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  ASSESMENT 4
  
  1.)   Multiple Choice Questions:            

          I.)  Of the following, which is not part of Project Scope Management?
    
            ANSWER ;     c.    Quality Assurance

          Ii.) You are a project manager for your organization. Sarah, a project manager in
training, wants to know when the project manager is assigned to a project.
Your answer should be:

              ANSWER ;    c.    When the stakeholders approve the budget

           Iii.) Which of the following best describes the term ‘project scope’?

              ANSWER ;   c.    The process of managing all of the required work—and only the required work— to complete the project;

            
  2.) Give short answers for the following questions:   

           I.) What does project scope mean?
            
                ANSWER ;    Project  scope  management  constitutes  “the  processes  to  ensure  that  the project   includes   all   of   the   work   required,   and   only   the   work   required,   completing   the   project successfully.” Project scope management has several purposes:
 It defines what work is needed to complete the project objectives.
 It serves as a guide to determine what work is not needed to complete the project objectives.
 It determines what is included in the project.
 It serves as a point of reference for what is not included in the project.
In  answer  to  the  above  question,  project  scope  is  a  description  of  the  work  required  to  deliver  the product of a project. The project scope defines what work will, and will not, be included in the project work. A project scope guides the project manager on decisions to add, change, or remove elements of the work of the project. Project  scope  management  includes  Scope  Definition,  Scope  Verification,  Scope  Planning,  and  Scope Change  Control,  detailing  the  requirements  of  the  product  of  the  project  and  the  activities  that  will eventually comprise the project plan, controlling changes to these processes, and verifying those details
using measurement techniques.

         Ii.) What are the main purposes of Project Scope Management?

              ANSWER ;
     -  It defines what work is needed to complete the project objectives.
 -  It serves as a guide to determine what work is not needed to complete the project objectives.
 -  It determines what is included in the project.
 -  It serves as a point of reference for what is not included in the project.

       Iii.)  Which activities are included in Project Scope Management?
 
           ANSWER ; 
           Project Scope and Product Scope ; Project scope and product scope are different entities. A project  scope deals with the work required tocreate the project deliverables. The scope of the project is specific to the work required to complete the project objectives. For instance, a project to create a new barn would focus only on the work required to complete the barn with the specific attributes, features, and characteristics called for by the project plan.On the other hand, a product scope is the attributes and characteristics of the deliverables the project is creating. As in the preceding barn project, the product scope would define the features and attributes of the barn. In this instance, the project to create a barn would not include the creation of a flower garden, the  installation  of  a  fence,  and   the  excavation  of   a  wading  pool.  There  would  be  very  specific requirements  regarding  the  characteristics  and  features  of  the  barn:  the  dimensions  of  the  different rooms and stalls, the materials to be used, electrical requirements, the expected weight  to be borne by the hayloft, and more. The project  scope and the product scope are bound to each other. The product scope constitutes the characteristics  and  features  of  the  product  that  the  project  creates.  The  end  result  of  the  project  is measured against the requirements for that product. The project scope is the work required to deliver the product. Throughout the project execution, the work is measured against the project plan to verify that  the  project  is  on  track  to  fulfil  the  product  scope.  The  product  scope  is  measured  against requirements, while the project scope is measured against the project plan.

         Planning the Project Scope ; Planning  the  project  scope  involves  progress  elaboration.  To  create  the  product  of  the  project,  the project scope is initially broad and through refinement becomes focused on the required work. Like any process  in  project  management,  scope  planning  has  inputs,  tools  and  techniques,  and  outputs.  The following Table lists the inputs, tools and techniques, and outputs of scope planning. The first process in the Planning process group is Scope Planning. Like all other processes, it has inputs, tools  and techniques,  and  outputs.  The primary  purpose  of  Scope  Planning  is  twofold:  to  produce  the scope statement and the scope management plan. The inputs to Scope Planning are items  with which you  are  already  familiar:  the  project  charter,  project  constraints,  product  description,  and  project
Assumptions.

