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Why use Collaborative Estimation?
With traditional project management, many estimates and predictions
rely on domain experts’ individual assessments of cost, time and
resources. However, the movement towards agile thinking, with
frameworks such as Scrum, has carried the argument that many
projects and specifically product development often include complexity
to a degree that renders expert predictions insufficient.
If a situation is truly complex, it requires the voices and engagement of
many to create the most reliable estimates. Most people's guesses and
opinions - even experienced-based ones - are subject to moods,
cognitive biases and social dynamics. By relying on more than one
individual to produce estimates - albeit still people with cognitive biases
- the noise and arbitrariness is significantly reduced.
This booklet makes the case for and describes ways of doing
Collaborative Estimation. So, what do we mean by this term?

Using Collaborative Estimation presupposes that we really are in
complex space much of the time. That the future is harder to guess
than we think, and that the discussion around an estimate often carries
as much information as the estimate itself. With this booklet, we would
also like to advocate for a greater focus on combining Business Value
assessments with workgroup estimation games.
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“

We emphasize the importance of Value
Estimation in product development.
Team-based estimation techniques like Estimation Poker are already
quite widely used to estimate Effort - meaning how much work is
required by a team to complete certain jobs or ‘stories’. With this
booklet and our supporting tools (Agile Cards and Cool Estimation) we
would like to make the case for using some of those same techniques adjusted and refined - to be able to create discussions and produce
estimates of Value. By Value Estimation we mean how valuable,
important or meaningful a certain feature or service is for the end-user
or customer.
With Value Estimation it
isn’t just the opinions of the
people directly involved
with the creation process
that matter; instead, all
kinds of stakeholders can
and need to get involved.
This could be shareholders,
suppliers, select customers
or people with a fitting
customer profile.
In the following we will look
at the three aforementioned aspects of Collaborative Estimation: being
team-based, relying on relative comparative estimates and including
measures of uncertainty.

Team-Based Estimations
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The idea of estimating in a Team using a limited set of outcome
possibilities has a lot of useful effects:
●

●

●

●

Estimating in a Team immediately triggers a focus and sense of
accountability,
which often
makes people
take the effort
seriously and
take
psychological
ownership of
the result together.
Estimating in a Team tends to remove the worst
misunderstandings and hence the really big estimation
mistakes because more people with more perspectives are
involved.
When the work that has to be done has a significant degree of
complexity - in situations where there is only fragmented
knowledge available - estimation requires collaboration and
trawling together for common understanding and building up
knowledge.
Estimating in a Team gives some protection against the most
common cognitive biases. Daniel Kahneman has explored
many of these, and we can learn from him that involving several
people in evaluations can block some of the most negative
consequences of the most prevalent cognitive biases.

All of the estimation techniques and games explored later in this
booklet, serve the purpose of making estimation tangible and
approachable for a group of people to do together. A limited set of
options and clear facilitation accelerates the estimation process and it
reduces the risk of spending too much time and degrading the result by
over-focusing on one particular aspect.
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These techniques are consequently not just about getting a number but
are in at least equal measure about facilitating collaboration, triggering
people to come up with the information they have and make use of their
collective experience.

Relative Estimates
When estimating Effort, Value or Complexity it is recommended that
estimates of deliverables stay relative and comparative; avoiding
absolute numbers or specific monetary values (Monetary cost is a bit
different, see later). There are several reasons for this, but the most
important one is that experience from psychological experiments tells
us that we are good at relative (comparative) estimation, but bad at
absolute estimation. Relative estimation is often used in the form of
using Story Points. Let us start with an understanding of the purpose of
these:
Story Point estimation allows a team or a group of stakeholders to
compare deliverables either in terms of effort, value or Monetary Cost.
The first step of using Story Points is to find some reference stories to
compare the new ones to. There are several ways of getting those
references. They could be jobs the group has already done and knows
the effort or value of - or a piece of work that the group has already
thoroughly discussed and has a common understanding of.
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Here are some benefits of using story points
●

●

●

By using a relative measure and not an absolute time estimate,
we can separate evaluation of effort from the actual
commitment to do it - it gives somewhat more objective
estimates.
By focusing people’s attention on reference stories we eliminate
some negative consequences of cognitive biases relating to
underestimating one’s own work and for example, anchoring
estimations on the previous one done.
In effort estimation - if the team’s velocity (how many story
points the team can deliver in a specific amount of time)
changes, the estimates in story points are still valid and do not
have to be redone.

