lead/Tester: Executes tests across environments, validates acceptance criteria, confirms QA performed & issues resolved.
· UX Designer: Confirms UX sign-off.
· DevOps / Release Engineer: Ensures deployment to a test environment identical to production and documents configuration/build changes.
· Data / ML Lead: Signs off on data pipelines and model readiness where applicable.
Each signature is recorded on the release/story Confluence page or Jira approvals.

11. Suggested Jira Story Checklist (to enforce the screenshot items)
Add the following checkboxes to each Jira story template so the team cannot mark Done without verifying:
· Produced code for presumed functionalities.
· Assumptions of User Story met.
· Project builds without errors (CI green).
· Unit tests written & passing.
· Project deployed on test environment identical to production.
· Tests on devices/browsers listed in the project assumptions passed.
· Feature ok-ed by UX designer.
· QA performed & issues resolved.
· Feature is tested against acceptance criteria.
· Feature ok-ed by Product Owner (PO sign-off).
· Refactoring completed (if required).
· Any configuration or build changes documented (Confluence link).
· Documentation updated (Confluence link).
· Peer Code Review performed and PR approved.
Require attachments/links as evidence (PR link, build log, test report, Confluence doc, UX sign-off, PO comment).

12. Change Control for DoD
This DoD will be reviewed quarterly or at the end of each major milestone. Changes must be agreed by PO, BA, QA Lead, Data Lead and DevOps and recorded with versioning in Confluence.

13. Sign-off (record)
Prepared by (BA):
Name: Nikhil Mali
Signature / Jira ID: ____________________
Date: ____________________
Product Owner:
Name: ____________________
Signature: ____________________
Date: ____________________
QA Lead:
Name: ____________________
Signature: ____________________
Date: ____________________
Data Lead / ML Lead / DevOps / Security:
Names & Signatures: ___________________
Date: ____________________
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Product Vision

Project: Digital Marketing Campaign Optimization Platform (DMCO)
Document Owner / Author: Nikhil Mali — Business Analyst
Version: 1.0
Date: 30/08/2025

Scrum Project Details
Scrum Project Name: Digital Marketing Campaign Optimization Platform (DMCO)
Venue: Remote / Online (Primary collaboration via Teams / Confluence)
Date: 30/08/2025
Start time: 10:00 IST
End time: 11:00 IST
Duration: 1 hour
Client: Marketing & Growth Organization (Internal stakeholders + external campaign teams)
Stakeholder list:
· Product Owner — Marketing Lead (Business Sponsor)
· Head of Growth / Campaigns
· Campaign Managers (Brand / Performance)
· Data Science / ML Lead
· Data Engineering Lead
· Engineering Lead
· UX / Product Designer
· DevOps / SRE
· Legal / Compliance (privacy & tracking)
· Support / Operations

Scrum Team
Scrum Master: (TBD — assigned by Delivery Manager)
Product Owner: (TBD — Marketing Lead / Sponsor)
Scrum Developer 1: Backend Engineer (Data)
Scrum Developer 2: Frontend Engineer (BI/Dashboard)
Scrum Developer 3: ML Engineer / Data Scientist
Scrum Developer 4: QA / Test Automation Engineer
Scrum Developer 5: DevOps / Platform Engineer

Vision — What is your vision, your overarching goal for creating the product?
A single, ML-enabled SaaS platform that empowers marketing teams and agencies to centrally monitor, optimize and automate digital advertising campaigns across major channels (Google Ads, Meta, TikTok, programmatic, and connected analytics/CRM systems). The platform will reduce manual optimization effort, improve campaign ROI (lower CPA / higher conversion rates), and provide transparent, auditable experimentation so marketing decisions are data-driven and repeatable.

