
Data-Ready Prompting: 

Input Formats and AI Context Setup
Comprehensive Guide to Sourcing, Formatting, and Optimizing Data for GenAI Agile Workflows

Introduction
The quality of GenAI outputs directly correlates with the quality and structure of input data. This guide provides comprehensive 
specifications for data preparation, formatting standards, and context setup to maximize the effectiveness of AI-powered Agile 
workflows.
Core Principle: Clean, structured, and contextually rich data inputs produce actionable, accurate AI outputs.

Data Source Mapping and Export Standards
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JIRA Data Exports
Standard Export Format for Sprint Analysis:
Issue ID, Issue Type, Summary, Status, Assignee, Story Points, Sprint ID, Created Date, Resolved 
Date, Labels, Epic Link, Parent ID, Dependencies
PROJ-123, Story, User login enhancement, Done, john.doe, 5, PROJ Sprint 23, 2024-01-15, 
2024-01-28, frontend ui, PROJ-100, , PROJ-124
PROJ-124, Task, API endpoint creation, In Progress, jane.smith, 3, PROJ Sprint 23, 2024-01-16, , 
backend api, PROJ-100, PROJ-123, 
Required Fields for Team Performance Analysis:
●Issue ID (unique identifier)
●Issue Type (Story, Bug, Task, Epic)
●Status (To Do, In Progress, Done, Blocked)
●Assignee (team member identifier)
●Story Points (effort estimate)
●Sprint ID (sprint identifier)
●Created Date (ISO format: YYYY-MM-DD)
●Resolved Date (completion timestamp)
Optional but Valuable Fields:
●Epic Link (strategic alignment)
●Dependencies (cross-team coordination)
●Labels (categorization and filtering)
●Time in Status (flow analysis)
●Original Estimate vs. Time Spent
Portfolio Management Tools (Planview, Jira Align)


Portfolio Kanban Export Standard:
Epic ID, Epic Name, Portfolio, Value Stream, Status, Owner, Budget Allocated, Budget Spent, Start 
Date, Target Date, Risk Level, Dependencies, Strategic Theme
E-456, Customer Portal Redesign, Digital Products, Customer Experience, In Progress, Sarah 
Johnson, 250000, 180000, 2024-01-01, 2024-06-30, Medium, E-457 E-458, Digital Transformation
Essential Portfolio Fields:
●Epic/Initiative ID
●Strategic alignment (Theme/Objective)
●Financial tracking (Budget/Spend)
●Timeline (Start/Target/Actual dates)
●Ownership and accountability
●Risk and dependency information
Azure DevOps and Rally Exports
Velocity and Throughput Tracking:
Team Name, Sprint, Planned Points, Completed Points, Velocity, Throughput Count, Sprint Start, 
Sprint End, Capacity Hours, Actual Hours
Team Alpha, Sprint 23, 34, 31, 31, 12, 2024-01-15, 2024-01-29, 320, 298
Team Beta, Sprint 23, 28, 28, 28, 9, 2024-01-15, 2024-01-29, 280, 275

Data Quality Control and Validation
Pre-Processing Checklist
Data Completeness Validation:
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●All mandatory fields populated (>95% completion rate)
●Date fields in consistent format (ISO 8601 recommended)
●Numeric fields validated (no text in number columns)
●Categorical fields use standard values (Status: To Do/In Progress/Done)
●No personally identifiable information (PII) included
Data Freshness Requirements:
●Sprint-level data: Within 24 hours of analysis
●Portfolio-level data: Within 48 hours
●Historical trend analysis: Complete dataset for specified time period
●Cross-system data: Synchronized timestamps across tools
Data Cleaning Procedures
Common Data Issues and Remediation:
	Inconsistent Status Values:


Problem: "To Do", "ToDo", "Backlog", "New"
Solution: Standardize to "To Do", "In Progress", "Done", "Blocked"
	


Missing or Invalid Dates:

Problem: Empty date fields, inconsistent formats
Solution: Use ISO format (YYYY-MM-DD), mark missing dates explicitly
	


Inconsistent Team Names:



Problem: "Team Alpha", "Alpha Team", "Alpha"
Solution: Establish standard naming convention
	


Story Point Inconsistencies:

Problem: Mixed scales (Fibonacci vs. T-shirt sizes)
Solution: Normalize to single scale or provide conversion mapping
Data Sensitivity and Privacy
Information to Remove Before AI Processing:
●Personal email addresses
●Individual performance ratings
●Salary or compensation information
●Personal contact information
●Confidential customer names or data
●Security-related technical details
Safe Data Transformation:
Original: john.doe@company.com, 85% performance rating
Transformed: TeamMember_001, Above Average performance