Including measures of uncertainty
We always advocate including measures of uncertainty in the
estimation session to find out how much risk is involved. This can be
done in two ways:

Estimating in ranges
The first approach is to supply an estimate as a range, this is
accomplished by asking the group to estimate two numbers - one for
the “expected case” and one
thinking about the “worst case”.
If the averages of these two differ
significantly it provides important
information about how uncertain
the estimate is.
For effort estimation, the team is
asked first to give a number
representing how much effort they expect the job to require. The
facilitator then initiates another round, asking everyone to give an
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estimate of how much it might require if it turns out to be more
challenging or require more work.
For value estimation, it means asking the group how valuable they
expect the item to be - meaning how much value each item is expected
to produce.
Worst-case, in this case, means asking the group: What is the least
amount of Value that I see this story producing for the
users/customers? (Making the worst-case estimate equal to or smaller
than the expected estimate - opposite of when estimating effort)

Complexity Estimation
The other approach to discovering risk and uncertainty is to include an
estimate of where the story/job might be in relation to the complexity
framework Cynefin1. (Also referred to as a Complexity Estimate)

1

Created by Dave Snowden and his team.
https://thecynefin.co/about-us/about-cynefin-framework/
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This way of estimating is
described in more detail later, but
suffice it to say here that there is
often more uncertainty connected
to items that are connected with
the left side of the framework Complex and Chaos. Clear and
Complicated items are easier to
dissect, analyze and make
predictions about.

Prioritization
Estimating uncertainty helps the
Product Owner (PO) use these
estimates proactively in his
prioritization. The PO may choose to move high-risk, high-value items to
the top of the backlog, to cut out uncertainty early in the project.
Oppositely, the PO may decide to push such items further out in time,
because there is an important deadline to meet, or because they expect
that new knowledge may be harvested and reduce uncertainty later.
Finally, the discovery of high uncertainty in a particular piece of work
may trigger important discussions between the team, product owner
and stakeholders - both when estimating effort or value.

Types of Estimates
In this next section we will look at the four types of estimates that a
team and its stakeholders might need to produce and discuss to fully
understand a work item:
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Effort Estimation
Who
Effort Estimation should be carried out by the Team that in time will
create the work. Teams will end up with their own scale for effort, but

this is okay, as it is also the same team that plans, follows up and
measures progress based on its own estimates.

“

The purpose of Effort Estimation is for the whole team to voice
their opinion and agree on how much effort each work item
requires to produce.
How
Estimation Poker/Planning Poker or T-shirt estimation is often used to
estimate effort. The processes for these approaches are explained later
in this booklet.

Why
9
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Effort estimation helps the Team and Product Owner gain an important
understanding of the size of work items. This of course helps greatly
when priorities have to be made.
When estimating effort using Story Points, it makes sense to track the
Team’s velocity, i.e. how many Story Points the Team can deliver per
iteration. That can be useful for forecasting in relatively stable
environments, it is also useful for judging if changes the Team has
introduced to their way of working has had positive effects.

Value Estimation
Who
With Value Estimation you need to include the input of users, customers
and other stakeholders. You should therefore invite people to the
Estimation sessions who you believe can assess the relative value or
importance of features in the product you are creating. These should be
people who care about the product.
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“

The purpose of Value Estimation is to collect stakeholders'
opinions on how valuable or important specific stories are to
create.
How
With Collaborative Estimation we recommend using the principles and
number cards from Estimation Poker, along with the additional Kano
Estimation cards. The Kano cards facilitate a qualitative evaluation of
features which include: “Must Have” “Exciter” or “Reverse”. This enables
the estimators to consider the specific effect a feature might have on
the product. It also enables people to identify items that are too big
(need to be broken down) or too small, meaning non-comparable to the
others.
If you use our online tool Cool Estimation the card options are all
available in one place.