Product Vision Table
Target group
· Which market segment does the product address?
· Mid-market to enterprise e-commerce brands, retail chains, and performance marketing agencies running multi-channel paid campaigns. Also suitable for in-house growth teams at scale (≥$50k monthly ad spend).
· Who are the target users and customers?
· Primary users: Performance Marketers, Paid Media Managers, Campaign Managers, Growth Leads.
· Secondary users: Marketing Analysts, Data Scientists, CMOs, Agency Account Leads, Operations/Support teams.
Needs
· What problem does the product solve?
· Fragmented campaign data across channels, slow manual optimization, lack of unified attribution, difficulty scaling experiments and A/B tests, inability to reliably forecast and enforce P&L constraints across campaigns.
· Which benefit does it provide?
· Centralized campaign control and insights, automated optimization suggestions/actions (bidding, budget allocation, creative ranking), standardized experiment management, faster insight-to-action cycles, and measurable improvements in CPA/ROAS.
Product
· What product is it?
· A cloud-native, modular platform combining connectors for ad channels and analytics, an ETL/data pipeline, ML-driven optimization engine, campaign orchestration rules, experimentation framework, and interactive KPI dashboards with role-based access.
· What makes it desirable and special?
· Cross-channel intelligence that optimizes for business KPIs (not just channel metrics); built-in experiment controls and feature flags for safe rollouts; explainable ML recommendations; audit trails for regulatory/privacy compliance; plug-and-play connectors and APIs for extensibility.
· Is it feasible to develop the product?
· Yes — feasible as an MVP with prioritized scope: channel connectors (Google/Meta), data ingestion + ETL, a rules-based optimization engine, basic ML recommendations, and core dashboards. Incremental delivery in Agile sprints will expand connectors, automated bidding, advanced ML models, and scaling/enterprise features.
Value
· How is the product going to benefit the company?
· Improves marketing efficiency (lower CPA, better ROAS), centralizes campaign governance, reduces manual agency/resource cost, and creates a revenue-generating SaaS/managed-services opportunity for the company. Provides measurable business impact and defensible differentiation via ML-driven insights.
· What are the business goals?
· Deliver measurable campaign performance uplift in pilot customers (e.g., 15–25% CPA reduction or comparable ROAS improvement within pilot window), achieve adoption targets among campaign teams, and establish a subscription + services revenue stream. Accelerate time-to-insight and reduce optimization cycle time.
· What is the business model?
· Tiered SaaS subscriptions (by spend / feature tier) + professional services for onboarding and experimentation design. Potential performance-based pricing pilots (revenue-share or incentive fees) for selected enterprise customers. Long-term expansion through add-on modules (attribution, audience enrichment, advanced ML models).

MVP Scope (high-level — BA view)
· Connectors: Google Ads, Meta Ads, basic CSV / CRM ingest.
· Data: Centralized ingestion + ETL, data dictionary, initial schema and reconciliation checks.
· Optimization: Rules engine + basic ML recommendation pipeline (budget reallocation, bid suggestions).
· Experimentation: Control/treatment split support and A/B test instrumentation.
· Dashboards: Executive KPIs (CPA, ROAS, Impressions, Conversions) + campaign-level drilldowns and alerting.
· Ops: Deployment to staging, CI/CD, monitoring, basic RBAC and data privacy controls.
· Documentation: Runbooks, onboarding guide, and training materials for pilot users.

Success Criteria (measurable)
· Pilot customers demonstrate statistically significant improvement on primary KPI (e.g., CPA reduction ≥15% or ROAS improvement ≥20%) over baseline within pilot period.
· Platform ingests and reconciles cross-channel data with >98% accuracy for key metrics used by marketers.
· Dashboard adoption: ≥70–80% of pilot campaign managers use the platform weekly within 30 days of pilot start.
· Time-to-insight reduced by ≥50% compared to current process (measured from data availability to actionable recommendation).
· No critical security/compliance issues at production readiness; monitoring & alerting in place.

Key Assumptions & Constraints (BA perspective)
· Required API access and data-sharing permissions from ad platforms and CRM systems will be available for integration.
· Initial customer pilots will provide access to historical campaign data for model training.
· Data privacy and tracking constraints (GDPR/CCPA) may limit available identifiers — solution must support privacy-preserving features.
· MVP focuses on paid search & social; programmatic and other channels planned in later increments.
· Resource availability for ML and data engineering is required to meet pilot timelines.

