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WHAT ARE STORY 
POINTS?

Story Point: is an abstract measure of effort
required to implement a user story. In simple
terms, it is a number that tells the team about
the difficulty level of the story.

• In most cases a story point uses one of the 
following scales for sizing:

- 1,2,4,8,16

- X-Small, Small, Medium, Large, Extra-Large 

- Fibonacci sequence: 1,2,3,5,8,13,21
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WHAT DO STORY POINTS 
REPRESENT?
Story Points represent the effort required to put a PBI
(Product Backlog Item = user story) live. Each Story
Point represents a normal distribution of time.

What are the benefits of using Story Points?

• Quickly estimate issues

• Estimate without giving a specific time 
commitment.

• Embrace the uncertainty that comes with 
estimation. 

• Accurate enough to plan sprints ahead
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What Goes Into a Story 
Point?

The Amount of Work to Do
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Because story points represent
the effort to develop a story, a
team’s estimate must include
everything that can affect the
effort. That could include:

•The amount of work to do
•The complexity of the work
•Any risk or uncertainty in doing
the work

Certainly, if there is more to do
of something, the estimate of
effort should be larger. Consider
the case of developing two web
pages. The first page has only
one field and a label asking to
enter a name. The second page
has 100 fields to also simply be
filled with a bit of text.
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Risk and Uncertainty Complexity
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The amount of risk and
uncertainty in a product backlog
item should affect the story
point estimate given to the item.
If a team is asked to estimate a
product backlog item and the
stakeholder asking for it is
unclear about what will be
needed, that uncertainty should
be reflected in the estimate.

Complexity should also be
considered when providing a
story point estimate.
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Consider All Factors Consider Everything in the 
Definition of Done
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It may seem impossible to
combine three factors into one
number and provide that as an
estimate. It’s possible, though,
because effort is the unifying
factor. Estimators consider how
much effort will be required to
do the amount of work
described by a product backlog
item.

A story point estimate must
include everything involved in
getting a product backlog item
all the way to done. If a team’s
definition of done includes
creating automated tests to
validate the story, the effort to
create those tests should be
included in the story point
estimate
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Story Points 

A story point is a high-
level estimation of
complexity involved in
the user stories, usually
done before sprint
planning or during
release planning.

Hours

The hour based
estimation, is a low-
level estimation used to
represent the actual
effort in man hours
needed to complete all
the tasks involved in a
user story.
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STORY POINTS VS 
HOURS
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WHY STORY POINTS ARE 
BETTER THAN HOURS IN 2019?

Story Points offer three main advantages 
over man-hours:

• No correlation with skills and
experience of the estimator

• Velocity is Tracked

• No Re-Estimation if Velocity Changes
(Flexibility)
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MAN-HOURS: WHAT ARE 
THEY AND WHY DON’T 
THEY WORK FOR US?

• Some tasks are difficult to estimate
precisely.

• If one developer estimates a project but
another completes the task, the estimate
becomes invalid.

• People generally underestimate obstacles
they might face and consider only the
best-case scenario.
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Story Points Ideal Days
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PICKING A SIDE IN THE
STORY POINTS VS. IDEAL
DAYS DEBATE

PICKING A SIDE IN THE STORY POINTS VS. IDEAL DAYS DEBATE – BASE 36

Story points are measurement
units that help estimate the
amount of effort needed to
develop a feature. Each story
point is assigned a relative value,
and these values together give
the size of the user story.

The length of time it would
take you to finish a project, if
you didn’t have to worry
about all of these additional
things, are ideal days.



Story Points Ideal Days
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ADVANTAGES

PICKING A SIDE IN THE STORY POINTS VS. IDEAL DAYS DEBATE – BASE 36

• Story points play to the
strengths of humans.

• Story points account for
differences in team
experience, as they are
measurements of size.

• Story points are abstract, as
they are measurements of
relative size.

• By estimating in size, you can
ignore the variations of team
members’ productivity.

• Managers and outside
stakeholders have a better
idea of ideal days than
story points.

• Ideal days are more
intuitive, and, as a result,
may make the team more
comfortable with project
scope estimation.



Story Points Ideal Days

12

DISADVANTAGES

PICKING A SIDE IN THE STORY POINTS VS. IDEAL DAYS DEBATE – BASE 36

• If your team is new to story
points, they may not feel
comfortable estimating
projects this way.

• Though the relative nature of
story points makes it hard for
managers to confuse story
points with a timed reality, it
is also difficult to understand
what a story point is in
general

• Each part of the team
estimates how long their
‘part’ of the project will
take, and the estimates are
added together

• When estimating in ideal
days, teams often forget
to take into consideration
the team’s experience
with the project or specific
technologies



HOW TO SIZE (ESTIMATE) WITH STORY POINTS IN AGILE

While this type of estimation might not be the easiest, estimating with Story Points in
Agile offers benefits to both app developers and clients.
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Sizing is beneficial as it:

• Gives us an overview
of the scope of work

• Uses multiple
perspectives to
determine the size of
work

• Clears out that we
can’t be exact

• Rectifies false
assumptions

Sizing is done considering:

• The amount of work 
to do

• The complexity of the 
work

• Risk or uncertainty in 
doing the work

• Time / Duration
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HOW TO ESTIMATE 
STORY POINTS IN AGILE?
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THE RELATIVE SIZING PROCESS  - OPTION 1