Input Format Specifications by Use Case
Sprint Planning Data Package
Required Files:
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	Current Backlog Export (JIRA CSV)

	Team Capacity Planning (Excel/CSV)

	Historical Velocity (3-sprint trend CSV)

	Definition of Ready Checklist (Text/Confluence export)

Sample Capacity Planning Format:
Team Member, Role, Available Hours, Planned Hours, Capacity Percentage, Skills, Vacation Days
Alice Smith, Developer, 40, 36, 90%, Java Python, 0
Bob Jones, QA, 40, 32, 80%, Automation Manual, 1
Retrospective Analysis Data Package
Required Files:
	Sprint Completion Data (JIRA export)

	Impediment Log (CSV from daily standups)

	Action Item Tracking (Previous retrospective outcomes)

	Team Feedback (Survey results or meeting notes)

Impediment Log Format:
Date, Impediment Description, Reporter, Category, Severity, Resolution Owner, Status, Resolution 
Date
2024-01-20, API dependency blocking story PROJ-123, Alice, External Dependency, High, Bob, 
Resolved, 2024-01-22
Portfolio Health Data Package
Required Files:
	Portfolio Kanban Status (Planview/JIRA export)

	Financial Tracking (Budget vs. Spend spreadsheet)



	Risk Register (RAID log export)

	Dependency Matrix (Cross-team dependencies)

Risk Register Format:
Risk ID, Description, Category, Probability, Impact, Risk Score, Owner, Mitigation Plan, Status, 
Review Date
R-001, Resource constraint in Q2, Capacity, High, Medium, 8, Sarah Johnson, Hire contractors, 
Open, 2024-02-15

JSON and API Data Formats
REST API Data Structures
JIRA API Response for Issues:
 
  "issues": [
    {
      "key": "PROJ-123",
      "fields": {
        "summary": "User login enhancement",
        "status": {"name": "Done"},
        "assignee": {"displayName": "John Doe"},
        "customfield_10006": 5,
        "sprint": {"name": "PROJ Sprint 23"},
        "created": "2024-01-15T09:00:00.000Z",
        "resolved": "2024-01-28T15:30:00.000Z"
      }
    }
  ]
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}
Velocity Metrics API Response:
{
  "team": "Team Alpha",
  "sprints": [
    {
      "sprintId": "23",
      "plannedPoints": 34,
      "completedPoints": 31,
      "velocity": 31,
      "startDate": "2024-01-15",
      "endDate": "2024-01-29"
    }
  ]
}
Structured Data for Complex Analysis
Dependency Mapping JSON:
{
  "dependencies": [
    {
      "sourceTeam": "Team Alpha",
      "targetTeam": "Team Beta", 
      "dependencyType": "API Integration",
      "sourceEpic": "E-123",
      "targetEpic": "E-456",
      "riskLevel": "Medium",
      "targetDate": "2024-03-15"
    }


  ]
}

Tool-Specific Export Procedures
JIRA Advanced Search and Export
JQL Queries for Common Exports:
Sprint Completion Analysis:
project = PROJ AND sprint = "PROJ Sprint 23" ORDER BY resolved DESC
Cross-Team Dependencies:
project in (PROJ1, PROJ2) AND "Epic Link" is not EMPTY AND issueFunction in 
linkedIssuesOf("project = PROJ1") ORDER BY created DESC
Velocity Trending:
project = PROJ AND resolved >= -12w ORDER BY resolved DESC
Confluence Data Extraction
Retrospective Notes Format:
## Sprint 23 Retrospective - Team Alpha
**Date:** 2024-01-29
**Participants:** Alice, Bob, Carol, Dave
 
### What Went Well
- Improved API response time by 40%
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- Zero production incidents
- Strong collaboration with design team
 
### What Didn't Go Well  
- Late requirements clarification
- Testing environment instability
- Unclear acceptance criteria on PROJ-156
 
### Action Items
1. Schedule requirements review earlier in sprint (Owner: Alice, Due: Next sprint)
2. Request dedicated test environment (Owner: Bob, Due: 2024-02-05)
SharePoint and Excel Integration
Team Health Assessment Export:
Assessment Date, Team Member ID, Collaboration Score, Technical Skills Score, Workload 
Satisfaction, Overall Happiness, Comments
2024-01-29, TM001, 4, 5, 3, 4, "Need better requirements clarity"
2024-01-29, TM002, 5, 4, 4, 4, "Great sprint overall"

