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1. Introduction
According to the Agile Extension to the BABOK® Guide v2, the Definition of Done (DoD) is a technique where the Scrum Team agrees upon a set of clear, measurable, and objective criteria that must be met before any backlog item (such as a user story, sprint, or release) can be considered complete.
In this project, the DoD acts as a shared understanding between the Product Owner, Scrum Team, and Stakeholders regarding the expected level of completion and quality for deliverables.
It ensures:
· Consistency and transparency in deliverables.
· Alignment with acceptance and quality criteria.
· Predictable and measurable progress across sprints.

2. Purpose of the Definition of Done
The DoD ensures that:
· Each user story delivers functional and tested value to the business.
· All technical and quality standards are met before marking an item as complete.
· There are no unfinished tasks, defects, or dependencies pending when a story or sprint is declared “Done.”

3. Levels of Definition of Done
In this project, the Definition of Done is established at three levels:
· User Story Level – Applied to each individual user story within a sprint.
· Sprint Level – Ensures that all committed stories and sprint goals are met and integrated.
· Release Level – Validates that the product increment is ready for deployment or handover to users.

4. Checklist for Definition of Done (DoD)
A) User Story Level DoD
· All acceptance criteria for the user story are defined, implemented, and verified.
· Functional code is written, peer-reviewed, and successfully committed to the repository.
· API integrations (CIBIL, GST, ITR, MCA, etc.) are implemented and tested for accuracy, data consistency, and error handling.
· Data validation and encryption completed to ensure security and compliance with KYC norms.
· Unit and integration tests executed with a minimum 80% code coverage, and all test cases (positive and negative) have passed.
· Workflow tested for each modules  KYC,  API Integration, Automated Scoring, NPA Dashboard, Analytics
· Error handling and exception logic implemented for invalid documents, API failures, or missing borrower data.
· UI/UX validation completed to match approved wireframes and ensure clarity in dashboards and visual reports.
· QA testing (functional, regression, and security) completed with all critical defects closed.
· Performance validation done for APIs, dashboards, and data-heavy screens to ensure optimal response time.
· Documentation (technical design, API details, and configuration notes) updated in the central repository.
· Product Owner review and approval received; the story is demo-ready and merged into the main branch successfully.

  B)  Sprint Level DoD
i. Sprint 1: Digital KYC and API Integrations (PAN, Aadhaar, CIBIL, GST, ITR, MCA)
ii. Sprint 2: Integrated Scoring Model and NPA Monitoring
iii. Sprint 3: Borrower Segmentation, Forecasting, and Analytics Dashboards
· All user stories committed for the sprint are completed as per the User Story–Level DoD.
· Sprint goals 
KYC automation and API integrations in Sprint 1, scoring accuracy and dashboard features in Sprint 2, forecasting insights in Sprint 3 are fully achieved and validated by the Product Owner.
· No open defects of severity “High” or “Critical” remain unresolved at sprint closure.
· Sprint demo/review conducted — key features (e.g., KYC dashboard, scoring logic, or analytics visualization) demonstrated to stakeholders and accepted.
· Regression testing executed on the integrated sprint build to ensure all previously developed modules work seamlessly.
· End-to-end flow testing completed for data continuity between modules KYC API IntegrationAutomated ScoringNPA Dashboard→ Analytics
· All new APIs integrated and validated (CIBIL, GST, ITR, MCA) with successful responses and error handling verified.
· All sprint features are deployed successfully to the test/staging environment, and deployment logs reviewed by QA.
· Configuration settings, environment variables, and data migration steps documented and validated for reusability in the next sprint.
· Performance testing done for key modules (API response time, dashboard load speed, etc.).
· Sprint retrospective conducted — improvement actions identified and tracked for the upcoming sprint.
· Sprint closure summary prepared, including story completion metrics, velocity achieved, and PO acceptance confirmation.

C) Release Level DoD
· All planned features for the release are completed, tested, and verified end-to-end across all modules (KYC API IntegrationAutomated ScoringNPA Dashboard→ Analytics).
· System Integration Testing (SIT) and User Acceptance Testing (UAT) are successfully completed, with all critical defects resolved.
· Regression testing performed on the full release build to ensure existing functionality is not impacted.
· Security, data privacy, and compliance checks as per RBI Digital KYC and internal IT security standards) are verified and approved.
· Performance and load testing completed to validate system stability under expected user and data volumes.
· Deployment scripts, CI/CD pipelines, and environment configurations (UAT, pre-prod, prod) are validated and version controlled.
· Backup, rollback, and recovery procedures tested to ensure smooth release deployment and risk mitigation.
· Technical, functional, and user documentation updated — including API mappings, workflows, and configuration steps.
· User manuals and training materials reviewed and approved for operational readiness.
· Release notes prepared summarizing new features, enhancements, known issues, and dependencies — approved by Product Owner.
· Formal sign-off obtained from the Product Owner, QA Lead, Release Manager, and Business Stakeholders.
· Production deployment executed or scheduled, followed by post-release monitoring and stability verification for 24–48 hours after go-live.
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Scrum Project Name: LLMS (Loan lifecycle Management System) Enhancement 

	Venue:  Meeting on Microsoft Teams

	Date: 18/10/2025
	Start time: 11:00am
	End time: 1:00pm
	Duration: 2 hours

	Client:  ABC Bank Ltd

	Stakeholder list: 
1. Chief Risk Officer (CRO) – Governance & Risk Oversight
2. Head of Credit & Underwriting – Loan Approval Process
3. Head of IT / Digital Transformation – Technical Integration
4. Sales & Marketing Director – Lead Generation Insights
5. Compliance & Audit Head – Regulatory Compliances
6. Recovery Department Head – NPA Monitoring
7. End Users – Loan Officers, Risk Managers, Recovery Officers, Sales & Marketing Officers

