


Project Scope Management

* “The processes required to ensure that the
project includes all the work required, and
only the work required, to complete the
project successfully”

* Answers the question — “What will the project
produce at the end”.



Why Do We Manage Scope?

e Can’t manage schedule and
budget if scope is out of
control (Triple Constraint)

* Scope documents are used to  TME
manage expectations

SCOPE COST



Scope Management Key Points

What is scope management
— Checking to ensure that one is completing work
— Saying No to additional work not in the charter
— Preventing extra work/gold plating

Work Breakdown Structure (WBS)

= Foundation of the project, all
planning and controlling is based on
the WBS

= Identifies all work to be performed,
if it is not in the WBS it does not
need to be done

= Graphical picture of work




How Do We Manage Scope?

* Five processes
— Collect Requirements
— Define Scope
— Create WBS
— Verify Scope
— Control Scope

=



Project Scope Management Summary

Planning

Process: Scope planning

Output: Project scope management plan

Process: Scope definition

Output: Project scope statement, requested changes to the project, updates to
the project scope management plan

Process: Create WBS

Output: WBS, WBS dictionary, scope baseline, requested changes to the project,
updates to the project scope statement and project scope management plan

-

Monitoring and Controlling

Process: Scope verification

Outputs: Accepted deliverables, requested changes, recommended
corrective actions

Process: Scope control

Outputs: Requested changes, recommended corrective actions,
updates to the project scope statement, WBS and WBS dictionary,
scope baseline, project management plan, and organizational
process assets

>

Project Start Project Finish
o8




Work Breakdown
Structure

Change Requests

—

Accepted Deliverables

Collect Requirements

In this process, you find out all of the stakeholder’s needs and write then
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 'r'lgh'i;g the stakeholdevs
ave never wnpredictable because You
already understand their needs.

Create WBS

The work breakdown structure (or 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.

Pay attention o the WBS—theve will be
3 lot of questions about it on the exam.
Control Scope

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 can use it to manage your project's scope.

Remember [ntearated Chan ge
&_/ Control from {:'nc last chap-{-,cr?
) Now ynu" see it in attion.
Verify Scope

Once the work is complete, you need to make sure that what you're

delivering matches what you wrote down in the scope statement. That way,
the team never delivers the wrong product to th6

On the exam, “tustomer” tan mean {:th
same 'EI""‘-5 as “elient” and * s?-nsar



Collect Requirements

Inputs Tools & Techniques Outputs

Project Charter Requirements docs

Stakeholder
Register

Requirements mgmt
plan

Requirements
traceability matrix

11!




Interviews are important ways to get your stakeholders Focus Groups are another way to get a group

to explain how they'll use the product or service your of people to discuss their needs with you. By letting a
project is creating. By talking to people one-on-one, you group discuss the end product together, you can get
can get them to explain exactly what they need so that you them to tell you requirements that they might not have
can be sure that your project can meet its goals. thought of by themselves.

- I£ v’
Facilitated Workshops are more structured group conversations where a & JoUuVe ever done 3 Joint

moderator leads the group through brainstorming requirements together. In facilitated &rliﬁfiﬂh Dcsig,n (JAD) Session
workshops, misunderstandings and issues can get reconciled all at once because all of the ~ ""¢V€ users 3,4 L), developme ¢
stakeholders are working together to define the requirements. €am work together 4o d ineh

requirements, it's 4o sid
Fatilitated War‘ksha; cereds

. Requlr einents UP CI@SG Al your Yequirements £ill ‘f equire ents are
our requirem

stakeholdeys’ needs

m . » dnd irect line feom your

ﬂ':? "{3“: w?—? " reee i‘:j;:haidcr:s needs o Your
You ident; ied | .

Business Case Doﬂum::z_ow ?‘rﬂjctk.

v

Gamers have
been asking for an
underwater level.

— —
— ——
——— ——
- > S——— | —
A ‘ Business Case Requirements Document
©  You start with the ©  Next you figure out ©  When you write down
stakeholders for your how those needs your requirements,
project. They have benefit your company you're saying exactly
a need that your and write a business how those needs will

project can meet. case for them. be met.




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 decsions when those opinions

conflict with each other. There are four major decision-making techniques

vou can choose from.

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.

