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2. Software cost estimating challenges and AI 
3. Appropriate use of AI and standards
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1. Introduction to
AI Tools
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Fear vs excitement about AI – opinions are divided. This author asked a cross-section of (22) global 
market research and insights experts: 
“What do you see as the aspects or applications of AI that are overhyped and could really fool users, 

creating potential issues for the quality and credibility of market research? “
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Software Estimation with AI tools: 
assumptions and cautions /2
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1. DATA-DRIVEN
ANALYSIS 
BETTER AT 
DISPARATE 

HISTORICAL DATA 

2. FEATURE-BASED
ESTIMATES  MORE 

EFFICIENT 
COMPARISONS/ 

ANALOGIES

3. BUILT-IN
REGRESSION 

MODELS  BETTER 
CORRELATION & 

ANALYSIS 

4. NATURAL
LANGUAGE (NLP) 

SIZING  NO NEED 
FOR FUNCTIONAL 
SIZE KNOWLEDGE

• Data definitions
• Normalized data
• Scope

• Patterns
• True analogy ?

• “How to lie
with 

statistics”

• Overestimating FP size
(Functional vs Non)

• Hallucinations
• IFPUG certified tools?
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5. ACCURACY AND 
CONSISTENCY  
AI IS SMARTER

6. SPEED OF SW 
ESTIMATION  

BYPASS NEED FOR
CEBOK-S 

KNOWLEDGE

7. PRESENTATION OF 
RESULTS   

VISUALIZATION IS 
FASTER AND EASIER  

(GRAPHS/RPTS)

8. LACK OF 
HISTORICAL DATA 
 AI INDUSTRY 

DATA ARE BETTER 
THAN NO DATA

• Bad data  Garbage 
in/ = Garbage out

• Cross-check!!!

• SW Estimation is 
different per CEBoK-S

• Faster wrong answers

• Trust, but verify
• Tufte – “show 

causality”

• IV&V on data
• Data relevancy
• Fool with a Tool…

Software Estimation with AI tools 
assumptions and cautions
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2. Software 
cost 

estimating 
challenges 

and AI
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ChatGPT prompt: 
What are AI tools that can help with Software Cost Estimating?
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ChatGPT prompt: What are
AI tools specifically designed for Software Size Estimation?
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AI tool listing  results vary by prompt
• Backwards Requirements for tools should come first (if you don’t 

know where you’re going, any road /tool will do)
• CEBoK-S fundamentals (sizing, productivity, sw cost estimating) are 

important  e.g., learn “times tables” before shopping for calculators
• Tools should enhance, not obscure or increase effort (wrong tools 

and data can INCREASE estimating time)
• AI tools to support software cost estimating and sizing:

• ICEAA (vendors) and IFPUG tools that support CEBoK-S 
• Proper data interpretation  garbage in = garbage out
• ChatGPT is limited by prior data sources (old + new + flawed + outdated +?)
• Hallucinations still common for technical niches (e.g., Simple FP) 
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A Quick Chat GPT Example: Hair Salon 
System
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A Quick ChatGPT Example: Hair Salon 
System - Data Functions
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A Quick ChatGPT Example: Hair Salon 
System - Transactional Functions
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A Quick ChatGPT Example: Hair Salon 
System - Results
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Co-pilot results May 2026/2
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Co-pilot results May 2026/3
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Co-pilot results May 2026/2

Missed: R (browse) 
of 4 ILF = 4 * 4.6 = 
18.4 SFP
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CEBoK-S Five Step Estimating Process
Challenges

