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Part 1: The Big Picture – What is Scope Management REALLY About? 

Welcome, future PMPs! Let's talk about one of the most critical areas in project management: Scope. If 

you get scope wrong, your project is almost guaranteed to struggle. 

Rita's "Real-World" View:​
At its core, Scope Management is about one thing: Ensuring the project includes ALL the work required, 

and ONLY the work required, to complete the project successfully. That word "only" is just as important 

as "all." It's our primary defense against scope creep—the uncontrolled expansion of project scope 

without adjustments to time, cost, and resources. 

PMBOK® 7 Perspective:​
The PMBOK® 7 moves away from rigid processes and talks about Performance Domains. The activities 

we discuss here fall primarily within the Planning Performance Domain. The goal is to organize and 

coordinate the work needed to deliver the project's value. Remember this key principle from PMBOK 

7: Focus on Value. Defining scope is how we clarify what "value" we are contracted to deliver. 

The Traditional Scope Processes (Your Exam Roadmap):​
For the PMP exam, it's essential to understand the flow of the traditional scope management processes, 

as this structure helps you understand how the documents and activities connect. 

1.​ Plan Scope Management: Creating the plan for how you will define, validate, and control scope. 

2.​ Collect Requirements: Gathering all the wants and needs from stakeholders. This is a big list of 

"what." 

3.​ Define Scope: (OUR FOCUS TODAY) Taking that big list of requirements and drawing a clear 

boundary. This is where we determine what is IN and what is OUT of the project. 

4.​ Create WBS (Work Breakdown Structure): Decomposing the defined scope into smaller, more 

manageable pieces of work. 

5.​ Validate Scope: Formally getting the customer/sponsor to accept the completed deliverables. 

6.​ Control Scope: Managing changes to the project scope baseline. 



 
 

Part 2: Deep Dive – The "Define Scope" Process 

What are we really doing here?​
Imagine you've just finished collecting requirements. You have a huge list of ideas, features, and requests 

from every stakeholder. It might even include contradictory items! The Define Scope process is where 

the project manager facilitates turning that "wish list" into a detailed, agreed-upon description of what 

the project will actually produce and the work needed to produce it. 

This is the process that prevents the classic project nightmare: "Oh, I thought you were also going to 

build..." 

Key Inputs (What you NEED to start): 

●​ Project Charter: This is your authorization. It provides the high-level project description, key 

deliverables, and project objectives. You can't define the detailed scope if it contradicts the 

charter. 

●​ Project Management Plan: Specifically, the Scope Management Plan. This plan tells you 

the rules for how to define scope. 

●​ Requirements Documentation: This is the most critical input! This is the output from the 

"Collect Requirements" process. It's the detailed list of stakeholder needs that you will analyze. 

●​ Assumption Log & Risk Register: Assumptions you've made (e.g., "We assume the new API will 

be available from the vendor") and identified risks can heavily influence what is practical to 

include in the scope. 

Key Tools & Techniques (What you DO): 

●​ Expert Judgment: Consulting with subject matter experts (SMEs) who have done this before. 

They can help you understand what is realistic and what work is truly required. 

●​ Product Analysis: This is a powerful technique. It involves breaking down the product or service 

to understand it better. If your product is a new smartphone, product analysis involves studying 

its features, functions, and materials to ensure you capture everything. Think of it as taking 

something apart to see what it's made of before you try to build it. 

●​ Alternatives Analysis: Brainstorming and evaluating different ways to achieve the project's 

objectives. Should we build this feature from scratch or buy a pre-made component? Each 

option has a different scope. 



 
●​ Facilitation: Leading workshops with key stakeholders to get agreement and a shared 

understanding of the project boundaries. This is where you hash out disagreements and clarify 

ambiguities. 

Critical Outputs (What you GET): 

This process produces one of the most important documents in the entire project: The Project Scope 

Statement. 