You'll need to know the difference between the four different decision techniques for the
exam. Here are the minutes from a Facilitated Workshop that the CGW team held with all of

.
EmFC'ISQ its stakeholders. Identify which of decision-making technique was used in each case.
1. The group voted on the CCG (cud-chewer gun) 3. There were 10 new scenery suggestions up for
five times but decided not to include it because they  approval, but only 5 could make it into the game.
couldn’t get everyone to agree on it. The team chose the top 5 in a general vote.
[ ] unanimity [ ] Plurality [ ] Unanimity [ ] Plurality
[ Majority [ ] Dictatorship [ ] Majority [ ] Dictatorship
2. The VP of Engineering told everyone that they 4, Over half the group wanted to see a new story
had to come up with a new character for Team that involved Farmer Ted. So that requirement was

Guernsey. Since he's the highest-ranking personin  acorded as an absolute necessity.
the room, nobody argued with him. D . ]
Unanimity D Plurality

[ ] unanimity [ ] Plurality
[] majority ~ [_] Dictatorship
[ Majority [ ] Dictatorship

Kuolepy ¢ Aeind ¢ diysiolelolg'z Aywiueun °| :siemsuy




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.

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.

v \\ni we)
he name, DC\Y‘“ Techniq
-I;o:\cs from the Ovatle at

Delphi.

{

Heve's the m\ndmaE the
C&w team made trom '
their brainstorming session-

Game Play

0

Throwing fiwtzhes

toaring Cbsiecren

23 pew levels z
Game ‘\E."‘"'
4 new

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

s What new levels would you like to see in the game?
s What new abilites should Bessie have?
s What should the story for CGW III be about?

The Delphi Tethnique tan
bccuscd 4o estimate the
work the team will need

4o do and how long it
will Lake tod!

!



Requirements Traceability Matrix

Project Name:
Cost Center:

Project Description;

Business Nesds,
Associate Aol | a— e — Project WBS Product Product Test

1.0
11
1.2
1.2.1
20
002 2.1
2.1.1
3.0
003 31
32
4.0
5.0

00H

®| 8

Figure 5-6. Example of a Requirements Traceability Matrix



Project Charter

Requirements
documentation

Organizational
Process Assets

Define Scope

Inputs Tools & Techniques

Outputs

Project Scope
Statement

Project Document
Updates



Project Scope Statement

* Product scope description
* Product acceptance criteria
* Project deliverables

* Project exclusions

* Project constraints

* Project assumptions

Remember the difference between
product and project.



When people talk about stoping

. inal :
The product scope is all about the £ina out. their products, a lot of {im
wodu,_t__-,{; features, tomponents, pietes. they've talking about ‘F?gurins Ouz,s
the Feafures o‘(: the produtt, not

the work that goes into it.
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 ?vo“)cc{',, we
mean figuring out all of the work that needs

9
/\ to be done to make the product

Project scope is all of the work that
needs to be done to make the product.

THIS is 3 big Part of what the j\

Project mandger is Lonterne

. d
with.. the work the team has 4o
do.

This means thanges that ")us{: went
in without anyone bo{hcving to

Scope creep means Figure out what effect ’chgy'ds}c
changes that cause the team to do extra have on ’ch'c Vro)cc{s time, tost,
stope, u\ualn{‘,y, visk, or vesourées.

work.



x& >~ }._I z W Here are some attributes of Cows Gone Wild 1ll. Which are project

scope and which are product scope?

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
3. 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

> Answers on page 216.




— @aoharpen your pencil
(\ & SuIE:wn

1. Programming

[ Project Scope
3. Graphic design

[ Piec Scope
3. Great graphics

[ ] Project Scope
7. Mac and PC compatible

[ ] Project Scope

Here are some attributes of Cows Gone Wild Ill. Which are project
scope and which are product scope?

2. 34 levels in the game

[ ] Product Scope [ ] Project Scope [JProduct Scope

4. Four playable characters

[ ] Product Scope [ ] Project Scope E@dum Scope

6. Testing

E’éﬂum Scope E*P{ject Scope [ ] Product Scope

8. A “boss battle” milk fight level at the end

[E‘Iﬁﬂduct Scope [ ] Project Scope Bﬁuduct Scope




The scope statement tells you what youv have to do

After you have done your scope planning, figured out as much as you could using
stakeholder and product analysis, and identified all of the possible ways of doing the
work, you should be ready to add any new findings to the scope statement.

