
The 20M€ Tender Challenge

Final

The 20 M€ Tender Challenge

September 2020

A large agile initiative estimation



The 20M€ Tender Challenge

Final

THE CHALLENGE

The Possimpible



The 20M€ Tender Challenge

Final

The Challenge

Client faces a huge

development as part of a 

transformation initiative

Background



The 20M€ Tender Challenge

Final

The Challenge

Client faces a huge

development as part of a 

transformation initiative

Two IT vendors are 

contacted after 

Client’’s RFP

Background



The 20M€ Tender Challenge

Final

The Challenge

Client faces a huge

development as part of a 

transformation initiative

LedaMC was called 

to provide objective 

support

Two IT vendors are 

contacted after 

Client’’s RFP

Background



The 20M€ Tender Challenge

Final

The Challenge

Client faces a huge

development as part of a 

transformation initiative

LedaMC was called 

to provide objective 

support

Client intends to use LedaMC’s feedback to validate both estimations 

(cost & effort) provided by the two bidding IT providers…

Two IT vendors are 

contacted after 

Client’’s RFP

Background
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The Challenge

Validation of estimates submitted by 

the two bidding IT providers…

» Estimates are in the ballpark

» Comparison with the market

» Forthcoming estimations: 
evaluation of an automated 
estimation tool (Quanter)

» Very tight deadline

» Lots of documentation

» Limited client support

» Release & Project Life Cycle oriented 
detail of estimate effort

20 MM €

Program Core

Target
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Deadline M T W T F S S

1 2 3

4 5 6 7 8 9 10

11 12 13 14 15 16 17

18 19 20 21 22 23 24

25 26 27 28 29 30 31
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The A-Team
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IDENTIFYING 
SCOPE

The Job

FP Estimation

ACTIONS

Documentation

selection

Generic but complete 

documentation

ASSUMPTIONS
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The Job

FP Estimation

Complexity, function

type, reusability

IDENTIFYING 
SCOPE

FUNCTIONAL 
SIZE 

ESTIMATION 
(FP)

High level FP 

estimate

ACTIONS

ASSUMPTIONS
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The Job

Product & Cost Reference

Determine Reference 

Efficiency Value

Insurance Market Value, 

with percentiles

IDENTIFYING 
SCOPE

FUNCTIONAL 
SIZE 

ESTIMATION 
(FP)

ESTIMATED 
DEVELOPMENT 

EFFORT

ACTIONS

ASSUMPTIONS
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The Job

Testware Estimation

Use of estimation

tool for testware

effort

Load, Regression and 

Performance test estimation by 

expertise

IDENTIFYING 
SCOPE

FUNCTIONAL 
SIZE 

ESTIMATION 
(FP)

ESTIMATED 
DEVELOPMENT 

EFFORT

ESTIMATED 
TEST EFFORT

ACTIONS

ASSUMPTIONS
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The Job

Cost Estimation

According to Market

IDENTIFYING 
SCOPE

FUNCTIONAL 
SIZE 

ESTIMATION 
(FP)

ESTIMATED 
DEVELOPMENT 

EFFORT

ESTIMATED 
TEST EFFORT

INITIATIVE 
COST 

ESTIMATION

Distribution of costs in 

proportion to development

ACTIONS

ASSUMPTIONS
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The Job

Results

IDENTIFYING 
SCOPE

FUNCTIONAL 
SIZE 

ESTIMATION 
(FP)

ESTIMATED 
DEVELOPMENT 

EFFORT

ESTIMATED 
TEST EFFORT

INITIATIVE 
COST 

ESTIMATION

"Partial" hits are also a 

success

RESULT’S 
REPORT

Matrix of results 

according to uncertainty

ACTIONS

ASSUMPTIONS
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The Job

Estimation Tool

IDENTIFYING 
SCOPE

FUNCTIONAL 
SIZE 

ESTIMATION 
(FP)

ESTIMATED 
DEVELOPMENT 

EFFORT

ESTIMATED 
TEST EFFORT

INITIATIVE 
COST 

ESTIMATION

RESULT’S 
REPORT

Quanter



The 20M€ Tender Challenge

Final

Analysis and Configuration

• Customized aggregation levels

• “Clone element" feature

• Over 1700 functional elements

• Whole initiative, over 8700 FP

Functional Size

The Job

Why using Quanter?
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Spain, Portugal, Belgium, United Kingdom, Italy, Germany, Romania, Switzerland, Netherlands, Malta, Ireland, 
Hungary, Greece, Denmark, Czesch Republic, Brazil, Colombia, Chile, Peru, Argentina, Mexico, USA, India, New 
Zealand, Egypt, Australia.