       Using Scope Planning Tools and Techniques: The  goal  of  scope  planning  is  to  create  a  scope  statement  and  the  scope  management  plan,  which together constitute the two outputs of the scope planning process. The project manager and the project team  must  have  a  full  understanding  of  the  project  requirements,  stakeholder  expectations,  and business  need  of  the  project  to  successfully  create  the  scope  statement  and  the  scope  management
plan. Recall that there are two types of scopes:

                     Project scope - The work needed to create the product of the project
                     Product scope - Features and functions of the product of the project

        Writing the Scope Statement ; One of the project manager’s primary goals is to accurately document the deliverables and requirements of the project; he/she must then manage the project in such a way that they are produced according to the agreed criteria. Deliverables describe the components of the objectives and goals in a quantifiable way. Objectives and deliverables are sometimes called critical success factors. Those elements that must be completed  in  order  for  the  project  to  be  considered  complete  are  called  critical  success  factors.  For
example, if you are building a bridge, one of the deliverables might be to produce a specific number of trusses  that  will  be  used  to  help  support  the  bridge.  Without  the  trusses,  the  bridge  cannot  be completed; in fact, the bridge may collapse without them. In this case, the trusses are a critical success factor.  Not  all  deliverables  are  necessarily  critical  success  factors,  but  many  of  them  will  fall  into  this category and should be documented as such.
The project manager, at this point, needs to discover and document all the requirements of the project. Requirements   describe   the   characteristics   of   the   deliverable.   Some   of   the   requirements   of   the deliverable from our bridge example might include the stipulation that the trusses be constructed of a specific kind of steel or be a certain height or colour, etc.

     Importance of Scope Statement : The  Scope  statement  documents  the  project  goals,  deliverables,  and  requirements  in  order  that  they might be used as a baseline for future project decisions. A lot of work concerning the scope statement has already been accomplished by producing the project charter. The charter is used as an input to the scope statement. It already contains the project goals and major project deliverables. It  will simply be a matter of transferring the goals and deliverables information from the charter to the scope statement,
providing that the project charter has been well written. As  mentioned  above,  the  scope  statement  is  the  baseline  for  the  project.  This  means  thatshould questions  arise  or  changes  be  proposed  later  in  the  project,  they  can  be  compared  to  what   is documented in the scope statement. The scope statement establishes a common understanding among the  stakeholders  and  project  team  members  regarding  project  requirements  and  deliverables.  The criteria  outlined  in  the  scope  statement  will  also  be  used  to  determine  whether  the  project  has  been completed successfully.

    Components of Scope Statement ; An output of scope planning is the scope statement. This is the guide for all future project decisions. It is the key document that provides an understanding of the project purpose. The scope statement lists the high-level  deliverables,  provides  justification  for  the  project’s  existence,  and  quantifies  the  project’s objectives. The scope statement is a powerful document that the project manager and the project team will use as a point of reference for potential changes, added work, and any project decisions. The scope statement includes or references the following:
       
             “  Project Justification”  - This describes the business need of the project. If the business need, or business case, has been written as part of the project charter, it should be referenced in the scope statement. The cost benefit and cash flow analysis, used to determine the projected profitability of the project, are also included in the Project justification.
                  
           “  Project’s Product “  -  The scope statement reiterates the details of the project product.

          “   Project Deliverables “ - The high-level deliverables of the project should be identified. When predefined metrics are met, these deliverables signal that the project scope has been completed. When appropriate, the scope statement should  also  list  what  deliverables  are  excluded  from  the  project  deliverables.  Items  and  features  not listed as part of the project deliverables should be assumed to have been excluded. For example, a project to create a new food product may state that the packaging of the food product is not included as part of the project.