Outputs
All .ﬂ, ! Cows Gone Wild J1i: The Milkening
Pr ojee n Project Scope Statement
objectives

need to be

medsureable.

, elease Cows Gone Wild |11 within the
85% revenue increase over Cows Gone Wild I|. Lo

-

M
Product Scope Description:
iption: The product contai
and must be created for both Mac and PC ;m:,, tain 34 levels, 4 playable Characters,

Even though You probabl ; g
cav:nh :-.i“ ?\uy, the 2. ﬁﬁ?;.':ﬁﬁﬂ;ﬁ’g’;’;';g;";pf ‘;""‘# ";l;st meetits schedule so that it can be releaseq at
. ¥ ention in San Francisco, Th b

vequirements here, theve quality standards to b : - The product must meet estab
should be enough detail to @ considered ready to release. ished
let you keep on planning Project Exclusions: This project does not inciude companion web site. That will

- Ihat will need to

and vefer back to %7) be done by another project team
Project Deliverables: The deliverables for thig project are:

Thus means Iooklhs ‘Fol"

all the work the pro;
project Game
D e - . Test Plan Sou
intlude. ‘> goe:gwc?owments Test Reports DefergteRc;:d;ts gﬁh edul;
: an
Budget Project Management Plan e
| P i
The deliverbles et roduct Acceptance Criteria: The product must not have an adverse impact on existi g
n

here are EVERYTH systems. All defects found must be judged an
the project sz/tes, ING | acceptabie to all stakeholders Judged oflow enough priority ang severity to be

ing| Uding proj
ject . : .
mandgement stuff. ? FAEARCA Constalat: i from the previous games cannot be used

Proji ions:
/ a ject Assumptions: The developers will not be asked to work on any other projects
Constraints are known ‘

limitations. AssumpLions ave
thinas you think are true.




1. The game must have fewer than 15 defects A. Project l;?'bj' Fives
per 10,000 lines of code.

2. There will be four graphic designers

reporting to the art director, and six B. Project deliverables
programmers and four testers reporting to

the development manager.

C. Project constraints

3. No more than 15 people can be allocated
to work on the game at any time.

D. Initial project organization
4. Scenery artwork.

E. Project requirements
3. The product shall reduce tech support calls

by 15%.

6. The game needs to run on a machine with E P@duct geceptance criteria

1 GB of memory or less.

> Answers on page 217.

The project scope statement tells what work you
are—and are not—going to do to do in the project.




1. The game must have fewer than 15 defects A. Project OIJjECtHE-S
per 10,000 lines of code.

2. There will be four graphic designers
reporting to the art director, and six
programmers and four testers reporting to
the development manager.

B. Project deliverables

. Project constrai

3. No more than 15 people can be allocate T} C. Freject con 3
to work on the game at any time.

D. Initial project organization
4. Scenery artwork

E. Project requirements
3. The product shall reduce tech support calls
by 15%.
6. The game needs to run on a machine with F. Product gcceptance criteria

I GB of memory or less.



Eienc_iSe

1. The work required to create the graphics

|:| Requirements Doc D Scope Statement

2. New characters in the game

[ ] Requirements Doc [ | Scope Statement

3. 33 new levels

[ ] Requirements Doc [ | Scope Statement

4. The performance requirements for the product

[ ] Requirements Doc [ | Scope Statement

You'll need to know the difference between defining the scope and collecting the project’s
requirements for the exam. Which of these things is part of the Project Scope Statement,
and which is part of the Requirements Document?

9. A description of how the WBS is created

[ ] Requirements Doc [ ] Scope Statement

6. How the software will be tested

[ ] Requirements Doc [ ] Scope Statement

7. How the stakeholders will verify the deliverables

[ ] Requirements Doc [ ] Scope Statement

8. A list of all artwork that will be created

[ ] Requiremnts Doc [ ] Scope Statement

196" Juswejels adodg g 'y 'E ‘7 :00(] sluawannbay Siamsuy




Create WBS

_ Inputs Tools & Techniques
Project scope
statement
Requirements
documentation

Outputs

Work Breakdown
Structure (WBS)

Organizational WBS Dictionary

process assets

Scope Baseline

Project Document
Updates

-



The Create WBS process is the most important process in the Scope Management g Ilanning
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—uwill do is written down in the WBS somewhere.

