
The ‘Planning Game’: how to better 
estimate your project moving from 
the right productivity levels 
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Goals of the presentation 
G1. How ISBSG repositories can help you to derive a reference productivity 
range for your project, observe the way ‘effort’ is managed throughout the 
lifecycle phases 

G2. Show the ‘Planning game’ technique and its (business) objective, 
suggesting a balanced distribution of the project effort adding the requirement 
types (‘ABC schema’) 

G3. Understand  how to ‘play’ the ‘Planning Game’ in an iterative way, 
obtaining a balanced effort and cost in order to achieve better business results 



Planning Game Let’s start… 

Which should be the scope of our interest? 
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Planning Game If Function Point s were as  «square meters»…they shouldn’t include the «how»…  

…is it possible that the price/FP is invariant whatever the «technology»? 

Is it true? Let’s try to undestand a bit more… 
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Planning Game Some misconceptions about what FSM methods should (or not) include… 
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• https://www.europarl.europa.eu/do

ceo/document/TA-9-2020-

0102_EN.html  

• FPA: both IFPUG v4.3.1 

unadjusted as well as COSMIC 

v4.0.1 

• SNAP: mentioned for sizing NFRs 

• …But adopted several variants for 

the calculation… 
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Planning Game Some misconceptions about what FSM methods should (or not) include… 
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Planning Game Restart from here… ABC Schema  (2012)  IFPUG/COSMIC Glossary of NFRs (2015)  

URL:  IFPUG MetricViews, Vol 6, No.2, Aug 2012 –. http://goo.gl/hgrJt  

URL:  IFPUG /COSMIC, Glossary of NFRs, 2015 – URL: http://www.ifpug.org/cosmic-and-ifpug-
glossary-of-terms/  
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• How can the ABC schema help when planning a project?   

• Would we respect constraints about time, cost and productivity?  

• Which is the effort% related to (whatever kind of) Function 

Points against the whole project effort? 

• Which economic margins/losses could we obtain moving from 

«market prices»? 
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A B C 

Project 

(ALL) 

Product 

(FUR) 

FUR 

(product) 

NFR 

(product) 

Org/Mgmt 

tasks 

(project) 

…thus adding effort for 

B/C tasks (not 

increasing FPs) would 

we be less productive? 

...paradoxical! 

Which should be the scope of our interest? 

Planning Game The (new) «productivity paradox» #1 
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A B C 

Project (ALL) 

Fixed Costs + 

Variable Costs 

Product 

(FUR) 

FUR 

(product) 

NFR 

(product) 

Org/Mgmt 

tasks 

(project) 

…thus a Sw functional 

sizing unit (FP) should 

pay the whole project 

even if they don’t have 

a direct relationship? 

...paradoxical! 

Planning Game The (new) «productivity paradox» #2 
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Planning Game ABC Schema & Service Management: a mapping 

• Value = Utility + Warranty 

 

• Service is…a means of enabling value co-creation by facilitating outcomes that 

customers want to achieve, without the customer having to manage specific costs and 

risks (ITIL4, Glossary) 
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https://www.axelos.com/glossaries-of-terms
https://www.axelos.com/best-practice-solutions/itil


• «...Function Points are one of the reasons why a project is delivered...and nobody uses it...» 

• Are we dealing with a product or a service? ...e why? Thus where is the issue? Is it related 

to the high-level requirements? Is it related to Stakeholders? Let’s come back a while... 

Planning Game Services, Projects, Prices 
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Rome (Italy), May 25, 2017 

http://forumpa2017.eventifpa.it/it/
https://www.youtube.com/watch?v=IpT4nzsjTTY


Planning Game The Iceberg of Requirements, Relative Error (RE) and the Cone of Uncertainty 

«Scope 

Creep»... 

Maximize the ‘green’ zone, reduce the 

yellow/red zones…but who’s managing 

requirements in a project? Which 

stakeholders should be involved? 

Legenda: 

• RE = Relative Error 

• S = valori Stimati 

• C = valori Consuntivati 

NFR are often «yellow» 

and/or «red» 
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Planning Game 

• URL: www.projectcartoon.com   

Co-Creating Value (several Stakeholders) 
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http://www.projectcartoon.com/
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Planning Game Co-Creating Value (several Stakeholders)? 

https://serviziweb2.inps.it/PassiWeb/jsp/spid/loginSPID.jsp?uri=https://www.inps.it/myinps/default.aspx?accessoinps%3D1&S=S&srcPortal=null&mode=null
https://posteid.poste.it/jod-login-schema/login.jsp
https://www.inps.it/nuovoportaleinps/default.aspx?lang=IT
https://avanzamentodigitale.italia.it/it/progetto/spid


Planning Game Processes and Lifecycle Phases: which is the right one? 

