
CS4911/CS 8803 Project Planning 
 

In an effort to reduce the documentation burden while increasing the emphasis on design, 
students are not required to produce a formal written project plan. Instead, you will 
manage your project through the use of backlogs. Over the course of the semester, you 
will produce four backlogs: A product backlog and three iteration backlogs. 
 
Product Backlog 
  
The Product Backlog is a simple spreadsheet that has a minimum of six columns: 
Priority, Item#, Description, Estimate, Estimated By, and Remaining Hours by Sprint 
Start.  
 
Let’s start with the Description. Think of your project as a set of features and artifacts 
that have to be developed for a customer. We would list a short description of each 
feature and each class document (like the Product Vision), one per row of the 
spreadsheet. In iterative development, this is a living document.  Features are added as 
the customer requirements are further clarified and some features deleted.  
 
For each feature, the customer will have some that are very important and some that are 
less important. This forms the Priority.  You should keep the Product Backlog sorted by 
priority so that the highest priority items are always on top. When picking what to do for 
the next iteration, the features chosen for the next iteration should come from the highest 
priority features in the product backlog.   
 
The Item# is simply a sequential numbering scheme that your project team can use for 
traceability. You can relate your Use Cases back to the feature list by cross-referencing 
item numbers.  Each feature or artifact you develop takes some number of hours to 
complete. As you are starting the project, you need to estimate the amount of hours 
necessary to complete that feature or artifact.   Finally, estimates are prepared by a team 
member, so their name or initials go in the Estimated By column.  
 
The remaining hours by Sprint start comes next. For a real project there might be many 
sprints, but for CS4911/CS 8803, we have three. For each Sprint, we show how many 
hours we think are left to complete this feature at Sprint start. Finally, we total up the 
hours left at the start of each sprint. These totals will directly relate to your product 
burndown chart. Here is a sample Backlog: 
 
Team Sample Product Backlog 
 
 
 
 

Priority Item 
# 

Description Estimate Estimated 
By 

Remaining Hours By Sprint Start 
1            |          2           |           3 



  
  
Here is a discussion of Product Backlogs from a commercial company that uses SCRUM. 
  
Product Burndown Chart 
 
The product burndown chart allows the project manager to report effectively on how 
much work is left to do, to check on project convergence (are we ever going to end), and 
to estimate final project completion based on the current product backlog and estimates. 
The burndown chart is a plot of hours remaining on the project versus time.  Hours are on 
the Y axis and time is on the X axis. At the start of each sprint, the project manager 
should add a data point representing the hours remaining on the project at the start of that 
sprint. This figure comes from the totals line on the product backlog.  
 
If your data points form a straight line (or worse go up instead of down) it means you are 
not converging on an end date. You would need to take action to get the requirements 
changes under control or apply more effort to the project. 
 
Sprint Backlog 
While the product backlog lays out all that we are building and how much effort it will 
take, it doesn’t provide enough detail to allow us to manage the project. This is what the 
Sprint backlog is for. For CS4911, you will prepare three Sprint backlogs, one for each 
Sprint.  Each Sprint backlog is prepared just before the Sprint begins. Sprints use timebox 
development. In timebox development, the time limit is fixed.  We have three five week 
Sprints, so each Sprint must end on time. The only thing that is allowed to change is the 
functionality. If you are ahead of schedule, you pull more tasks into the Sprint from the 
Product Backlog. If you are behind schedule, you push some functionality out of the 
Sprint into the next one. 
  
The Sprint backlog is also a spreadsheet-based tool that allows the team to assign and 
track work for the project. It has columns that express the person who is responsible for 
completing the task (Who), the task they are working on (Description), and the schedule 

1 Product Vision 15 GBII 15          |        10           |           0 
2 DB Design 10 GBIII 10          |          0           |           0 Very High 
3 Query Design 5 GBVI   5          |          2           |           1 
4 UI Prototypes 5 GB   5          |          5           |            5 
5 Use Case Details 20 GB 20          |          20         |          10 
6 User Authentication 3 GBIII   3       |            3         |            3 
7 On-line store catalog 12 GBIV 12          |           12        |          12 

High 

8 On-line store shopping 
cart 

15 GB 15          |           15        |          15     

9 Auto-Install 15 GBII 15          |           15        |          15 
10 Customer History 13 GBIII 13          |           13        |          13 Medium 
11 Customer Profiles 22 GB 22          |           22        |          22 

TOTALS         135        |         117        |          96 



hours they will accomplish per time period. The time periods are set by the team. In a real 
SCRUM project, where the developers are all full-time, the time periods would be every 
day or every 2-3 days. For CS 4911/8803, you can use weeks in the Sprint. Since each 
iteration is five weeks, you would have five columns for the time estimates. A backlog 
example from industry can be found here. 
  
The Sprint backlog shows what tasks each person is assigned, whether that task is 
complete, in-progress or not started.  It also shows how much work is left to be done. 
Each week, as part of the status report, you would have each person report on their 
assigned tasks, how much work is left to do, and then update the backlog. A sample 
backlog would look like: 
 
Team Sample Sprint Backlog, Sprint 1 
Days Left In Iteration   28 21 14 7 0 
Who Description Status 01/13/06 01/20/06 01/27/06 02/03/06 02/10/06 
GB Product Vision COMPLETED 10 10 0 0 0 
GB DB Design IN PROGRESS 10 10 10 0 0 
GB Query Design IN PROGRESS   5   5 5 5 0 
GBII UI Prototypes COMPLETED   5 5 0 0 0 
GBII
I 

Use Case Details NOT 
STARTED 

10 10 10 10 10 

GB User 
Authentication 

NOT 
STARTED 

 3 3 3 3 3 

               
Total Estimated Hours 
Remaining 

    160 120 80 40 

  
Common problems are assigning the Who to “all” or “everyone”. Tasks should be broken 
down to the point that they can be assigned to one person for responsibility. Tasks with 
everyone responsible means no one is responsible!  Status is usually either 
COMPLETED, IN-PROGRESS or NOT STARTED. You could also have CANCELED 
(customers removes a requirement part way through the sprint) or TRANSFERRED (you 
are behind and cannot finish this sprint, so this task is moved to a later sprint). 
  
Sprint Burndown 
The sprint burndown is like the product backlog. It plots the hours remaining for sprint 
against time. The project manager should use this plot to manage the project and make 
decisions about removing features. Remember that timeboxed development means we 
never slip the schedule, we only cut features. How do we know if we are not going to 
make delivery on time? We project the slope of the burndown chart and see if it intersects 
our X axis at sprint completion. If it is short, you can add functionality to the sprint. If it 
is long, you will have to cut features to make sprint completion. The more often you 
update your status, the better the burndown chart will be. This is why real companies plot 
hours every 2 days. 


