


THE SCOPE BOUNDARIES WORKBOOK 01

Define the boundary before the work
grows
Scope management connects the authorised objective with a
verifiable delivery commitment.

Start with the purpose
Clarify the business need, required outcomes,
affected people and authority. Scope should
describe the result and the work needed to create
it at an appropriate level.

Member-portal case
An association wants to replace manual member
registration and renewal. A request for an
event-ticket shop may be valuable, but it is a
separate scope choice.

Use the guide
Build a scope statement, acceptance evidence and
a practical change route. The aim is informed
control while the team learns.

TAKE IT TO YOUR PROJECT
Write the authorised outcome in one sentence.
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THE SCOPE BOUNDARIES WORKBOOK 02

Find the people who define success
Different users can reveal missing work and conflicting needs.

Elicit the needs
Speak with users, operating owners, sponsors,
technical specialists and relevant suppliers. Ask
about ordinary use, exceptions, data and
transition.

Portal case
Members need simple renewal. Administrators
need reliable status and exports. Support staff
need a way to correct mistakes without losing the
history.

Reconcile the differences
Record conflicts and decision owners. A list of
requests is not automatically the approved scope;
evaluate needs against the objective and
constraints.

TAKE IT TO YOUR PROJECT
Identify one exception that stakeholders have not yet discussed.
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THE SCOPE BOUNDARIES WORKBOOK 03

Separate the need from the feature
A useful scope decision begins with the problem the result must
solve.

Describe the need
Write what people must be able to achieve and
why it matters. Avoid assuming the first
requested design is the only way to meet the
need.

Portal case
“Add a colour-coded dashboard” may mean
administrators need to find expired memberships
quickly. Explore a filtered list and a dashboard
against that actual task.

Make the decision explicit
Choose a suitable solution based on evidence,
effort and constraints. Record which need it
satisfies so later requests can be evaluated
consistently.

TAKE IT TO YOUR PROJECT
Rewrite one requested feature as an observable user need.
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THE SCOPE BOUNDARIES WORKBOOK 04

Write a scope statement
A compact statement gives readers a common basis for the
commitment.

Include the essentials
State the objective, major deliverables, included
work, exclusions, acceptance approach and
significant assumptions or constraints. Use terms
the stakeholders understand.

Portal case
Deliver member registration, renewal status,
administrator search, agreed data migration,
training and support handover for one association.
Exclude event sales and unrelated branch
systems.

Check completeness
Ask whether the statement covers the work
needed to make the result usable. Technical build
alone can leave transition and operating work
unowned.

TAKE IT TO YOUR PROJECT
Draft the statement, then ask a reader to explain its boundary.
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THE SCOPE BOUNDARIES WORKBOOK 05

Use exclusions deliberately
An exclusion prevents a plausible assumption from becoming a
hidden commitment.

Name likely misunderstandings
Identify work readers might reasonably assume is
included. Explain the boundary without turning
the statement into a list of every imaginable
feature.

Portal case
The pilot records payments confirmed elsewhere
but excludes a new payment gateway. It includes
agreed historical records but excludes cleaning
every legacy document.

Check the interfaces
An exclusion may leave a dependency that still
needs an owner. Explain who provides the external
payment confirmation and when it is available.

TAKE IT TO YOUR PROJECT
Write an exclusion and the handoff it creates.
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THE SCOPE BOUNDARIES WORKBOOK 06

Make requirements testable
Scope clarity improves when important conditions can be verified.

Use observable conditions
Define what the result must do, for whom, under
what conditions and with what expected evidence.
Clarify exceptional and nonfunctional needs where
relevant.

Portal case
A member renews an eligible record; the expiry
date updates under the agreed rule and the
administrator can see the change. Specify how
duplicate or invalid records are handled.

Validate the wording
Walk through examples with the people affected.
“Easy to use” needs a more useful basis before it
can guide acceptance.

TAKE IT TO YOUR PROJECT
Write a criterion for one normal case and one exception.
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Organise the work with a WBS
Decomposition helps reveal what the delivery commitment
requires.

Cover the scope
Break the agreed work into manageable
components, ensuring that the parts cover the
parent's scope and do not double count the same
work.

Portal case
Use components for configured service, migrated
records, verified workflows, prepared users and
operating handover. Add definitions so owners can
identify completion.

Check the edge
The WBS supports estimates and control but does
not itself establish all activity dates. Connect it
to the schedule and responsibilities.

TAKE IT TO YOUR PROJECT
Find a transition deliverable missing from your work breakdown.
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THE SCOPE BOUNDARIES WORKBOOK 08

Trace the important requirements
A requirement can be agreed and still disappear during delivery.

Build the thread
Link the source need, requirement, scope
component, delivery work and acceptance
evidence. Use identifiers and a format
proportionate to the project.

Portal case
R-02 covers renewal. It links to the configured
renewal workflow, the renewal test scenarios and
the service lead's acceptance. A rule change can
now be traced to affected work.

Keep the current version
Update the links when an authorised decision
changes the requirement. Avoid maintaining a
traceability record that disagrees with the actual
product.