Why
We strongly recommend doing Value Estimation in product
development and when working on projects. Why? Because it is
fundamental to Agile and Lean to create value for the customers and
users and get them truly involved in the process.
A workgroup method that initiates conversations with stakeholders and
generates fast-paced comparative estimates about the business value
11
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of work items, makes it much clearer and easier to see what should be
prioritized and when.

Complexity Estimation
Who
Complexity Estimation is an entity in
its own right but can be linked to either
Effort or Value Estimation. This means
that in theory it can be done by either
the team or the stakeholders of the
product.
Most often the team estimates
complexity and relates it to Effort to clarify how much is known about
the complexity of what they are about to create.
Stakeholders can also offer their knowledge of the market to estimate
value complexity, that is: how much do they know about the value they
assigned? However, this can be a little hard to grasp and is less used.
The following section describes how the team can use Complexity
Estimation to focus on effort.

How
Using the Cynefin Framework, Complexity Estimation aims to apply
each of the stories/work items being discussed to one of its five
domains. The game works like Estimation Poker but the cards display
the Cynefin Domains instead of numbers.
It is a way to evaluate our cognitive relation to an item:
●
●

Do we already know how things work and should be solved?
(Obvious/Clear)
Do we know where to find knowledge through research or
analysis? (Complicated)
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●
●
●
●

Do we have certain experiments that can be performed in order
to find knowledge? (Complex)
Perhaps we are lost and clueless and have to rely on gut feeling
and intuition. (Chaos)
Or are we confused and have not yet truly considered where we
are? (Disorder)
You can also choose to vote that items reside in two
overlapping domains, in which case the story can often be split
into two smaller ones, each in its own domain.

Why
Complexity Estimation is used to encourage the Team to discuss and
reach a common understanding of the type of knowledge they think
they possess about how to implement an item. It provides insight and
discussion not otherwise gained by effort or value estimation.

Monetary Costs
Why
The total cost of developing or producing a certain item normally
consists of the staff and material costs (we call that monetary costs)
required to do the work. The Product Owner needs to understand all the
costs in order to maximize value generation and ROI.
In software development, team effort is often the principal cost
component, but for other projects materials and other supplies, costs
may be more significant.
13

Collaborative Estimation - Methods and Tools

As with other estimation forms, there is great value in the discussion
during the session. It facilitates an improved common understanding
among the people involved.

Who
Monetary Cost estimation should be done by the implementation team.
They may need to prepare for this, for example by checking what
options for purchases exist and speaking to potential suppliers or
experts.

How
The estimation of Monetary Costs is in principle done the same way as
with effort. If the team has a set of reference items with known cost
structures, it makes sense to use relative estimation comparing actual
items to these reference items. Quite often (contrary to the case with
Effort) the team will have a pretty good idea of what needs to be paid
for and may be able to estimate in absolute terms.

Cool Estimation currently supports estimating using a set of 12 discrete
values from 0 to 100. (In a later release, users will be able to enter
numbers directly.)
During the estimation session, the team agrees on the scale being used.
Are they talking about hundreds, thousands or millions of Euros (or
some other currency)?
Monetary Cost will ideally be represented by an expected number and a
worst-case number (equal to or bigger than the expected one).
14

Collaborative Estimation - Methods and Tools

Estimation Games
Estimation Poker
Many of the games used in Collaborative
Estimation are based on Estimation or
Planning Poker®2 a well-established
method for estimating effort. The following
are the step-by-step directions on how to
play it.

The Process
1.
2.

3.
4.

5.

Each participant has a deck of numerical cards with story
points.
The facilitator introduces the work items/stories that are about
to be estimated. (Ideally, the participants might already have
had an opportunity to familiarize themselves with these
stories.)
The reference stories are shown (eg. one with an agreed value
of 2 and another with a value of 5) to compare the rest to.
Each new story is explained
and clarifying questions are
answered without passing
judgment on the estimate.
After the discussion, the
individual participants make
their Expected estimate of
the story. The Expected
estimate is the participants
best guess at how much
effort the story will require.

