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Chapter Five-Scope management

Confused about exactly what you should be working on?

" Once you have a good idea of what needs to be done, you need to
track your scope as the project work is happening. As each goal is
accomplished, you confirm that all of the work has been done and
make sure that the people who asked for it are satisfied with the
result.

" In this chapter, you’ll learn the tools that help your project
team set its goals and keep everybody on track.

You've got to know what (and how) you
will build before you build it
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When people talk about sto ing
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the features of the product, not

the work that goes into it.

have a scope
Pro b | em Product scope means the features and
functions of the product or service that

you and your team are building.

When we talk about stoping out 3 F""'jf-f-{:J we
mean Pigwing out all of the work that needs

f to be done to make the produtt
Project scope is all of the work that
needs to be done to make the product.
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This means thanges that Jus*l: went
in without anyfone hoﬁh:rinﬁ to
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Try?

1. Programming 2. 34 levels in the game

|| Project scope |_] Product scope [ ] Project scope [ ] Product scope
3. Graphic design 4. Four playable characters

|| Project scope | ] Product scope [ ] Project scope [ ] Product scope
5. Great graphics 6. Testing

[ ] Project scope [ ] Product scope [ ] Project scope [ ] Product scope
7. Mac and PC compatible 8. A “boss battle” milk fight level at the end

[ ] Project scope [ ] Product scope [ ] Project scope [ ] Product scope
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You've got to know what (and how) you
will build before you build it

" You always want to know exactly what work has to be done to finish
your project before you start it. You’ve got a bunch of team members,
and you need to know exactly what they’re going to do to build
your product. So how do you write down the scope?

" That's the goal of the six Scope Management processes. They're
about figuring out how you will identify all of the work your team
will do during the project, coming up with a way to make sure that
you’'ve written down what work will be done (and nothing else!), and
making sure that when things change on your project, you keep

its scope up to date so that your team is always building the right
product

The Scnpe Managemen’t Plan describes how you write down the
scope, make sure it's right, and Leep it up to date.
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The power of Scope Management

= When you take control of your project’s scope, you're doing more
than just planning. It turns out that when projects have scope
problems, the results are actually pretty predictable. Take a look at
these problems that your project team ran into. Do any of these

sound familiar to you? Many project managers run into similar
problems on their own projects.
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Scope
Management(eron
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The team had trouble getting the project off the ground.

Everyone on the team was good at their individual jobs, but it

seemed like nobody knew how to get the project started. | |
Theyd sit avound in meetings talking
about what they wanted to build, but
it seemed like weeks before anything

started ge ‘E‘{','-r.?} done.

There were a lot of false starts. Just when they thought they
were getting the project under way; it seemed like something would
shift and they'd be back to square one.

The sponsor and stakeholders were unpredictable. There
were three different times that Amy and Brian thought they were
done. But each time, a stakeholder found a problem that sent them
back to the drawing board.

The worst part about this was that there was no
way to know when fhc\f were done with the P'”’j“:{"-
without asking for the sponsor s opinion...and it
seemed like that opinion was a]wa}rs Lhan5'|n3.

There were a whole lot of changes. They were always
scrambling to keep up with shifting priorities and ideas, and they
never knew for sure what they'd be working on each week.

/L The team was tempted to lay down the law

and Forbid any thanges..but 3 'Io{:.oﬁ those
thanges were netessary, and goad ideas.
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Plan Scope Management

Here's where you write down the subsidiary plan for the project
management plan that we talked about in the last chapter. You plan out all
of the work you'll do to define your scope, make sure the team is planning to
do the right work, and control it.

The six Scope
Management
processes

Collect Requirements

In this process, you find out all of the stakeholders’ needs and write them
down so that you know what to build and your requirements can be
measured and tracked.

Define Scope

Here's where you write down a detailed description of the work you'll do

and what you'll produce. [&/ When you do this vight, the stakeholders

Project scope statement e ey unpredictable because You
diveady undevstand their needs.
Create WBS
The work breakdown structure (WBS) organizes all of your team'’s work into
work packages—or discrete pieces of work that team members do—so that
you can keep the momentum of the project going from the start.
Worhhlraure:lkduwn Fay attention to the WBE—theve will be
R Control Scope __ alot of questions about it on the exam.
— We already know how important it is to control changes on your project.
— When scope changes aren't controlled, it leads to the most frustrating sort of
—" project problems. Luckily, you already know about change control, and now
—_— you cam use it to manage your project’s scope.
Remember inte e
Ghange request . cortrl rom Copter 3 o
Validate Scope Il el '
You Il sge T :'III:'II,II:m

Once the work is complete, you need to make sure that what you're
delivering matches what you wrote down in the project scope statement.
That way, the team never delivers the wrong product to th :m
Accepted deliverables On the exam, ",:u_f,l;a,..g.-" £an medn i_h{-_a?f’

Sameé *J‘..h'lr.ﬁ as "n!illﬂl"'l.'--J amd HT*PQ":M'
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Project Scope Management
Overview