	Scrum Team 

	Scrum Master:  Mr. Shirish

	Product owner:  Mr. Arun

	Scrum Developer 1:  Ms. Alice

	Scrum Developer 2:   Ms. Pooja

	Scrum Developer 3:  Mr. Rahul



	Vision: 
To modernize ABC Bank’s legacy Business Loan Management System into a next-generation digital lending platform that automates borrower onboarding, integrates with regulatory APIs, applies intelligent credit scoring, and enables real-time portfolio monitoring.
The goal is to create a faster, compliant, and customer-centric loan ecosystem that aligns with RBI’s digital transformation mandates while enhancing efficiency, decision accuracy, and customer satisfaction.



	Target group 
Market Segment:
· Banking and financial services (BFSI), focusing on business and MSME lending.
· The system is designed for mid-sized and large banks seeking to digitize end-to-end loan processes.

Target Users and Customers:

· Loan Officers: For borrower onboarding, digital KYC, and loan initiation.
· Risk & Credit Officers: For automated credit evaluation and approval.
· Recovery Officers: For NPA tracking and automated recovery workflows.
· Sales & Marketing Teams: For borrower segmentation, lead generation, and campaign targeting.
· Senior Management: For compliance monitoring, performance dashboards, and strategic decision-making.
· Customers (Borrowers): Indirect beneficiaries through faster approval and transparent status tracking.

	Needs 
Problems the Product Solves:
· [bookmark: _Hlk212747180]Manual verification and paper-based workflows cause delays and errors.
· Fragmented systems for KYC, CIBIL, GST, and ITR verification.
· No automated scoring model: creditworthiness evaluation is inconsistent.
· Lack of real-time visibility into NPAs and overdue accounts.
· Static MIS reports without predictive insights or segmentation.

Benefits Provided:
· Digital KYC integrated with RBI-approved frameworks.
· Automated API-based verification with CIBIL, GSTN, ITR, and MCA.
· AI-enabled credit scoring for accurate and faster decisions.
· Real-time dashboards for NPA tracking and recovery prioritization.
· Advanced analytics for borrower segmentation and seasonal demand forecasting.
· Improved turnaround time and enhanced borrower experience.

	Product
[bookmark: _Hlk212747167]A cloud-ready, modular Business Loan Lifecyle Management System (LLMS) designed for digitized loan origination, credit assessment, monitoring, and analytics.
Desirability & Special Features:
· Seamless digital KYC and document verification.
· API integration with external credit and   financial databases (CIBIL, GST, ITR, MCA).
· Automated credit scoring and deviation approval workflow.
· NPA dashboard with reminders, risk alerts, and recovery tracking.
· Borrower segmentation and heatmap visualization for campaign insights.
· Data-driven forecasting and performance analytics.
· RBI-compliant audit trail, security, and data encryption.

Feasibility:
· Built on scalable cloud architecture (AWS/Azure).
· Integration-ready APIs and modular design for phased deployment.
· Agile development approach ensures adaptability to regulatory updates.
· Technical feasibility validated through similar deployments in BFSI sector.

	Value 
How the Product Benefits the Company:
· [bookmark: _Hlk212745997]Reduces loan approval turnaround time by 40–50%.
· Enhances compliance with RBI’s digital and reporting standards.
· Decreases operational dependency on manual workflows.
· Reduces delinquency through proactive NPA monitoring.
· Provides competitive edge with analytics-driven insights.
· Improves customer satisfaction and retention.

Business Goals:
· [bookmark: _Hlk212746007]Achieve end-to-end digital loan processing by 2026.
· Ensure 100% regulatory compliance with RBI’s Digital Lending Framework.
· Reduce loan processing time from 7 days to 4 days.
· Lower NPA ratio through predictive monitoring and automated recovery.
· Improve loan portfolio quality and business growth through analytics.

Business Model:
· Internal Implementation Model: Designed for in-house use across ABC Bank branches.
· Future-ready for external licensing or white-label deployment to partner NBFCs.
· Cost-Benefit Focus: Operational efficiency and compliance-driven ROI.










Document 3: User stories 
User stories for 
· Digital KYC for Loan Officer (User story 1-5)
· API Integration for Loan Officer to perform Credit Checks on CIBIL, GST, ITR and MCA (User story6-10)
· Automated credit scoring model for Loan Officer (User story 11-15)
· NPA Dashboard for Recovery Officer (User story 16-20)
· Data Analytics Reports for Sales and Marketing Officer (User story 21-25)
· Borrower Segmentation & Heatmap Report Break down existing borrowers by industry, geography, loan size, repayment behaviour. Growth Use: Identify underserved sectors/locations → target marketing campaigns there.
· Seasonal Demand Forecasting Report What It Shows: Analysis historical loan application data to predict seasonal trends and demand surges.

