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Summary

The purpose of this document is to present the guidelines that will be used to realize the estimations throughout the project. It defines the techniques to be used, describes the estimation process, defines re estimation schedules, methodologies and the justification for the re estimation procedure.
Introduction

The fixed deadline for the project stresses the necessity of adequate planning and control methods. To build realistic plans, with achievable objectives, the team must use techniques that allow the estimation of the effort required for their competition in the different stages of the development, it also needs a clearly defined process for the estimation and re estimation activities to ensure that the guidelines are understood and followed by all its members.
The estimation technique

In choosing an estimation technique, the team is highly limited due the following situations:

· The team has no historical data, since it was formed for the MSE program; therefore it won’t be able to effectively use estimation methods that rely on historical project date (like Cocomo II).
· There is the first time that the team is going to do a project of this nature, which stops it for using analogy based methods

· No member of the team has individually worked on a similar project before, therefore we have no experts to help in the estimation.

Nevertheless, all team members have development experience in other areas that share different levels of similar characteristics with the product to be developed. The team assumes that sum of the experience of each team member can be used to produce quality estimations, and therefore it will use techniques that based on the members consensus. In particular:

· For size estimation, the team will use Wideband Delphi as the main estimation technique. An example of the first Wideband Delphi session held by the team is included as an appendix.
· For effort estimation of a given task, the team will recursively perform a top down decomposition of the task in subtask, until its members can make an estimation of all the parts and derive the effort for the total task. Wideband Delphi will be used too if the team deems it necessary.
Wideband Delphi session guidelines
This section describes first of the standard procedures that Mission Possible team uses to perform estimations. The wideband Delphi estimation method will be used mostly in product size estimations.
Background information

The Wideband Delphi estimating method was originated by the Rand Corporation and refined by Boehm. It calls for several engineers to individually produce estimates and then uses a Delphi process to converge on a consensus estimate.

Wideband Delphi session Script

	Purpose 
	Produce an estimation for a task or artifact

	Entry criteria
	1. Knowledge of the details (including associated documentation, if necessary) of the element to be estimated from all the estimators

2. The Team Mission Possible Wideband Delphi form

3. The Team Mission Possible Java LOC counting standard (for size estimations)

	 
	1. Each team member is given the program’s specification and an estimation form

2. They meet to discuss estimation session goals, assumptions and estimation issues.

3. They then each anonymously list project task and write their estimations in the form.

4. The estimates are given to the estimate moderator, who tabulates the results and returns them to the experts.
5. Only each team member’s personal estimate is identified: all the others are anonymous

6. The team members meet to discuss the result. They each review the task they have defined but not their estimates.

7. The cycle continues at step 3 until the estimates converge to within an acceptable range.



	Exit criteria
	· An estimation (size or effort) for the desired element.


Top down estimation session guidelines
This section describes second of the standard procedures that Mission Possible team uses to perform estimations. The top down estimation method will be used mostly in task effort estimations.

This estimation method will be used mainly during TSPi cycles. The idea is to have an estimation of the tasks from the following cycle previous its launch meeting.

	Purpose 
	Produce an estimation for a task or artifact

	Entry criteria
	· Earned value track record

· Actual TSPi cycle plan

· Project plan

· The team lead has gathered opinions and suggestions for task for the next cycle

	 
	1. The team lead and the elements of the entry criteria and decide which are the tasks that have to be performed in the next cycle, and an associated priority for each of them
2. For each task identified, they estimate the amount of person/hours necessary to fulfill the task
3. If they can’t make the estimation for a given task, they subdivide the task into subtasks and repeat the procedure from step 2 until the effort for all the identified tasks is identified

4. After the effort for all the tasks is identified, the team lead and the project manager asses the feasibility of the tasks in the cycle timeframe. 

a. If the effort necessary to perform the identified tasks requires an amount of persons/hours unavailable for the cycle, the estimators discard the with lower priority until a feasible set of tasks is identified
b. If the effort necessary to perform the identified tasks does not make use of all the person/hours available for the cycle, the estimators identify an extra set of tasks and perform the estimation procedure from step 2
c. If the effort necessary to perform the identified tasks requires an adequate amount of persons/hours, the estimation session ends

	Exit criteria
	· An estimation proposal for the tasks an effort for the next TSPi cycle activities


Confidence level

For size estimation
Since there is no data from previous projects to back the size estimates, there is not a way of getting a sound value for the confidence level. The team will address this situation as soon as the coding activities begin.
For effort estimation

Based on the experience gathered on the semester, the confidence level for the effort estimations is around 60%. The team is confident that this level will improve as the team gains more experience through the year.
Appendix A: Mission Possible Wideband Delphi form

	Project
	: 

	Estimator
	:

	Date
	:

	Round Number
	:

	Estimation unit
	:


Range of estimates from the ________ round: 

[image: image1]
	X
	: Estimates

	X*
	: Your estimate

	X!
	: Median estimate


Please enter your estimate for the next round
:__________

Please explain any rationale for your estimate
:

Appendix B: Wideband Delphi form usage Example

	Project
	:  AMC/Synchromod translation layer

	Estimator
	: John Doe

	Date
	: 11/11/2010

	Round Number
	:2

	Estimation unit
	:SLOC


Range of estimates from the ___1rst_____ round: 

[image: image2]
	X
	: Estimates

	X*
	: Your estimate

	X!
	: Median estimate


Please enter your estimate for the next round
: ___30200___

Please explain any rationale for your estimate
: I did not consider the possible problems that may arise for the lack of knowledge using JAXP
Appendix C: Mission Possible Java LOC Counting Standard

	Count Type 
	Type 
	Comments 

	Physical/Logical 
	Logical 
	

	Statement Type 
	Included 
	Comments 

	Executable 
	Yes 
	

	Non-executable: 
	
	

	Declarations 
	Yes 
	

	Compiler Directives 
	Yes 
	Import, Package, etc

	Comments: 
	No 
	

	On own lines 
	No 
	

	With source 
	No 
	

	Banners 
	No 
	

	Blank Lines 
	No 
	

	Clarifications 
	
	Examples/Cases 

	Nulls 
	No 
	

	Empty statements 
	Yes 
	"}" on own line 

	Generic instantiators 
	Yes 
	

	Begin/End 
	Yes 
	Count each matching "{" "}" pair once. 

	Test conditions 
	Yes 
	

	Expression evaluation 
	No 
	

	End Symbols 
	Yes 
	Count once 

	Keywords 
	Yes
	

	Labels 
	Yes 
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