
The  Cos t  o f P oorly De fine d  Re quire m e nts
More than a technical issue—it is a root cause of unreliable cost estimates
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The  P rob le m :
P oorly De fine d  Re quire m e nts

•  High uncertainty introduced before estimates are baselined

•  The lack of technical maturity limits use of historical data & 
analogies

•  Assumptions replace evidence leading the analyst and team 
   to have a more optimistic cost estimates

•  This results in hidden risk, cost growth, and rework

Taking a  
Closer Look
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Why This  Ma t te rs :
Im pa c t  on Cos t  Es t im a t ing

• Undefined requirements WILL lead to an unclear scope

• Incomplete WBS = missing cost elements

• Wrong methodologies selected = low estimate credibility

• Requirement changes = estimate obsolescence

• Leads to:
• Cost overruns
• Schedule delays
• Rework and inefficiencies

You cannot produce a credible estimate if you don’t fully understand what you’re estimating

Presented at the ICEAA 2026 Professional Development & Training Workshop - www.iceaaonline.com/nfk2026



The  Ide a l P roc e s s :
Wha t  S hould  Ha ppe n

• Define the Problem
• Collect Requirements Data
• Develop Requirements
• Solicit Proposals
• Develop Government Estimate
• Evaluate Proposals
• Select Solution
• Negotiate Contract

The process exists—but execution is where things break down
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De fine  the  P rob le m :
S ta rt  with  the  Right  Que s t ions

• Clearly Define Mission Need /  Capability Gap
• This comes from asking the deep level question “What problem are we 

solving?”

• Avoid jumping to solutions too early
• Not enough time
• We have concepts of a plan or idea
• Let’s build it as we cost it

Establish foundation for all downstream decisions
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Re quire m e nts  Da ta  Colle c t ion:
Unde rs ta nd  Wha t  the  S ys te m  Mus t  Do
• Engage:

• End users

• Engineers

• SMEs

• Identify:
• Functional Needs

• System Environment

• Interfaces & Constraints

• Translate Vague Ideas into Specific Operational Needs

Cleaner phrasing replaces your questions with structured categories
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De ve lop  Re quire m e nts :
Form a lize  Re quire m e nts

• Convert data into structured requirements

• Define:

• KPPs (Key Performance Parameters) – must-have capabilities

• KSAs (Key System Attributes) – desired but flexible

• Ensure requirements are:

• Measurable

• Testable

• Achievable
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S olic it  P ropos a ls :
Indus t ry Enga ge m e nt

• Provide clear, validated requirements to vendors

• Vendors:

• Analyze Requirements

• Develop Technical Solutions

• Submit ROM Estimates & Proposals

• Government Begins Independent Estimate Development
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Cos t  & S e le c t ion:
From  Es t im a te  to  Cont ra c t

• Develop Government Cost Estimate

• Evaluate Technical & Cost Proposals

• Select Best Value Solution

• Negotiate Contract

• THEN proceed to execution (Agile, Spiral, etc.)

Execution methods don’t fix bad requirements

AGILE? ! I Know 
tha t  Word!
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Whe re  It  Bre a ks  Down:
The  Re a lity
• The Process Exists—but is Not Consistently Followed

• Common issues:
• Requirements are incomplete or unclear
• Limited stakeholder engagement
• Compressed timelines
• Organizational communication gaps

• Programs request estimates with:
• No validated requirements
• Immature technologies that will become quickly obsolete 

We are estimating before we understand the problem
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The  Core  Ga p :
Mis s ing  Ac c ounta b ility

• No clear ownership of requirements development

• Lack of structured validation process

• Key questions are not being asked early

• Disconnect between:

• Technical teams

• Users

• Cost estimators
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The  S o lut ion pt 1.- Re quire m e nts  Va lida t ion:
Es ta b lis h  a  Re quire m e nts  Va lida t ion Boa rd
• Cross-Functional Teams:

• Engineers

• SMEs

• End users

• Cost analysts

• Responsibilities:

• Review and validate requirements

• Ensure completeness & feasibility

• Gate approval required before moving forward

No validation = No estimate
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• Involve both:

• Technical SMEs

• Cost estimating teams

• Align:

• Technical feasibility

• Cost realism

• Identify risks early:

• Technology maturity

• Requirements gaps

The  S o lut ion P t 2 – In te gra te d  Eva lua t ion:
S t re ng the n P ropos a l Eva lua t ions
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Ke y Ta ke a wa ys :
It  is  a  p rob le m , but  it  is  fixa b le
• Immature technology + poor requirements = unreliable estimates

• The issue is not the process—it’s execution gaps

• Early investment in requirements = reduced cost & risk later

• Strong validation improves:
• Accuracy

• Credibility

• Decision-making

Better requirements don’t just improve systems—they produce defensible, reliable cost 
estimates
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