2

Workgroup method popularized by Mike Cohn of Mountain Goat
Software.
https://www.mountaingoatsoftware.com/agile/planning-poker
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Participants show their cards at the same time, to avoid
anchoring.

6.

7.
8.

9.

Based on the estimates shown, people now give their reasons
for the estimates. It is common practice to let those with
extreme values start. So if the maximum is “8”, the person who
had that estimate starts explaining. The one with the lowest
estimate, say “2”, follows and afterward others may chime in
with their views.
If this discussion gives rise to anyone wanting to change their
vote, a revote of the expected scenario can be done.
After this the team is asked to think about the worst case and
vote again. Here participants often think of missing
clarification, uncertain technology, etc.
If the participants can agree on the numbers, then the game is
over for that story, otherwise, another round of discussion is
taken. Eventually, the participants can choose to go with the
majority.
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10.

Note: Using physical cards, participants often finish the
expected vote for a story and then do the worst-case estimation
after that. If done online - with Cool Estimation - it is faster,
easier and better to do both for each story in one go.

Story Point cards
●

●

●

1, 2, 3, 5, 8, 13: If used for
estimating effort these six
numbers are traditionally
used for work items that
have a size appropriate to
put into an iteration.
0, ½: For smaller stories,
that might benefit from being combined with slightly larger
ones.
20, 40, 100: When estimating effort these three numbers are
used for really large work items, often referred to as Epics. Such
an estimate indicates a need for the item to be broken down
into smaller units in order to be reasonably trustworthy. For
Value estimation, these numbers may imply great expected
value, but may also indicate that the estimation is imprecise.
Apparently. human beings can only make reasonable estimates
within one order of magnitude.

Extra tips
Keep a fast pace when playing Estimation Poker. Experience shows that
spending more time after the initial investment tends to degrade the
quality of estimates.
Some prefer to use the average of the votes given. This practice is
discouraged because the resulting number (with decimals) implies a
degree of precision that may not be justified and can be misleading.

Poker Chip Estimation and Dot Voting
17
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Poker Chip Estimation and Dot Voting follow the same principles. The
participants are given a
number of stickers, poker
chips or simply markers
and asked to use them as
votes for the items.
Dot Voting is often done if
a decision about priority
has to be made quickly
about a select few items.
The method is summarized
as follows:
●
●
●

●
●

Stick the items/stories on the wall or in some manner that
enables each item to receive votes.
Give four to five dots to each participant and ask them to
decide where to put them.
Ask participants to place their votes. The marker dot or sticker
is placed under or beside the written stories to show which
ones they prefer.
Follow up with a short talk to reach a consensus or for people
to explain their votes.
The item with the
most dots is evaluated
as the highest priority.

Poker Chip Estimation follows
the same principle but is often
used for a bigger group of
items and often with
stakeholders for the purpose
of evaluating Value.
With this game, participants are given a collection of chips with which
to vote and the stories can be printed out and placed on a table. After
18
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the votes have been cast, the stories are grouped into three categories:
high value, medium value and low value. The participants are then
asked to evaluate their decisions based on these groupings.

Kano Estimation
For estimating value we
recommend using cards
depicting the Kano
characteristics in combination
with the numerical cards from
Estimation Poker. The following
describes what each card
communicates:
Too Small: This feature is simply too small for a user or customer to
assign a value. It only has value as a part of a larger whole. Like a single
brick of lego, that only has value as part of the set.
Too Big. This feature is out of range with the rest, it must be broken
down before the user can assess the value and compare it to the other
features discussed.
Reverse. This feature is simply considered annoying for the users, and
should not be implemented.
Exciter. This feature will make the users say "Wow, can you do that as
well?", so something they would not expect or perhaps even be able to
articulate.
Must-Have. The user will not accept the product without this feature or
quality, like a hotel room without a bed or hot water. (Or the product
might be useless or illegal without said feature.) It is of utmost
importance to identify Must-Have features, as they are often considered
too obvious by stakeholders to mention explicitly.
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There are two other options when doing traditional Kano Estimation:
Indifferent and Satisfier. Here the number cards are used in their place.
“0" is used to signal indifference. The rest of the numbers are used to
express the degree of satisfaction or value a user assigns to a certain
feature or quality.