	User story: 1
	Tasks:  5
	Priority: Highest

	 As a loan officer
 I want to initiate borrower’s digital kyc
So that I can verify their identity quicky and securely

	BV: 500
	CP:  8

	Acceptance Criteria: 
· Loan Officer can start a digital KYC process from the borrower profile with a single click.
· The system must capture borrower details:  Personal details (full name, date of birth, mobile number, email, address), Identity Proof and Address Proof.
· The system provides a clear confirmation message once KYC details are captured and uploaded successfully.
· KYC initiation should not take more than 2 minutes from the start of the process.
· Any errors during initiation (e.g., invalid data format, API failure) are displayed with actionable messages.
· The system logs the KYC initiation attempt with timestamp and Loan Officer ID for audit purposes.



	User story: 2
	Tasks:  4
	Priority: Highest

	 As a loan officer
I want the system to validate and verify pan, Aadhaar and other kyc documents
So that I can ensure borrower identity is authentic, reduce paperwork, and eliminate manual errors.

	BV: 500
	CP:  5

	Acceptance Criteria: 
· The system validates document formats (e.g., PDF, JPG) and checks for required fields      before submission.
· The system verifies document authenticity via integrated APIs (PAN, Aadhaar, and other verification services).
· If any document is expired, invalid, or mismatched, the system displays an error message and blocks submission until corrected.
· Successfully validated documents are tagged as “Verified” and stored securely with a timestamp and officer ID.



	User story: 3
	Tasks:  4	
	Priority: High

	 As a loan Officer
I want to save the kyc data securely
So that I can be reuse for future loan applications

	BV: 200
	CP:  5

	Acceptance Criteria: 
· KYC data (personal details + validated documents) must be encrypted before storage.
· Data is stored in compliance with RBI/UIDAI data protection and retention guidelines.
·  Authorized users can retrieve existing KYC data for repeat loan applications without re-verification, unless data is expired or updated.
·  Access logs capture every data retrieval or modification event with timestamp and user ID.



	User story: 4
	Tasks:  4
	Priority: Medium

	 As a loan Officer
I want to track kyc verification status in real time
So that update borrowers on their application progress

	BV: 100
	CP:  5

	Acceptance Criteria: 
• KYC verification status (Pending, In Progress, Verified, Rejected) is updated automatically via API callback or polling.
• The Loan Officer dashboard displays real-time KYC status per borrower.
• The system allows the Loan Officer to notify borrowers (SMS/email/in-app) about status changes.
• All status updates are timestamped and recorded for compliance tracking.




	User story: 5
	Tasks:  3
	Priority: High

	 As a Loan Officer
I want the digital kyc process to automatically flag incomplete or invalid KYC documents
So that I can ensure compliance.


	BV: 200
	CP:  3

	Acceptance Criteria: 
· System scans uploaded documents for completeness.
· Invalid documents (wrong format, expired, or mismatched data) are flagged.
· Loan Officer receives a notification for flagged documents.
· KYC cannot proceed until all flagged issues are resolved.




	User story: 6
	Tasks:  3
	Priority: Highest

	As a Loan Officer
I want to fetch CIBIL credit scores via API
So that I can assess borrower creditworthiness instantly


	BV: 500
	CP:  3

	Acceptance Criteria: 
· Loan Officer can fetch borrower details and trigger a CIBIL API request.
· System retrieves the credit score and report successfully within defined SLA.
· Score and key credit information are displayed clearly in the dashboard.
· Errors from API (Inputs errors, network failure) are handled gracefully with messages.
· All API requests and responses are logged securely for auditing purposes.



	User story: 7
	Tasks:  3
	Priority: High

	As a Loan Officer
I want to Pull GST records via API
So that I can verify a borrower’s business compliance history


	BV: 200
	CP: 3

	Acceptance Criteria: 
· Loan Officer can enter GSTIN number and fetch taxpayer’s GST record and filing history.
· System displays GST compliance summary: filing frequency, returns submitted, pending.
· Invalid GSTIN or API failures are displayed with actionable messages.
· Data is secured and stored temporarily for processing/analytics.



	User story: 8
	Tasks:  3
	Priority: High

	As a Loan Officer
I want to retrieve ITR data via API
So that I can validate borrower’s income and tax filings

	BV: 200
	CP: 3

	Acceptance Criteria: 
· Loan Officer can fetch PAN from system and request ITR details.
· System displays filed ITR summary: income, tax paid, and returns history.
· Any API errors or invalid PAN are displayed with clear messages.
· Retrieved data is stored securely with audit logs.



	User story: 9
	Tasks:  3
	Priority: Medium

	As a Loan Officer
I want to check MCA company registration and financial data via API
So that I can verify corporate borrowers.


	BV: 100
	CP:  3

	Acceptance Criteria: 
·  Loan Officer can search by company CIN or name.
· System retrieves MCA registration status, directors, and financial statements summary.
· Invalid CIN or API errors are displayed with actionable messages.
· Retrieved data is stored for loan evaluation with proper security.



	User story: 10
	Tasks:  3
	Priority: Highest

	As a Loan Officer
I want to view all API results consolidated in a single dashboard
So that I can make faster lending decisions.

	BV: 500
	CP:  3

	Acceptance Criteria: 
· Dashboard displays CIBIL score, GST compliance, ITR data, and MCA information for a borrower.
· Data is updated in real-time or near real-time after API responses.
· Loan Officer can drill down into each section for detailed information.
· Dashboard handles partial failures gracefully, showing which data is unavailable.





