


Executive Summary

ScopeOps™ is a governance method, not software. It's a tool-agnostic approach to scope management that works with Excel, Jira, SharePoint, Azure DevOps, or any PM tool.

v2.0 Repositioning: ScopeOps is a methodology that complements Agile, SAFe, Stage-Gate, and DevOps—providing pre-execution baselines, governed change control, bidirectional
traceability, and portfolio KPIs.

Five Pillars

1

Discover — Structure

Extract and organize scope from RFPs into structured hierarchies

2

Govern — Decide

Link changes to logged decisions with impact analysis

3

Stabilize — Evidence

Lock Baseline vi1 with sign-offs and audit trails

4

Detect — Prevent

Detect drift using predictive KPIs before timeline impact

5

Operate — Improve

Run weekly checkpoints and track governance KPIs

Tool-agnostic pillars—work with any PM tool

Impact & Value

85%+ 95%+ 3X 40%

Scope Stability Target Requirements Coverage Faster Drift Detection Reduction in Rework

Who Should Use ScopeOps

® PMOs & Program Managers — Gain portfolio visibility and predictable delivery
e Product Owners — Maintain traceability from RFP through delivery
e Engineering Leaders — Detect scope drift before it becomes rework

e Executives — Get evidence-based KPIs for governance oversight
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What is ScopeOps™?

ScopeOps is a METHOD for scope governance that works with any tool:

e Begin before execution — Create Baseline v1 during RFP/intake, not at kickoff

o Govern change — Every scope change flows through structured decision process

e Maintain traceability — Link requirements — design — build — test — docs bidirectionally
e Surface KPIs — Track SSI, Coverage %, Decision Latency, Change Velocity

o Complement delivery methods — Works with Agile, SAFe, Stage-Gate, Waterfall, DevOps
How ScopeOps Layers with Your Delivery Method

Bottom Layer: ScopeOps Governance

Baseline creation — Change control — Requirements traceability — KPI tracking — Evidence-based gates

Middle Layer: Your Delivery Method

Agile sprints, SAFe Program Increments, Stage-Gate phases, DevOps pipelines, Waterfall, Kanban

Top Layer: Outcomes

Portfolio visibility, predictable delivery, audit readiness, executive confidence, strategic control

Core Principle: ScopeOps doesn't dictate how you build. It governs what you're building and provides continuous visibility into scope stability.

Key Differentiators

Aspect Traditional Approach ScopeOps Approach
Baseline Creation At kickoff or Sprint O Pre-execution (intake)
Traceability Manual spreadsheets Bidirectional RTM
Change Control Ad-hoc or heavyweight Evidence-based + KPIs
Tool Dependency Platform-specific Tool-agnostic method
Visibility Lagging indicators Predictive KPIs

ScopeOps™ Framework v2.0 | scopeops.ai



Five Pillars of ScopeOps™ (Part 1)

Pillar 1: Discover — Structure

Goal: Extract and organize scope from RFPs, specs, contracts, and stakeholder inputs into structured hierarchies.

Key Activities
e Parse RFPs, SOWs, contracts, requirements documents
e Structure into hierarchies: Epics — Features — User Stories/Requirements
e Tag NFRs (non-functional requirements), operational impacts, acceptance criteria
e Assign priorities (MoSCoW, High/Medium/Low) and effort estimates
Tool-Agnostic Implementation

Use Excel, Google Sheets, or requirements management tools. Create columns: Req ID, Source, Title, Priority, Acceptance Criteria, Owner, Status.

Pillar 2: Govern — Decide
Goal: Link every scope change to a logged decision with clear rationale, impact analysis, and approvals.

Key Activities
o Run Change Control Board (CCB) with defined cadence (weekly/bi-weekly)
e Track risks, issues, dependencies, and their scope impact
o Maintain Decision Log: ID, Date, Rationale, Options, Approvers
e Escalate high-impact changes to Portfolio/Executive tier
Tool-Agnostic Implementation

Use Change Request template (Word/Google Docs) and Decision Log spreadsheet. Review in weekly team meetings or dedicated CCB sessions.