1. Identify the base story

2. Create a Matrix for Estimation

3. Size the stories - Planning Poker Estimation Process

4. Plan the Sprint 16HOW TO ESTIMATE WITH STORY POINTS IN AGILE- ANASTASIYA V.
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STEP 1 — IDENTIFY A BASE STORY
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STEP 2 — CREATE A MATRIX FOR ESTIMATION
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PLANNING POKER ESTIMATION PROCESS
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• Each estimator gets a set of cards;
• All estimators select backlog items,

discuss features, and ask questions;
• When a feature has been fully discussed,

each estimator privately chooses a card
to represent his or her estimate;

• When all estimators have made their
estimates, they reveal their cards at the
same time. If all estimates match,
estimators select another backlog item
and repeat the same process.



STEP 4 — PLANNING THE SPRINT
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We can’t do this
until the first
sprint is
completed. While
the first sprint is
in progress we
can track the
team’s velocity.

As soon as the
sprint is finished,
we’ll know how
many Story Points a
team can complete
per sprint. We use
these numbers to
forecast the team's
performance for
the next sprints.

When we have all
backlog tasks
estimated in terms
of Story Points, we
can understand how
many sprints we’re
going to need to
complete the
project.



THE RELATIVE SIZING PROCESS  - OPTION 2

1. List all the stories to be sized

2. Put them in order from smallest to largest

3. Size the stories
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Step 1: Get user stories 
from Product Owner

Step 2: Select reference 
stories
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DONE-RELATED STORY
ESTIMATION

DONE-RELATED STORY ESTIMATION- MARC BLESS

The estimations

were based on and

related to known

done-stories of

former sprints. The

method is very

simple and

contains only five
steps.



Step 3: Sort user stories Step 4: Show story points
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DONE-RELATED STORY
ESTIMATION

DONE-RELATED STORY ESTIMATION- MARC BLESS

The estimations

were based on and

related to known

done-stories of

former sprints. The

method is very

simple and

contains only five
steps.



Step 5: Adjust stories and story points
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DONE-RELATED STORY
ESTIMATION

DONE-RELATED STORY ESTIMATION- MARC BLESS

The estimations

were based on and

related to known

done-stories of

former sprints. The

method is very

simple and

contains only five
steps.



12 COMMON MISTAKES MADE 
WHEN USING STORY POINTS

• Equating Story Points to just complexity,
uncertainty or value.

• Translating Story Points to hours

• Averaging Story Points

• Adjusting Story Point estimates of issues during
sprint.

• Never Story Pointing bugs.

• Adding Story Points to small tasks
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12 COMMON MISTAKES MADE 
WHEN USING STORY POINTS

• Adjusting reference PBI’s each sprint.

• Story Pointing unfinished issues again

• Adjusting Story Point estimate because a
specific developer will work on it.

• Never adjusting reference PBI’s.

• Conforming to the expert in the room.

• Not discussing incorrectly Story-Pointed issues
in retrospective.
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CHEAT SHEET FOR STORY 
POINT SIZING

• Teams should also understand "Why" should they
size relatively before going into the detailed "How"
and "What" part.

• As a definition, STORY POINT is a unitless
measurement of the size that encompasses the 3
parameters of a user story - COMPLEXITY,
UNCERTAINTY and EFFORT.

• Once teams start estimating user Story Point
estimation through Poker Planning, another
observation is that too much discussion happens
when the scores are not in consensus.
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MYTH: STORY POINTS ARE 
REQUIRED IN SCRUM

• Scrum is intended as a simple, yet sufficient
framework for complex product delivery.

• Scrum is not a one-size-fits-all solution, a silver
bullet or a complete methodology.

• Instead, Scrum provides the minimal boundaries
within which teams can self-organize to solve a
complex problem using an empirical approach.
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MYTH: STORY POINTS ARE REQUIRED IN SCRUM
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Busting the Myth

The purpose of estimation in Scrum

Scrum Guide

• “Work may be of varying size, or estimated effort”, it does not prescribe how this
estimation should be done.

• The Scrum Guide does remind us to use an approach that respects the complexity
of software development and to not let estimation replace the importance of
empiricism itself.

• The primary purpose of estimates in Scrum is to give
Development Teams a rough sense of the amount of work
they can pull into a Sprint.

• Use the empirical process of Scrum to capitalize on change
rather than control against it.

Accurate estimates are imposible
An estimate can’t be a guarantee
The time we spend on estimation is 
a form of waste

Myth: Story Points are required in Scrum - Christiaan Verwijs



OTHER WAYS TO ESTIMATE

• Use the number of items per Sprint as a guide
to select a doable amount of work for a Sprint.

• Use size buckets as a guide, where the
Development Team classifies items in terms of
size

• Simply use the combined gut feeling of the
Development Team to determine if enough
work was selected for the Sprint
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TIPS

• Whatever you do in terms of estimation, make sure
to do it with the entire Development Team.

• Some teams want to stick to hour-based estimates
because it feels ‘more real’ or easier to estimate for
them.

• Explore different techniques and determine what
works best for your Development Team, and
requires as little effort and time as possible
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THANK YOU
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