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

This isn't the only output of
the Create WBS protess, but
it's the most important one.
We'll take a closer look at
this in 3 minute.

4

Work Breakdown
Structure



Work Breakdown Structure

e Start with major project deliverables or phases

* “Decomposition” is breaking down the
deliverables into more manageable parts

— Not all branches need the same level of
decomposition!

* Decompose into “Work Packages”



IJI LML L.

Cows Gone
Wild 1l

4

down by aenverauvic.
.-._-_——--_-

—

1. Project Ngmt

2. Design

3. Construction

|

4. Testing

1.1 Initiating

1.2 Planning

| 1.1.1 Create
project charter

1.1.2 Review
project charter

| | 1.2.1 Develop

1.3 Executing

PM plan

1.3.1 Direct

work q

|| 1.2.2 Create

scope
statement

|| 1.2.3 Create

scope baseline

p

1.2.4 Develop
WBS

| 1.3.2 Make

approved [
changes

AFTER

\

AN

NN

This WBS anl}l shows the Prﬂjtt{',

Managcm:n{: Lasks we have learned

so far. The wBsS for this whole
?rﬂjt-ﬂ{ would show a" aﬁ?tths OI'L

produtt development.

i5 onsidered
managcm:n{; and al
fxtdufiha tan appe

rehical. .f_},,]}, work

part of Proieet
50 part, of °
ar here.

The WBS doesnt try to establish the order that the
team will ?ergdrm eath work ?at.kaﬁc_ Work ?&L‘.kﬂats £an
be listed in any order as long as they are in the vight
tategory. For example, treating the baseline happens |
the WBS, even though they're not listed here in



On this page, create a work breakdown structure broken down

by Em!ect ghase.

l Cows Gone Wild III: The Milkening '
| ] . |
| Project Management ' ' Design i I Construction i

— _| Write Story ' | B

Package Artwork
Into Files

—‘ create WBS ' |

We've Lilled in 3 few
wovk patkages to aet You
started.

l/\ ?f!t these magnets 4,
ll'in the blank WBS. "“\\\55

. P ammi Gat CDs iy
Cﬁﬂte ‘_u Ha_[luals R ;nd Test Scft“are
Scenery Scope Cardboard w
B’Etﬂ‘Tegt Planning Bms print&d

ftware Develop Create
l Shesie I Scope Schedule
Design

Sketch
chﬂracters

Inspect
Boxesg



Cows Gone Wild III: The Milkening '
l . [
| Project Management ' Design I Construction '

Scope ' ‘ : ' I Pr i ' ‘ '

- Write Story Ogrammin

Planning g Test Software

|| Develop | | software
Scope Design

any number of WY

Beta-Test
Video Game

Package Artwork
Into Files

Create WBS e Sketch Set con
I Inspe
Characters Manuals, and Box,e:t
Cardboard

Boxes Printed

Create Create
Schedule Scenery



| Cows Gone Wild III: The Milkening '

| Project Management '

Develop
Scope

Software

Design

package Artwork
Into Files

Get CDs,
Manuals, and
Cardboard
Boxes Printed

Write Story

Sketch

Characters

Scope
Planning

Create
Scenery

Test Software



This WBS has the Same wfrk

Patkages, but they’
down di“:crcnﬂy.ey P brokes

| Cows Gone Wild III: The Milkening '

| project Management '

Scope
Planning

| Develop
Scope
—1 Create WBS '

Create
Schedule

Artwork and
Packaging

_4 Write Story '

Create
Scenery

Package Artwork
Into Files

Get CbDs,
Manuals , and
Cardboard
Boxes Printed

| | Inspect
Boxes

|

Software

Software

Design

‘ Programming '

Test Software

Beta-Tes t
Video Game




Inside the work package The WBS Dictionary
You've probably noticed that the work breakdown structure only shows you the

h contains the details of
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 every worl‘ PaCI‘age‘
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 It sa sePal‘ate Out])ut
the Create WBS process—the WBS wouldn’t be nearly as useful without it.
of the Create WBS
This is one of the WBS Dictionary entries for

+the Cows Gone Wild (Il \Wo\')cd:. [t goes with

PrOCCSSo
the “Test Software” work package in the WBS. )

Eath work Pa¢k336 has 3

_ name, and in many WBSes
g - the work packages will also
WBS Dictionary Entry

have D numbers.