           “  Project Objectives “ - Project objectives are specific conditions that determine the success of a project. Conditions are typically schedule,  cost,  and  quality  metrics.  Vague  metrics,  such  as  customer  satisfaction,  increase  risk  for  the project,  as  the  metric  “customer  satisfaction”  is  subjective  and  not  quantified.  The  scope  statement should  contain  a  comprehensive  listing  of  all  the  project  requirements.  This  is  important  because  this document forms the basis for the agreement between the stakeholders and project team from this point onwards.

        Implementing the Scope Management Plan ; The explanation of how the project scope will be managed and how scope changes will be factored into the  project  plan  is  part  of  the  scope  management  plan.  Based  on  the  conditions  of  the  project,  the project work and the confidence of the project scope, the scope management plan should also define the likelihood of changes to the scope, to what extent the scope may change, and how often the scope may change. The scope management plan also details the process of how changes to the project scope
will be documented and classified throughout the project life cycle.

       Creating the Scope Definition ; The  process  of  scope  definition  is  all  about  breaking  down  the  work  into  manageable  chunks.  For example, if you had a desire to create a new house, you probably wouldn’t stop by the lumberyard, pick up some cement, a truck of lumber and some nails, and set about building your dream house. You would follow a logical approach to designing, planning, and then creating the house. The same is true with project management. Scope definition is the process of taking the broad vision for the  project  and  breaking  it  down  into  logical  steps  to  reach  the  completion.  Your  organization  and stakeholders may have a general idea of where the project should end up, but a detailed, fully developed plan is needed to get you there. 

      Iv.) What is the difference between project scope and product scope?

        ANSWER ; 
         Project scope - The work needed to create the product of the project
     Product scope - Features and functions of the product of the project

       V.)  Outline the components of a project’s scope statement.

           ANSWER ; 
           An output of scope planning is the scope statement. This is the guide for all future project decisions. It is the key document that provides an understanding of the project purpose. The scope statement lists the high-level  deliverables,  provides  justification  for  the  project’s  existence,  and  quantifies  the  project’s objectives. The scope statement is a powerful document that the project manager and the project team will use as a point of reference for potential changes, added work, and any project decisions. The scope statement includes or references the following:

            
             “  Project Justification”  - This describes the business need of the project. If the business need, or business case, has been written as part of the project charter, it should be referenced in the scope statement. The cost benefit and cash flow analysis, used to determine the projected profitability of the project, are also included in the Project justification.

             “  Project’s Product “  -  The scope statement reiterates the details of the project product.

             “   Project Deliverables “ - The high-level deliverables of the project should be identified. When predefined metrics are met, these deliverables signal that the project scope has been completed. When appropriate, the scope statement should  also  list  what  deliverables  are  excluded  from  the  project  deliverables.  Items  and  features  not listed as part of the project deliverables should be assumed to have been excluded. For example, a project to create a new food product may state that the packaging of the food product is not included as part of the project.
    
           “  Project Objectives “ - Project objectives are specific conditions that determine the success of a project. Conditions are typically schedule,  cost,  and  quality  metrics.  Vague  metrics,  such  as  customer  satisfaction,  increase  risk  for  the project,  as  the  metric  “customer  satisfaction”  is  subjective  and  not  quantified.  The  scope  statement should  contain  a  comprehensive  listing  of  all  the  project  requirements.  This  is  important  because  this document forms the basis for the agreement between the stakeholders and project team from this point onwards.

Vi.)  Explain the term “work package.”

ANSWER ; 
As mentioned, the project manager is free to determine the number of levels in the WBS based on the complexity  of  the  project.  You  need  to  include  enough  levels  to  accurately  estimate  project  time  and costs  but  not  so  many  levels  that  it  is  difficult  to  distinguish  between  the  activities.  Regardless  of  the number of levels in a WBS, the lowest level in a WBS is called a work package. Work  packages  are  the tasks  that  can be easily assigned to  one person,  or team  of people,  with  clear accountability  and  responsibility  for  completing  the  assignment.  Assignments  are  easily  made  at  the work  package  level;  however,  assignments  can  be  made  at  any  level  in  the  WBS,  as  in  the  Historical Building  scenario.  The  work  package  level  is  where  cost  estimates,  time  estimates,  and  resource estimates are determined. 