	User story: 11
	Tasks:  4
	Priority: Highest

	As a Loan Officer
I want the system to generate an integrated scoring model using multiple borrower factors (CIBIL, GST, ITR, MCA, age, profession, business profitability, and sales performance)
So that I can assess borrower risk comprehensively and objectively

	BV: 500
	CP:  4

	Acceptance Criteria: 
· System combines borrower financial, professional, and business data into a unified scoring algorithm.
·  Weightages for each parameter (e.g., CIBIL 25%, GST 15%, ITR 15%, MCA 10%, business profitability 20%, sales 10%, others 5%) are configurable.
·  Scoring scale (1-10 scale) and corresponding risk grade (Low/Medium/High) are displayed.
·  Model handles missing or incomplete data gracefully and indicates confidence level of the score.
· Loan Officer can view both overall score and parameter-wise contribution.



	User story: 12
	Tasks:  3
	Priority: High

	As a Loan Officer
I want the system to highlight high-risk borrowers automatically
So that I can prioritize risk mitigation

	BV: 200
	CP:  3

	Acceptance Criteria: 
· Borrowers with credit scores below defined thresholds are automatically tagged as “High Risk.
· System visually flags such borrowers in dashboard (color
· \ code or icon).
·  Notifications or alerts are generated for high-risk cases.
·  Threshold levels are configurable by the admin or risk manager.



	User story: 13
	Tasks:  3
	Priority: Medium

	As a Loan Officer
I want to view detailed scoring breakdowns
So that I can explain the credit decision to borrowers

	BV: 100
	CP:  3

	Acceptance Criteria: 
· System displays a detailed breakdown showing how each parameter (CIBIL, GST, ITR, MCA) contributed to the total score.
· Each component’s score, weightage, and remarks are visible in the loan officer dashboard.
·  Officer can export the score breakdown as a report.
·  Sensitive borrower data is masked according to compliance rules.



	User story: 14
	Tasks:  3
	Priority: High

	  As a Credit Operations Head
  I want to monitor the performance and accuracy of the credit scoring model over time
  So that I can ensure its reliability and adjust it based on observed outcomes

	BV: 200
	CP:  3

	   Acceptance Criteria: 
· System tracks the performance of issued credit scores against actual loan repayment behaviour
· Generates periodic reports showing prediction accuracy, false positives/negatives, and adjustment needs.
· Alerts are raised if model accuracy drops below defined thresholds.
· Admin can export analytics reports for audit or governance review.




	User story: 15
	Tasks:  4
	Priority: Highest

	As a Risk Manager
I want the ability to allow justified deviations or overrides in the automated credit scoring model for specific borrower cases
So that exceptional scenarios (like strong business performance or collateral) can be accommodated without fully rejecting eligible borrowers

	BV: 500
	CP:  5

	Acceptance Criteria: 
· Risk Manager can view system-generated credit scores and request for deviation justification from the Loan Officer.
· Deviation requests must include reason, supporting documents, and revised risk assessment.
· System must record approval/rejection by Risk Manager with timestamp and comments.
· All approved deviations are logged for audit and analytics.
·  Deviation impact on overall credit decision (e.g., score adjusted by ±10%) is reflected transparently in borrower record.
· Only authorized Risk Managers can perform deviation approvals with multi-level security control.



	User story: 16
	Tasks:  3
	Priority: Highest

	 As a Recovery Officer
I want to see a dashboard of all NPA (Non-Performing Asset) accounts
So that I can prioritize recovery efforts efficiently


	BV: 500
	CP:  3

	Acceptance Criteria:
· Dashboard displays all active NPA accounts with key details (borrower name, loan amount, overdue days, status).
·  Data auto-refreshes daily to ensure up-to-date information.
·  Recovery Officer can sort NPAs by amount, region, or last action date.
·  System highlights top high-value NPAs requiring urgent action.




	User story: 17
	Tasks:  3
	Priority: High

	 As a Recovery Officer
I want to filter NPAs by overdue days, loan type, and region
So that I can focus on high-risk accounts effectively


	BV: 200
	CP:  3

	Acceptance Criteria: 
· System provides multi-criteria filtering (overdue days, loan category, branch/region).
· Filters can be applied simultaneously without system lag.
·  User can save frequently used filter combinations as presets.
· Filtered results reflect instantly in the dashboard and reports.




	User story: 18
	Tasks:  4
	Priority: Medium

	 As a Recovery Officer
I want the system to send automated reminders for overdue accounts
So that I can improve collection efficiency


	BV: 100
	CP:  5

	Acceptance Criteria: 
· System sends SMS/email reminders to borrowers based on overdue stages (30, 60, 90+ days).
· Message templates are customizable per loan type or severity.
· Reminder logs are maintained for audit and tracking.
· Recovery Officer receives alerts for non-responsive borrowers after two reminders.



	User story: 19
	Tasks:  3
	Priority: Medium

	 As a Recovery Officer
I want a visual trend analysis of NPAs
So that I can identify patterns and take proactive actions.


	BV:100
	CP: 3

	Acceptance Criteria: 
· System provides visual graphs showing NPA trends by month, branch, and sector.
· Trends can be filtered by time range and loan category.
·  System identifies and highlights repeat delinquent patterns or high-risk borrower groups.
· Reports can be downloaded in PDF or Excel format.



	User story: 20
	Tasks:  2
	Priority: Medium

	 As a Recovery Officer
I want exportable reports of NPAs
So that I can share insights with management and track progress


	BV: 100
	CP: 2

	Acceptance Criteria: 
· Reports exportable in Excel, CSV, and PDF formats.
· Export reflects all applied filters and custom columns.
·  Reports include timestamp, preparer name, and summary metrics (total overdue, recovery rate).
·  Data export is role-restricted to authorized officers.



