
PROJECT SCOPE MANAGEMENT 

 
Scope refers to all the work involved in creating the product, service or result of the project and the processes 
involved in creating them. 
 
Deliverable is anything produced as part of the project. Eg. some hardware or software, project documents 
 
Project scope management involves defining and controlling the things included and not included in a project. 
It is important for IT projects because it aims to verify deliverables, avoid scope creep, and ensure that 
everyone has the same understanding of the project requirements. 
 
Project scope management processes: 

1. Planning scope management – determining how scope and requirements will be managed 
2. Collecting requirements – defining and documenting the features and functions of the products, and 

how they will be created 
3. Defining scope – reviewing the project charter, requirement documents, and organisational process 

assets to create a scope statement 
4. Creating the WBS – subdividing project deliverables into more manageable components 
5. Validating scope – formalising acceptance of the project deliverables 
6. Controlling scope – managing and controlling changes to the scope 

 
Planning scope management 
There are two important outputs for planning scope management: 

- Scope management plan – a document that details how to create a scope statement, how to create 
WBS, how to maintain and approve the WBS, how to achieve scope validation, and how to control 
change requests to the scope 

- Requirements management plan – documents how the project requirements will be analysed, 
documented and managed 

 
Requirement: a condition that must be met by the project to satisfy an agreement or a formal specification. A 
requirement must be defined, analysed and documented in enough detail to be included in the scope baseline, 
and it must also be measurable. 
 
Collecting requirements 
This process is often the most difficult because requirements can change over time, and users often don’t 
really know what they need from the beginning, and instead give brief descriptions of what they want. Users 
may also not share information from the beginning due to cultural or political environments. 
 
Tasks involved in collecting requirements: 

- Elicitation – determining what the requirements are 
- Analysis – determining how to achieve the requirements 
- Specification – coming up with a clear definition and description of what the requirement is 
- Validation – having the requirement approved by the appropriate stakeholders 

 
Methods for collecting requirements: 

1. Interviewing stakeholders 
a. Pros – one-on-one is very effective for collecting detailed requirements 
b. Cons – costly and time-consuming. Interviewers need to know what to ask, otherwise 

stakeholders won’t know what information to provide. Interview can’t be prejudice. 
2. Focus groups 

a. Pros – faster and less expensive than one-on-one interviews 
b. Cons – untrained facilitators may elicit negative or inadequate responses 

3. Questionnaires and surveys 
a. Pros – gets the information needed as long as stakeholders provide honest answers 
b. Cons – respondents might not provide accurate answers or misinterpret the question 

 



4. Observation 
a. Pros – good for projects that aim to improve work processes and operations 
b. Cons – requires people to observe, which can be expensive and time-consuming. 

Observations could be misinterpreted 
5. Prototyping 

a. Pros – good for software development projects, helps clarify interfaces and boundaries 
b. Cons – time-consuming and requires documentation, which can disrupt the flow of a process 

6. Benchmarking 
a. Pros – generates ideas by comparing project practices or other project characteristics with 

other projects or products that may or may not be from other organisations 
b. Cons – requires deep amount of research, which is costly and time-consuming 

 
Functional vs Non-functional requirements 

- Functional – describes what the system should do 
- Non-functional – describes how the system works 

 
Requirements Traceability Matrix (RTM) is a table that lists various attributes of each requirements and 
ensures that all requirements are addressed. The purpose of an RTM is to maintain the linkage from the source 
of each requirement. 
 
The Project Scope Statement includes the product description, user acceptance criteria and details 
information on all deliverables. It can also include project boundaries, constraints, and assumptions, and 
reference supporting documentation. Over time, the scope statement becomes clearer and more specific. 
 
It’s important to have good scope definition because it helps improve the accuracy of time, cost and resource 
estimates, defines a baseline for performance measurements, and helps communicate clear responsibilities 
 
A Work Breakdown Structure (WBS) is a deliverable-oriented grouping of work, which ultimately defines the 
total scope of the project. It’s a document that forms the basis of planning and managing schedule, costs, 
resources and changes. 

- Decomposition: subdividing project deliverables into smaller components 
- Work package: the task at the lowest level of the WBS 
- Scope baseline: the approved scope statement, WBS and WBS dictionary 

 
Methods for developing a WBS: 

1. Guidelines – some organisations provide guidelines for developing a WBS and it’s important to follow 
them if they are provided. 

2. Analogy approach – using similar WBS from other projects as a starting point 
3. Top-down approach – start with the largest item and break it down into smaller items, refining the 

work into greater detail. Best suited for project managers with a big-picture view. 
4. Bottom-up approach – identifying as many specific tasks as possible and organising them into 

summary activities. Used for projects developing new systems 
5. Mind-mapping approach – branching ideas out from a core idea to structure thoughts and ideas. 