Pillar 3: Stabilize — Evidence
Goal: Lock down Baseline v1 with formal sign-offs, version control, and audit-ready trails.

Key Activities

o Create Baseline Register with approvers, date, rationale, version number
o Implement version control (v1.0, v1.1, v2.0)

e Track baseline deltas: added/removed/modified requirements

e Provide rollback/comparison views for audits

Tool-Agnostic Implementation

Use Baseline Register spreadsheet. Store snapshots in SharePoint/Google Drive with timestamps and approver signatures.
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Five Pillars of ScopeOps™ (Part 2)

Goal: Detect scope drift before it impacts delivery timelines using predictive signals.

Key Activities

e Monitor SSI weekly—alert if drops below 85%

e Surface "scope-at-risk" based on coverage gaps or blockers
e Track Decision Latency—flag decisions open > 7 days

o Use Change Velocity trends to predict baseline instability

Tool-Agnostic Implementation

Calculate KPIs manually or use Excel formulas. Add conditional formatting (red/yellow/green) to highlight thresholds.

Pillar 5: Operate — Improve
Goal: Run weekly checkpoints, track KPIs, and continuously refine governance processes.

Key Activities

o Weekly/bi-weekly checkpoints with KPI dashboards

e Retrospectives to refine cadence, templates, gates

e Feed insights back into guardrails and escalation thresholds

o Document lessons learned for future projects

Tool-Agnostic Implementation

Use Checkpoint Pack slides (PowerPoint/Google Slides). Present KPIs, top risks, open decisions, next steps in standup or program review.

Pillar Integration

These five pillars work together as an operational system:

o Discover creates the initial scope structure

o Govern controls how that scope evolves

e Stabilize locks approved scope with evidence
o Detect alerts when scope health degrades

e Operate ensures continuous improvement
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ScopeOps Lifecycle (7 Phases)

The ScopeOps lifecycle spans from intake through closure—each phase has clear artifacts and decision gates.

Phase 1: Intake

Objective: Capture demand from business units, RFPs, or strategic initiatives.
Activities: Extract initial scope from RFP/SOW, identify stakeholders, assess feasibility

Artifacts: Intake form, preliminary scope list, stakeholder register

Phase 2: Scoping
Objective: Structure scope into requirements hierarchy with acceptance criteria.
Activities: Parse requirements, create Epics — Features — Stories, assign priorities

Artifacts: Requirements list (Excel/Jira), WBS, NFR register

Phase 3: Baseline »

Objective: Lock Baseline v1 with formal approvals before execution starts.
Activities: Get sponsor sign-off, version baseline, create RTM shell

Artifacts: Baseline Register v1.0, signed approval doc, Baseline Gate checklist

Critical Success Factor: This is your "source of truth” for all future change governance. Without it, scope creep becomes unmanageable.

Phase 4: Execution Oversight

Objective: Track delivery progress against baseline with continuous traceability.
Activities: Link requirements to work items (Jira), track test coverage, run checkpoints

Artifacts: RTM (updated weekly), Sprint reports, Coverage % metrics
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ScopeOps Lifecycle (Continued)

Phase 5: Governed Change 3

Objective: Process all scope changes through evidence-based decision workflow.
Activities: Submit Change Request — Impact Analysis — CCB Review — Decision — Baseline Update

Artifacts: Change Request forms, Decision Log, updated Baseline (v1.1, v1.2, etc.)

Change Control Workflow:

1. Requestor submits CR with rationale

2. PM/Lead performs impact analysis (scope/schedule/cost)
3. CCB reviews options and approves/rejects

4. If approved, baseline updated and stakeholders notified

Phase 6: Portfolio Rollup

Objective: Aggregate scope health across multiple projects for executive visibility.
Activities: Roll up SSI, Coverage %, Decision Latency across portfolio

Artifacts: Portfolio dashboard, executive checkpoint deck, trend analysis

Phase 7: Closure
Objective: Close project with lessons learned and benefits validation.
Activities: Final baseline comparison, retrospective, archive artifacts

Artifacts: Closure report, lessons learned doc, final RTM, benefits realization

Lifecycle Key Insights

e Pre-Execution Focus: Phases 1-3 happen before teams start building
o Continuous Governance: Phases 4-5 run in parallel during delivery
e Portfolio View: Phase 6 provides strategic visibility across programs

e Evidence-Based: Every phase produces artifacts for audit and traceability
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Roles & Decision Guardrails

Clear decision rights, less friction, faster progress.