	User story: 21
	Tasks:  3
	Priority: Highest

	 As a Sales Officer
I want a borrower segmentation report by industry, geography, loan size, and repayment behaviour
So that I can identify high-potential clients for cross-selling and upselling


	BV: 500
	CP:  3

	Acceptance Criteria: 
· System generates a dynamic segmentation report based on industry, geography, loan size, and repayment patterns.
·  Report supports filtering and sorting for custom analysis.
·  Data refreshes monthly to reflect updated borrower profiles.
·  Output can be exported to Excel/PDF with summary metrics for each segment.



	User story: 22
	Tasks:  3
	Priority: High

	 As a Sales Officer
I want a heatmap visualization of borrower distribution
So that I can identify underserved areas for targeted campaigns


	BV: 200
	CP:  3

	Acceptance Criteria: 
· Heatmap displays borrower density by geography (district, state, region).
· User can zoom in/out and filter by loan size or loan type.
·  Underserved or low-penetration regions are visually highlighted.
·  Heatmap updates automatically with new borrower data each month.



	User story: 23
	Tasks:  3
	Priority: medium

	As a Marketing Officer
I want the report to highlight growth opportunities by sector
So that I can plan marketing strategies efficiently

	BV: 100
	CP:  3

	Acceptance Criteria: 
· System analyses borrower data trends and identifies sectors with high growth potential.
· Report includes indicators like borrower growth rate, loan performance, and repayment behaviour.
• Top 5 sectors are auto highlighted for strategic focus.
• Insights are available for download and sharing with sales teams.





	User story: 24
	Tasks:  2
	Priority: Highest

	As a Sales Officer
I want a seasonal demand forecasting report based on historical loan application data
So that I can anticipate loan demand surges and allocate resources proactively

	BV: 500
	CP:  2

	Acceptance Criteria: 
· System analyses historical loan applications for at least 3 past years.
· Predictive model forecasts monthly/quarterly loan demand by category and region
·  Forecast confidence level is displayed for decision support.
·  Output visualized in line and bar charts for trend comparison.



	User story: 25
	Tasks:  3
	Priority: High

	As a Marketing Officer
I want the system to suggest marketing campaigns aligned with predicted seasonal demand
So that I can optimize lead generation and conversion rates

	BV: 200
	CP:  3

	Acceptance Criteria: 
·  System recommends campaign types and channels (digital, SMS, field) based on demand forecast.
· Suggested campaigns are linked to target borrower segments and regions
·  Marketing Officer can edit or approve campaign templates before launch.
· Campaign performance tracking is integrated with forecasting outcomes.












Document 4: Agile PO Experience 
Project Name: LLMS ‘enhancment
Role: Product Owner 
The Product Owner envisioned the modernization of ABC Bank’s existing Loan Management System, which had been in use since 2016.  
The goal was to enhance and digitize the loan processing workflow, integrating automation, compliance-ready modules, and intelligent decision support systems to meet new regulatory mandates and rising customer expectations for digital-first banking services.
The vision was to transform the existing system into a faster, smarter, and more transparent lending platform ensuring end-to-end digital loan origination, risk assessment, monitoring, and reporting.
1. Market Analysis
· Conducted market analysis to understand the growing need for digital loan origination and automation in banking.  
· Benchmarked ABC Bank’s system against modern fintech and NBFC solutions offering faster disbursements and API-based integrations.  
· Identified customer pain points lengthy manual verification, limited visibility, and non-digital application journeys.  
2. Enterprise Analysis
· Performed due diligence on the opportunity to upgrade the existing system instead of replacing it.  
· Mapped business benefits such as improved efficiency, compliance adherence, and customer satisfaction.  
· Evaluated ROI based on projected gains in processing speed, reduced NPAs, and better regulatory reporting.  
3. Product Vision and Roadmap
· Defined the product vision to enhance ABC Bank’s LMS into a compliance-driven, intelligent, and automated digital platform.
· Ensured the roadmap aligned with both regulatory timelines and business growth objectives.
· Outlined a product roadmap focusing on:
      Phase 1: Digital KYC and API Based Verification, Automated Credit Scoring Model 
      Phase 2:  NPA Monitoring, Recovery Workflow Automation, and Analytics Visualization 
      Phase 3 Data Analytics for Sales and Marketing Enablement


      
4. Managing Product Features
· Collaborated with multiple stakeholders (operations, IT, risk, and compliance) to capture enhancement needs.  
· Prioritized features based on business criticality, compliance deadlines and operational impact.  
· Managed high-value enhancements like:
    Real-time CIBIL/GST/ITR API integrations  
    Automated risk scoring and borrower profiling  
    NPA dashboard with recovery tracking and alerts  
    Data analytics for segmentation and forecasting  

5. Managing Product Backlog
· Created and refined the product backlog with detailed user stories covering every enhancement.  
· Continuously reprioritized user stories to align with evolving regulatory changes and stakeholder inputs.  
· Grouped stories into epics for smoother sprint execution — e.g., Digital KYC Epic, Credit Scoring Epic, and NPA Management Epic.  
6. Managing Overall Iteration Progress
· Led sprint planning to ensure realistic commitments from the Scrum team.  
· Monitored sprint execution through daily scrums, ensuring blockers were addressed quickly.  
· Conducted sprint reviews with business teams to validate deliverables.  
· Participated in retrospective meetings with the Scrum Master and Business Analyst to identify process improvements.  
7. Agile Ceremonies Handled
During the enhancement project, I gained hands-on experience conducting and participating in the following Scrum ceremonies:
· Sprint Planning Meeting: Defined sprint goals and prioritized backlog items for each development cycle.  
· Daily Scrum Meeting: Ensured smooth team communication and quick issue resolution.  
· Sprint Review Meeting: Demonstrated completed enhancements to business users and collected feedback.  
· Sprint Retrospective Meeting: Analyzed challenges and documented improvement actions.  
· Backlog Refinement Meeting: Continuously updated and reprioritized backlog items for future sprints.  

