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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.



It looks like we 
have a scope 
problem
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Try?
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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
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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(Problems)
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The six Scope 
Management 
processes
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Overview
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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 
management
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Plan scope 
Management Output
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There are two outputs of  
the Plan Scope 
Management process: the 
Scope Management plan 
and the Requirements 
Management plan. 

Both of  them help you 
define the scope of  your 
project and make sure that 
you and your team are 
focused on only the work 
that will help you satisfy 
your customers’ needs. 



Collect requirements for your project
 Gathering requirements is all about sitting 

down with all of  the stakeholders for your 
project and working out what their needs 
are, and that’s what you do in the Collect 
Requirements process. 

 If  your project is going to be successful, 
you need to know what it will take for all of  
your stakeholders to agree that your project 
has met its goals. You need to have a good 
idea of  what’s required of  your project up 
front, or you’ll have a tough time knowing 
whether or not you’re doing a good job as 
you go. That’s why you need to write down 
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
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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 
important 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
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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. 
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Help your team to get creative
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Help your team to get creative
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A prototype shows users what your
product will be like 
 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. 
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Output
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Functional requirements are 
most of  the kinds of  things that 
you think of  right away: new 
features, bug fixes, and
new or different behavior. 

Nonfunctional requirements 
are sometimes called quality 
attributes because they’re things 
that you expect from your 
deliverables, but aren’t specific 
features. Some examples of  
nonfunctional requirements are 
performance, reliability, error 
handling, and ease of  use.



Requirement Traceability Matrix
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Define the scope 
of the project
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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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Outputs
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Try?
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Charter vs scope 
Statement
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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.
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Create the work 
breakdown structure

ESKINDER MESFIN CHEREINT(PMP|PRINCE2|MCSE|CCNP|ITIL) 11/03/202
4

30



The inputs for the
 WBS come from 
other processes
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Decompose deliverables
into work packages
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Creating the WBS is all about taking deliverables 
and coming up with work packages that will create 
them. When you do that, it’s called 
decomposition, and it’s the main tool you use to 
create a WBS. 



Decompose by work package
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Decompose by phase
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WBS with Deliverables
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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.
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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 plan. 
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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 you need to change your plan. That’s what the 
project document updates are for.
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Why scope changes
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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. 



Try?
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Create WBS outputs
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Sample WBS
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The Control Scope
process
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Somewhere along the way, you or 
someone else will realize that a 
change needs to happen, and that 
change will affect the baseline. 
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 
on what the consequences of  those 
changes are.
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Control Scope
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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 
call that the Validate 
Scope process.
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Validate Scope
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Flow Diagram
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Is the project ready to go?
 Once the deliverables are 

ready for prime time, you 
inspect them with the 
stakeholders to make sure 
that they meet acceptance 
criteria. The purpose of  
Validate Scope is to obtain 
formal, written 
acceptance of  the work 
products. If  they are found 
to be unsatisfactory, the 
specific changes requested 
by the stakeholders get sent 
to change control so that 
the right  changes can be 
made.
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