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Managing Security Backlogs for
Agile Development Success

* Security Backlog
n Definition

A security backlog is a prioritized list of security-related
work items, requirements, and technical debt that need to
be addressed to maintain and improve the security
posture of a product or system. It functions similarly to a
regular product backlog but focuses specifically on
security concerns, vulnerabilities, and compliance
requirements.

n Purpose/Benefits

e Provides structured visibility of security requirements
and vulnerabilities

e Enables systematic prioritization of security work
alongside feature development

e Helps maintain continuous security focus throughout
development lifecycle

* Facilitates compliance tracking and security
governance Supports risk-based decision making for
security investments

e Creadtes transparency around security debt and
technical requirements




n How it is Used in Agile

Security backlogs are typically managed alongside the
main product backlog, with security items being pulled into
sprint planning based on priority and risk assessment.
Teams often:

e Review security items during sprint planning to ensure
adequate security coverage

 Include security acceptance criteria in relevant user
stories

* Track security metrics and KPIs through the backlog

e Use security-focused refinement sessions to detail
requirements

e Integrate security testing and validation into the
definition of done

n Common Misconceptions/Pitfalls

e Treating the security backlog as separate from the
main product backlog rather than integrated

* Neglecting regular backlog grooming, leading to
outdated security items

* Focusing solely on known vulnerabilities while ignoring
preventive measures

* Failing to properly prioritize based on risk assessment.

e Not involving security experts in backlog refinement and
planning



n Related Terms

e Product Backlog - The master list of all requirements for
the product

e Technical Debt - Accumulated compromises in code
quality or architecture

e Definition of Done - Acceptance criteria including
security requirements

e Risk Assessment - Evaluation of security threats and
vulnerabilities

e Sprint Backlog - Selected work items for current
iteration including security tasks

n Examples

e A development team maintains a security backlog
containing items like:

e Implement two-factor authentication

e Update encryption protocols to latest standard

e Conduct penetration testing

e Address identified SQL injection vulnerabilities

e Implement security logging and monitoring

e Update third-party dependencies with known

vulnerabilities
During sprint planning, high-priority security items are
selected alongside feature work based on risk assessment
and business impact.
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