8. User Story Creation and Components
Developed structured and value-driven user stories for each enhancement, focusing on clarity and measurable acceptance.
Each user story included:
· Story No:  Unique identifier for each number.
· Tasks: Development and testing actions  
· Priority: Based on business urgency and compliance requirements  
· Acceptance Criteria: To validate completeness and functionality  
· BV (Business Value) & CP (Complexity Points): Quantitative measures for sprint planning  
As the Product Owner, I acted as the bridge between business stakeholders and the Scrum team, translating enhancement requests into actionable backlog items. I ensured transparency in sprint goals, dependencies, and timelines while maintaining clear communication across all levels. Collaborating closely with developers and testers, I validated user stories and acceptance criteria to ensure alignment with both technical and business expectations. A key part of my role involved balancing technical feasibility, regulatory compliance, and business ROI when prioritizing features to deliver maximum value within project constraints.  
Through this enhancement project, I learned how to modernize a legacy loan management system using Agile principles and how to balance incremental delivery with regulatory and business priorities. I also realized that structured backlog management not only accelerates delivery but also strengthens stakeholder alignment. Most importantly, the experience demonstrated how continuous iteration leads to tangible business outcomes—faster loan approvals, improved compliance, and an enhanced customer experience.











Document 5: Product and sprint backlog and product and sprint burndown charts 
Product backlog:
	User Story ID
	User Story
	Tasks
	Priority
	BV (₹)
	CP 
	Sprint

