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THE ESTIMATING PROBLEM'

Barbara just received the go0d news: She was asigned a the project manager for s gy

her company won as part of competitive bidding. Whenever a request for proposa ,,(w"“m-
into Barbara's company  commitice composed miinly ofscnior managersreviews gy, o
the decision is made to bid on the job, the REP is turned over o the Proposal 4
ofthe Proposal Department i an etimling group that i responsile for estimatin 3y
1f the estimating group has no previous history concerning some of the deliverablesor oy
packages and is unsure about the time and cost for the work, the estimating team wil ey o
the functional managers for assistance with estimating.

Project managers like Barbara do not often partcipate in the bidding process. Useggy
their first knowledge about the project comes after the contract is awarded 1o their coppe.
and they are assigned as the project manager. Some project managers are highly optimisic g
trust the estimates that were submitted n the bid implictly unless, of oure, a sigifican s
of time has elapsed between the date of submittal of the proposal and the final conract svgg
date. Barbara, however, is somewhat pessimistic. She belicves that accepting the estimates
they were submitied in the proposal s like playing Russian roulette. As such, Barbara prfes
10 review the estimates.

One of the most eritical work packages in the project was estimated at twelve weeks ssisg
one grade 7 employee full time. Barbara had performed this task on previous projects amd
required one person full time for fourteen weeks. Barbara asked the estimating group how they
arrived at this estimate. The estimating group responded that they used the three-point esima.
where the optimistic time was four weeks, the most likcly fime was thirteen weeks, and the e
simistic time was sixtcen weeks.

Barbara believed that the three-point estimate was way off of the mark. The only way
this work package could ever be completed in four weeks would be for a very small pogt
nowhere near the complexity of Barbara's project. Therefore, the estimating group was noicoe
sidering any complexity factors when using the three-point estimate. Had the estimating 5059
used the triangular distribution where each of the three estimates had an equal likeibood o

oceurrence, the final estimate would have been thirteen weeks. This was closer to the fouris
‘weeks that Barbara thought the work package would take. While a difference of 1 week s
‘small, it could have a serious impact on Barbara’s project and incur penalties for late deli
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talk 1o Peter, the employee that was
on previous projects. Peter was a grade
‘Package. As part of the discussions with

and considered to be
Peter made the follow

ude this type of
Wecks. 1 go P Of work package and they al esti-

ot understand why our estimating group.

the typical data base accou
asked Barbara. Peter respondeqs " """ COmplexity when considering the est-

cata bases havetechniqucs fo considering compley, ot oty they just assume:
When complexity i importan, s it i inour project,anslogy

me 10 get it done in 12 weeks. And adding more peopie o this work package wil nox
the schedule. It may even make it worse.

then asked Peter one more question:

you are a grade 9 and considered as th subject matier expert. I a grade 7 had been
as the estimating group had said. how long would it have taken the grade 7 to do

‘about 20 weeks or so.” responded Peer.

scussed in the case?

‘many different estimating techniques were s hat one estimate is

ide
estimate is differcnt, how does a project manager dec
. i you use?

o % e project manager, which esimale woukd Y00 S