Risks & Mitigations
· Risk: Data quality and inconsistent attribution models across channels.
Mitigation: Implement reconciliation tests, maintain data dictionary, and provide configurable attribution windows.
· Risk: Privacy/regulatory constraints reduce identifiable conversions.
Mitigation: Support aggregated signals, conversion modeling, and consent-aware tracking.
· Risk: Stakeholder adoption resistance.
Mitigation: Early stakeholder engagement, pilot co-design, and training + quick wins dashboard.

Next Steps (recommended immediate actions)
1. Confirm Product Owner and Scrum Master assignments.
2. Finalize prioritized MVP backlog (connectors, ETL, dashboards, rules engine).
3. Schedule stakeholder alignment workshop to validate KPIs and pilot customers.
4. Prepare data access agreements with pilot accounts and secure API credentials.
5. Plan first three sprints with clear acceptance criteria and DoD per project Definition of Done.

Prepared by:
Nikhil Mali — Business Analyst (DMCO Project)
Date: 30/08/2025
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User Stories Document

Project: Digital Marketing Campaign Optimization Platform (DMCO)
Document Owner / Author: Nikhil Mali — Business Analyst
Version: 1.0
Date: 30/08/2025


	User story No: US-001
	Tasks:
- Create login UI / SSO integration
- Implement RBAC roles & permissions
- Audit logging for access
	Priority: High

	Value statement:
As a Campaign Manager
I want to securely log in and access the DMCO platform with the correct role-based views
so that I can see and act only on campaigns and controls I’m authorized to manage.

	BV: High
	CP: 3
	

	Acceptance criteria:
1. Users can authenticate via SSO and native credentials.
2. RBAC roles (Admin, Campaign Manager, Analyst, Viewer) exist and enforce UI/content access.
3. Unauthorized access attempts are logged and reviewed.
4. Session timeouts and password policies comply with security guidelines.




	User story No: US-002
	Tasks:
- Build connectors for Google Ads & Meta Ads
- Implement connector auth & refresh token flows
- Add connector health checks & error handling
	Priority: High

	Value statement:
As a Data Engineer
I want to connect and ingest data from Google Ads and Meta Ads
so that campaign data is centralized for analysis and optimization.

	BV: High
	CP: 8
	

	Acceptance criteria:
1. System can connect to Google Ads and Meta using provided credentials.
2. Required metrics (impressions, clicks, cost, conversions) are ingested for configured accounts.
3. Connector handles token refresh and retries on transient failures.
4. Connector health/status visible in admin UI; failure alerts generated.




	User story No: US-003
	Tasks:
- Design ETL schema & data dictionary
- Implement ingestion + transformations (dbt/sql)
- Add automated reconciliation checks
	Priority: High

	Value statement:
As a Marketing Analyst
I want consistent, reconciled campaign data in the platform
so that dashboard KPIs reflect true performance and can be trusted for decision making.

	BV: High
	CP: 13
	

	Acceptance criteria:
1. Data schema and dictionary published in Confluence.
2. ETL transforms produce reconciled metrics matching source within agreed tolerance (>98% match).
3. Automated reconciliation tests run daily and report anomalies.
4. Lineage for key KPIs documented (source → transform → dashboard).




	User story No: US-004
	Tasks:
- Implement KPI dashboard (CPA, ROAS, CVR)
- Add filters, date ranges and drill-downs
- Implement export & scheduled reports
	Priority: High

	Value statement:
As a Campaign Manager
I want an interactive dashboard showing campaign KPIs
so that I can monitor performance and identify areas for optimization quickly.