ScopeOps defines decision rights by tier so everyday changes move quickly and strategic shifts get the right scrutiny.

Team (project-level)

Clarifications inside the baseline; non-material changes within guardrails; keep RTM/Decision Log current.

Program (engagement-level)

Approves Baseline VN, adjudicates material scope changes, resolves cross-team dependencies.

Portfolio (executive-level)

Sets guardrails and investment priorities; authorizes significant initiatives or re-baselining.

Guardrail Examples (tailor to your org)

o Change size: Teams approve up to X story points or Y days; programs approve up to Z; portfolio approves beyond Z.
e Risk: Changes increasing risk > medium route to program; high/critical route to portfolio.

e Cost/Schedule: Any CR that impacts public commitments or benefits tracking escalates to portfolio.

Outcome: Faster day-to-day decisions; fewer bottlenecks; better executive time use.
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Guardrails Matrix

Who decides what, and when

Decision Type

Requirement clarification inside baseline
Minor change (below thresholds)

Material change (threshold exceeded)
Re-baselining (scope re-set)

Cross-program dependency shift

Investment redirection / Significant initiative

Guardrail definition / Adjustment

Note: Always capture who/when/why in the Decision Log and link impacted requirement IDs.

Team

Approve
Approve
Propose
Propose

Inform
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Program
Inform

Inform

Approve
Approve
Approve
Propose

Propose

Portfolio

Inform

Inform / Approve if strategic
Inform

Approve

Approve



The Non-Negotiable Artifacts

Requirements Set

Unique IDs, source, priority, acceptance criteria.

RTM (Requirements Traceability Matrix)

Bidirectional links from requirement — design/build/test/docs and back to source.

Baseline Register & Approvals

What's in Baseline vN, who approved, when, and why.

Change Log (CRs)

Description, impact, options, decision, implementation status.

Decision Log

Key decisions, options considered, rationale, affected items.

Coverage Matrix

Requirement-level verification: design? build? test? docs?

Checkpoint Pack

SSI, Coverage %, Decision Latency, Change Velocity, top risks/dependencies, open decisions.

Why it matters: These create the evidence trail that protects delivery and accelerates audits.
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Example Fields

Use or adapt these templates

RTM.xIsx columns:

Req ID | Title | Source | Priority | Acceptance Criteria | Design Link | Build Link | Test Link | Docs Link | Status | Owner

BaselineRegister.xlsx:

Baseline ID | Description | Items Included | Approved By | Date | Rationale | Related CRs

ChangeRequest.docx:

Context | Problem/Opportunity | Impacted Req IDs | Scope/Cost/Schedule/Risk Impact | Options | Recommended Option | Decision | Effective Date

DecisionLog.xIsx:

Decision ID | Decision | Options Considered | Rationale | Affected Items | Owner | Date

GateCriteria.docx:

Checklist for business case validity, scope clarity, readiness, risk posture, resource/plan integrity, compliance evidence

CheckpointPack.pptx:

Standard slides for KPIs, risks, deps, open decisions
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Measuring Scope Integrity

(Not just velocity)

Scope Stability Index (SSI)
SSI = 1 - ((Adds + Deletes + AC Changes) / Total Baseline Requirements)

Trend up = stable; trend down = churn.

Coverage %

Coverage = (# Requirements with Design+Build+Test+Docs evidence) / (Total Requirements)

Decision Latency

Latency = Avg(Time from CR Raised — Decision)

Change Velocity

Velocity = # Approved CRs per period (minor vs material)

Baseline Volatility

Volatility = # Baseline revisions per release x weighted impact

Usage: Review weekly at team/program; monthly at portfolio; correlate with outcomes (quality, predictability, NPS).
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Targets & Thresholds

Tailor to context

SSI

Target = 0.85 after Baseline v1; alert if < 0.75 for 2 periods.