	1
	Initiate borrower’s digital KYC
	5
	Highest
	500
	8
	Sprint 1

	2
	Validate and verify PAN, Aadhaar, and KYC docs
	4
	Highest
	500
	5
	Sprint 1

	3
	Securely save KYC data
	4
	High
	200
	5
	Sprint 1

	4
	Track KYC verification status in real-time
	4
	Medium
	100
	5
	Sprint 1

	5
	Auto-flag incomplete or invalid KYC documents
	3
	High
	200
	3
	Sprint 1

	6
	Fetch CIBIL credit scores via API
	3
	Highest
	500
	3
	Sprint 1

	7
	Pull GST records via API
	3
	High
	200
	3
	Sprint 1

	8
	Retrieve ITR data via API
	3
	High
	200
	3
	Sprint 1

	9
	Check MCA company registration and financial data
	3
	Medium
	100
	3
	Sprint 1

	10
	View consolidated API results in dashboard
	3
	Highest
	500
	3
	Sprint 1

	11
	Integrated scoring model (CIBIL, GST, ITR, etc.)
	4
	Highest
	500
	5
	Sprint 2

	12
	Auto-highlight high-risk borrowers
	3
	High
	200
	3
	Sprint 2

	13
	View detailed scoring breakdown
	3
	Medium
	100
	3
	Sprint 2

	14
	Monitor model performance accuracy
	3
	High
	200
	3
	Sprint 2

	15
	Allow deviations/overrides in scoring model
	4
	Highest
	500
	5
	Sprint 2

	16
	View NPA dashboard
	3
	Highest
	500
	3
	Sprint 2

	17
	Filter NPAs by overdue days, type, region
	3
	High
	200
	3
	Sprint 2

	18
	Send automated reminders for overdue accounts
	4
	Medium
	100
	5
	Sprint 2

	19
	Visual trend analysis of NPAs
	3
	Medium
	100
	3
	Sprint 2

	20
	Exportable NPA reports
	2
	Medium
	100
	2
	Sprint 2

	21
	Borrower segmentation report (industry/geography)
	3
	Highest
	500
	3
	Sprint 3

	22
	Heatmap visualization of borrower distribution
	3
	High
	200
	3
	Sprint 3

	23
	Highlight growth opportunities by sector
	3
	Medium
	100
	3
	Sprint 3

	24
	Seasonal demand forecasting
	2
	Highest
	500
	2
	Sprint 3

	25
	Suggest marketing campaigns based on demand forecast
	3
	High
	200
	3
	Sprint 3



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

	1
	Initiate borrower’s digital KYC
	5
	Dev 1
	In Progress
	8

	2
	Validate and verify PAN, Aadhaar, and KYC docs
	4
	Dev 2
	In Progress
	5

	3
	Securely save KYC data
	4
	Dev 3
	To do
	5

	4
	Track KYC verification status in real-time
	4
	QA
	To do
	5

	5
	Auto-flag incomplete or invalid KYC documents
	3
	Dev 3
	In Progress
	3

	6
	Fetch CIBIL credit scores via API
	3
	Dev 2
	Done
	3

	7
	Pull GST records via API
	3
	Dev 1
	Done
	3

	8
	Retrieve ITR data via API
	3
	Dev 3
	In Progress
	3

	9
	Check MCA company registration and financial data
	3
	Dev 2
	To do
	3

	10
	View consolidated API results in dashboard
	3
	Dev 1
	To do
	3


 Sprint 1: Digital KYC & API-Based Verification + Credit Scoring

	User story ID 
	User story 
	Tasks 
	Owner 
	Status 
	Estimated effort

	11
	Integrated scoring model (CIBIL, GST, ITR, etc.)
	4
	Dev 1
	To do
	5

	12
	Auto-highlight high-risk borrowers
	3
	Dev 3
	To do
	3

	13
	View detailed scoring breakdown
	3
	Dev 3
	To do
	3

	14
	Monitor model performance accuracy
	3
	QA
	To do
	3

	15
	Allow deviations/overrides in scoring model
	4
	Dev 2
	To do
	5

	16
	View NPA dashboard
	3
	Dev 3
	To do
	3

	17
	Filter NPAs by overdue days, type, region
	3
	Dev 1
	To do
	3

	18
	Send automated reminders for overdue accounts
	4
	Dev 2
	To do
	5

	19
	Visual trend analysis of NPAs
	3
	Dev 3
	To do
	3

	20
	Exportable NPA reports
	2
	Dev 1
	To do
	2


 Sprint 2: NPA Monitoring & Recovery Automation + Analytics Visualization


	User 
story ID 
	User story 
	Tasks 
	Owner 
	Status 
	Estimated effort

	21
	Borrower segmentation report (industry/geography)
	3
	Dev 1
	To do
	3

	22
	Heatmap visualization of borrower distribution
	3
	Dev 2
	To do
	3

	23
	Highlight growth opportunities by sector
	3
	Dev 3
	To do
	3

	24
	Seasonal demand forecasting
	2
	QA
	To do
	2

	25
	Suggest marketing campaigns based on demand forecast
	3
	Dev 3
	To do
	3


 Sprint 3: Data Analytics for Sales & Marketing Enablement

Charts
Sprint burndown chart tracks the remaining work (story points or tasks) in a single sprint over time. The chart shows how quickly the team is completing work each day, helping visualize if the sprint is on track to finish all planned stories by the end date.	

[image: ]
Sprint1 burndown chart


Sprint 1 Burndown Chart Explanation
Sprint Duration: October 27th, 2025 – November 10th, 2025
Measurement Metric: Story Points
This Burndown Chart visually tracks the progress of Sprint 1 by showing how much work remains to be completed (in story points) against the sprint timeline.
Key Components:
· Red Line (Remaining Work):
Represents the number of story points left to complete. At the start of the sprint (October 27th), the team has approximately 45 story points of total planned work.
Since the chart currently shows data for the beginning of the sprint (with no significant downward movement), it indicates that work has just started, and stories haven’t been completed yet.
· Grey Line (Guideline):
Represents the ideal burn rate — a linear path showing how the remaining story points should ideally reduce if the team completes work evenly throughout the sprint.
The line moves from 45 story points on Oct 27 down to 0 story points by Nov 10, representing a steady rate of progress.
Interpretation (as of Today):
· The red “Remaining work” line is still near the top, overlapping with the starting point.
· This suggests that the team has not yet completed any stories or updated progress in Jira for this sprint.
· Over the coming days, as stories are completed, the red line should begin to drop — ideally following or staying close to the grey guideline.
Insights:
· The current flat trend is normal for the first 1–2 days of a sprint, as the team starts development and sets up tasks.
· Consistent updates and daily stand-ups will ensure that progress reflects accurately.
· If the red line stays flat for too long, it could indicate delays, blockers, or uneven workload distribution.
Goal:
By the end of the sprint (November 10th), the red line should reach zero, meaning all 45 story points are completed, and the sprint goals are achieved.


Product burndown chart
It shows the overall progress of the entire project or product backlog across multiple sprints. The chart helps stakeholders see how much total work remains and how many sprints may still be needed to reach the project’s completion goal.



Product Burndown Chart Explanation
This Product Burndown Chart represents the progress of overall product development over multiple sprints or phases. It visualizes how the total story points (work) evolve over time and how much effort is being invested versus completed.
· The chart visualizes the overall product progress across three sprints in terms of story points — showing how total work gradually reduces as the team completes stories.
· Sprint 1 had a slow start, completing fewer story points (setup and integration work), resulting in minimal visible progress.
· Sprint 2 shows a strong improvement in velocity — more tasks were completed, reducing the remaining story points and increasing cumulative completion.
· Sprint 3 reflects consistent delivery, with the highest completion percentage and steady decline in remaining work, indicating that the product is nearing its targeted completion.
· The overall trend demonstrates that the team’s performance improved each sprint, showing better collaboration, stable velocity, and a predictable path toward product release.











Document 6: Sprint meetings
Meeting Type 1: Sprint1 Planning meeting
	Date 
	20/10/2025

	Time 
	1pm IST

	Location 
	Microsoft Teams

	Prepared By 
	Scrum Master

	Attendees 
	Developer 1, Developer 2, Developer 3, Product Owner, Scrum Master



Agenda Topics
	 Topic 
	Presenter 
	Time allotted 

	Review Product Backlog & Sprint Goal
	Product Owner
	10 mins

	Discuss and Select Stories for Sprint
		



Team (facilitated by Scrum Master)
	15 mins

	Break Down Selected Stories into Tasks
		



Development Team
	15 mins

	Identify Dependencies, Risks, and Blockers
	Scrum Master & Team
	10 mins

	Finalize Sprint Plan and Confirm Commitments
	Scrum Master
	5 mins



Other Information
	Observers 
	Project Manager

	Resources 
	Sprint backlog document (Sprint 1)
Jira board for task tracking
API documentation for CIBIL, GST, and ITR integrations
Shared Teams folder for meeting notes and burndown updates

	Special Notes 
	Ensure daily stand-ups start promptly at 10:00 AM IST.
Developers to update Jira task status daily before EOD.
QA to begin regression testing once API integrations are stable.
Next sprint review scheduled for 10/11/2025 at 2 PM IST.








