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WHEN WILL IT BE DONE?
HOW TO FORECAST ANSWERS TO YOUR 
TOUGHEST AGILE QUESTIONS
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About Me

• 30+ years in Information Technology
• Agilist / Scrum Master / Project Manager
• Pluralsight Author
• Conference Speaker
• Adjunct Instructor
• Creator of Statistical PERT®
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Cost / Budget / ResourcesTime / Schedule

Scope / Value

Copyright © 2020 by William W. Davis, MSPM, PMP



UMD Project Management Symposium
May 7-8, 2020 Slide 4

When will the 
project’s scope be 

delivered?

When can the next 
production release 

be ready?

What will be delivered 
by our hard delivery 

date?
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Why Create an Agile Forecast?

• It aligns the agile team and their stakeholders on the current 
progress of the team’s development effort

• It fosters good decision-making by forecasting whether 
stakeholder expectations are feasible or infeasible

• It’s easy to do what-if analysis using historical data and 
subjective judgment
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Statistical PERT

• Freely licensed (GNU GPL) Excel spreadsheet
• Compatible with Excel 2010 and later
• Nothing to install—it’s just a spreadsheet!
• No macros, no security issues
• Free download with no registration
• Presented at the 2016 PMI Global Congress

®
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Why Use a ProbabilisticAgile Burn-up Chart?

• It visually conveys a lot of information quickly
• It shows three possible outcomes
– Optimistic
– Expected
– Conservative

• It’s easy to keep updated as things change
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Product 
Backlog 
(To Do & 

Done)
Net gain 

(more SPs)

Net loss 
(fewer SPs)
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Total 
“Done”

Expected 
ValueOptimistic 

Outcome

Pessimistic 
Outcome

Product 
Backlog 
(To Do & 

Done)
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Total 
“Done”

Expected 
ValueOptimistic 

Finish Date

Conservative 
Finish DateProduct 

Backlog 
(To Do & 

Done)
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The Scenario

• A Scrum team starts working on a new product
• They estimate in story points (the unit-of-measure is irrelevant)
• Their initial product backlog has 300 story points (incl. epics)
• They start working the last week of May
• The new product must be ready before Labor Day
• They use one-week sprints (sprint length is immaterial)
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You can control how 
optimistic / aggressive and 
pessimistic / conservative 

you want the forecast lines 
to be.

(Avoid extreme values like 
< 5% or > 95%)
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Step 1.  Populate the 
“Iteration (Sprint) Finish 

Date” column
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Step 2.  Estimate the 
Product Backlog and put 

the estimated value of the 
whole backlog in cell C5
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Step 3.  When the 
iteration ends, total all 
the “Done” items and 

enter that value in cell D5
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Step 4.  Examine the 
Product Backlog.  Enter 
the estimated value of 
all remaining Product 

Backlog items in cell C6 
and copy that value 
down to the last row 

with a finish date entry
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This line tracks ALL the 
work effort for the 

product:
To Do, Doing, and

Done

Copyright © 2020 by William W. Davis, MSPM, PMP



UMD Project Management Symposium
May 7-8, 2020 Slide 20

Now, just repeat the 
process of entering in 
the sum of all “Done” 
items in the “Actual 

‘Done’  This Iteration” 
column, and…

…the revised 
amount remaining in 
the Product Backlog
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After 2 sprints, a 
total of 70 story 

points are “Done”

Copyright © 2020 by William W. Davis, MSPM, PMP



UMD Project Management Symposium
May 7-8, 2020 Slide 22

Copyright © 2020 by William W. Davis, MSPM, PMP



UMD Project Management Symposium
May 7-8, 2020 Slide 23

The slope slightly 
increases because 
the team got more 
work done this just-

completed sprint 
than in the prior 

sprint

The current expected 
finish date (50% 

probable) is July 20, 2020

The conservative finish 
date (85% probable) is 

July 27, 2020
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The current expected 
finish date (50% 

probable) is July 20, 2020

Even the 
conservative finish 

date (85% probable) 
is July 20, 2020
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New PBIs were 
added!

Epics were 
decomposed!
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The new expected 
finish date (50% 

probable) is 
August 24, 2020

The conservative 
finish date (85% 

probable) is 
September 7, 2020New PBIs were 

added!
Epics were 

decomposed!
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Production 
Problem!

Re-allocated team 
members! 
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The new expected 
finish date (50% 

probable) is 
September 7, 2020

The “Total Done 
All Iterations” line 

is nearly 
horizontal!

The gap between 
the optimistic and 

conservative 
estimates widens!
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The expected finish 
date (50% probable) is 
still September 7, 2020The last two 

iterations haven’t 
been as productive 

as before

The optimistic finish 
date (15% probable) is 

August 24, 2020
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The Product 
Owner removes 
items from the 

Product Backlog! 

The team is 
re-focused on 

the work of 
their Product 

Backlog
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The expected 
finish date (50% 
probable) is now 
August 17, 2020

The slope has 
begun to rise 
upward again

There is less 
work to do now

The conservative 
finish date (85% 
probable) is now 
August 31, 2020
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Total 
“Done”

Expected 
ValueOptimistic 

Finish Date

Conservative 
Finish DateProduct 

Backlog 
(To Do & 

Done)
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PMI’s ProjectManagement.com
sister website

Statistical PERT™ (SPERT™)
Estimation Worksheet

(freely licensed Excel template!)

Click Templates and then choose Deliverables
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Or just download directly from the 
StatisticalPERT.com website 
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Questions?

Connect with Me!

LinkedIn:  famousdavis
Email:  famousdavispmp@gmail.com
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