Work Package ID and Name: 3.2.4 — Test Software

Statement of Work:
i Wild 1l
The goal of software testing is to verify that the Cows Gone

i i Il
software implements all of the requirements. Each requirement will be fully

Heve's what the wBS
Cn{'x\/ would look like
with this |D number.

This is just a tested by a team of quality engineers. i
d s(‘.r"vt{'_'»on )

oz ﬂ:c work Responsible Organization: Ranch Hand Games QA Team

that needs to

be done. Schedule Milestones:

, 3.2.4 - Test Software '

Each work package
chould be small enough
*bo make cos{: and

vesouree estimates.

i i oftware

126 — Programming team delivers s :

’ %Ms - F\?r?cﬁonal testing and graphics testing completed
8/10 — QA approves software for beta testing

Quality Requirements:

: by the Ranch Hand

ust meet the requirements defined -
The software mus ality standards document (‘RHG QA Standards.doc’) . _ "
Games QA team's quall #*This actount identifier
is imPoV{aw‘:—-iEs how You
hook your WBS inte Your

Code of Account Identifier: RHG-236
Don't forget

; timate: tompany's attounting system.
that th wB Requited fResoeces AAERS That way You £an make sure
doesn't zhow S e Testplanning - One QAlead and two QA analysts (383%%)0) all of the work is paid for.
dependenies e Functional testing — 2 leads, 3 analysts, 11 éeg(t)%r)s (836,
among work ¢ Monitor beta testing — 2 leads. 1 analyst ($6.

Paf—kages




The 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 scope baseline is there to compare against. It’s
made up of the 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.

e SR Work Breakdown
=% Structure

WBS Dictionary s s“pe
Statement

So, if someone wants to
add or remove work packages,
that's a change?

The stope baseline is a
Snays\'\o{: of the ?lan,
and i{:'s an \m‘?or{',&n{

WBS Dictionary

Work Breakdown
Structure

Statement

The Seope Baseline

Pu‘[',{ins {:ogc{:hcr a baseline
Jus{: means m&kin& Copies of
Your ProJcC{ dotuments so You
tan tompare them with later
versions a‘('\{:cv- You Fu{: our
project through thange tontrol.

Yes. When there’s a change you
need to take a new snapshot.



QBUI[ET POINTS: AIMING FOR THE EXAM

The Create WBS processis a
really important process on the
PMP exam.

The WBS is created by
decomposing large work products
into work packages.

To finalize the WBS, control
accounts are established for the
work packages.

The WBS Dictionary is a
description of each work package
listed in the WBS.

The inputs to WBS creation are the
outputs to the Define Scope and
Collect Requirements processes:
the Requirements Document, and
the Project Scope Statement.

m As you decompose the work, you

find new information that needs

to be added to the Requirements
Document and the Project Scope
Statement. That information is
treated as a change and goes
through change contfrol. Once it's
approved, it can be added into the
document, and that kicks off the
planning cycle again.




Work Breakdown Structure




Verify Scope

Tools & Techniques

Inputs
Project

Management Plan

Outputs

Accepted

_ Deliverables
Requirements

Documentation Change Requests

Requirements

Traceability Matrix .
Project Document

Validated Updates

Deliverables



Good change m

Good thanaes happen ?“:5/{"‘1'
A good change makes the product better with very little varely and nc,a‘rH EVER

downside. It doesn’t cost more time In the schedule or thange has some lm\“-ﬂﬂ{; thaﬁtr
more money from the budget, and it doesn’t destabilize should be -Fuﬂ‘f explored betore
the product or otherwise threaten its quality. You 90 forvard.
Bad change
A bad change 1s one that might seem from the outside
like a good 1dea but ends up making an impact on the
project constraints. Here are a couple of examples:
Scope Creep
This happens when you think you know the impact of a
change so you go ahead, but it turns out that fhat change
leads to another one, and since you are already making
the first change, vou go with the next. Then another
change comes up, and another, and another, until it’s Be on the |ookeut for
The way to avoid hard to tell what the scope of the project is. eramples of stope treeh and
sCope ereep is 4 : old plating on the &%
plan Your thanges Gold platmq %04;-,., are Lonsideved Very Dot
thifffi}l and should never be dome-

Sometimes people think of a really great improvement
to the product and go ahead and make 1t 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 1t over with anybody. This may sound good, but
it’s not—because now you have to pay for these features
you never asked for.