• ...the ones from your own (Q)MS 

• ...otherwise refer to «external» models (e.g. best practice such as,RUP, CMMI, ITIL, ...)  
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https://www.wibas.com/cmmi
https://it.wikipedia.org/wiki/Rational_Unified_Process
https://www.axelos.com/itil


€ 

t 
M1 

C1 

[1] The balloon area expresses effort (t) and costs (C1) for a 

solution, defining a milestone (M1)  compatible with the 

engaged assets. 

Planning Game T: Effort & Duration  the ‘Balloon Effect’: balancing concurrent constraints 
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http://www.gufpi.org/areasociwild/2018_05_11_ISMA15/20180511_26_Buglione.pdf


€ 

t M1 

C1 

M2 

C2 

[2] In order to reduce effort/costs (C2) with the same 

‘area’ (tasks), the milestone should be delayed 

(M1M2) 

[3] ...but willing to anticipate the delivery/milestone (M2M3), 

the amount of engaged assets should increase      (C2 C3) 

€ 

t M2 

C2 

M3 

C3 

Planning Game T: Effort & Duration  the ‘Balloon Effect’: balancing concurrent constraints 
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t M2 

C2 

t M2 

C2 

[4a] ...but willing to anticipate the delivery/milestone (M3) 

reducing at the same time costs (C3), it’d be possible to 

consider a project ‘de-scope’, planning more 

Sprint/Iteractions (agile)... 

[4b] ...but willing to to anticipate the delivery/milestone 

(M2M3) reducing at the same time costs (C2C3) 

maintaining the same project ‘scope’, thus... 

M3 

C3 

M3 

C3 

Planning Game T: Effort & Duration  the ‘Balloon Effect’: Opportunites & Risks 
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Planning Game The game scheme: an example 

• Q: in a software project, what (and how much) are Function Points important? Let’s move 

from the hypothesis of an ‘end-to-end’ lifecycle including ALL the possible activities… 

• A: Let’s include processes (and data) about a software product (not a project) for the solely 

functional side! Let’s play to the ‘Planning Game’... 

19 



Planning Game Some questions after ending the game (Q  T) 

• Hp: Let’s try with a MIS project with ‘nominal’ productivity of 2 FP/man-day...conversion 

to man-hours  possibile sheet ‘stime’ (to-be)? 

• A: only 64.7% of the total effort would be related to FP...why? 

‘Nominal’ productivity and 

functional productivity? Click... 

Which impact on 

costs, revenues and 

margins? 

Which source of 

information about 

productivity? ISBSG? 

Are the functional 

domain all the same?  
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• Prod(N) = 1 / 

PDR 

The game will finish 

when the backlog is 

over… 

http://www.semq.eu/pdf/fsm-prod.pdf
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http://www.ifpug.org/Metric Views/MVBuglione.pdf
https://www.isbsg.org/project-data/
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The Planning Game in the GUFPI-ISMA Contractual Guidelines (2016)  

https://www.gufpi-isma.org/area-riservata/documentazione-area-riservata/papbc/  

Planning Game 
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Planning Game Let’s try to play to the ‘Planning Game’… 

Two (2) hypothesis for ‘playing’:  
• (1) compute the maximum possible effort calculated from the estimated number of FPs by a ‘nominal’ 

productivity value according to a reference technology (see ISBSG D&E repository and/or PDQ tool) 

• (2) compute ‘nominal’ productivity levels moving from FP and effort estimations, classifying the activities 

included in your project Gantt according to the «ABC schema» 
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WM2020-13_Planning Game_Template.xlsx
https://www.gufpi-isma.org/area-riservata/webinar-gufpi/


Q  T  C: how costs and prices should be detemined? 

• Any project has a different ABC effort combination 
• cfr. ISO/IEC 14143-5:2004 (Functional Domains) 

• Hour/person and cost/m-d differs by requirement type (ABC) and skills/competence/experience 
• see professional tarifs, internal industrial costs, … 

• See also ECF, SFIA, … 

• An (A) profile (e.g. analyst/programmer) DOESN’T cost as well as a (B) profile (e.g. DBA, technical 

Specialist, …) that DOESN’T cost as well as a (C) profile (e.g. project manager, measurer, QA, …) 

• How could we determine a ‘standard’ cost mix when every project – even if using Software 

Engineering technique – is «pure craftsmanship»? 
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Planning Game 

https://webstore.iec.ch/preview/info_isoiec14143-5{ed1.0}en.pdf
https://www.ecompetences.eu/it/
https://www.sfia-online.org/en
https://www.zerounoweb.it/cio-innovation/metodologie/come-gestire-progetti-uniformi-e-misurabili-focus-su-tipologie-e-requisiti/


A new competence: the Measurement Specialist (April 26, 2021) 
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Planning Game 

http://store.uni.com/catalogo/uni-11621-6-2021  
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Planning Game Lessons learned... 
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Planning Game Q  & A 



www.eng.it 

@EngineeringSpa 

Engineering Ingegneria Informatica Spa 

gruppo.engineering 

Thanks for the attention! 

Luigi Buglione 

Measurement & Process Improvement Specialist 

 luigi.buglione@eng.it 
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