5.1 Plan Scope 5.8 Collect
Management Requirements B Dl Bepn
. 1 Inputs A Inputs 1 Inputs
Ve rVI e W .1 Project charter .1 Project charter .1 Project charter
2 Project management plan .2 Project managemant plan 2 Project management plan
A Enterprise environmental .3 Project documents .3 Project documents
— factors — 4 Businass documents — 4 Entarprise environmental
A [(rganizational process assets 5 Agresments : fal:tl:-r_s. ]
2 Toals & Tachniquas i Earj:;::-s‘rlse environmerntal .5 Drganizational process assets
1 Expart judgment = 2 Toots & Technigues

.7 Organizational process assets

.2 Data analysis .1 Expert judgment

A Meetings 2 Tools & Techniques .2 Data analysis
% Dateit .1 Expert judgment .3 Dacizion making
el oy 2 Data gathering 4 Interpersonal and team skills

1 Scope management plan

: 3 Data analysis 5 Product anabysis
.2 Aeguirements management 3 Docision mskin
e A 5 Data reprEienbagm:-n iy l:I1u=‘|]rl;1"5|!-:t5.|::1 g Statement
. B Interparsonal and team skills ’ ! P

7 Context diagram \ 2 Project documents updates

B Prototypes

5.4 Create WBS

3 Dutputs

| HF!;'ELIIEI'HE'F‘IS decumentation 5.6 Control Scope
inputs 2 Raquiramants traceability
.1 Projact managemant plan matrix
2 Project documents . A 1 Inputs
3 Enterprise environmental 1 Project management plan

factors 2 Project documenis

4 Drganizational process assets 5.5 Validate Scope 3 Waork performance data

: 4 Drganizational process assats
.2 Tools & Technigues

A Expert judgment 2 Tools & Technigues
— | .2 Decomposition —1 -1 Inputs | -1 Dataanalysis
.1 Project management plan
3 Dwputs .2 Project documents 3 Qutputs _
1 Scope baseline 3 Varified defiverahlas 1 Work performance information
2 Project documents updates 4 Work performance data 2 Change requests
" v, 23 Project management plan
2 Tools & Technigues updates
-1 Inspection 4 Project documents updates
.2 Dacizion making b
3 Dutputs
1 Accepted deliverables
2 Work performance information
3 Change reguests
4 Project documants upd ates
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Plan your scoping processes

" Here’s where you figure out how you’ll approach defining and
validating the scope of your project. The Plan Scope Management
process is where you lay out your approach to figuring out what
work you’ll do and what’s out of scope.

= All of the other processes in the Scope Management knowledge area
are defined and described in this document.

" It’s the blueprint you’ll use for everything else you’ll do to manage
scope through the project.
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Plan scope
Mmanagement

1 Project charter
-2 Project management plan
* (uality managemant plan
* Project life cycle description
* Development approach
-3 Emterprise anvironmental
factors
4 Organizational process assats
LN A

Plan Scope Management

Tools & Technigues

.1 Expert judgmant
.2 Data analysis

= Alternatives analysis
3 Meetings

.1 Scope managemant plan
.2 Requirements management

plan
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! )‘f'- . process assets Project Management plan QL' the other subsidiavy plams.
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Inputs
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Strulture fos
e i throughout he ?'I"Z'jf"-t-
There are two outputs of
the Plan Scope Requirements 5 " "
Management process: the Management plan e s
Here's where you'll find a description HEFETE ."‘“E'E SR AR f‘”‘."“ the
Scope Management plan of the approach the team will i:bm:jlary'p!anll‘nrt:e ijecltked
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reporting on requirements. You'll

Management plan. use this document to describe

the prioritization process for
requirements, and how you'll

Both of them help you bl atracestiliy mis oty
define the scope of your
project and make sure that

you and your team are The Plan Scﬂ]re ﬂanagement process llEI.PS

Iﬁggsﬁﬁl zglgnyl/zlfhsea:ivs?‘;k you think tllrnugll everytkjng yml'll need to

your customers’ needs. do to l-:eep your project focused on the right
work from l}cginning to end.

of the work you'll do to define your
scope, with the right work planned faor
the team, and control it.
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Collect requirements for your project

" Gathering requirements is all about sitting

= down with all of the stakeholders for your
ollect Requirements . . .

project and working out what their needs
[ mputs W' Tools & Techniques

are, and that’s what you do in the Collect

I s A .o Requirements process.
* Scope management plan * Brainstorming matrix
T | * If your project is going to be successful,
S i e DO you need to know what it will take for all of
« tassomleamadioger | | = Dosementonsiys your stakeholders to agree that your project
Bzg ”ng has met its goals. You need to have a good
sgemens || e idea of what’s required of your project up
o s | | Ay dagrome front, or you’ll have a tough time knowing
7" | % el et o it whether or not you're doing a good job as
you go. That’s why you need to write down
;‘: e ) all of your project and product requirements

with enough detail that you can measure
your team’s progress.
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Collect

requirements
Process

Stakeholder
Management plan
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plans out how TGUJ“ ==
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them. You'll learn
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Chapter ES

You only saw this hric“j in

i Chavter &, but Nflou"l'l learn
Sl a lai move about it later in
the Stakeholder Managcmcn-t
ﬂhﬂ?{.\:r.