Coverage %

Target 100% before UAT; alert at < 95%.

Decision Latency

Target median < 5 business days; escalate > 10 days.

Change Velocity

Watch spikes; investigate root causes (upstream volatility, governance gaps).

Baseline Volatility

Target < 1 minor revision per quarter; major revisions require exec sign-off.

Dashboard Tips

4-tile KPI band + a simple line trend per metric is enough for executives.
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Make ScopeOps Stick in 90 Days

Days 1-30: Establish Control

e Finalize Baseline v1
e Start RTM
e Publish Change Control process

o Weekly checkpoints

Days 31—-60: Harden Governance

e Stand up Decision Log
o Implement KPIs
e Define guardrails

e Run a pilot gate

Days 61—90: Scale Visibility

e Integrate test evidence into RTM
e Launch portfolio dashboard

o Define benefits metrics and owners

Enablement

2-hour workshop; role-specific quick starts (BA, PM, QA, Exec).
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How ScopeOps Complements Other Frameworks

vs SAFe, PRINCE2, Stage-Gate, 1ISO 29148

Approach What it's great at What it assumes How ScopeOps helps

Builds baseline scope, governs change, measures
SAFe/Agile Flow, teams, portfolio cadences Backlog is already correct . X pe. & g

scope integrity

Less focus on pre-execution scoping & drift

PRINCE2 Change control, governance metrics Y pre-executi ping ' Adds discovery — baseline and drift/KPIs

Keeps gates light; continuous governance; works
Stage-Gate Evidence-based gates Often heavy; product-centric X P g ¢ g

with Agile
1ISO 29148 Requirements & traceability Not a lifecycle operating model ScopeOps supplies the method to run it day-to-day

Bottom line: ScopeOps is the scope governance layer that makes the others work better.
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Compliance & Risk Management

Audit readiness by design

Traceability

Every requirement ties to evidence (design/build/test/docs) via the RTM.

Approvals & Baselines

Named approvals with timestamps; baseline snapshots archived.

Change Control

Each CR shows options, impact, decision, and implementation status.

Decision Evidence

The Decision Log captures the rationale—vital for audits.

Retention

Keep artifacts per policy; exportable evidence packs.

Result: Lower audit friction, faster reviews, greater stakeholder trust.
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Implementation Guide

Practical setup

. Store requirements in your preferred repo (Excel, requirements tool, or wiki) with stable IDs.
. Create an RTM sheet and update weekly; link to actual design/build/test artifacts.

. Baseline scope early and version it intentionally.

. Run weekly checkpoints with the Checkpoint Pack; publish KPIs.

. Gate discipline for evidence reviews (right-sized checklists).

o o0~ W N P

. Communicate guardrails so teams know what they can approve alone.

Pro Tip: Start small—pilot on one project, refine the templates, then scale across the portfolio.
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Case Study Pattern

From churn to clarity (illustrative)

Context

Multi-team transformation with unstable scope and late surprises.

Intervention

Baseline v1 + RTM + weekly checkpoints + guardrails + Decision Log.

Results (first 8 weeks)

0.87 41%

SSl improved from 0.62 Decision latency reduction
Coverage before UAT Audit findings

(Use this as a pattern; replace with your own metrics when available.)
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Implementation Checklist

Print & stick on the wall

Requirements IDs and RTM created

Baseline v1 approved and archived

Change Control & Decision Log live

Weekly checkpoints booked & run

KPIs displaying (SSI, Coverage, Decision Latency, Change Velocity, Baseline Volatility)
Guardrails published

Gate checklist used before UAT

Evidence pack exports tested

O 0O o oo o o o
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Get the Framework Pack

Ready to Implement ScopeOps?

2 Download

scopeops.ai/framework — This PDF + example templates

# Workshop

scopeops.ai/workshop — Book a 2-hour method session

%% Pilot

scopeops.ai/start-pilot — Run ScopeOps on one live project

=] Contact

scopeops.ai/contact — Get in touch
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