Vii.) Describe the importance of project scope statement? Which type of
information does it contain?

ANSWER ; 
An output of scope planning is the scope statement. This is the guide for all future project decisions. It is the key document that provides an understanding of the project purpose. The scope statement lists the high-level  deliverables,  provides  justification  for  the  project’s  existence,  and  quantifies  the  project’s objectives. The scope statement is a powerful document that the project manager and the project team will use as a point of reference for potential changes, added work, and any project decisions. The scope statement includes or references the following:

            
             “  Project Justification”  - This describes the business need of the project. If the business need, or business case, has been written as part of the project charter, it should be referenced in the scope statement. The cost benefit and cash flow analysis, used to determine the projected profitability of the project, are also included in the Project justification.

             “  Project’s Product “  -  The scope statement reiterates the details of the project product.

             “   Project Deliverables “ - The high-level deliverables of the project should be identified. When predefined metrics are met, these deliverables signal that the project scope has been completed. When appropriate, the scope statement should  also  list  what  deliverables  are  excluded  from  the  project  deliverables.  Items  and  features  not listed as part of the project deliverables should be assumed to have been excluded. For example, a project to create a new food product may state that the packaging of the food product is not included as part of the project.
    
           “  Project Objectives “ - Project objectives are specific conditions that determine the success of a project. Conditions are typically schedule,  cost,  and  quality  metrics.  Vague  metrics,  such  as  customer  satisfaction,  increase  risk  for  the project,  as  the  metric  “customer  satisfaction”  is  subjective  and  not  quantified.  The  scope  statement should  contain  a  comprehensive  listing  of  all  the  project  requirements.  This  is  important  because  this document forms the basis for the agreement between the stakeholders and project team from this point onwards.


    3.) “Decomposition is the process of breaking down the major project deliverables into
smaller manageable components.” How this is done?    

          ANSWER ; 
         What is a manageable component? It is a unit of the project deliverable that can be assigned resources, measured, executed, and controlled. Decomposition is the process of breaking down the major project deliverables  into  smaller,  manageable  components.  Hence,  how  does  one  decompose  the  project deliverables? It is done in this way:

        1. The major deliverables of the project are identified, including the project management activities. A logical approach includes identifying the phases of the project life cycle or the major deliverables of the project.

        2.  Determine  whether  adequate  cost  and  time  estimates  can  be  applied  to  the  lowest  level  of  the decomposed  work.  The  definition  of  ‘adequate’  is  subject  to  the  demands  of  the  project  work. Deliverables that will not be realized until later portions of the project are achieved may be difficult to decompose since there are many variables between the present and when the deliverable will be created.   The   smallest   component   of   the   WBS   is   the   work   package.   A   simple   heuristic   of decomposition is the 8/80 rule: no work package smaller than eight hours or larger than 80. 

       3.  Identify the deliverable’s constituent components. This means asking whether the project deliverable can be measured at this particular point of decomposition. For example, a decomposition of a user manual may have the constituent components of assembling the book, confirming that the book is complete, shrink-wrapping the book, and shipping it to the customer. Each component of the work can  be  measured  and  may  take  varying  amounts  of  time  to  complete,  but  it  must  all  be  done  to complete the requirement. 

      4. Verify the decomposition. The lower-level items must be evaluated to ensure they are complete and accurate.  Each  item  within  the  decomposition  must  be  clearly  defined  and  deliverable-orientated. Finally,  each  item  should  be  decomposed  to  the  point  where  it  can  be  scheduled,  budgeted,  and assigned to a resource.

       5. Other  approaches  include  breaking  it  down by  geography  or  functional area,  or  even  breaking  the work down by in-house and contracted work.
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