
 



 

 

 

 

The work needed to create a product, service, or result (the product 

scope) 

 

The project scope statement helps to document the project so that 

everyone involved is aware of what is expected during the project’s life 

cycle. The project scope statement also links the project’s objectives 

with key business strategy and vision. In the previous example, it is clear 

that the organization desires IT to enable multimedia communication 

capabilities and enable a distributed workforce. Both of these business 

goals can readily be incrementally rolled out across the entire company. 

 

The key lesson regarding project scope statements is that each time new 

scope is added, the ENTIRE project must be reviewed to evaluate the 

impact of the changes. Added scope might affect risk, cost, time, 

resources, quality, or customer satisfaction, as well as other work 

already planned. The impact of a scope change on all of these areas 

must be evaluated and minimized. 

For a project manager who understands this, there is no such thing as 

“Can’t we just add this little piece of new work to the project?” Each 

change can affect many aspects of the project. 

 

There will always be some changes on the project, but unnecessary 

changes must be prevented, and all changes must be evaluated, 

documented, and formally approved. To reduce changes in the real 

world, the project manager will leverage the preproject stakeholder 

conversations ensuring that their documented requirements are as 

complete as possible. 

In many cases, stakeholders are extremely busy and may be unwilling 

or unable to accommodate a sitdown conversation to 
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determine their requirements, especially if doing so requires them to 

reach consensus with others. It is not unusual for those who have the 

requirements or scope to not fully understand the technical aspects of 

the project, nor what it would take to make their requirements happen. 

They want what they want, and they do not understand why getting it 

might be so difficult. The key  to obtaining complete scope requirements 

(or time or cost or any other requirements, for that matter) is to keep 

these thoughts and needs in mind when approaching the stakeholder 

interviews. 

 

Project managers should approach the process of obtaining 

requirements from stakeholders with an eye toward the business impact 

of not receiving a comprehensive requirements list, while recognizing 

the potential reluctance of stakeholders to formalize their requirements. 

Consider the following approach. 

 

You might start by stating the following. “This is a challenging project 

because…so I can imagine the last thing you want to do is to clearly 

describe in writing all your requirements. However, you are very busy, 

and you want this project completed by a certain date. I estimate that 

the project will take up three times more of your time than it should if we 

do not get all the requirements now. In organizing the project, I will let 

you know if all the requirements can be completed by that date. But 

assuming they can, I will need to coordinate cost, resources, quality, and 

technical issues in organizing this project. I cannot effectively make use 

of these company resources if I do not have all the requirements. Please, 

can you take a minute to make sure you are providing me with all the 

requirements now, before it is too late?” 
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Depending on who you are talking to, you could be even more assertive 

by saying such things as, “I know that the last thing you want to do is sit 

down with the people in your department to finalize your needs. 

However, if we do not have all your requirements by May 12, I cannot 

promise that we will be able to accommodate your needs afterward.” In 

other words, the best project managers know that unclear requirements 

is a potential problem area. They will put the problem “on the table” and 

specifically address the stakeholders’ dislike for completing their 

requirements. 

 

The best approach for obtaining stakeholder requirements is to clearly 

explain the balance of the inconvenience of taking the time to provide 

the requirements up front against the consequences to the project and 

the company of not taking the time to provide the information. 

 

Look again at the project constraints graphic. Changes later in the 

project will likely require more time. Another important project 

management concept, as it relates to scope, is that scope equals cost 

and time. In other words, the project is planned to accomplish a defined 

scope for a certain cost or time. If the scope changes, the cost or time 

should also change! 

 

A best practices technique is to ask the stakeholders to prioritize the 

project requirements. This ensures the project manager is able to 

accommodate the most important requirements for the project. It also 

provides a baseline should some of the requirements have to be 

removed due to resource or other constraints. 
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