Context-Rich Prompt Preparation
Prompt Context Templates
Standard Context Header:
Role: [Scrum Master/Product Owner/Portfolio Manager]
Team/Portfolio: [Team Alpha/Digital Products Portfolio]
Time Period: [Sprint 23/Q1 2024/Last 3 months]
Data Sources: [JIRA export dated 2024-01-29, Team capacity spreadsheet, Retrospective notes]
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Analysis Focus: [Sprint health/Portfolio alignment/Risk mitigation]
Example Complete Context:
Role: Scrum Master
Team: Team Alpha (6 developers, 2 QA, 1 PO)
Time Period: Sprint 23 (Jan 15-29, 2024)
Data Sources: 
- JIRA sprint export (34 stories, 31 completed)
- Daily standup impediment logs
- Sprint capacity planning (320 planned hours, 298 actual)
Analysis Focus: Sprint predictability and impediment patterns
Multi-Source Data Integration
Cross-System Data Correlation:
System, Data Type, Export Date, Key Fields, Integration Points
JIRA, Sprint Data, 2024-01-29, Issue ID Sprint Status, Links to Confluence retrospectives
Confluence, Retrospectives, 2024-01-29, Action Items Feedback, Referenced JIRA issues
Excel, Capacity Planning, 2024-01-15, Team Member Hours, Aligned with JIRA assignees

Data Validation and Quality Assurance
Automated Validation Scripts
Data Completeness Check:
def validate_sprint_data(csv_file):
    required_fields = ['Issue ID', 'Status', 'Assignee', 'Story Points', 'Sprint ID']
    missing_data = []
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    for field in required_fields:
        if field not in csv_file.columns:
            missing_data.append(f"Missing column: {field}")
        else:
            null_count = csv_file[field].isnull().sum()
            if null_count > 0:
                missing_data.append(f"{field}: {null_count} null values")
    
    return missing_data
Quality Metrics
Data Quality Scorecard:
Metric, Target, Actual, Status
Field Completeness, >95%, 98%, Pass
Date Format Consistency, 100%, 100%, Pass
Categorical Value Standards, >90%, 85%, Fail
Cross-Reference Accuracy, >95%, 97%, Pass

Quick Reference: Data Preparation Checklist
Before Every AI Analysis:
●Export data within freshness requirements (24-48 hours)
●Validate required fields are complete (>95%)
●Remove PII and confidential information
●Standardize categorical values (Status, Priority, etc.)
●Verify date formats are consistent
●Check numeric fields for data type consistency
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●Include relevant context documentation
Tool-Specific Exports:
●JIRA: Use standard JQL queries for consistency
●Excel: Verify formulas calculate correctly before export
●Confluence: Export in structured markdown or CSV format
●API: Validate JSON structure and field completeness
Multi-Source Integration:
●Ensure timestamp alignment across systems
●Verify key field consistency for joins/correlations
●Document data lineage and transformation steps
●Test sample correlations before full analysis

Advanced Data Scenarios
Historical Trend Analysis
Quarterly Portfolio Health Dataset:
Quarter, Portfolio, Active Epics, Completed Epics, Budget Utilization, Risk Count, Dependency 
Count, Velocity Trend
Q1-2024, Digital Products, 12, 8, 78%, 5, 15, +12%
Q4-2023, Digital Products, 15, 10, 82%, 8, 18, +5%
Predictive Analysis Data Requirements
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Capacity Forecasting Input:
Team, Historical Velocity, Planned Capacity, Skill Mix, Vacation Impact, External Dependencies
Team Alpha, [28 31 29 32 30], 35, Senior:60% Mid:40%, 5%, 2 active
Team Beta, [22 25 21 26 24], 28, Senior:40% Mid:50% Junior:10%, 10%, 1 active
Cross-Portfolio Comparative Analysis
Multi-Portfolio Metrics:
Portfolio, Teams Count, Total Epics, Avg Cycle Time, Flow Efficiency, Budget Performance, 
Strategic Alignment Score
Digital Products, 5, 23, 45 days, 75%, 102%, 8.5/10
Customer Platform, 3, 15, 38 days, 82%, 95%, 9.2/10

Success Factors
Data Governance:
●Establish consistent export procedures across teams
●Maintain data quality standards and validation processes
●Regular review and refinement of data collection practices
Tool Integration:
●Standardize field mappings across different tools
●Automate data exports where possible
●Maintain version control for data schemas and formats
Team Adoption:
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●Train teams on proper data entry and export procedures
●Share data quality impact on AI analysis effectiveness
●Involve teams in refining data collection and validation processes
Remember: High-quality data is the foundation of effective AI-powered Agile workflows. Investment in data preparation and quality 
assurance directly translates to more accurate insights and better decision-making capabilities.
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