
This Presentation

The Economics of Automated Software Sizing 
Functional sizing of software has been proven as a reliable 
means of costing software projects. In this presentation I 
will describe, the nature, speed and precision of automated 
functional sizing from a written set of requirements for early 
cost estimation. I will then describe the substantial 
economic benefits of doing so.

Mental models more than hard numbers
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Typical software project

£10m "Surprises" Fixing bugs £20m Re-framed

Before AfterDuring

Described by executives as a qualified 
“success”

Unknowns Quality
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What is the total consequential impact of the 
wrong decision?

Omit Cost from Cost Estimator

1. The increase cost
2. The lost benefits
3. The opportunity cost vs a different path
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Typical Cost Journey – Let’s be realistic

1 year delay, doubled cost:
Increase cost £10m,
+ one less year of benefits £10m
+ subsequent benefit is 25% lower p.a. £10m
+Opportunity cost £10m
Total consequential cost £40m

4x
Real Cost was 4 
times the initial 

estimate!

£10m "Surprises" Fixing bugs £20m Re-framed

Budgeted: £10m on the basis of £10m bens p.a. for 5 years. (net ben £40m).

Unknowns Quality
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Why do Software projects go over budget 
and schedule?

• Poor executive engagement
• Too ambitious (size) 
• Poor requirements
• Poor project mgt (scope & risk) 
• Poor attention to quality (esp early)

Why failure / under estimate?

Presented at the SCAF/ICEAA 2024 International Training Symposium - www.iceaaonline.com/its2024



Software Work does not Scale – opposite!

Cost
& Risk of failure

Size small is beautiful

What is small..?Presented at the SCAF/ICEAA 2024 International Training Symposium - www.iceaaonline.com/its2024



Scope:

Articulated functional 
requirements
“knowns”

Unarticulated functional 
requirements
“uknowns”

Unknowables

Non Functionals

Other 

M

Estimate this

And add a bit 
for this

We tend to:
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Functionality
Found

Knowable 
Unknowns

Knowns

Inferred

Inferred

Inferred

ScopeMaster provides traceable evidence for cost estimators and project managers of the 
likely final cost – BEFORE investment commitment.

Exposing the knowable unknowns
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Popular Metrics related Jargon

PBIs
Story Points 
Flow metrics
Planning poker
Scaled Agile Framework (SAFe) ...
Scrum@Scale (SaS) ...
Large Scale Scrum (LeSS) ...
Nexus. ...
Disciplined Agile (DA) ...
= very little help to a cost estimator
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Be rational, equip yourself for 
success...

On Size Metrics
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Software estimating for sound decision-making
“No estimates”

Automated Functional analysis 
and sizing

Story Points or Story Counts

Functional Sizing 
(manual)
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Agile + Estimation

“We learn as we 
go”

“We need to 
know the likely 
cost and 
duration”
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Think about why…?

They Say We say

We learn as we go Most unknowns are knowable*
It’s wasteful to estimate prematurely Almost effortless*

Estimation is BRUF Sizing can be done at high granularity

Estimates are abused by managers Story points & counts, yes, but not CFP

Estimation is a distraction Estimation is automated

Focus on flow and flowmetrics Addresses progress not size

Build and focus on value But, it might not be worth starting

Don’t know when it will be ready We can
We can’t tell you the cost We can

*If using automated sizing & analysis
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Functional Software Requirements
Direct or CSV or API
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Project Execution

Estimate
Variability

Time

Only proactive analysis improves early eastimate accuracy

4x

2x

1.5x

1.25x

1.0x

Initial 
concept

High level 
requirements

Detailed
requirements

Design 
Complete

Implementation

Project Approval

Proactive analysis
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Knowing the real eventual size

Cost
& Risk of failure

Size
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A misinterpreted user story is the birth 
of a bug

Re-coding a user story because it was misinterpreted, causes it to cost 2.5x
So, requirements quality is a direct and major factor in cost.

Business analyst Dev Stakeholder Architect TesterUI
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Average User Story

Cost if right 
first time 

£n

Cost if 
reworked
£2.5n + 
delay

• 5.5 CFP (@ £500 - £2000)
• Typically has 3-5 requirement defects.
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Automated analysis - Nature, speed and precision

Ambiguity
User-oriented
Completeness
Sizeability
Testability

Cross references all functionalities
12 insightful reports and diagrams
Consistency
Completeness

Quality:

Sizing: Consistent
< 15% of a manual sizing – (verified)

Speed: Consistent
< 15% of a manual sizing

Insight: Instant feedback = Agile

Backlog of 100 in 2-3 minutes

Insight – improvements – better overall estimates

Clear
Functional 

Intent:

Reduces misunderstanding,  
avoidable discussions and rework.

Each Story Set of Stories

Estimates omissions & Ambiguities
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Detailed objective quality feedback

Each Story
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Ojbective quality assessment

Set of 
Stories
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Economic value - Successes

• Utility project reduced rework by over 50%.

• Govt project Sized and exposed 3000+ defects in 1 day. 

• Banking project saved 50% vendor negotiations.

• Defence project circa 50% direct savings in 7 days.

• Finance project exposed 300% overcharging by vendor.

Sometimes unwelcome…
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Functional 
Sizing

Requirements
Insight

Automated Backlog Analysis

Economics of Automated Analysis of SW Requirements

Objective, defendable, 
estimates, requiring 
negligible tech input

Instantly expose quality 
issues that affect cost and 
schedule
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Realtime, contextual benefits report

Direct benefits
Effort saved
+Better early decisions

Consequential benefits
Rework avoided
Faster to value
Avoid late defects

Presented at the SCAF/ICEAA 2024 International Training Symposium - www.iceaaonline.com/its2024



Economics of Automated Sizing

10 - 400%
of initial estimate

The least we have ever observed 
just from knowing the size.

The typical direct and 
consequential benefit of better 
early estimates achievable with 
automated analysis.
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