	BV: High
	CP: 8
	

	Acceptance criteria:
1. Dashboard displays CPA, ROAS, Impressions, Clicks, Conversions.
2. Filters for account/campaign/ad-set/time period work and persist across sessions.
3. Drill-down to campaign/ad-level metrics available and accurate vs reconciled data.
4. Users can export dashboard or subscribe to scheduled reports.




	User story No: US-005
	Tasks:
- Build rules-based optimization engine (MVP)
- Implement recommendation UI & action approval
- Add audit trail for applied optimizations
	Priority: High

	Value statement:
As a Performance Marketer
I want actionable optimization recommendations (bids, budgets, pause ads)
so that I can quickly take actions that improve campaign ROI with minimal manual effort.

	BV: High
	CP: 13
	

	Acceptance criteria:
1. System surfaces clear recommendations with rationale and expected impact.
2. Recommendations can be approved by user and applied via connector or exported as playbook.
3. All recommended and applied actions are auditable with timestamp and user.
4. Recommendations validated in test environment against sandbox accounts.




	User story No: US-006
	Tasks:
- Implement experiment setup UI (control/treatment)
- Instrument metrics collection for experiments
- Provide statistical summary & significance calc
	Priority: Medium

	Value statement:
As a Growth Lead
I want to run controlled experiments on optimization strategies
so that we can quantify lift and make data-driven decisions on scaling changes.

	BV: Medium
	CP: 8
	

	Acceptance criteria:
1. Experiments can be created with defined control & treatment segments.
2. Instrumentation collects required metrics and flags experiment membership.
3. System calculates statistical significance, confidence intervals, and reports.
4. Experiment results exportable and versioned for audit.




	User story No: US-007
	Tasks:
- Implement ML pipeline for basic recommendations
- Create model training reproducibility scripts
- Integrate model outputs into recommendation UI
	Priority: Medium

	Value statement:
As an ML Engineer
I want to deploy reproducible models that predict performance improvements
so that the product can provide data-driven optimization suggestions beyond rules.

	BV: Medium
	CP: 21
	

	Acceptance criteria:
1. Model training is reproducible and documented with dataset versioning.
2. Model outputs meet minimum evaluation thresholds defined by BA & ML Lead.
3. Model registered in model registry with metadata and model card.
4. Shadow/canary tests performed with no unacceptable regressions.




	User story No: US-008
	Tasks:
- Add alerts for KPI anomalies & pipeline failures
- Configure alert routing and owner assignments
- Create runbook for common alerts
	Priority: Medium

	Value statement:
As an Operations Engineer
I want automated alerts for data or performance anomalies
so that the right owner can act quickly to resolve issues and reduce downtime.

	BV: Medium
	CP: 5
	

	Acceptance criteria:
1. Alerts trigger for data reconciliation failures, missing ingestion, and KPI spikes/drops.
2. Alert messages include context and links to runbook and affected resources.
3. Alert escalation and owner assignment configured and tested.




	User story No: US-009
	Tasks:
- Implement user management & audit log exports
- Provide admin UI for connectors and system config
	Priority: Low

	Value statement:
As an Admin
I want to manage users, connectors and system settings
so that I can ensure correct access and maintain integrations without developer intervention.

	BV: Low
	CP: 5
	

	Acceptance criteria:
1. Admin UI allows adding/removing users and assigning roles.
2. Connector configuration view shows status and allows re-authentication.
3. Audit logs available for export covering user actions and connector events.




	User story No: US-010
	Tasks:
- Build export APIs and report scheduler
- Implement scheduled email reports & CSV export
	Priority: Medium

	Value statement:
As a Marketing Analyst
I want to schedule and export recurring performance reports
so that stakeholders receive timely insights in their preferred formats.

	BV: Medium
	CP: 3
	

	Acceptance criteria:
1. Users can schedule reports with cadence (daily/weekly/monthly) and recipients.
2. Export formats include CSV and PDF; exported values reconcile with dashboard.
3. Failed exports generate alerts to report owner.