T-shirt Estimation
T-shirt estimation is for situations,
where the number series in
Estimation Poker seems too
detailed or where there is less
time to vote. Some Teams use
T-shirt estimation early in a
project where knowledge still is
scarce and fragmented. It is normal practice to let Small, Medium and
Large respectively correspond to 2, 5 and 13.

Confidence Estimation
This series of cards uses a technique from
Daniel Kahneman. They are often used at
the end of an estimation session or any
other meeting resulting in a conclusion.
The participants are asked, “how sure are
we that we have reached a reasonable
common understanding concerning the
topic discussed?”
Quite often, someone who felt they did not
really get to express their concerns will here have the opportunity to
signal that they are not quite comfortable with the situation. Sometimes
this can reveal those outliers of risk or uncertainty that might otherwise
have been overlooked.
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Conclusion: Estimation as a
knowledge-building effort
Performing Collaborative Estimation and allowing time to do it is a great
way for groups of people to build knowledge together over time. It
involves everyone focusing on a common purpose and stimulates the
mental triggers that bring people’s knowledge to the surface. We cannot
just deliver and come up with all that we know on demand:

“

We only know what we know, when we need to know.”

Dave Snowden
It is of course useful to get numbers to work with, but it is just as useful
to have a workgroup method that enables people to find a common
understanding. Estimation as a knowledge-building effort should not be
viewed as a waste of time, but instead as a way of working through the
process systematically to reach a robust common understanding.
In complex scenarios, decision-makers have to prioritize based on
expectations – on estimates. There is nothing else; the future is not
here yet. Here, some sort of predictability is of the essence, and the
more precise the better. It is therefore a worthwhile effort to learn how
to do it.
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AgileLeanHouse and Estimation
As part of our suite of tools and services, we support collaborative,
team-based estimation for dealing with complex work.
We do that in three ways:

Estimation Workshops
AgileLeanHouse offers both
online and onsite estimation
workshops for teams and
organizations.

Online workshops
We offer online workshops
that include the following:
●
●
●

A theoretical introduction to Collaborative Estimation, its origin,
validation and inspirational sources.
Engaging Value and Complexity estimation exercises in Cool
Estimation.
Discussion about the team's estimation needs, how to involve
stakeholders and customers etc.

Increase your team or stakeholder’s estimation skill levels and
experience for yourself what value estimation does for your collective
understanding of a product.

“

Learn and practice the principles of Collaborative Estimation
with your team or stakeholders in an estimation workshop.
22
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Public
workshop

90 min (2 x 45
min.)

Per participant

49,00 € ex.
VAT

Team
workshop

90 min (2 x 45
min.)

6 to 12
participants

299,00 € total
ex. VAT

Go to https://agileleanshop.com/estimation-workshops to sign up for a
workshop.

In-house workshops
Agile Lean House offers onsite workshops for teams in organizations.
These workshops include:
●

●
●

A theoretical
introduction to
collaborative
estimation with a
focus on all four
types of estimates.
Engaging estimation
exercises that participants can apply immediately after.
Gift packages containing Agile Cards, role caps, inspirational
materials and Cool Estimation subscriptions.

AgileLeanHouse has a network of practitioners in Denmark, Norway,
Sweden, Germany, the Czech Republic and USA.
A workshop can also be added to a Scrum Master, Product Owner or
Agile Lean Leadership training. Read more at
https://agileleanshop.com/courses
Contact info@agileleanhouse.com to receive an offer for your team or
organization.
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Agile Cards
Agile Lean House offer physical cards that enable teams to carry out all
the estimation games in this booklet. The complete box of Agile Cards
including Poker Estimation Cards, additional Kano Estimation cards,
T-shirt Estimation and Complexity Estimation can be purchased at
agileleanshop.com/tools The container includes use instructions.