L2
; r,l";l‘ / “’-';-?‘*r T4
LTI =
: ; L
Project charter

Scope I}

Management plan The projec TR
This plan helps you to tells you at a summary
understand what kind of level what the ?'raJc.‘i is
vequirements you need to supposed to aceomplish.
aather
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Talk to your stakeholders

" The Collect Requirements process involves talking to the
people who are affected by your project to find out what they
need. All of the tools in this process are focused on getting your

stakeholders to tell you about the problem that the project is going to
solve.

" Sometimes that means sitting down with each of them one-on-one,
and other times you can do it in a group setting. One of the most
iImportant things to understand about requirements is that every
requirement fulfills a specific stakeholder need.

" But that’s not the only place you’ll find requirements, so here are
three really useful tools and techniques to help you gather
requirements:
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Talk to your stakeholders

Interviews are important ways to get your stakeholders
to explain how they’ll use the product or service your
project is creating. By talking to people one-on-one, you
can get them to explain exactly what they need so that you
can be sure that your project can meet its goals.

Focus groups are another way to get a group

of people to discuss their needs with you. By letting a
group discuss the end product together, you can get
them to tell you requirements that they might not have
thought of by themselves.

Facilitated WDFRSthE are more structured group conversations where a
moderator leads the group through brainstorming requirements together. In facilitated
workshops, misunderstandings and issues can get reconciled all at once because all of the

stakeholders are working together to define the requirements.
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Make decisions about requirements

" A big project usually has a lot of stakeholders, and that means a lot of
opinions. You'll need to find a way of making decisions when those
opinions conflict with each other. There are four major decision-
making techniques you can choose from. These are referred to as
group decision-making techniques on the test.

Unanimity means everyone agrees on the decision.

Majority means that more than half the people in the group agree on the
decision.

Plurality means that the idea that gets the most votes wins.
Dictatorship is when one person makes the decision for the whole group.
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Help your team to get creative

" Getting your team to think creatively can help you create a better
product from the start. Group creativity techniques are all about
getting those creative juices flowing while you gather your
requirements.

Idea/mind maps are

a good way to visualize the
way your ideas relate to each
other. When you've finished
working through an idea, it
sometimes helps to create

a map of how you got there
and show which ideas can be
grouped together.

X3 new levels
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Help your team to get creative

The Delphi technique is a way of letting everyone in the group give their thoughts about
what should be in the product while keeping them anonymous. When you use the Delphi technique,
everybody writes down their answers to the same questions about what the product needs to do and

then hands them into a moderator. The questions could be about specific features that the product
should have.

When the CGW team used the Delphi technique, here were a few of their questions:

CGW III Delphi Questionnaire The Delphi Lethnioue tan

ES{LH\-EJ(,IC {':h\'—
®  What new levels would you like to see in the game? E,:;thtp&a"‘ will I'.ﬁtﬁd
B What new abilities should Bessie have? 4o do and hﬂ]ﬂ long ¥

: too!
®  What should the story for CGW III be about? will take oo

!

The moderator keeps everybody’s names to himself, but shares the ideas so that everyone can learn
from them and think of new ones. After everybody discusses those ideas, they're given a chance to
adjust their original answers to the questions and hand them back in to the moderator. These iterations
continue a few times until the group settles on a list of requirements for the product.
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Help your team to get creative

Affinity diagrams are great when you have a lot of Brainsturming is one of the most
ideas and you need to group them so you can do something commonly used ways of collecting

with them. A lot of people make affinity diagrams using Post- requirements. Whenever you sit a group of
it notes on walls. That way, you can move the ideas around people down to think of new ideas, you're
and change the groupings when you think of new areas to brainstorming.

explore. Sometimes just putting requirements in categories
will help you to find new ones.

The nominal group technique is a form of Benchmarking is a way of comparing
brainstorming where you write down the ideas as you find the processes and practices used in

them and have the group vote on which ones they like the building your software with the practices
best. You then use the votes to rank all of the ideas and and processes in other organizations
separate the ones that aren't important from the ones you so you can figure out the best ideas for
want to delve into deeper. improvement.

Context diagrams help your team show the way all Document analysis is a way of

of the processes and features in your product scope relate collecting requirements by reading through
to each other. It's a picture of the scope of your product that all of the existing documents for your
shows how users will interact with it. product.
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A prototype shows users what your
product will be like
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Sometimes the best way to get your stakeholders to give you an
opinion on what your product should be is to show it to them in a
prototype.

Prototypes are models of the product that you’re going to build
that give your stakeholders a better idea of what your team is
thinking.

Sometimes users who are experimenting with a prototype will come
up with a brand new requirement that they never thought of before. If
you can get them to find it in the prototype, it's a lot easier to deal
with than if you wait until the end of the project to show to them.
When you’re making a really complicated product, it can make sense
to prototype it as part of the requirements collection process so that
you can find changes that your users will ask for early on.




CGW Il Requirements Document

1. Introduction

Output

time for the holidays.
?. Organizational Impact
his product will have an im
pact on many departments i
Do pact or ‘departments at Ranch Hand Games i
D » Marketing, DJstnbunon,ShippmgrAdministraﬁun Finance, and éllir;?gﬁggszeslearm e
h , rvice.