Control Scope

Tools & Techniques

Outputs
Project

Management Plan Work Performance

Measures

Work Performance
Information

Organizational
Process Assets

Requirements
Documentation

Change Requests

Project Management

Requirements
Plan Updates

Traceability Matrix

Project Document

Organizational
Updates

Process Assets



There’s no way to predict every possible piece of work that you and your team are going to
do in the project. Somewhere along the way, you or someone else will realize that a change
needs to happen, and that change will affect the scope 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.

COM 1 Begurementy TracEathty

You'll also use
O\rgan\za{'ona\ Protess
Assets as an input here.

Inputs
: ' Work
Project Management Plan Traceability Matrix f
Requirements Documents k. P Tece
This tame
straight O“J"I of
the Divett £
Manage Project
8 Exetution
: T ) ) Control Scope Process pvatess from
-~ N : the last
‘ b | c”’/‘ I take 5 thapter It
‘ ) — oser |ook at Lells you how
: - this tool in 5 well the team's
Variance Analysis minute. been doing
There’s only one tool in the Control Scope process: the :)°b'
Variance Analysis. This is where you constantly
compare the information that you’re gathering about
the way the project’s going to your scope baseline.

These updates ave
how You \'CQC{: {}0
netessary stope
thanges that ave
aw\rovcd through
chahsc tonbrol.

Work Performance

Measurements

Updates to
Organizational

Process Assets

Project
Document
Updates

Updates to the Project
Management Plan



Anatomy of a change

Let’s take a closer look at what happens when you need to make a change. You
can’t just go and change the project whenever you want—the whole reason that
you have a baseline is so you can always know what work the team is supposed
to do. If you make changes, then you need to change the baseline... which
means you need to make sure that the change is really necessary. Luckily, you

have some powerful tools to help you manage changes:

A change is needed e
Every change starts the same way. Someone

realizes that if the project sticks with the plan,

then the outcome will lead to problems.

I know we're under pressure
to get the game out the door,
but we need to make a change. We
only planned on making four meadows
on level 3 and reusing them for level
6, but it's just not working for us.
We've got to change this if we want
the game to sell.

A ¢hange tan tome from an

h
— the pm)ecf manager, 3 fc?;: o

member, even 3 stakeholder/

Get the change approved

Remember Integrated Change Control from
the last chapter? That’s the process where the
project manager takes a requested change and
works with the sponsor and stakeholders to get
approval to put it in place.

Requested
Change

Create a change request

Before a change can be made, it needs to be
approved. That means that it needs to be
documented as a requested change. The only
way to get a handle on a change is to write it
down and make sure everyone understands it.

write up a change
request, and then put
it through Integrated
Change Control to get it
approved.

Zhink of Integrated Change Contro] as 3
ind of machine that tonverts requested
thanges into approved changes.

Integrated

—> Change —>

Control

Approved Change
Request
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Do variance analysis

Take a look at the baseline and see how the change
will affect it. This is where you decide whether you
need to take some sort of corrective action. You
compare the scope baseline against the change that
you want to make, and figure out just how big the
change really is.

You're weighing the thange
aaainst the baseline to see
'.? it's going o vequire 3
big change to Your plan.

Replan the work
Now it’s time to go back to the scope documentation
and update it to reflect the change.

Project Scope
Statement

Project Work Breakdown

Management Plan Structure
Create a new baseline Don't forget to update
Now that you've figured out that you need to change the the WBS ictionary, too.
scope, it’s time to update the baseline. Go back to the scope
statement, WBS, and WBS Dictionary, and update them so The change is done!
that they reflect the change that needs to be made. Now you can move on with the project

using the new baseline that you saved
and distributed to the team.

This will tome

\[‘ in handy when
You 90 back to
: uwt
Work Breakdown Pm‘;gm ;|| ihc f:?s:fsh a
Structure - —_— ET — learned!
y ; :{' = 3 j n“}“ﬁ Baselne
&= = = Project Management




One of the most important tools in any Monitoring & Controlling process is the
Change Control System. Let’s take a closer look at how it works.

