
 
PMP Bootcamp Study Guide: Mastering Scope in Agile & Hybrid Projects 

Focus: How "Defining Scope" is Radically Different and Why it Works 

Prepared for: PMP Bootcamp Students​
References: PMBOK® Guide, 7th Ed. & Rita Mulcahy’s PMP® Exam Prep, 11th Ed. 

 

Part 1: The Agile Mindset Shift – From a Fixed Blueprint to a Flexible GPS 

In the last lesson, we treated the project scope like a detailed, fixed architectural blueprint. We defined 

everything upfront to prevent changes. Now, let's pivot. 

In Agile, we treat scope like a destination entered into a GPS. We know where we want to go 

(the Vision), and the GPS has a suggested route (the Roadmap), but it's constantly recalculating based 

on real-time traffic, roadblocks, and feedback. We are prepared to change the route to get to our 

destination in the best way possible. 

Rita's "Real-World" View:​
The core trade-off is flipped. 

●​ Traditional: Scope is fixed. Time and cost are estimated and can change. 

●​ Agile: Time (iterations) and cost (team size) are fixed. Scope is variable and expected to change. 

Why? Because in complex, innovative projects (like software development), we often don't know the 

perfect solution upfront. Agile embraces this uncertainty. Its goal is to deliver the highest value to the 

customer as quickly as possible, not just to follow a plan. 

PMBOK® 7 Perspective:​
This directly aligns with the Planning Performance Domain and key principles like: 

●​ Embrace adaptability and resiliency: We expect change and have a process for it. 

●​ Focus on Value: The ultimate driver for scope decisions is "What will deliver the most value to 

the customer right now?" 

●​ Enable change to achieve the envisioned future state: Change isn't the enemy; it's a tool for 

discovery. 

 

Part 2: The "Documents" of Agile Scope – The Three Vistas 



 
Instead of a single, detailed Project Scope Statement, Agile uses a series of "living artifacts" that define 

scope at different levels of detail. Think of it as zooming in from a satellite view to a street view. 

1.​ The Product Vision (The "Why"): 

o​ What it is: A brief, aspirational statement describing the ultimate purpose of the 

product. It's the project's North Star. 

o​ Purpose: To guide the team and keep everyone aligned on the long-term goal. All scope 

decisions should be checked against the vision. 

o​ Example: "To create the simplest, most intuitive way for small businesses to track their 

expenses." 

2.​ The Product Roadmap (The "What & When, Roughly"): 

o​ What it is: A high-level visual summary of the major features or components of the 

product and a loose timeline for their delivery (e.g., by quarter or by release). 

o​ Purpose: To communicate the strategic direction to stakeholders and show the planned 

evolution of the product over time. It is NOT a detailed, committed schedule. 

o​ Example: A timeline showing "Q1: Basic Expense Logging," "Q2: Receipt Scanning & 

Reporting," "Q3: Bank Account Integration." 

3.​ The Product Backlog (The Detailed "To-Do List"): 

o​ What it is: This is the primary scope artifact in Agile. It is a single, prioritized list of 

everything the project could potentially do. It is made up of User Stories. 

o​ User Story: A simple description of a feature from the end-user's perspective. The 

format is key: 

As a <type of user>, I want <some goal>, so that <some reason/value>. 

o​ Example: "As a small business owner, I want to take a picture of a receipt with my 

phone, so that I don't have to manually enter the expense data." 

o​ Key Characteristics (Exam Gold!): The Product Backlog is dynamic, emergent (it's never 

"complete"), and prioritized by value. 

 

Part 3: "Defining Scope" in Action – A Continuous Cycle 



 
In Agile, "Define Scope" isn't a single process you complete. It's a continuous, "just-in-time" activity led 

by a specific role. 

The Key Role: The Product Owner 

●​ Think of the Product Owner (PO) as the CEO of the Product. They are the single 

person responsible for the Product Backlog. 

●​ Their job is to maximize the value of the work the team does. 

●​ They own, prioritize, and are the final authority on the content of the backlog. (For the exam: If 

a stakeholder wants to add something to the backlog, who do they talk to? The Product 

Owner!) 

The "Defining Scope" Activities: 

1.​ Backlog Refinement (or Grooming): This is the main, ongoing activity where scope is defined. 