Functional requirements are

most of the kinds of things that s veqirenrt | - Fnclonal reqiremnt
you think of right away: new s resitle B | FReme T RUOO—inods Undorwatr v
. e En SLH'T‘Ima . :
features, bug fixes, and has puazls £t [ [ ;W The cows will need 1o be able 1o move around under ware
. . involve swimming, ationale Underwater envi - . :
new or different behavior. e venomencrt. | [Raqomeomdenvate envkonment s he s igget equeefampaled o
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Ie ot it will £al developed that require swimming. prizzies will need to be

4. Nonfunctional requirements

Nonfunctional requirements

are sometimes called quality Name RNF0OT—Perf
. . —_"erormance as good or better th
, an CGW
attrl b Utes beca use th ey re th N g S Here, You tan In.ad. Summary The new functionality cannot s d 1.
the levels and time Rationale Gamers ; = COMT game i
that you expect from your i to figure out if We camnot b ean 2FPY Wih the performance upgrades in CGW 1
the priockiet mecks SR Nlo1 be seen as losing that improvement in the next version.
i veswirements ::Jl l:e;eis must load in under 15 seconds. All online levels must Ioac.j
nder 25 seconds over a cable connection at 256K,

deliverables, but aren’t specific
features. Some examples of
nonfunctional requirements are

performance, reliability, error
handling, and ease of use.
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Requirement Traceability Matrix

Requirements Traceability Matrix
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Just like with the Seope
Management plan, templates and
forms will help save you time

You'll need this beeause it tells you
the business reeds, and who your

Define the scopr ™"~
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3 Requirements documentation
.1 Project charter .1 Expert judgmant .1 Project scope statemant
.2 Project management plan .2 Data analysis .2 Project documents updates
* Scope managemant plan = Altarnatives analysis = Azsumption log
-3 Project documents .3 Decision making * Requiremants
* Assumption log = Multicriteria decision documentation
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How do you define the scope?

" You already got a head start on defining the project scope when you
wrote down the requirements.

" But now you need to go a lot further and write down all of the work

that you and your team are going to do over the course of the
project.

" Luckily, the Define Scope process tools and techniques are

there to help guide you through creating the project scope
statement.

" Facilitated workshops
" Product analysis

= Alternatives generation
" Expert judgment
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Try?

1. The work required to create the graphics

[ ] Requirements document [ | Project scope statement

2. New characters in the game

[ ] Requirements document [ | Project scope statement

3. 33 new levels

[ ] Requirements document [ | Project scope statement

4. The performance requirements for the product

[] Requirements document [ | Project scope statement

ESKINDER MESFIN CHEREINT(PMP|PRINCE2|MCSE|CCNP|ITIL)

3. A description of how the WBS is created

[ ] Reguirements document [ ] Project scope statement

6. How the software will be tested

[ ] Reguirements document [ ] Project scope statement

7. How the stakeholders will verify the deliverables

[ ] Reguirements document [ ] Project scope statement

8. A list of all artwork that will be created

[ ] Reguirements document [ ] Project scope statement

151]
1
|
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Project Charter 1 Project Scope Statement

C h a rte r V S S C O p E Project purpose Project scope descriplion (progressively
Measurable project objectives and related Sty

S t a te m e n t SUCCESS Criteria Project deliverables

High-level requirements Acceptance criteria
High-level project descriplion, boundaries, Project exclusions
and key delverables

Overall project risk

summary milestone schedule
Preapproved financial resources
Key stakeholder list

Project approval requirements (i.., what
constitutes success, who decides the
project is successful, who signs off on the
project]

Project exit critena (ie., what are the

conditions fo be met in order fo close or fo
cancel the project or phase

Assigned project manager, responsibility,
and authority level

MName and authority of the sponsar or other
personis) authorizing the project charter
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Create the work breakdown structure

" The Create WBS process is the most important process in the
Scope Management knowledge area because it's where you actually

figure out all the work you’re going to do. It’'s where you create the
work breakdown structure (or WBS), which is the main Scope

Management output. Every single thing that anyone on the project
team—including you—will do is written down in the WBS somewhere.

Create WBS

-1 Project management plan 1 Expert judgment
* Scope managemant plan .2 Decomposition
-2 Project documents
* Project scope statement
* Requirements
documantation
-3 Enterprise anvironmental
factors
A4 Organizational process assats
L3 A

.1 Scope basaline
.2 Project documents updates

= Assumption log
= Hequiremants
documeantation

ESKINDER MESFIN CHEREINT(PMP|PRINCE2|MCSE|CCNP|ITIL)
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Create the work
breakdown structt

The outputs from Collect Requirements
and Define Scope become inputs to the
Create WBS process.

This isn't £he on:"'if output ok
the Create WBS protess, but
it's the mast inl}\nr tant one.

The work breakdown
£ stritture is part of WBS
{\ stope baseline. We'll £alk

Work breakdown about that in just a minute.

structure
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The inputs for the - |
wBS come from [N Sresio
other processes )

s T

\ |
WA
process assets =

! Requirements documentation

The forms and 'ltm'f'!ﬂ‘l-ff - . Q
here will be veally useful! Scope -
Management plan r\l
‘ ) -u ’ TI‘F'S- f'lﬁn 'I:-l‘.'llS e /J
“ili 1 |' "' dbout all the processes
'41 ] ou Il use to treate

.i B ' I" "flau.'r f,ﬂh'r'an'j'lﬁ Ll ture the WBS

Enterprise e will play a big part in N

environmental factors  how ‘you break the work
down.