A closer look at the Change Control System T’B

Since the folks at Ranch Hand need a change to add more scenery to Cows Gone Wild

Remember this feom

111, Mike takes a look at the scope management plan to understand the impact before the last a:'néif’tz’r? H:.’S
forwarding it to the change control board. Once they approve the change, he updates cy.&f.{',h‘ the same thange
the project management plan, checks it into the configuration management system, tondrol s\!s{',on tool that
and changes the WBS and WBS Dictionary to include the new work packages. we a1r¢ad'f learned about.
f
“We need more -
scenery” Scope Management \
Plan
“We need to add Change
) . more scenery”
'JI:I-.: Fivst step is to r;.hef-k Change Request Control
he stope managemen
plan o Figure out how to Board

handle the thange- /
Onte the thange is approved, you need

£o update all of the velevant plans and )

baselines to intlude the thanged work.

/ - The PMIS is wheve the .
Approval figuration mandgemen
:‘;lgi i, so the thanged

?lans g0 here-

T——

Project Management Plan

Project Management
Information System

Sinte the thange has been
approved it's time to update
+he WBS and wBs Din‘.’tjnnar\f-

Work Breakdown
Structure WBS Dictionary




Just one Control Scope tool/technique

There’s just one tool/technique in the Control Scope process. It's pretty intuitive:
Just take a minute and think of what you would need to do if you had to make a
change to your project’s scope. You'd need to figure out how big the change 1s, and
what needs to change. And when vou do that, 1t’s called variance analysis.

Variance Analysis Tlm goal ﬂ'[

This means comparing the data that can be collected about

the work being done to the scope baseline. When there is a Cﬂﬂtrﬂ'l SE |
difference between the two, that's variance. is UPC[atiﬂg tlle

This tool of Control Scope is all about analyzing the difference

between the baseline and the actual work to figure out if wj Plﬂﬂ*

the plan needs to be corrected. If so, then you recommend

a corrective action and put that recommendation through I}aSEling anc[

change control.




Control Scope Process Magnets

Whenever you make a scope change, you need to go through all of the
steps of change control. So what are those steps? Arrange the magnets to
show the order that you handle changes to the scope.

1. 5.
2 6.
3. 7
4. 8

Create a change request
Go back and
plan for the
new work

Etul.:e the updated baseline
in the configuration
management system

Compare the
change against
the baseline

Update the
baseline

that you have to
make a change

Get approval to make



o3 Control Sco])e Process Magnets Solutions

r I Arrange all of the activities you do to control scope in the right order.

Go back and
plan for the
new work

You figure out
that you have to
make a change

. Create a change request ' 6. Update the '
baseline

Store the updated baseline

Ge 2
: t apt::oval to make 7. in the configuration
change management System

Compare the Now the team can
J— change against 8. change the Wa¥

the baseline they do the wozk

The whole idea behind ¢than ,
: -| 9e tontrol is that ContVO\ Ceope
Z:ubsfarf by plsurms out that 3 ¢h ange needs Rcmrmt:‘ »t St Lo the
¢ madf. You Makc Sure thc Chahsc 13 rca”Y 1S LLT__.———"'-_

vorth making, and then you update your stape basding

baseline so You tan keep track of it



Make sure the team delivered the right product Hepiarine

£ Controlling
process group

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 Verify

Scope process.
COm W Angurementy Tracesthty
. S e
T S o e G
e s w4 s
Sebumts v I S —
(o | Rensrmmuee | Waton ..
Can [ waw [ s [scarcs
Rl Bl B
» | e aiiil_ a3 |

X Traceability Matrix
Requirements Documents

These are validated

deliverables, which
meéans {hcy‘vc bCCn
through Per-form

. i Quality Control. You'l
Verify Scope Process learn aybou{ that in

Chapter 8.

There’s only one tool in
the Verify Scope process:
inspection. This is where
the stakeholders actually
look closely at the what the
team did and make sure
that every single piece of
work was completed.

I§ the team did the
Wk Vis\"t) {"\Cn
the stakeholders will
formally aceept the
deliverables (whieh
means kho, do it
in witing)-

- [[fhi* that all the

WOQ:k was done’ th(h
Youll need to make
some thanges. Back
to thange Controll

Project Document

Deliverables Updates