The Job

Product & Cost Reference: Database
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TECHNOLOGIES AND 

FRAMEWORKS…

INDUSTRY SECTORS

Over 100 different technologies (ABAP 4,  C/C++/PROG, .NET, COBOL/AS400, 

JAVA/J2EE, PL/SQL, TIBCO, PYTHON, ANDROID/IOS, …)

END TO ENDACTIVITIES

Product & Cost Reference: Database

Airlines, Insurance, Finance, Utilities, Health, IT, Telecom, etc.

The Job
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+ 60,000
Nº OF PROJECTS

Nº OF FUNCTION POINTS
3.000.000

52.000.000
Nº OF HOURS/PERSON EFFORT

2.000.000.000 €
COST

Product & Cost Reference: Database

The Job
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Product & Cost Reference: Database

WORKING 
INDUSTRY IS 

SELECTED

Insurance

The Job
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Product & Cost Reference: Database

WORKING 
INDUSTRY IS 

SELECTED
TECNOLOGY

Java & JavaScript

Angular & SpringBoot

The Job
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Product & Cost Reference: Database

WORKING 
INDUSTRY IS 

SELECTED
TECNOLOGY

SMALL AND 
MEDIUM-SIZED 
DEVELOPMENTS 
ARE DISMISSED

New developments

The Job
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Product & Cost Reference: Database

WORKING 
INDUSTRY IS 

SELECTED
TECNOLOGY

SMALL AND 
MEDIUM-SIZED  
DEVELOPMENTS
ARE DISMISSED

EFFICIENCY 
VALUE

Build & Unit Test

The Job
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Product & Cost Reference: Database

WORKING 
INDUSTRY IS 

SELECTED
TECNOLOGY

SMALL AND 
MEDIUM-SIZED 
DEVELOPMENTS
ARE DISMISSED

EFFICIENCY 
VALUE

Tool configuration based on market 

reference for each input: sector –

technology - development type:

- Development Efficiency Value

- Life Cycle activities distribution 

as an extrapolation from 

development effort 

The Job
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The Job

Test Activities in Scope

INTEGRATED TESTS
USER ACEPTANCE TESTS

REGRESION TESTS
LOAD TESTS

PERFORMANCE TESTS
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FUNCTIONAL 
SIZE

CORRECTIVE 
VALUES

The Job

Testware: Integration Test and UAT

Integrated Tests
User Aceptance Tests
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1

Requirement
analysis

The Job

Regression, Load and Performance Test
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1 2

Customization based on 
Client’s requirements 

The Job

Regression, Load and Performance Test

Requirem. 
analysis
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Calculations based
on expertise

31 2

The Job

Customization based on 
Client’s requirements 

Regression, Load and Performance Test

Requirem. 
analysis
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THE RESULT

179.598 
Hours/ Person
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1 month 

THE RESULT
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Effort Estimation Matrix

o Vertical axis ( FP ): +/- 20% of the scope
o Horizontal axis (Product.): % of variation.

473 245 205 181 145 105312

395 260 204 179 151 121

316 208 163 137 121 97

88

70

Productivity > P10 P25 P40 P50 P60 P75 P50

Functional
size

-20%

+20%

The Result
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The Result

Report

Scope & Functional Size

Productivity and market references

Activities Included in the Estimate by Release

Effort Estimation Matrix & Estimation Tool Report

Assumptions: Do not cross red lines

1

2

3

4

5
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THE FEEDBACK

"Thank you very much for the detailed information. Now we 
have an additional extra value to be used in negotiations with 
vendors“

The client
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In a nutshell

01 Scope, scope & scope !!!

02 Customized by Client needs

03 Cope with uncertanty: ranges of values 

04 Results, assumptions & automated estimation tool



The 20M€ Tender Challenge

Final

Gracias

Thank you!

contact@leda-mc.com