~'m
e

Project scope
{?’? Organizational

mn

11/03/202
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. =] =
Decompose deliveral -
iInto work packages |

So you need to talk to the
| J 4 al:. [ Li -
team. fve they satistied that
Organize the project i I o
Yfou ve given them enough detail

based on how you work 1o do fhe iob?

o
-
ek i a
L |
'lln'r.rr-kuc-:-,; 2 This means You should bcg,ir i
rEding £ think about how vou' &
the project Make sure the team has enough k. L Youre soing

¥ . Eﬁ.-i"‘a";-f J_Iﬂ" wark Dd{‘-k.:.l
into smaller and information about the work when You're decomposina 1.1h<5”
[l GELEs. .3 r hieww.
S P package to get the job done We'll talk more about tdll-.ix n

the mext thapler

Creating the WBS is all about taking deliverables r

and coming up with work packages that will create e S é)
them When yOU dO that, |t’S Ca”ed be compact enough to make
decomposition, and it’'s the main tool you use to e

create a WBS.

Bt the end of detomposition
wou end uP with a bunth ot

wgrk patkases that YT S
k patkanes T
ko the mayer delwerable. \

Package artwork
inte files

Sketch
characters I

Inspact
boxes

Get CDsg,

manuals, and

Create cardboard
scenery [P

oXas Prj_n ted
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Decompose

by work package

1.0
Value Manag emsent
System Project

1.2
Stand ards
Davelo

|

——

nor o npdy thet this is 1k only way o

'a
112 113 114
Current Syshesm Rempiirements AREmathes Sysiem Requirements
Ao Determination: Deveiopmen Deselopment
1111 11321 1131
Components | | Gap Afernatives
Idendficabon B e [Tl Idenbfication
| | |
'R » | -
1112 113232 1133
Compoenenis i+ ) Resgquiremenks 1 Afternatives
Amaiysis Changes derificabion Araisis
Thee WES i= Busiraisse cnbe i is not infended to represent the full project scops of any specific profect,

orEanize & WES on this type of project
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Decompose by phase

ESKINDER ME

Software Prod

R=laass

= Planning =

Software

1 Mestings

Liser

Documierttation

=1 Administration

| Training Frogram

Materials

-

Softwars

Liser
Documertatan

|| Training Frogram

Materials

Software

Software

Lisesr
Dooumentation

User
Doourmentation

|_| Training ProZram

Maieriaks

Training Frogram
Katzrials

T = Hlustrathy 2 o e t r ary & C project,
he WBE s lllustrathve anly. It i not nterded o represent the full project scope of any specific project
reor i imiply that thils s the only way 1o organize 3 WES. on this types of project.
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WBS with Deliverables

Suppiort
Equipmeeni
1
-
- System Equipmend Technmical Organizabonas Bass=
Engineering P B = Buiidings M  Mockups
Phanagement Tralning Ceders Level 5E = -
|
Supparting | | Facikties Enpineenng | | Intermediate WAl nberianoe | | Operstional
PM Actvities Training Oiaks Lewved SE Faciity Tesst
L Services L Management | ] Dot Devestopmiembs
Training Cuyim Lewved SE Tesd
] Test
Aledramre Eneline Commuridcation Mavigakion Fire Conbrod
B T Syslem Srsiem Eiystemn

Thes WES b= Busirative cnke It s not intended to represert the full project scops of any specific project,
nioe bo kmpdy trest this is the only way io organize & WEBS on this type of peoject
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Inside the work package

" You’'ve probably noticed that the work breakdown structure only
shows you the name of each work package. That’'s not enough to do
the work! You and your team need to know a lot more about the work
that has to be done. That's where the WBS dictionary comes in
handy. It brings along all of the details you need to do the
project work. The WBS dictionary is an important output of the Create

WBS process—the WBS wouldn’t be nearly as useful without it.
The WBS Jictiunary

contains the details of
every work Paclcage.
It's a separate output

of the Create WB

process.
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Thiz is one of the WBS Di!.ﬂm-ar'-r' entries For
the Cows Gone Wild (I l.:'rt;:j_{n'!'l:, It goes with
+he “Test E:}Fi;_hﬂ'r'r” work Fackag: in the WBE '“\I

T'hls 1.4 'u?l'_ a
destription
of the work
+hat needs +a
be dore.

Pﬂrlf{ F'-'*f,ct
that the wBc
dﬂfs".lt shaw
dependenties
amony work

Faﬂkﬂggs

ESKINDER MESFIN CHEREINT(PMP|PRINCE2|MCSE|CCNP|ITIL)

2z

Eath work packaae has 3

A=
Test Software
WES Dictionary Entry

Work Package ID and Name: 3.2.4 - Test Software

Statement of Work:

The goal of software testing is to verify that ihe Cows Gone Wild r_u
software implements all of the requiremants. Each requirement will be Tully

tested by a team of quality engineers.
Responsible Organization: Ranch Hand Gammes QA Team
Schedule Milestones.

