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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	Project Scope Management

1. Multiple Choice Questions: (3)

i. Of the following, which is not part of Project Scope Management?
a. Scope Planning
b. Scope Verification
c. Quality Assurance
d. Initiation
“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.”
(Project Scope Management Study Guide 2018 p4)

“The Project Initiation Phase is the 1st phase in the Project Management Life Cycle, as it involves starting up a new project. You can start a new project by defining its objectives, scope, purpose and deliverables to be produced.”
(https://www.method123.com/project-initiation-phase.php)

The evidence would seem to suggest that Initiation although linked to Scope Management, is used to provide information into the management of scope rather than just being a part of Scope Management.




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:
a. During the initiation stage
b. During the planning stage
c. When the stakeholders approve the budget
d. After the project is proven feasible

Carroll (2015) p24 States that “Before anything else can be done on a project, a Project Manager and a Project Sponsor need to be appointed. This may seem obvious but it is not always the case.”

Managing successful projects with PRINCE2 p122 identifies the initial activities within the Starting up a Project process as: “Appoint the Executive and The Project Manager…”

After reviewing further evidence, it seems that depending upon the Project Management methodology one is using; there are either 4, 5 or even 6 stages to managing a project. 
The first stage, again depending upon the methodology selected, may be labelled as ‘Initiation’ or perhaps ‘Start-Up’ it does seem to be agreed by all writers however, that ideally the Project Manager needs to be appointed at an early stage in the project lifecycle. 



iii. Which of the following best describes the term ‘project scope’?
a. The description of the project deliverables
b. The authorizing document that allows the project manager to move forward with the project and to assign resources to the tasks
c. The process of managing all of the required work—and only the required work—to complete the project;
d. The process of planning and executing all of the required work to deliver the project to the Customer

“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 a project.”
(Project Scope Management Study Guide 2018 p2)

“Project managers should anticipate the need for updates and changes as projects progress, carefully control what changes are made to the established project scope and document all changes made during the process. This requires strong project management skills. It also requires project managers and stakeholders to adhere to the project scope statement by recognizing what pieces are within the project scope and what requests are out of scope.”
(https://searchcio.techtarget.com/definition/project-scope)




2. Give short answers for the following questions: (21)

i. What does project scope mean?

“Project Scope deals with the work required to create the project deliverables.”
(Project Scope Management Study Guide 2018 p2)

“Project scope is the part of project planning that involves determining and documenting a list of specific project goals, deliverables, tasks, costs and deadlines.”
(https://searchcio.techtarget.com/definition/project-scope)



ii. What are the main purposes of Project Scope Management?

“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 Study Guide 2018 p2)

Monnappa (2018) concurs; “Scope Management techniques enable project managers and supervisors to allocate just the right amount of work necessary to successfully complete a project—concerned primarily with controlling what is and what is not part of the project’s scope.”



iii. Which activities are included in Project Scope Management? 

“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.”
(Project Scope Management Study Guide 2018 p2)

Monnappa (2018) in her article for Simplilearn illustrates the activities of Scope Management as below:
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iv. What is the difference between project scope and product scope?

“Project scope and product scope are different entities. A project scope deals with the work required to create the project deliverables. The scope of the project is specific to the work required to complete the project objectives…a product scope is the attributes and characteristics of the deliverables the project is creating…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.”
(Project Scope Management Study Guide 2018 pp2-3)

“Project scope refers to everything that needs to be done to get the product delivered, while the product scope includes features, functions, and characteristics of the product.”
(https://pmstudycircle.com/2012/01/product-scope-vs-project-scope/)



v. Outline the components of a project’s scope statement.

“The scope statement lists the high-level deliverables, provides justification for the project’s existence, and quantifies the project’s objectives…The scope statement includes or references: Project Justification, Project Product, Project Deliverables and Project Objectives”
(Project Scope Management Study Guide 2018 pp4-5)

“A good Scope Statement includes the following information:
· Justification: A brief statement regarding the business need your project addresses. (A more detailed discussion of the justification for the project appears in the project charter.)
· Product scope description: The characteristics of the products, services, and/or results your project will produce.
· Acceptance criteria: The conditions that must be met before project deliverables are accepted.
· Deliverables: The products, services, and/or results your project will produce (also referred to as objectives).
· Project Exclusions: Statements about what the project will not accomplish or produce.
· Constraints: Restrictions that limit what you can achieve, how and when you can achieve it, and how much achieving it can cost.
· Assumptions: Statements about how you will address uncertain information as you conceive, plan, and perform your project.”
(https://www.dummies.com/careers/project-management/what-to-include-in-a-project-scope-statement/)



vi. Explain the term “work package.”

“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 a clear accountability and responsibility for completing the assignment.”
(Project Scope Management Study Guide 2018 pp8-9)

“What is a work package in project management? A work package is a group of related tasks within a project. Because they look like projects themselves, they are often thought of as sub-projects within a larger project. Work packages are the smallest unit of work that a project can be broken down to when creating your Work Breakdown Structure (WBS).”
(https://www.wrike.com/project-management-guide/faq/what-is-a-work-package-in-project-management/)



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

“The Scope Statement documents the project goals, deliverables, and requirements in order that they might be used as a baseline for future project decisions…Should questions arise of changes be proposed later in the project, they can be compared to what is documented in the scope statement.”
(Project Scope Management Study Guide 2018 p4)

James Muller, writing for Webucator, in slightly more flowery language essentially agrees; “It is critical to craft a concise and complete statement of scope that documents what the project will produce and what it will not. The scope statement will provide the basis for project planning. If the scope is not captured correctly, potentially costly changes will need to be made later in the project life in order to satisfy stakeholder expectations…Documenting the scope statement illustrates the concept of progressive elaboration. The process of creating the scope statement begins with the information captured in the project charter, which contains the high level scope as it was known. As stakeholders were engaged in the requirements elicitation process, the elements of scope became more defined and clear. As the requirements were analyzed, reviewed, prioritized, and approved, the scope was refined and clarified even more.
The scope statement then, documents this more refined and more detailed understanding of what the project is expected to produce.”



3. “Decomposition is the process of breaking down the major project deliverables into smaller manageable components.” How this is done? (6)

“Decomposition is the process of breaking down the major project deliverables into smaller, manageable components.”
· 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.

· 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.

· 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.

· 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.

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

(Project Scope Management Study Guide 2018 p9-10)

In offering support on the task of decomposition, Esther Cohen (2018) writing for Workamajig states that “…one of the fundamental features of a WBS: it describes deliverables, not the activities necessary to get there. Every item in the WBS must correspond to an end product (real or virtual). If there are any verbs in your WBS, then you’re doing something wrong.
She goes on to say that “In the context of project management, these terms often have very specific definitions:
· Work: According to PMBOK, work refers to “work products or deliverables that are the result of effort and not the effort itself”. That is, “work” defines the end result of any activity. The work remains constant even though the amount of effort needed to get there might inflate/deflate.
· Deliverable: PMBOK says that a deliverable is “any unique and verifiable product, result, or capability to perform a service that is required to be produced to complete a process, phase, or project”. Deliverables will vary from project to project and client to client.
· Work package: According to PERT (which developed the WBS), a work package is “the work required to complete a specific job or process, such as a report, a design, a documentation requirement or portion thereof, a piece of hardware, or a service.” PMBOk has a simpler definition: “a work package is a deliverable at the lowest level of the WBS.”
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