Prepared by:
Nikhil Mali — Business Analyst (DMCO Project)
Date: 30/08/2025





END of User Stories Document


Agile PO Experience

Project: Digital Marketing Campaign Optimization Platform (DMCO)
Document Owner / Author: Nikhil Mali — Business Analyst (documenting Agile PO experience)
Version: 1.0
Date: 30/08/2025

1. Overview — Role of the Product Owner (PO) 
The Product Owner acts as the primary liaison between business stakeholders and the Scrum team for the DMCO project. From a Business Analyst perspective, the PO’s responsibilities combine strategic product vision with day-to-day backlog ownership and prioritization. The PO ensures that the platform delivers measurable business value — improved campaign ROI, reduced manual effort, and reliable experimentation — while balancing technical feasibility, compliance and stakeholder expectations.

2. Key Responsibilities of the PO
Market Analysis
· Conduct analysis of market demand for campaign optimization and attribution features.
· Evaluate availability of similar products and competitive differentiators (e.g., cross-channel ML optimization, explainability, experiment controls).
· Feed market insights into prioritization and roadmap decisions.
Enterprise Analysis (Due Diligence)
· Assess the market opportunity for DMCO (TAM, target segments like mid-market and enterprise).
· Validate assumptions with pilot customers and stakeholders; capture constraints (data access, privacy limitations).
· Identify enterprise integration & compliance requirements (SSO, RBAC, GDPR/CCPA).
Product Vision & Roadmap
· Define product vision aligned with marketing and growth goals (e.g., CPA reduction, ROAS improvement).
· Maintain a prioritized product roadmap with high-level features and timelines (MVP → incremental enhancements).
· Collaborate with BA to translate vision into epics, prioritized backlog items and success metrics.
Managing Product Features
· Elicit stakeholder expectations and align features to business outcomes.
· Prioritize epics and stories using criticality, ROI and pilot readiness.
· Make trade-off decisions balancing scope, schedule and quality.
Managing Product Backlog
· Maintain and continuously refine the backlog: create user stories, acceptance criteria, and BV/CP metadata.
· Reprioritize backlog based on stakeholder input, pilot results and learning from sprints.
· Ensure sufficient grooming so stories are ready for sprint planning.
Managing Iteration Progress
· Oversee sprint progress reviews and ensure alignment to sprint goals.
· Reprioritize sprints and stories where required based on emergent risks or discoveries.
· Participate in sprint retrospectives with the BA to capture process improvements and apply them in subsequent sprints.

3. PO’s Day-to-Day Agile Activities and Meetings (what I learned as BA working with PO)
The PO must be actively involved in all core Scrum ceremonies and related activities to maximize value delivery:
Sprint Planning Meeting
· Clarify sprint goal and select backlog items that align to business priorities.
· Confirm acceptance criteria and Definition of Done (DoD) for each selected story.
· Ensure the team understands business context and success metrics for each story.
Daily Scrum (Daily Stand-up)
· Attend as stakeholder liaison when required to unblock priorities or clarify acceptance details.
· Use daily touchpoints to quickly address questions that might impede progress.
Sprint Review Meeting
· Review completed work with stakeholders and capture feedback.
· Validate delivered increments against acceptance criteria and business outcomes.
· Decide on acceptance, adjustments and next steps for scaling features from pilot to production.
Sprint Retrospective Meeting
· Inspect team processes and identify actionable improvements (e.g., definition of ready, test automation).
· Drive continuous process improvements in collaboration with Scrum Master and BA.
Backlog Refinement Meeting
· Continuously refine and decompose epics into ready user stories.
· Update story priorities based on new information (data, pilot feedback).
· Ensure each story contains clear acceptance criteria, BV & CP values and necessary dependencies documented.