20
QUALITY PLUS TECHNOLOGIES, INC. and COBEC CONSULTING, INC.

Estimates 
of size; sw 

growth;  
cross-
checks

Historical 
Data, 

analogy,, 
CER/SER
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CEBoK-S Step 2 and Step 3 Challenges
(Data collection and analysis & Create Estimate)
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Challenges include:

a. Estimating software size from early program documents (such as 
a ConOps or EPICS) for which software requirements are 
incomplete 

b. Applying appropriate growth factors to the estimated size given 
the schedule estimate or other factors; 

c. Selecting an appropriate analogy or custom CER and/or using 
historical data 

d. Cross-checking the estimated size, effort, cost, duration

Challenges include:  Known areas where AI can assist

a. Estimating software size from early program documents (such as 
a ConOps or EPICS) for which software requirements are 
incomplete 

b. Applying appropriate growth factors to the estimated size given 
the schedule estimate or other factors; 

c. Selecting an appropriate analogy or custom CER and/or using 
historical data 

d. Cross-checking the estimated size, effort, cost, duration
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3. Overcoming 
estimating 
challenges 
with standards 
and AI
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a. Estimating software size from high-level CONOPS 
(or not-yet-known) software requirements /2
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CONOPS 
or other 
Program 

document(

Prompt 
ChatGPT or 

SEER-AI 
/other to 
generate 

user stories

Review, 
revise & 

modify list 
 

functional 
requirement

NO

YES

Audit size 
estimate(s) 
for duplicate 

or non-
functional or 
dev stories

ERP 
RICEFW 

sizing 

ERP 
Package
and/or 

Custom 
?

Input to 
Simple FP 
template or 

IFPUG 
Certified 

NLP sizing 
tool

PKG

CUSTOM

Estimated 
size of 

software(s)

S/W 
require’s 
existing  

?

Blue = Potential AI 
assistance
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ChatGPT prompt: Provide user stories for employee training system

Manual 
review 

removed 
stories 
4,5,6,8
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Estimate software size with SFP template (not AI)
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User Story # User Type Software Requirement Functions 

(EP=4.6 SFP, LF=7 SFP)

Simple FP (SFP)

1. Employee Browse and enroll in training 
courses.

Browse = 1 EP
Enroll (CRU) = 3 EP
Enrolment = 1 LF

25.4 SFP

2. Employee Track my progress in ongoing 
courses

Track = 1 EP
(Enrolment is already LF)

4.6 SFP

3. Employee Receive notifications for 
upcoming training sessions

Notify = 1 EP 4.6 SFP

7. Employee Earn certificates upon course 
completion 

Earn (CRU course grades)= 3 EP 
Produce cert + view certificate = 2 EP.
Certificate database =1 LF

30.0 SFP

9. Trainer Create and manage courses Create + manage = CRUD = 4 EP + 1 LF 25.4 SFP
… … … …

Total      90 SFP
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Estimate software size with Cadence® 
IFPUG-Certified (AI) functional sizing tool
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b. Apply appropriate sizing growth factors 
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Capers Jones: 1-2 % increase in software size per 
calendar month & range from <1 to over 
10%/month

Estimate effort and schedule from unadjusted size
Growth adjusted size  adjusted effort and 
adjusted schedule

PMI’s Pulse of the Profession shows an upward shift over the last decade: ~43% of projects reported 
scope creep in 2013 vs ~52% in 2018

Applications typically keep growing ~5–15% per year in functional size, with occasional step-ups from 
“mid-life kicker” releases.

Requirements Volatility is still one of the greatest causes of cost and schedule overruns.
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c. Selecting an analogy or custom CER or use 
SEER-SEM / QSM SLIM / TruePlanning
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While the best historical data are those from your own completed software 
development, borrowing data from the ISBSG development and enhancement 
repository or a commercial estimating tool or an appropriate published CER can be a 
viable option. 

AI tools can assist with the regression analysis of historical data and provide 
insights into potential risks and opportunities 
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d. Cross-check the estimated size, 
effort, cost, duration
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AI tools can assist in providing a 
verification of an analyst’s functional size 
estimate of software size, and can help to 

identify functionality that may not have 
been included.

It can also provide a sanity check against 
the developed estimate
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A Quick Chat GPT Example: Hair 
Salon System Cross Check
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Conclusion

31

Summary of Key Points 
• The integration of AI in software 

estimation can offer significant 
benefits in accuracy, efficiency, and 
consistency. 

• AI-driven tools can reduce human 
error and biases, and enhance the 
estimation process

• Use AI to augment (not substitute for) 
software cost estimating expertise

• Cross-checking AI results is at least 
as critical as for non-AI estimates 
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