« 426 - Programming team delivers software

+ {18 - Functional testing and graphics testing completed

« B0 - QA approves software for beta testing

Quality Requirements:

The software must meet fne requirements dafinad by the Ranch Hand '
Games QA team's quality standards document {'RHG (1A Standards.doc’)

Code of Account identifier: RHG-236 {'———___

Required Resources and Cost Estimate:

s Testplanning - One i lead and two QA analysts {$8,500)
+  Functional testing — 2 leads, 3 analysis, 11 testers (§36,000)

+  Monitor beta testing - 2 leads, 1 analyst ($6,000)

s : =
ok ﬂr.1d m iy WEBLCes
the work Dackdgr.s will alse
have [D pumbers.

Here's what the WBS
tr.b“']l ‘m:'-.t]d |-;|nh Illl:.ﬂ
W'I".'_,h ‘Ilhl"- |D nurnlnl:r

N

3.2.4 - Test Software '

Eath work patkage
should e small erouth
bo make tost and
vesourte estimates.

-

#*This aceount identifier

i }rn'Pc;rrt'_a'r.'l; —it s how Yo
hook ']I'Q'.l'r' WEE 'In‘Lu ‘?'clu.'r
c-:rn'Pahf"- atiounting 57'5.4.:,.:-.-
That way, you tan make

sure dll of the work is paid
TOV.

o S
——
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The project scope baseline is a snapshot of
the plan

" As the project goes on, you will want to compare how you are doing to
what you planned for. So, the project scope baseline is there to
compare against. It's made up of the project scope statement, the
WBS, and the WBS dictionary. When work gets added to the scope
through change control, you need to change the baseline to include
the new work packages for that work, so you can always track
yourself against the pl=n |

ﬂny time you make a Cllﬂllgf.‘. you need to get 1t
a}mpmvec[, and then upc[ate the haseline.

WEBS Dictionary

Project Scope

Statement The Seope Baseline
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The outputs of the Create WBS process

" The Create WBS process has three major outputs: the work
breakdown structure, the WBS dictionary, and the baseline.
But there are others as well. When you create the WBS, you usually

figure out that there are pieces of the scope that you missed, and you
may realize that\ outputs

project document <

This medns Eh.}nit! to +the
— Prejett "r1.;r-=lﬁ,rmcv.t Ili'!ar- and
ntll'::r project dotuments.

We've al t! '
ve diready seen the most important enes.

—
——" e
— {
Project document
updates
The Szope Banebng Make sure you finalize the WBS
W Baszeline Before your WES is done, vou need to fimalize it. You do
hen N B & ) - : : 5 :
R ofeure treating Lhe this by establishing a set of contrel accounts for the work
WBs r ;
S L y g 1
i fou oTten distover packages. A control account 15 a tool that your company’s
m.??lﬁﬁ Pigtes of J__,.It St obe.

v management and accountants use to track the idividual
ou i
i I need to g |-_|;,|-_k- and

s r\.
r|=|_'- tor thep, Tha"_ kigles
off the Ulﬂrr.lnla &

work packages. For example, Mike gets a list of control
accounts from Ranch Hand Games' accounting department,
Yele dagin s0 they know how to categorize the work for tax purposes
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Why scope chan

The scope can
change while you
are working for a
lot of reasons.
Some changes
are good for your
project, while
others will
definitely reduce
your chance of
success. Change

control is there to

help you to see
which is which.

A good change makes the product better with very little
downside. It doesn't cost more time n the schedule or
muore money from the budget, and it doesn’t destabilze

the product or otherwise threaten its quality:

Good change

Pad change

The Y to avoid
Seofe Creep is {,

Plan your ehap qes
tompletely

ESKINDER MESFIN CHEREINT(PMP|PRINCE2|MCSE|CCNP|ITIL)

A bad change 15 one that might seem from the outside
like a good idea but ends up making an impact on the

project constraints. Here are a couple of examples:

Scope creep

Thas happens when you think you know the impact of a

change so you go ahead, but it turns out that faf change
leads to another one, and since vou are already making
the first change, vou go with the next. Then another
change comes up, and another, and another, until it's
hard to tell what the sc e ol the i !:ll.'l. t is.

Gold plating

Sometimes people think of a really great improvement
to the product and go ahead and make it without even
checking the impact. In software. this can happen pretty
easily. A programmer thinks of a way to make a feature
better, for example, and just implements it, without
talking it ever with anvbody. This may sound good, but
it"s not—hecause now you have to pay for these features
vou never asked for,

11/03/202

T wg

food tharges 'hEIFIIJ\"'r: tr’:‘i_‘i:.‘?'
varely, and nearly EVERY

thange has some impd A
should be J:._.|'|\I. exploved betove

ek that

you 80 Forward.

Ty

Be on the lockeut For eramples

: 14
oF stove treep and 99
omn the cidm. Beth ave

|akinny
5 y d very bad and should

pomsidere
nENEY be done.

p
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Try?