4. User Stories Creation — What to include 
For high quality user stories that support efficient sprint execution and business validation, the PO ensures each story contains:
· Story No: Unique identifier (e.g., US-001).
· Value Statement (As a..., I want to..., so that...): Clear business context and motivation.
· Tasks: High-level implementation tasks or technical notes for dev/qa reference.
· Priority: Business priority (High/Medium/Low) aligned to roadmap.
· Acceptance Criteria: Clear, measurable criteria (ideally Gherkin-style) that define done and drive automated acceptance tests.
· BV (Business Value): Estimated business impact or priority score.
· CP (Complexity/Cost Points): Relative estimate for planning (story points or T-shirt sizing).
· Dependencies & Assumptions: Any external dependencies (API access, pilot accounts) and assumptions that could affect delivery.
· Attachments/Mocks: UX wireframes, data dictionary links, sample payloads and configuration notes.
· DoD Checklist: Confirm story-level DoD items are met (unit tests, peer review, deployed to test env, QA sign-off, documentation).

5. PO as the Liaison — Communication and Collaboration
· Serve as the primary communicator with marketing, growth, data science, and legal stakeholders.
· Translate business goals into actionable backlog items with the BA’s support.
· Keep stakeholders informed of sprint outcomes, risks and changes; solicit timely decisions to avoid delays.
· Facilitate pilot design and KPI definitions with BA and Data/ML leads.

6. PO’s Deliverables & Artifacts (what the PO owns/drives)
· Product Vision & Roadmap (high-level).
· Prioritized Product Backlog (epics, stories, acceptance criteria).
· Success criteria and KPI definitions for pilots and releases.
· Stakeholder sign-offs and acceptance records (sprint reviews, release approvals).
· Business-facing documentation for features and release notes.

7. Practical Lessons Learned 
· Early and explicit KPI alignment with stakeholders prevents scope churn during pilots.
· Well-defined acceptance criteria (Gherkin) dramatically reduce rework and speeds QA cycles.
· Regular backlog refinement reduces sprint planning time and improves sprint predictability.
· PO involvement in demos increases stakeholder buy-in and faster acceptance.
· Pairing the PO with the BA during data/ML discussions ensures product requirements are technically realizable and measurable.

8. Recommended Best Practices for the PO (actions to adopt)
· Maintain a rolling 3-sprint roadmap: near-term priorities and a clear MVP path.
· Use BV & CP scoring to make transparent prioritization decisions.
· Ensure every story has clear DoR (Definition of Ready) and DoD items.
· Run short stakeholder review sessions after each sprint review to validate assumptions quickly.
· Keep pilot criteria simple and measurable; require statistical plan for experiments.

9. Closing summary
The Product Owner for the DMCO project must balance strategic market understanding with rigorous backlog discipline and active stakeholder management. From a Business Analyst perspective, the PO’s constant engagement in market analysis, backlog prioritization, sprint ceremonies, and acceptance activities is essential to deliver a product that meets marketing goals, respects regulatory constraints, and achieves measurable pilot success.

Prepared by:
Nikhil Mali — Business Analyst (Documenting PO Experience)
Date: 30/08/2025
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Product & Sprint Backlog and Burndown Charts - DMCO Project

Project: Digital Marketing Campaign Optimization Platform (DMCO)
Document Owner / Author: Nikhil Mali — Business Analyst 
Version: 1.0
Date: 30/08/2025


Product backlog:
	User story ID
	User story
	Tasks
	Priority
	BV
	CP
	Sprint

	US-001
	Login & Access
	Create login UI / SSO; Implement RBAC; Audit logging
	High
	High
	3
	Backlog

	US-002
	Connectors - Google/Meta
	Build connectors; auth flows; health checks
	High
	High
	8
	Backlog

	US-003
	ETL & Data Dictionary
	Design ETL schema; transforms; reconciliation
	High
	High
	13
	Backlog

	US-004
	KPI Dashboard
	Implement dashboard; filters; export
	High
	High
	8
	Backlog

	US-005
	Rules-based Optimization
	Build rules engine; recommendation UI
	High
	High
	13
	Backlog

	US-006
	Experimentation Framework
	Experiment UI; stats; instrumentation
	Medium
	Medium
	8
	Backlog

