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The Scope Creep Shuffle, Matthew D. Gonzalez, October 1, 2003
http://gantthead.com/article.cfm?ID=199854
The Project Management Body of Knowledge (PMBOK) is a collection of processes and knowledge areas generally accepted as best practice within the project management discipline. PMBOK defines project scope management as the "processes required to ensure that the project includes all the work required, and only the work required, to complete the project successfully." Scope is primarily concerned with defining and controlling what is or is not included in the project. This includes project initiation, scope planning, scope definition, scope verification, and scope change control. Requirements are developed to further define what's in scope, but what about those irksome requirements that seem to seep in at the last minute, sometimes right before the project goes live?! This is the root of what scope really is.
To really understand how requirements can creep into the scope, we’ll look at some examples.
Example 1: E-mail This & That

The requirements of this project were such to allow internal customer service representatives (CSR) an e-mail system with the ability to initiate an e-mail to a customer. Requirements included were items such as:
· Ability to add forms

· Functionality of spell checker

· Ability to pass an email to another CSR

· Allow a manager to take over a conversation from a CSR

· Provide the member with the ability to add up to three attachments
This project basically looks like an e-mail system. But there is a problem, the requirements are frozen and a new requirement is flying in from a sponsor. Most would immediately say "this is scope creep." However, according to the PMBOK, scope is ensuring that the project includes all the work required.

Staying with Example 1, the sponsor’s new requirement is to "provide the functionality to grammar check an e-mail before the CSR sends to a customer." Now we know what scope really is, we should definitely limit the amount of scope consumed. But how can a project manager effectively remove this new requirement without appearing to not want to accomplish the scope? For this answer, we look toward the budget!
 

Given that the requirements for Example 1 are frozen, chances are that the project manager has already received estimates for the development phase. Therefore, one method to remove the new requirement is to establish a cost for the new requirement and express the additional amount needed for the budget. This will most certainly turn the sponsor away from the requirement.

 Another method for removing the requirement out of your original scope is to communicate the additional time needed to work in the new task into the development effort. Either way, you've proven (and communicated) that there will either be a time or cost impact, which is viewed negatively in most sponsors eyes. The key is “impact analysis” on the scoped effort. In the end, the project team made a strong enough case not to include the grammar check requirement given the lack of available tools.
 

Example 2: Website Change PIN/Password

This project provided the ability for a customer to go online and change their PIN and/or password to access their customer data. Although the requirements were relatively straight-forward, the impact of altering existing PIN/password functionality of a website sent a huge tidal wave of caution straight up the management chain.
 

Given the amount of attention, risk, security and criticality within the project, the team was inundated with requests to prove the new "change" functionality wouldn't impact the customer experience. External requirements were being added, such as:
· Document the "as is" process before documenting the "to be" process

· Provide a hint feature for the customer

· Send an e-mail to the customer notifying them of the change

· Have the lawyers proof all wording

· Perform a hacker test to ensure security of the website

All the requirements seem like legitimate requests. But the problem here is if the business partner isn't willing to pay for any of these requirements, then why do the project? Simply stated, the tidal wave did come crashing down on the project team given the critical nature of the effort. In an effort to keep the scope to a minimum, the team was constantly reminded by untouchable authorities "to ensure that the project includes all the work required." In the end, if the business partner has the funds to make a requirement, then the requirement will be executed.
 

As shown in the examples above, the struggle isn't trying to determine what's in scope vs. what's out of scope. The struggle really comes down to how much scope a project team can take on, before overextending the budget or schedule.
----------

This article best defines scope in the opening paragraph, stating that scope is the processes required to ensure that the project includes all the work required, and only the work required, to complete the project successfully. Within a project, all of the defined tasks must be completed. If a new requirement creeps in, but is shown to be absolutely needed to complete the other predefined tasks, then it is added to the project scope. Although this process can impact time and/or cost, it might save your project’s liability in the long run.
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