KNOWLEDGE FACTOR: Acceptance Criteria

Acceptance Criteria and the Prioritized Product Backlog
The  Prioritized  Product  Backlog  is  a  single  requirements  document [or database] that  defines  the  project  scope  by providing a prioritized list of features of the product or service to be delivered by the project. The required features are described in the form of User Stories. User Stories are specific requirements outlined by various stakeholders as they pertain to the proposed product or service. [footnoteRef:1] [1:  Scrum Book of Knowledge, www.scrumstudy.com ] 


Each User Story will have associated User Story Acceptance Criteria (also referred to as “Acceptance Criteria”), which are the objective components by which a User Story’s functionality is judged.  Acceptance  Criteria  are  developed  by  the  Product  Owner according  to  his  or  her  expert  understanding  of  the  customer’s  requirements.  The Product Owner then communicates the User Stories in the Prioritized Product Backlog to the Scrum Team members and their agreement is sought.  Acceptance  Criteria  should  explicitly  outline  the  conditions  that  User  Stories  must satisfy. Clearly defined Acceptance Criteria are crucial for timely and effective delivery of the functionality defined in the User Stories, which ultimately determines the success of the project.[footnoteRef:2] [2:  SBOK] 


At the end of each Sprint, the Product Owner uses these criteria to verify the completed deliverables; and can  either  accept  or  reject  individual  deliverables  and  their  associated  User  Stories.  If deliverables are accepted by the Product Owner, then the User Story is considered done. A clear definition of done is critical because it helps clarify requirements and allows the team to adhere to quality norms. It also helps the team think from the user’s perspective when working with User Stories.
User  Stories  corresponding  to  rejected  deliverables  are  added  back  to  the  Updated  Prioritized  Product Backlog  during  the  Groom  Prioritized  Product  Backlog  process,  to  be  completed  in  future  Sprints.  The rejection of a few individual deliverables and their corresponding User Stories is not a rejection of the final product or product increment. The product or product increment could be potentially shippable even if a few User Stories are rejected.[footnoteRef:3] [3:  SBOK] 


Writing Acceptance Criteria
Acceptance Criteria are unique to each User Story and are not a substitute for a requirements list. It is important for a Product Owner to note that User Stories that fulfill most, but not all, Acceptance Criteria cannot be accepted as done.  Scrum projects operate in Time-boxed Sprints, with a dedicated Sprint Backlog for each Sprint. Often, the last bit of work might be the most complicated part of a User Story and might take longer than expected. If incomplete User Stories were given partial credit for being done and carried over to the next Sprint, then the progress of the subsequent Sprint could be disrupted. Therefore, the done status is black and white. A User Story can only be either done or not done.[footnoteRef:4] [4:  SBOK] 


Minimum Acceptance Criteria
A higher level business unit may announce mandatory minimum Acceptance Criteria, which then become part of the Acceptance Criteria for any User Story for that business unit. Any functionality defined by the business  unit  must  satisfy  these  minimum  Acceptance  Criteria,  if  it  is  to  be  accepted  by  the  respective Product Owner.  The  introduction  of  this  Acceptance  Criteria  may  lead  to  a  cascading  set  of  Acceptance Criteria for the portfolio, program, and project. [footnoteRef:5] [5:  SBOK] 


The overall quality standards, guidelines, and templates  for  an  entire  portfolio  are  set  by  the  Portfolio  Product  Owner  while  the  minimum  Acceptance Criteria for programs are set by the Program Product Owner. Thus the Acceptance Criteria for a User Story In a project will implicitly include all the minimum Acceptance Criteria from the higher levels, as applicable. Once the minimum acceptance Criteria are defined, such criteria may then be documented in the Scrum Guidance Body documents and referred to by Scrum Teams as required.[footnoteRef:6] [6:  SBOK] 


Acceptance or Rejection of Prioritized Product Backlog Items 
Toward the end of any iteration, the respective business unit and stakeholders participate in a Sprint Review Meeting  in  which  the  product  increment  is  demonstrated  to  the  Product  Owner,  sponsor,  customer,  and users.  While  feedback  from  all  the  stakeholders  is  gathered,  only  the  Product  Owner  has  the  power  to accept or reject  a particular User Story as  Done,  according to the agreed upon Acceptance Criteria. Thus, the role of Acceptance Criteria in maintaining quality is critical and needs to be clearly understood by the team. It is the responsibility of the Scrum Master to ensure that the Acceptance Criteria for a User Story are not changed by the Product Owner in the middle of a Sprint. Partially completed User Stories are rejected as not done and moved back into the Prioritized Product Backlog.[footnoteRef:7] [7:  SBOK] 




Self-Assessment	
· Item Readiness: Describe that, in order for an item to be considered ready for inclusion in a Sprint, each Product Backlog item should be	small enough to fit into a Sprint	and must be clear in the expectations of the Product Owner (i.e., by specifying acceptance criteria).[footnoteRef:8] [8:  CSM Learning Objectives, www.scrumalliance.org ] 

· Identify how product backlog items reflect their impact and desired outcomes.[footnoteRef:9] [9:  CSPO Learning Objective 2017, www.scrumalliance.org ] 
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