Part 3: The Crown Jewel – The Project Scope Statement 

Think of the Project Scope Statement as your project's constitution. It is the definitive source for what 

the project is delivering. If a stakeholder later asks for something, you can point to this document and 

say, "Is what you're asking for described in here?" 

A strong Project Scope Statement contains these key elements: 

1.​ Product Scope Description: A detailed description of the features and functions of the product, 

service, or result the project is creating. It's about the "what." 

o​ Example: "The new CRM software will include a customer contact database, a sales 

pipeline tracker, and an automated email follow-up feature." 

2.​ Project Deliverables: The tangible, verifiable things that will be produced. This includes the final 

product itself, as well as project management deliverables like status reports. 

o​ Example: CRM Software Alpha Version, User Training Manual, Final Deployed Software. 

3.​ Acceptance Criteria: The specific, measurable conditions that must be met for the deliverables 

to be formally accepted by the customer. This is how you define "done." 

o​ Example: "The system must be able to process 500 concurrent user logins with a page 

load time of less than 3 seconds." 

4.​ Project Exclusions: (CRITICAL FOR THE EXAM AND REAL LIFE!) This is where you explicitly state 

what is OUT of scope. This is your most powerful tool for preventing misunderstandings. Be clear 

and direct. 

o​ Example: "This project includes creating the CRM software but excludes data migration 

from the old system and on-site user training (which will be handled by a separate 

project)." 

The Next Logical Step: The WBS 



 
Once you have your approved Project Scope Statement, you can't just start working. The scope is still too 

big. The very next step is to Create the WBS (Work Breakdown Structure). 

●​ WBS: A hierarchical decomposition of the total scope of work to be carried out by the project 

team. You break down the major deliverables from the Scope Statement into smaller and smaller 

pieces until you get to a level you can manage, estimate, and assign. These lowest-level items are 

called Work Packages. 

●​ WBS Dictionary: A companion document to the WBS. For every single work package in the WBS, 

the dictionary provides details like a description of the work, the assigned resource, cost 

estimates, and quality requirements. 

The 100% Rule (A Rita Mulcahy Favorite): The WBS must contain 100% of the work defined in the 

Project Scope Statement—no more, no less. It includes all deliverables (internal, external, and project 

management). 

 

Part 4: Exam-Style Thinking & Key Takeaways 

The PMP exam will test your understanding of why you do these things, not just what they are. 

●​ Project Scope vs. Product Scope: 

o​ Product Scope: The features and functions of the product itself. 

o​ Project Scope: All the work needed to create that product (e.g., planning, testing, 

meetings, reports). The WBS represents 100% of the project scope. 

●​ Watch for these terms: 

o​ Scope Creep: Adding features or work to the scope without considering the impact on 

time, cost, and resources, and without going through the formal change control 

process. This is BAD. 

o​ Gold Plating: Giving the customer extra features or functionality that they didn't ask for. 

Even if done with good intentions, this is also bad practice because it adds work and risk 

without formal approval. 

●​ The Agile / Adaptive Connection (PMBOK 7): 

o​ In a predictive (waterfall) project, you try to define the entire scope upfront in the 

Project Scope Statement. The scope is fixed. 



 
o​ In an adaptive (Agile) project, the detailed scope evolves over time. You start with a 

high-level vision and a prioritized list of features in a Product Backlog. The detailed 

scope for the next 2-4 weeks is planned during an iteration planning meeting. The 

overall scope is not fixed, but time and cost (per iteration) often are. 

Final Checklist for "Define Scope": 

●​ Do I know the difference between Collect Requirements (the wish list) and Define Scope (the 

boundary)? 

●​ Can I name the 3-4 key components of a Project Scope Statement 

(especially Exclusions and Acceptance Criteria)? 

●​ Do I understand that the Project Scope Statement is the main input for creating the WBS? 

●​ Can I explain the "100% Rule" for the WBS? 

●​ Do I know the difference between scope creep (uncontrolled) and a formal change request 

(controlled)? 

You've got this! Understanding this process flow is fundamental to demonstrating your project 

management knowledge. Good luck with your studies 

 