Meeting Type 2: Sprint1 review meeting
	Date 
	11/11/2025

	Time 
	1pm IST

	Location 
	Microsoft Teams

	Prepared By 
	Scrum Master

	Attendees 
	Developer 1, Developer 2, Developer 3, Product Owner, Scrum Master



	Sprint status 
	Things to demo 
	Quick updates 
	What’s next 

	Sprint 1 (Oct 27 – Nov 10, 2025) completed successfully. Out of 10 user stories, 7 are Done, 2 partially completed, and 1 moved to the next sprint. The sprint focused on digital KYC initiation and API integration features.
	1. Completed and demonstrated CIBIL, GST, and ITR API integrations.
2. Digital KYC initiation and auto-flagging of invalid documents modules functioning end-to-end.
3. KYC verification dashboard prototype presented for stakeholder feedback.
	1. API integrations validated and tested successfully.
2. Partial progress on MCA data fetch and real-time KYC tracking, to be continued in Sprint 2.
3. Stakeholders appreciated the demo and suggested UI improvements for dashboard clarity.
4. No major blockers encountered.

	1.Move remaining stories (MCA data fetch and KYC tracking dashboard) to Sprint 2.
2. Prioritize real-time monitoring and analytics in next sprint.
3. Conduct retrospective meeting to discuss process and efficiency improvements.
4. Prepare updated backlog and estimation for Sprint 2.
















Meeting Type 3: Sprint retrospective meeting
	Date 
	20/10/2025

	Time 
	1pm IST

	Location 
	Microsoft Teams

	Prepared By 
	Scrum Master

	Attendees 
	Developer 1, Developer 2, Developer 3, Product Owner, Scrum Master



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

	Sprint Planning & Task Allocation
	Tasks were well distributed; everyone had clear ownership
	Estimation of a few stories was slightly off, causing timeline pressure mid-sprint
	How can we improve story point estimation accuracy?
	Sprint Board, JIRA backlog

	Development Progress
	Smooth API integrations (CIBIL, GST, ITR) and quick UI fixes for KYC initiation
	Some delays due to dependency on QA environment setup.
	Can we align QA and Dev timelines better?
	JIRA tasks #11–#20

	Collaboration &Communication
	Daily stand-ups helped resolve blockers quickly and kept the team aligned.
	Occasional delays in cross-team communication (Dev ↔ QA).
	Should we introduce mid-sprint sync meetings for better coordination?
	Daily Scrum notes

	Testing & Quality Assurance
	Automated test cases improved regression speed.
	Limited testing time for new KYC features; some defects found post-demo.
	How can we allocate more QA bandwidth or automate early testing?
	QA reports, test logs

	Sprint Goals & Delivery
	Majority of planned stories completed; sprint goals nearly achieved.
	Two stories carried forward due to scope extension and revalidation needs.
	Can we manage scope changes better during active sprints?
	Sprint 1 Summary Report



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

	What did you do yesterday?
	Dev 1
	Set up environment and initiated borrower KYC module
	Completed KYC initiation logic
	Integrated GST API successfully
	Fixed UI bugs in KYC form
	Worked on dashboard API results view
	--------
	  --------

	
	Dev 2
	Started PAN & Aadhaar validation service
	Completed PAN API test cases
	Integrated CIBIL API successfully
	Validated Aadhaar data flow
	Code review and bug fixes in validation logic
	--------
	--------

	
	Dev 3
	Defined KYC data storage schema
	Implemented auto-flagging logic
	Unit tested auto-flag feature
	Began ITR API integration
	Debugged issues in ITR data mapping
	--------
	--------

	What will you do today?
	Dev 1
	Complete KYC initiation backend logic
	Move to API dashboard setup
	Test GST data fetch
	Align with Dev 2 on UI/API sync
	Prepare for demo data population
	--------
	--------

	
	Dev 2
	Finalize PAN validation workflow
	Conduct integration testing
	Support Dev 3 for CIBIL tests
	Refactor API exception handling
	Assist Dev 3 in ITR API parsing
	--------
	--------

	
	Dev 3
	Continue auto-flag feature
	Start
 secure storage module
	Complete ITR API integration
	Unit test ITR module
	Begin real-time status tracking design
	--------
	--------

	What (if any) is blocking your progress?
	Dev 1
	Awaiting sample test data for KYC validation
	None
	None
	Minor delay in API response time
	None
	--------
	--------

	
	Dev 2
	Dependency on CIBIL API credentials
	 None
	None
	None
	None
	--------
	--------

	
	Dev 3
	Missing sample ITR files for testing
	None
	API timeout errors
	None
	None
	--------
	--------



Product burndown chart

Sprint 1	Total Story Points (Start)	Completed This Sprint	Total Completed (Cumulative)	Remaining Work	% Completion	120	8	8	112	6.7000000000000004E-2	Sprint 2	Total Story Points (Start)	Completed This Sprint	Total Completed (Cumulative)	Remaining Work	% Completion	112	37	45	75	0.375	Sprint 3	Total Story Points (Start)	Completed This Sprint	Total Completed (Cumulative)	Remaining Work	% Completion	75	40	85	35	0.70799999999999996	
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