	US-007
	ML Recommendation Pipeline
	Model pipeline; reproducibility; registry
	Medium
	Medium
	21
	Backlog

	US-008
	Alerts & Ops
	Alerts for anomalies; runbooks
	Medium
	Medium
	5
	Backlog

	US-009
	Admin & Audit
	User mgmt.; connector admin UI
	Low
	Low
	5
	Backlog

	US-010
	Exports & Scheduler
	Report scheduler; export APIs
	Medium
	Medium
	3
	Backlog



Sprint backlog:
	User story ID
	User story
	Tasks
	Owner
	Status
	Estimated effort

	US-001
	Login & Access
	SSO integration; RBAC; Audit logs
	Alice (Dev)
	In Progress
	3

	US-004
	KPI Dashboard
	Dashboard metrics; filters; export
	Bob (Frontend)
	In Progress
	8

	US-002
	Connectors - Google/Meta
	Auth flows; health checks
	Carol (Data Eng)
	To Do
	8



Product burndown:

[image: ]
Sprint burndown:

[image: ]
Prepared by:
Nikhil Mali — Business Analyst (DMCO Project)
Date: 30/08/2025
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Meeting Type 1: Sprint Planning meeting
	Date
	01-09-2025

	Time
	10:00 - 11:30 IST

	Location
	Virtual - Teams

	Prepared By
	Nikhil Mali (BA)

	Attendees
	Product Owner, Scrum Master, Dev Team, QA, Data Lead, ML Lead, UX



Agenda Topics
	Topic
	Presenter
	Time allotted

	Sprint goal & selected stories
	Product Owner
	30 mins

	Acceptance criteria & DoD review
	Business Analyst
	20 mins



Other Information
	Observers
	Stakeholder observers (optional)

	Resources
	Confluence links, mockups, data samples

	Special Notes
	Ensure API credentials available for connector stories



Meeting Type 2: Sprint review meeting
	Date
	14-09-2025

	Time
	16:00 - 17:00 IST

	Location
	Virtual - Teams

	Prepared By
	Nikhil Mali (BA)

	Attendees
	PO, Stakeholders, Dev Team, QA, Data Lead



	Sprint status
	Things to demo
	Quick updates
	What's next

	In Progress - Sprint 1
	Login, KPI Dashboard
	Connectors auth pending
	Complete connectors and ETL for next sprint



Meeting Type 3: Sprint retrospective meeting
	Date
	15-09-2025

	Time
	10:00 - 11:00 IST

	Location
	Virtual - Teams

	Prepared By
	Scrum Master

	Attendees
	Dev Team, QA, BA, PO, Scrum Master



	Agenda
	What went well
	What didn't go well
	Questions
	Reference

	Sprint process and blockers
	Good cross-team collaboration
	API credential delays
	How to improve connector onboarding?
	Confluence Retrospective notes

	Test automation
	E2E tests added
	Flaky tests causing rework
	Which flaky tests to prioritize?
	Jira ticket refs



Meeting Type 4: Daily Stand-up meeting
	Question
	Name/Role
	Monday
	Tuesday
	Wednesday
	Thursday
	Friday
	Saturday
	Sunday

	What did you do yesterday?
	Developer 1
(Backend)
	
	
	
	
	
	
	

	What did you do yesterday?
	Developer 2
(Frontend)
	
	
	
	
	
	
	

	What did you do yesterday?
	Developer 3
(QA)
	
	
	
	
	
	
	

	What will you do today?
	Developer 1
(Backend)
	
	
	
	
	
	
	

	What will you do today?
	Developer 2
(Frontend)
	
	
	
	
	
	
	

	What will you do today?
	Developer 3
(QA)
	
	
	
	
	
	
	

	What (if any) is blocking your progress?
	Developer 1
(Backend)
	
	
	
	
	
	
	

	What (if any) is blocking your progress?
	Developer 2
(Frontend)
	
	
	
	
	
	
	

	What (if any) is blocking your progress?
	Developer 3
(QA)
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