 
The WBS dictionary is a document that describes detailed information about each WBS item. It provides 
clarification on the tasks, so everyone has the same understanding. 
 
Scope creep is the tendency for a project scope to get bigger and bigger. It can be avoided by validating the 
scope and developing a process for scope changes. 
 
Scope validation is the formal acceptance of the complete project deliverables. Formal acceptance is achieved 
by customer inspection and then a sign-off on key deliverables.  
 
Techniques to validate the scope: 

- Use a Requirements Traceability Matrix 
- Workshop with users 
- Document sign-off 



Scope control involves controlling the changes to the scope.  
 
The main objectives of scope control: 

1. Influence factors that cause scope changes 
2. Ensure changes are processed according to the procedures defined in integration management  
3. Manage changes as they occur 

 
Variance is the difference between planned performance and actual performance 
 
Best practices for avoiding scope problems: 

1. Keep the scope realistic – don’t make the scope so large, break down large tasks into smaller ones 
2. Involve users in scope management – ensure people using the product will get what they want 
3. Use off-the-shelf hardware and software – new technologies may introduce risk 
4. Follow good project management processes – developed from past experiences 

 
Scope Changes in Agile Projects 
Traditionally, scope creep is viewed negatively because it’s undesirable to stray away from the original plan. 
However, in a modern, agile environment, scope creep is viewed more positively because changes are 
recognised as something that constantly occurs in technology and requirements. Changes should be 
accommodated to take advantage of the technological advancements of society. 
 
Scope Changes in Traditional Projects 
If changes are deferred to future projects, it can lead to shelfware. Shelfware is software that is developed but 
by the time it is released, it can no longer be used because it no longer meets the current needs. This often 
happens because of the rapid technological advancements in society. 
 
The Roadmap to Value outlines how scope is defined and managed in an Agile environment. 
 
There are seven stages in The Roadmap to Value: 

1. Vision – the product owner establishes a vision statement, which the project team understands 
2. Product roadmap – product owner ensures the features feed the vision statement and clearly 

communicates the scope to project team and stakeholders 
3. Release planning – product owner determines a release goal and selects only the parts of the scope 

that supports the goal 
4. Sprint planning – The release goal is subdivided into sprint goals and individual users are given tasks 

to complete the sprint goal. 
5. Daily scrum – a 15-minute meeting at the start of each day to review past work, set the work for the 

day, and discuss any scope changes for future sprints 
6. Sprint review – review the sprint goals that the scrum team pursued and what was completed 
7. Sprint retrospective – scrum team discusses what worked well and what can be improved  

 
Planned-driven vs Value-driven Approach 

- Planned-driven approach – in traditional projects, the scope is defined in granular detail at the 
beginning. The cost, time and resources are estimated based on a set of fixed requirements 

- Value-drive approach – in agile projects, the time and resources are fixed at the beginning, because 
they are less likely to change. Features chosen for development are determined based on these 
constraints. 

 
Scope Control in Agile Projects 
In agile projects, scope is managed by a backlog list, which prioritises requirements. Scope is controlled by 
completing features first, then adding new features. The scope is never adjusted during a sprint. 
 
 
 
 
  
 



Traditional vs Agile Scope Management: 
 

 Traditional  Agile 

Defining 
scope 

Define a complete scope at the beginning of 
the project. 

Scope starts with requirements to develop 
in the immediate future, and further 
requirements are gathered throughout the 
project. 

Scope 
changes 

Scope changes are discouraged once 
stakeholders sign-off on requirements 

Change is an inherent part of the agile 
process and new requirements are added to 
the backlog. If new requirements are 
determined to be important, then it gets 
pushed to earlier sprints.  

Cost 
Change increases the cost of developing the 
product, which decreases the ability to 
make changes 

Resources and costs are fixed at the 
beginning. New requirements that are 
considered high-priority would push the 
low-priority requirements out, without 
increasing the cost 

Value of 
changes 

Changes can cause scope bloat, which is 
when new features are added to product 
that are unnecessary 

Changes are considered based on whether 
they support the project vision, release 
goal, or sprint goal.  

 
 
When should you use Traditional vs Agile approach? 
For projects where the scope is clearly defined and is certain that it won’t change, the traditional approach is 
more appropriate. For projects where there is an objective, but it’s unclear how to achieve it and/or the scope 
has a high-level of change, an agile approach can be used to work out the requirements throughout the 
project as knowledge about customer needs and project realities become clearer.  
 
 

Practical applications: 
- Create a Requirements Traceability Matrix (RTM) 
- Create a Work Breakdown Structure 

 
 
 
 
 
 
  