1. We need to create a screensaver to market the 3. We should add a calculator for tracking gallons

game. Let’s kill two birds with one stone and

test out a brand new graphics engine on it. Oh,
and we'll need a story for the screensaver, so

we should write that too. Of course we have to
recruit some Killer voice talent for the screensawver.
Memorable names sell more games.

|:| Scope creep D Gold plating

. Testing the most recent build, | just noticed that if

the player presses x—x—z—-a-Shift-3hifi-Space in
that order, Bessie does the Charleston—it's
really funny.

|:| SCope creep D Gold plating

of milk collected in the game. It will be really
easy. We could even release the calculator as a
separate add-in, and we could probably make it
full-featured enough for the folks developing the
game down the hall to use it too.

|:| Scope Ccreep |:| Gold plating

4. The printer just told us that she could also do silk

screen T-shirts for everybody as a ship gift. Let's
get our design team to do some special arbwork
for them. We can have everybody's names written
in cows!!! Then we could use the same artwork
on posters that we put around the office—oh, and
coffee mugs for new people, too

|:| SCOpE CTeep |:| Gold plating

a 4 9 and A are CLesrs o 7 ie Rnld nlakinn
NETS 3, and 4 are Scope creep. £ is Gold pla
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Project Scope Management

Pi 55',&: Project
an otope press, . [ Documents
Create WBS outpu feser | .
i plan g N—r—
5.2 5.3 E
Collect : Define : 42
Requirements : Scope : > D&Vﬂﬂp Prﬂjﬁic‘t
: s anageme
4 : H - H Plan
« Requirements ; * » Project scope :
documentation 3 3 & statement o : 6.2
+ 2 2 L Define
vyVYYy N : Activities
A A — I
Organization o Enlinnia WBSI“I:B updates i 7.2
environmental sessegsssssssssssssnastas Estimate
factors %  Scope Costs
* Organizational E baseline :
process assels H
- : 13
: L > Determine
H "’ Budget
v : e
5.5
Validate E 112
Henpe o Identify
: Risks
: 113
‘-,., Perfarm
Qualitative Risk
Analysis
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1.0
Value Management
System Project

Sample WB

11 1.2 1.3
Needs Standards Systems
Assessment Development Englneering

1.4

Project
Management

1143 1.1.2 1.1.3 1.1.4

Alternatives

Current System
Audit

Requirements
Determination

Development

System Requirements
Development

1111 1121
Components 2 Gap
Identification Assessment

1112 1122
Components Requirements

Analysis Changes ldentification

1133
Alternatives
Identification

1.1.3.2
Altermnatives
Analysis

The WBS is illustrative only. It is not intended to represent the full project scope of any specific project,
nor to imply that this is the only way to organize a WBS on this type of project.
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[he Control Sco | — — e w
/ = o] Ha || Work
: T - W | e [easei] 0@ perh TR
ro C e S S Project Management plan —rrrE—— datam b
Requirements documentation traceability matrix SR

s{'.'ra'ugl'h{'_ ﬂ‘-'tl ok

Manane Pvnjtl'-{'-

> Eretution
-T- Control Scope process b e
= '\-.1:‘
.L‘“'

Somewhere along the way, you or
someone else will realize that a

1
: Lhe last
“""If.lllul f_EIlc'f 3 ot

I:_'na?tc'r. | ‘l.'.

f|o.-:clr- loalk at Lells you how
-.,fus tool i 5 well £he beam's
change needs to happen, and that Variance analysis e dons
' . T e . i « ACOPE PIOCcss: J'- :::'D
change will affect the baseline. st e e R s, h

That’'s why you need the Control
Scope process. It’s how you make
sure that you make only those
changes to the scope that you need

to make, and that everyone is clear &£ _

variance analysis. This 1s where you constantly

compare the information that you're gathering about

the way the project’s going to affect your baseline.

—
These 'a.il’datfs are g
on what the consequences of those how you veact to Change requests
necessavy stope —_— —_— —
changes are. s thak e — k. . =
a_?lfl\-gufd. "..'.,h""ﬂ'-"ﬂ".lr" — — — o
thange tontral e Frves P —_—
,I'r Work performance Updates to Project :
| S information organizational document Up'-::;es tumt::tF E:Et
process assets updates age P
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Control Scope

.1 Project managemant plan 1 Data analysis 1 Work performanca
= Scope management plan * Variance analysis information
* Raguiremeants management = Trend analysis 2 Change requasts
plan A Project managament plan
* Change management plan updates
* Configuration manageamant = Scope managemant plan
plan = Scope basaline
* Scope baseline = Schedule basaline
* Parformance measuramant * Cost basaling
basaline * Pprformance measurament
2 Project documents basaline
* Lassons learnad registar A Project documents updates
* Raquirements = Lassons learned register
documentation * Requiremants
* Raquiremeants traceability documantation
matrix = Requiremeants traceability
A Work performance data matrix
A4 Organizational process assats . y
e -
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Control Scope

F‘riJ'El.'[IrIH'HJE"EII'l plant

» Si0pe maragesent plan

» Reguiremenis sanagement plan
Change managesnl plan
Configur ation mansgement plan
Ei‘n-ple; basedine i i’
Periormancs measunsment
triga|ing

Project documenis

v |Lessnns leamed register

* Reguirements Sotumentalion

» Reguiremenis Fateabdily malis

4.3
Direct and
Manage
Project Work

<R LLLLL

= Work perirainig data

Entenprise,
Organization

« (iganizalonsl protess assens

n
LT ]

iR ELLLYS l"'

EELTTEE R T EELd

FEFF RNy SEERE
(T ]

§ 58 5 & . *.