TAKE IT TO YOUR PROJECT
Trace one requirement from its source to a completed check.
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THE SCOPE BOUNDARIES WORKBOOK 09

Agree the scope baseline or commitment
The team needs to know which version is the basis for control.

Use the actual approach
In a baselined project, approve the relevant scope
records under the agreed governance. In adaptive
work, make goals, ordered work and current
commitments equally understandable.

Portal case
The sponsor approves the pilot scope and
acceptance basis. The team then assesses new
requests against that version rather than the
latest informal conversation.

Record authority
Keep version, date, approver and conditions.
Clarify what the team can adjust and which
effects need a further decision.

TAKE IT TO YOUR PROJECT
Identify the current authorised basis your team is using.
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THE SCOPE BOUNDARIES WORKBOOK 10

Recognise scope creep early
Uncontrolled additions can create work without an informed
trade-off.

Watch the signals
Look for small unrecorded requests, unagreed
interpretation changes, extra reporting or work
started before its effect is assessed. Not every
beneficial change should be rejected.

Portal case
An administrator asks for five new export formats
“while you are there.” Each format adds design
and testing work. The combined effect needs
evaluation.

Make the work visible
Capture the need, existing commitment and
proposed addition. Discuss its value and
consequences before it quietly consumes planned
capacity.

TAKE IT TO YOUR PROJECT
Find one request being treated as free because it sounds small.
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THE SCOPE BOUNDARIES WORKBOOK 11

Use a simple change record
A short record can make the decision clear without unnecessary
paperwork.

Capture the proposal
Record the request, reason, source, affected
requirement, expected value, timing need and
decision owner. Give it an identifier and current
status.

Portal case
CR-04 proposes an event-sales module. It adds
payment, refund, reporting and operating work
beyond the membership pilot. State the business
need before estimating a solution.

Keep options open
Possible responses include approve, reject, defer,
split or run a small investigation. Choose the right
level of evidence for the decision.

TAKE IT TO YOUR PROJECT
Draft a change record with a specific reason and affected scope.
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THE SCOPE BOUNDARIES WORKBOOK 12

Assess the impact coherently
A scope change can affect much more than coding effort.

Review the whole system
Consider acceptance, quality, resources, schedule,
cost, risk, procurement, operations and benefits.
Check dependencies and the cumulative effect of
other changes.

Portal case
Event sales require a payment provider, refund
rules, support training and reconciliation. A
two-day screen estimate would omit much of the
commitment.

Show alternatives
Compare adding now, delaying another feature,
creating a later release or declining. Explain the
assumptions and evidence behind each option.

TAKE IT TO YOUR PROJECT
List three effects outside the immediate feature build.
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Make and communicate the decision
An analysed request still needs an authorised outcome.

Use the right route
Present options and consequences to the decision
maker defined by governance. Do not infer
approval from interest, silence or a requester's
seniority alone.

Portal case
The sponsor defers event sales to a later initiative
and approves a small export improvement within
the pilot. Record the outcome and the updated
commitment.

Close the loop
Tell the requester and affected team members
what was decided, why and what changes. Update
the controlled records and confirm implementation
ownership.

TAKE IT TO YOUR PROJECT
Identify the plan and requirement records affected by an approval.
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Control gold plating and hidden rework
Extra effort can appear even when no stakeholder formally asked
for it.

Inspect the cause
Teams can add attractive features beyond the
requirement or repeatedly revise work because
acceptance was unclear. Both consume capacity,
but their responses may differ.

Portal case
An unrequested animation adds testing time. A
renewal-rule correction fixes misunderstood
required behaviour. Clarify which is an addition
and which is a quality or requirements issue.

Choose the response
Return to the objective, agreed criteria and
evidence. Improve early examples and decisions so
the same ambiguity does not generate repeated
work.

TAKE IT TO YOUR PROJECT
Classify one unplanned task and identify the reason it appeared.
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Verify and accept the scope
Completion needs evidence against the authorised result.

Review the deliverables
Check that required components exist, relevant
quality checks passed and the acceptance
authority has the evidence needed. Record
remaining defects or incomplete work honestly.

Portal case
Registration works, but the migration exception
report and support handover are missing. An
attractive portal demo does not establish that the
pilot's whole scope is ready.

Finish the thread
Resolve outstanding items through the proper
process and record acceptance status. Preserve
relevant records for operations and project closure.

TAKE IT TO YOUR PROJECT
Reconcile the deliverable list with the actual acceptance evidence.
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THE SCOPE BOUNDARIES WORKBOOK 16

Your scope-control desk check
Use one coherent thread from the need to the change decision.

Check the boundary
Can the team identify the objective, included
work, exclusions, acceptance conditions and
current authorised version?

Check the flow
Can a new request be captured, assessed, decided
and reflected in the relevant records before it
changes delivery? Do people know their authority
and escalation route?

Apply the portal case
The team protects a usable membership pilot
while making informed choices about exports and
future event sales. Control supports valuable
change through clear decisions.

TAKE IT TO YOUR PROJECT
Review one recent request from its original need to its final recorded outcome.
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