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Using BAP for Release Planning: Required 
Data 
 
Murray Cantor Ph.D. 
 

Introduction 
One of the most challenging tasks of the project lead is to determine what features or epics can 
be planned for the next release. The reason that is so challenging is that both the size of the 
effort and the team velocity have some degree of uncertainty.  BAP supports capturing: 

 The sizes of the features under consideration, accounting for the uncertainty; 

 The beliefs and, if available, the velocity history of the team; 
 

 
Figure 1. Example BAP output. The distribution shows the probability of delivering on the planned date for different 
choices of features. The red area shows the likelihood of shipping late, and the green is the likelihood of shipping on 
time or even early. 
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Using BAP, one can compare the likelihood of delivering a selected number of features. An 
example is shown if Figure 1. In this example: 

 The team is entirely certain it can deliver features 1 and 2 (The entire region is green).  

 The team is highly certain of delivering features 1-3 chosen features (most of the region 
is green). It is a good bet that the team will be able to deliver this content in the release. 

 Moving to 4 features is pretty much an even bet.  

 Adding the fifth feature is very risky. There is only a small probability of shipping on 
time.  

 Adding the sixth and seventh feature is a sure loser.  
 
In this case, the team would most likely plan the three features and take the fourth feature as a 
stretch goal. The statistics of the distributions in Figure 1 are shown in Table 1 below. 
 

Features lower(25%) median(50%) upper(75%) mean stdev 

1,2 -11.058 -10.741 -10.354 10.66 0.837 

1,2,3 -4.622 -3.017 -1.078 -2.63 2.769 

1,2,3,4 -1.042 0.931 3.276 1.38 3.455 

1,2,3,4,5 2.511 4.854 7.633 5.4 4.163 

1,2,3,4,5,6,7 6.053 8.759 11.991 9.4 4.832 
Table 1. The statistics for the weeks late distribution shown in figure 1.Negative is weeks early 

The Service 
BAP is not yet available as a tool but as a service. This service, offered through the Cutter 
Consortium, is described in a separate document. 

Data 
A premise of agile is that we cannot plan with precision. This tool makes the best possible use 
of the current estimates of the expected effort and returns a prediction of the time-to-
complete in the form of the trend of distribution, describing how likely it is the project will ship 
on time, given the estimates and actual progress. 

 
Three kinds of data are needed. 

1. Feature sizes; 
2. Expected team velocity, or velocity for the previous releases; 
3. Weeks per release  (not necessarily the same as the history); 

 

Feature sizes 
There are two versions of BAP for Release Planning. 

1. Decomposed features. 
2. Undecomposed features. 
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The first version applies when the features or epics have been decomposed into stories. The 
second is used prior to the architectural effort to do the decompositions. The details follow. 
 

Decomposed Version 
If the features have been decomposed into stories, the size of the feature is the sum of the size 
of the stories. In this case, to capture the uncertainty, the tool requires for each story, 3 values: 
 

1. Best case: The least number of story points 
2. Expected or Middle case: The most likely number of story points 
3. Worse case: The largest number of story points 

 
These three numbers could arise if the team is determining story size by playing planning poker 
and, instead of settling on a single size, keeps the larger and small estimates found in the 
planning sessions. The advantage of this is that rather than throwing away the information that 
there is uncertainty and disagreement in the team, the tool captures the uncertainty and uses it 
to compute the probabilities. Note that the difference between the best and worst case is a 
good indicator of the team’s uncertainty. 
 
An advantage to this technique is that some features may have stories that are desired but not 
essential. The plan then might include a subset of the stories. The tool does allow for building 
scenarios for including different subsets of the feature stories.  
 
In summary, the size input for the decomposed version is: 

 The list of features or epics; 

 For each epic, the list of stories; 

 For each story, the three sizes {best case, expected case, worse}, e.g. {13 , 8, 5}; 
 

Undecomposed version 
Often, planning occurs prior to decomposition, or perhaps the team has not adopted agile 
estimation methods. Even so, there is some measure of size or effort. For instance, the measure 
could be feature points, story points, or person-weeks. The choice of units does not matter, 
because as long as the velocity estimates use the same units, the estimates of weeks late is still 
valid. In this case, the team just enters for each feature the three values. Note that the 
estimates - in whatever units - will both be larger and have a wider range than the story sizes. 
For example, a story triad might be {13, 8, 5} and, for an epic or feature, the triad might be 
{150, 80, 50}. 
 
In this case, the input is: 

 The list of features; 

 For each feature, the estimate triad;  
 

Velocity 
For velocity, there are also two cases: 
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 A new team; 

 A team with a history of previous releases; 
 
In the first case, the tool uses the same sort of input that was used for the stories. The team or 
team lead estimates the team velocity in (units of effort) per release, e.g. story points per 
release. For this estimate, the triad is also specified. For example, the team might believe it can 
deliver, at least, 300 story points, at most 450 story points and, most likely, 350 story points. 
The triad is {450, 350, 300}. 
 
If this is a stable team with a history of prior releases, the team provides the above triad and 
the number of story points delivered in each of up to four previous releases. The tool uses the 
history as evidence to update the team’s initial estimate.  
 
In summary, the needed velocity input for release planning is: 

 An initial estimate triad of the velocity; 

 If available, the history of delivery size for up to four prior releases; 
 

Release Duration 
One more piece of information is needed: The planned duration of the release, in weeks. This 
information is used to create the weeks-late view given (Figures 1 and 2). 
 

Scenarios 
After entering the size and velocity data in BAP, one can use it to generate the likelihood of 
successful completion for different combinations of features and, if entered, stories per 
feature. This is how to create the example output shown in Figure 2. To specify that scenario, 
one enters: 

 A list of scenarios; 

 For each scenario, which features to include and which to exclude; 

 If the features are decomposed, for each scenario and feature, which stories to include 
and exclude; 
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