= Work perlormence indor mation

LR L L L™

45
Monitor and
Control
Project Work

gl a AR AR R R R SRR E liib
-

b4 = Change iequesis

46
Perform
Integrated
Changa Control

LA R RIS R R R L LI |

#EEEE

Progect mansgement

plan updanes
5.6

Control

» Sogpe Baselng
» Sohedule bassing
= [Cioal basaling
» Perloimance

MBS g
Dseling

LIdeEELEL LIS SR Ll -hi-lll'i'i-.

)
TR EEER R R u-.-

Propct dotuments
upales

» | eSS lsarmed regisier

» Soope mansgement plan

Project
Management
Plan

» REguirements docusenision
» RaEguirdments Uacsability malrs
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Make sure the team
delivered the right
product

" When the team is
done, what happens?
You still have one more
thing you need to do
before you can declare
victory. You need to
gather all the
stakeholders together
and have them make
sure that all the work

really was done. We
rall that the \/alidate
Formal acceptance means that you have written mn{irmﬂtinp_

from all of the stakeholders that the églij_g:g___l)lcﬁ match the
requirements and the Project Mﬂnﬂgem&nt p].an

ESKINDER MESFIN CHEREINT(PMP|PRINCE2|MCSE|CCNP|ITIL) 11/03/202

Deliverables /
Reguirements documentation Project Management plan

S

These are verified
deliverables, which

Traceability matrix

medns th E":ra'-'t been

Validate Scope process through Pevform
'- o Buality Contral. Yo'l
w lope
s Group decision- learn Jc:hn;% that in
making techniques e e

el

This iz where
the skakeholders
aekually lock
tlosely at the
what bhe Leam
did and make
sure that every

Once the stakeholders
have inspected the
deliverables, they'll need 1o
decide whether or not the

deliverables can be accepted.
Inspection

£ +h ey DON'T

LI'nU:JE piete el
of work was think that all the
tampleted: WOrK was done, then

':f'ﬂl.\.rlll need to make
some changes. Back
te thange tontyol!

|F the team did the
work vight, then

: "
Lhe stakeholders will =
formally ateept the N
deliverables (whith J— |
s they do it Change  Project document performance
medns T requests updates information

in wrrl:.llr'ﬁ}- deliverables




Validate Scope

Validate Scope

1 Project managament plan
* Scope managemant plan
* Requiremanis managemant
plan
* Scope basaline
2 Project documants
* Lazsans learned register
* (uality raports
* Requiremants
documantation
* Requiremants traceahility
matrix
A3 Verified deliverables
A Work performance data
b A

Tools & Technigues

.1 Inspaction
.2 Dacision making
= Yoting
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.1 Accepted dalverables
.2 Work performanca
infarmation
.3 Change requasts
4 Project document updatas
* Lessons laarned ragister
* Requiramants
documeantation
* Requiramanis traceability
matrix
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[ ]
Flow Diagram o
Mana#mant BT LIS R T
Plan %
P'l;rﬂ.'[mﬂ'aq?'mlr:pm'
= Sinps management plan
* Reguirements sanagesent plan 4.7
- Fﬂlﬁ hiasedins LR RS uﬂﬁ-ﬂ Pmm
H » Apcepbed of Phase
H dedroer sbless
43 i
Directand | | . ... - H
Manage " i
Project Execution k4
L]
Work periorsranis dats H &b i 45
- K el . F " . ] rﬁ]'m
‘!!!H!!'F'H-.r Validate .,.:: ------------------ * I:;grated
: Scope i = Change
: cPis Change Control
83 J
cﬂntrl}l ------- - = :
Quality
45
- I"“-I‘EI] ml"“mlﬂ -"‘-i-llliiil-illliii-i-* Mucr:ln[::'l;"d
* Wk Project Work
perlor man o2
= niormation
Project I
Dmumer‘l[E FERBEEESE
%
______,-'____..'-;— +...-.--"..“--"...-h.. Pfﬂlﬂﬂ
Propect documents updales Documents
Frigesct documents » Lissons learmed register
v Letning leamed regiser » Raguirsmenis
= Duality report doxu mermiatisn
» Reguiremenis Sotumentation » Reguirsmentd racesbiily
» Reguirements Fasceabdity malria riddrin
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~_/ EVERY deliverable
- should he insp-eﬂec[,
IL»_,/ :inclu&ing all Prujeﬂ

Is the project ready to management
£ the dcl.l_,.i,a'nlﬂ a'r:l-n:'|'. ; i documents and

* Once the deliverables are Vo o g b everything produced

ready for prime time, you ™ \ by the team.

inspect them with the No

stakeholders to make sure

that they meet acceptance /

criteria. The purpose of

Validate Scope is to obtain Change control

formal, written — —

acceptance of the work = g .

products. If they are found = =

to be unsatisfactory, the Gl T Project document

specific changes requested 0w

by the stakeholders get sent T j

to change control so that \ it altel ettt

the right changes can be =0 B e S

made should be all set.
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