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What’s a good plan?

• A good plan is one that supports reliable 
decision-making

• Will go from
• We’ll be done in the third quarter

• We’ll be done in August

• We’ll be done August 18th 

~John Maynard Keynes
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What makes planning agile?
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Starting assumptions

• We have a product backlog (prioritized feature 
list)

• Items on the product backlog (user stories is 
my preference) have been estimated in story 
points or ideal days

• We have a team with a known velocity

• We’ll relax this assumption shortly
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Three Sprints (Iterations)

Velocity
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An example with velocity=14
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Release and sprint planning

Release Plan
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• Sprint planning
• Estimating velocity
•Release planning

Agenda
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Two approaches

Velocity-driven sprint planning
1
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Commitment-driven sprint planning
2
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It looks something like this
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How to estimate velocity
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Forecasting velocity

• Just like commitment-driven sprint planning

• Estimate available hours for the sprint

• Repeat until full:

• Pick a story, break into tasks, estimate each task
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An example

• Estimating available hours
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An example
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Put a range around it

• You’re unlikely to have precisely forecasted the 
exact velocity the team will average

• So, put a range around your velocity estimate:

Known team, domain, 
technology

+5%
10%

Unknown team, 
domain, technology

+25%
50%

+10%
25%

†Numbers based on PMI advice on progressive accuracy 
of estimates.
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Expressing velocity as a range

1.10

.75

Adjustments 
from prior page 

or intuition

Total of 
estimates on 

product backlog
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Create a range from historical 
data
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Predicting where we’ll finish

At our long-term average we’ll finish here (5 33)

At our slowest velocity we’ll finish here (5 28)

At our best velocity we’ll finish here (5 37)
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Fixed-date planning

1. Determine how many sprints you have

2. Estimate velocity as a range

3. Multiply low velocity  number of sprints

• Count off that many points

• These are “Will Have” items

4. Multiply high velocity  number of sprints

• Count off that many more points

• These are “Might Have items”
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Fixed-date planning: an example

6 15

6 20

Will have

Might have

Won’t have
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Fixed-date contracting

6 15

6 20

Will have

Might have

Won’t have

• You won’t likely win the contract
• But you’ll probably make money 

if you do

If you write a contract
for just the will haves:

• You will likely win the contract
• But probably not make money 

on it

If you write a contract that
includes the might haves:

It’s a risk issue

Where do you want to be?
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Fixed-scope planning

1. Sum all the backlog items the customer needs

2. Estimate velocity as a range

3. Divide total story points by high velocity

• This is the shortest number of sprints it could 
take

4. Divide total story points by low velocity

• This is the “most” sprints it could take
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Fixed-scope planning: an example

120÷20= 

120÷15= 
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Fixed-scope contracting

• You’ll likely win the contract
• But may not make any money

If you write a contract
for the short duration:

• You probably won’t win the 
contract

• But will make money if you

If you write a contract
for the long duration:

It’s a risk issue

Where do you want to be?
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Ranges

• Notice in both cases we had a range

• For a fixed date project, use a scope range:

• “By that date you’ll have all of these features and 
some of these.”

• For a fixed-scope project, use a date range:

• “It will take us between 5 and 8 sprints to deliver 
all of those features.”
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An example
Your company develops tools for managing agile 
projects.
You’ve finished version 1.0 (on time, of course). 
Now the boss needs a new version for the big trade 
show that is 4 sprints away.
• Which features can you “guarantee” will be in for 

the trade show?
• Which features are likely to be in?
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Past velocities
Historrical Data

Iteration 
number Velocity

1 20

2 14

3 23

4 18

5 25

6 30

7 12

8 22

9 15

10 23

Your Estimates
Low

Average

High
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The team’s estimates
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Upcoming classes in Oslo
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Mike Cohn
mike@mountaingoatsoftware.com
www.mountaingoatsoftware.com

(720) 890 6110
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