The Product Owner and the Development Team meet regularly to: 

o​ Discuss upcoming user stories. 

o​ Break large stories ("Epics") into smaller ones. 

o​ Add details and acceptance criteria. 

o​ Estimate the effort required for each story. 

2.​ Iteration Planning (e.g., Sprint Planning in Scrum): This is where scope is committed for a short 

period (a 1-4 week iteration). 

o​ The team looks at the prioritized backlog. 

o​ They select the amount of work they believe they can complete in the upcoming 

iteration. 

o​ This selected list of user stories becomes the Iteration Backlog. This is, in effect, a 

micro-scope statement that is "locked" for the duration of the iteration. 

 

Part 4: The Hybrid Model – The Bridge Between Two Worlds 

The PMP exam is full of situational questions, and many projects aren't purely traditional or purely Agile. 

They're Hybrid. 



 
When to Use a Hybrid Approach:​
Use this model when a project has elements of both certainty and uncertainty. 

●​ Example Project: Building and installing new self-service information kiosks in a hospital. 

o​ Predictive (Traditional) Part: Procuring the hardware, manufacturing the physical kiosks, 

and planning the physical installation at 20 different locations. These tasks are 

well-understood and have low uncertainty. 

o​ Adaptive (Agile) Part: Developing the user interface (UI) software for the kiosks. We 

want to get user feedback early and often to make sure the software is easy for patients 

to use. 

How Scope is Managed in a Hybrid Model: 

●​ You might have a high-level Project Charter and Project Management Plan that outlines the 

overall project (the entire kiosk initiative). 

●​ A WBS might be created for the predictive parts of the work (e.g., "Kiosk Manufacturing," "Site 

Preparation," "Installation"). 

●​ The software development part would be managed using a Product Backlog and developed 

in iterations. The "Software Development" item in the WBS would be a placeholder for the Agile 

work. 

●​ The Project Manager ensures the two approaches are integrated, especially where dependencies 

exist (e.g., the software must be ready before the final installation). 

 

Part 5: Traditional vs. Agile Scope – A Quick Reference Chart 

Aspect Traditional (Predictive) Agile (Adaptive) 

Primary Goal Deliver according to a pre-defined plan. 
Deliver the highest business value 

first. 

Scope 

Definition 

Defined completely upfront, before 

work begins. 

Defined in detail just-in-time, 

iteratively. 

Key Artifact Project Scope Statement Product Backlog (a prioritized list) 



 

Change 
Discouraged. Managed via formal 

Change Control. 

Welcomed. Managed via prioritizing 

the backlog. 

Who Defines 

It? 

The Project Manager facilitates with 

stakeholders. 

The Product Owner owns and 

prioritizes. 

Customer Role 
Involved at major milestones (e.g., 

Validate Scope). 

Involved continuously (e.g., iteration 

reviews). 

 

Part 6: Exam-Style Thinking & Key Takeaways 

●​ Servant Leadership: In an Agile context, the Project Manager is a servant leader. Your job is to 

facilitate, remove impediments, and coach the team, not to dictate scope or assign tasks from 

the backlog. 

●​ Minimum Viable Product (MVP): This is a key Agile concept. It's the smallest version of the 

product that can be released to deliver customer value and get feedback. The exam may present 

scenarios where you need to help the team focus on delivering an MVP. 

●​ Value-Driven Decisions: When an Agile question asks what to do next, the answer is almost 

always related to delivering value, getting feedback, or collaborating with the team and 

Product Owner. 

Final Checklist for Agile & Hybrid Scope: 

●​ Do I understand the core trade-off: fixed time/cost vs. fixed scope? 

●​ Can I name the three vistas (Vision, Roadmap, Backlog) and their purpose? 

●​ Do I know that the Product Owner is the single owner of the backlog? 

●​ Can I explain that "defining scope" in Agile is a continuous activity called Backlog Refinement? 

●​ Do I understand that scope is only "locked" for a short period in an Iteration Backlog? 

●​ Can I identify a scenario where a Hybrid approach would be the best choice? 

By mastering these concepts, you'll be well-prepared to tackle the situational scope questions on the 

PMP exam, no matter which methodology they involve. Good luck 

 