Cool Estimation
We support online value, effort, complexity and cost estimation with
our newest software tool Cool Estimation. This allows teams and
groups of stakeholders to carry out estimation exercises in online
meetings and create overviews, and manage and export all the results
to help guide prioritization.
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Go to agileleanshop.com/cool-estimation to see prices and get a
one-month FREE TRIAL with the full functionality.
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Appendix
Expected/Worst case vote
A very good extension to basic estimation poker is to add an
assessment of uncertainty.
●

●

When asking people about giving the “expected estimate”, it is
normally understood as a “50% estimate” in statistical terms,
meaning that the voters regard it as equally probable that the
end result is smaller as it is larger.
So a simple trick for adding uncertainty is to ask the Team right
after their first estimate to think of the “worst case”. It is
commonly accepted that when people think about the worst
case, they normally don’t think of tsunamis, earthquakes and
other outlier events, but often think of missing clarification,
uncertain technology, etc. It is normally accepted that asking
for the “worst case” results in around a 90% estimate, meaning
with 90% certainty the team believes that it cannot be worse
than this.

“

Estimating in a range allows the group to express uncertainty
and be honest about it.
●

So typically, the Team does Estimation poker as described
earlier for the 90% number as well. If the result of the card
game for the 50% estimate was that about half the Team
members had “5” and the others had “8”, it is perfectly OK for
the Team to say “Can we agree on 5 for the 50% and 8 for the
90%?”. It is all about the Team expressing their honest opinion.

26
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●

●

●

●

●

●

In our experience, using this extension actually helps the Team
reach a statement; they don’t have to agree on one number, but
can express a range.
When a set of stories have been estimated this way, the
uncertainties for the set can be calculated using standard
statistical techniques. The 50% estimate for the set is the sum
of the individual estimates. To achieve the 90% estimate for a
set of independent stories a 90% buffer is added to the
summed 50% estimate and the buffer is calculated as the
square root of the sum of squares of individual differences
between 50 and 90
percent estimate.
This calculation
assumes that the
individual stories are
independent, i.e. do
not have common
root causes.
This demonstrates
another great benefit of estimating a set or collection of stories
together, the resulting uncertainty on the collection will be much
smaller than for the individual story. Planning with a collection
of stories is therefore much more reliable.
If stakeholders can estimate the value of stories as ranges, they
will get a much-needed improved understanding of the
uncertainty of the business case driving an initiative. In this
way, the Product Owner’s prioritization can be much sharper,
and he can perhaps avoid high-risk, low-value items,
Finally, showing stakeholders the estimates of effort with
uncertainty is very beneficial. Over time they will get used to,
and gradually accept, that there is uncertainty, that there is not
a final single number - only a range with probabilities.
Stakeholders often see a situation from very far away where
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everything looks obvious and straightforward. This can help
them achieve greater realism.

Comparison to traditional estimation
Traditional project management often operates with four tools to
estimate costs in project management:
●
●
●
●

Analogous Estimating
Parametric Estimating
Three-Point Estimating
Bottom-up Estimating

These four estimation methods are said to represent a hierarchical
structure where analogous estimating represents the least accurate
method and bottom-up estimating represents the most accurate
method. Readers can explore those techniques at their leisure. For now,
it suffices to say that what we have presented is in fact a way to
combine all four in a fairly useful, yet inexpensive approach.
Quite often you will come across the claim that bottom-up estimating is
the ultimate and the most accurate method. That, however, rests on the
assumption that the work estimated is in the ordered domain
(complicated or obvious) where sufficient knowledge does exist. In
many situations that is however not the case, and such an effort
becomes a waste of time.
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The purpose of Effotr Estimation is for the whole team to voice their opinion on how much Effort each work item requires to
produc..

