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o. (% Building great teams. Delivering great software.

Planning
& Estimating

Relative estimating methods
(such as planning poker) generate
discussion to better understand the
effort required for each feature. Ultimately,
estimating is used to better predict product
milestones. Relative estimating helps set an
idea of what can be committed for the sprint.
The relative estimating done during each iteration is

an important part of overall Release Planning.

In present day Agile, estimating and planning are done by
those actually completing the work. It is an empirical
process (draws on historical data) using relative metrics
of effort as opposed to hours.While expert opinion is
still taken into account, the final say or commitment is in

the hands of the team, the worker bees.
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Why Plan?

Planning gives the Product Owner (or
vision master) the opportunity to explain
the vision, goals, and requirements. It
builds a common understanding between
the team and the Product Owner on
requirements and features as well as
what constitutes fulfillment of customer
specifications (acceptance criteria) for
each iteration of work.This open view
and discussion of the vision maintains the
team's focus on what can be achieved
during the duration of the sprint.

Why Estimate?

Alternatively, it is important to remem-
ber what estimating is not. It is a tool for
communication between team members
and with the Product Owner, NOT a
tool for micromanagement. It is a tool to
reach consensus on commitment, NOT
a tool for forcing schedules and dead-
lines.The estimating done today is a
resource for future projects NOT simply
an exercise in futility.

Estimating serves a dual purpose:
encouraging communication within the
team and allowing the Product Owner
to better predict and plan product
milestones and release.
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There was a time before relative estima-
tion and sprint planning, when planning
was done in hours and set in stone at
the beginning of the project. It was also
less about planning, more about how to
cram everything in before the due date.
Estimating was done by people who
were not doing the work, and ended up
being a lot about schedules and dead-
lines rather than effort.
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