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Stories/Bugs are reviewed for 
Development readiness.

If ready, they are given a Story 
Points estimate and moved to 
the Development Backlog.

If requiring further Elaboration, 
they are reassigned to the 
Designer and moved to 
Elaboration.

Stories are fully defined ready for 
handover to the Development 
team.

Each story should include: 
Overall objective and user needs  
Success measurement       
Specific requirements where 
necessary                            
Consider test coverage

When fully elaborated, Stories 
are assigned to the Dev Lead and 
moved to Dev Readiness Review.

Bugs are triaged.  If valid, any 
further detail required is added 
and they are moved to Dev 
Readiness Review.

If invalid, they are moved to 
Closed.

Stories are considered for their 
technical implementation 
possibilities and inclusion in the 
project scope.  

The Design Lead may consult 
with the Dev Lead.  Stories that 
may be included in future 
development cycles are moved 
to Elaboration and assign to the 
Designer to work on.

Stories/Bugs/TR are ready for 
Development.

Create and assign tasks for each  
and complete the Original 
Estimate field for each task in the 
lead up to the allocated Sprint.

Move to In Development and 
assign to the main Developer 
who will work on the story.

Tasks are completed for the 
story/bug/TR in the current 
Sprint. 

When a Developer completes the 
last task for the story/bug/TR, 
they move to Dev Peer Review 
and assign to the Dev Lead.

Stories/Bugs are reviewed for 
Development quality and 
completeness.

If satisfied, deploy the Story/Bug/
TR to the Development 
Environment. Move Stories/Bugs 
to Design Review. Assign to the 
Design Lead. 

Move TR to Ready for TEST and 
assign to the Dev Lead.

If rework is required, create a 
new Developer task, move to In 
Development and assign to 
Developer

Stories/Bugs are reviewed for 
functional quality and 
completeness.

If satisfied, move to Ready for 
TEST and assign to Dev Lead.

If minor rework is required, move 
to Development Backlog and 
assign to Dev Lead

If major rework is required, move 
to Elaboration and assign to 
Designer

Test preparation is reviewed and 
story is deployed to the SIT 
environment.

If test cases need to be created, 
move to Test Case Dev and 
assign to Tester

When test preparation is 
complete, move to Functional 
Testing (SIT) and assign to Tester 
to execute the test cases.

Test cases are executed and bugs 
created for any defects. If an 
existing bug is not fixed, it can be 
moved back to Development 
Backlog and assigned to Dev 
Lead.

When test cases pass, move to 
Ready for UAT and assign to Test 
Lead.

Stories/bugs are deployed  to the 
UAT environment following CAB 
approval.

When deployment is complete, 
move to Integration Testing 
(UAT) and assign to Tester.

Test cases are executed and bugs 
created for any defects.If an 
existing bug is not fixed, it can be 
moved back to Development 
Backlog and assigned to Dev 
Lead.

When test cases pass, move to 
Ready for PROD and assign to 
Design Lead or Test Lead

Closed
(Design Lead or 

Test Lead)

Stories/bugs are deployed to the 
PROD environment following 
CAB approval.

Story is verified in PROD and 
bugs created for any defects.

If verified, move to Closed

New Bug

Colours represent Workflow Category States in Azure DevOps.  These are mapped to Workflow States and are 
utilised in some reports.

TR = Technical Requirement

Notes 
1. The role of a person typically assigned to a work item in each Workflow State is included in brackets for each state in the flow diagram. This is provided as a 
guide only.

2. Stories and Bugs use the same workflow, however Bugs will require less Elaboration steps.  

3. All work items should always be assigned to the responsible team member

4. Stories and Bugs should be allocated to the Sprint where development is most likely to occur, particularly once they move to the Elaboration state.

5. The Design team will ideally be working on stories allocated to the upcoming (or future) Sprint(s) as well as Bugs that need to be resolved in the current 
Sprint.

6. The Development team will be working on stories and bugs allocated to the current Sprint.

7. The Project team should work towards Stories and Bugs for the current Sprint being in the “Ready for UAT” state before the end of the Sprint.

8. Team members should exercise their best judgement for scenarios outside of the typical project flow, including production issues. 

RemovedAll

All Elaboration

New

New Technical 
Requirement

New Technical 
Requirement

Prep for IT
(Developer)

Submitted to IT
(Developer)

Completed by IT
(Developer)

Closed
(Developer)

9. Technical Requirements may be created for foundation development or system architecture activities that will have developer tasks and be managed within a 
Sprint on the Developer and Deployments and SIT boards.  They may also be used to monitor work that is requested from IT Services and tracked on the IT 
Services Requests board.

Design Backlog
(Design Lead)

Test Case Dev
(Tester)

Test cases are written and when 
completed, move to Test 
Readiness Review and assign to 
Test Lead

Identified stories are added here 
before undergoing further 
investigation.

When ready to progress the 
story, move to Investigation
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