Cards for Effort Estimation

With Effort Estimation the card options are numerical numbers inspired by
the Fibonacci number sequence. They are called Story Points. This range of
numbers is signiﬁcantly dispersed to avoid the numbers being recalculated
into working hours.

Facilitation Tips
Who
Effort Estimation should be carried out by the same
team who has to execute on the stories. This way Effort
Estimation becomes an consensus prediction of how
much work the individual stories require.
How
Encourage attendees to ﬁrst make their Expected estimate.
Once everyone has done that, encourage everyone to do the same for the
Worst-Case scenario. The worst-case estimate answers the question:” How
much effort might this story require if we take into consideration unforseen
surprises?”
Why
Including both the Expected and the Worst-case estimations gives you as a
facilitator an impression of how much uncertainty the estimate includes.

The purpose of Value Estimation is to collect stakeholders opinions on how valuable or important speciﬁc stories are to create.

Cards for Value Estimation
Numerical Cards
A relative
sequence of
numbers inspired
by the Fibonacci
numbers.

Exciter
Customers will be
positively
surprised by this
feature.

Too Big
The story needs to
be broken down
further before
estimating.

Must Have
Customers will
expect this
feature.

Too Small
The story needs to
be merged with
other stories to be
able to estimate.

Reverse
Customers will be
negatively
surprised by this
feature.

Facilitation Tips
Who
With Value Estimation you need to get user, customer or
general stakeholder opinions into play. Therefore invite
people into to the Estimation sessions whose opinions on
value you believe will contribute positively to the product
you are creating.
How
Encourage attendees to ﬁrst make their Expected estimate.
Once everyone has done that, encourage everyone to do the same for the
Worst-Case scenario. The worst-case estimate answers the question: What is
the least amount of Value that I see this story producing for the
users/customers?
Why
Including both the Expected and the Worst-case estimations gives you as a
facilitator an impression of how much uncertainty there is around the estimate.

The purpose of Complexity Estimation is to create a discussion and establish how complex a story is to deliver.

Complexity Estimation
- Using the Cyneﬁn Framework by Dave Snowden -

Clear
The relationship
between cause and
effect is clear. Best
Practice exists.

Complicated
The relationship
between cause and
effect requires
analysis.Good
Practise exists.

Complex
Only fragmented knowledge. Probe – sense –
response. Experiments
are required.

Chaotic
No discernable
relationship between
cause and effect.
Act –sense –
respond.

Confused
Not knowing where we
are at – a state of
confusion.

Zone of
Complacency
Something that has
been oversimpliﬁed
and can break
catastrophically.

Multi domain
The story includes elements related
to two neighbouring domains.

Facilitation Tips
Who:
Complexity Estimation is most often used as a complementary
add-on to Effort estimation, meaning it is the Team that executes on
the stories who should be invited to the Estimation.
Why:
The purpose is to ﬁnd out how much experimentation is needed and how
much clarity the team has about the nature of the stories being estimated.
How:
Make sure participants have a suﬃcient understanding of the Cyneﬁn
framework to be able to apply the domains to stories/tasks.

The purpose of carrying out Cost estimations is to get an overview over costs in both an expected and a worst-case scenario

Cards for Cost Estimation
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The total cost of developing or producing a certain item normally consists of
wages for staff plus material costs required to do the work. The Product
Owner needs to understand all the costs in order to maximize value
generation.

Facilitation Tips
Who
Monetary Cost estimation should be done by the
implementation team. They may need to prepare for this,
for example by checking what options for purchases
exist and speaking to potential suppliers or experts.
How
The estimation of Monetary Costs is in principle done the same way as with
effort. If the team has a set of reference items with known cost structures, it
makes sense to use relative estimation comparing actual items to these
reference items.
During the estimation session, the team agrees on the scale being used. Are
they talking about hundreds, thousands or millions of Euros (or some other
currency)?
Why
As with other estimation forms, there is great value in the discussion during the
session. It facilitates an improved common understanding among the people
involved.
Monetary Cost will ideally be represented by an expected number and a
worst-case number (equal to or bigger than the expected one)

