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What is “The Date?”

• PMs are often asked to quickly determine the duration of a proposed 
project, i.e., “When can we get this done?”

• However, determining a project’s breadth and depth to 
accurately estimate effort and duration is a lengthy process if 
done from “scratch.”

• PMs may be asked to estimate a Project Schedule via the “SWAG” 
method to quickly come up with “The Date.”

• However the project is then often held to that “SWAG Date”However, the project is then often held to that  SWAG Date  
regardless of what is discovered after the project is initiated, 
resulting in unrealistic milestone dates, scope creep, 
numerous project change requests, and over‐stressed project 
team membersteam members.



Work Breakdown Structure and the 
l h d lTemplate Project Schedule

• When used in conjunction with a 
l h d l hTemplate Project Schedule, the 

Work Breakdown Structure assists 
the PM in quickly and efficientlythe PM in quickly and efficiently 
determining accurate levels of effort 
and duration estimates and delivers a 
reliable project specific preliminaryreliable, project‐specific, preliminary 
schedule.

• The PM and project team are then able to p j
commit to “The Date” with far more 
confidence.



Project Lifecycle & the WBSProject Lifecycle & the WBS 

• The Project Lifecycle provides the context for the 
Work Breakdown Structure.
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For Business Process Reengineering Projects, determination of specifically where requirements 
gathering and analysis needs to take place and areas impacted is particularly difficult to nail down 
b b i h i l ff t th h t th i tibecause business processes have a ripple effect throughout the organization.



Project Lifecycle & the WBS

• The WBS is a deliverable‐oriented grouping of project g p g p j
elements that organizes and defines the overall work scope of 
the project.

Th WBS i d t d l fi• The WBS is used to develop or confirm a common 
understanding of the overall scope of the project as well as 
identify the individual components of project work within the 
context of the Project Lifecycle. 

• The WBS facilitates answering the Who, What, Where, & When 
questions within each component of the Project Lifecyclequestions within each component of the Project Lifecycle. 



Work Breakdown Structure ‐ Value Added

•The WBS categorizes the work to be done on a project•The WBS categorizes the work to be done on a project 
into “chunks of work” that create the major deliverables 
of the project.

•The WBS facilitates the decomposition of the major 
project deliverables into manageable components or 
“work packages.”p g

•These work packages should be at a level of granularity 
which enables them to be completed by 1‐2 associates 
i 2 4 kin 2‐4 weeks. 



Work Breakdown Structure ‐ Teamwork

The WBS process:

• Helps the team visualize the work 
to be done to complete the project.

• Drives out often undiscovered or• Drives out often undiscovered or 
overlooked tasks and deliverables 
through brainstorming.

• Facilitates building a valid project schedule by 
capturing tasks in manageable increments.

• Enables tasks/deliverables to be accurately estimated• Enables tasks/deliverables to be accurately estimated 
and resource requirements to be better defined. 

• Fosters teamwork and task ownership because the 
entire team participates in it’s creation.



Work Breakdown Structure SessionsWork Breakdown Structure Sessions

• Agenda:• Agenda: 
• Mission/Goals 

• Project Resources j

• Work Breakdown Structure Process 

• Conduct WBS

– Review the project’s mission/goals with project 
team. Share the charter, plan, or leadership 
directives with them.



Work Breakdown Structure SessionsWork Breakdown Structure Sessions

– Review/validate the project team. Identify whoReview/validate the project team.  Identify who 
else or what other functional areas may need to 
be included.  This should be revisited during or 
after the WBS session.

– Explain the WBS process to the team.  Continue to 
coach and encourage the team throughout the 
session.



Work Breakdown Structure SessionsWork Breakdown Structure Sessions

– The project team begins by listing the major lifeThe project team begins by listing the major life 
cycle dimensions and subject matter areas in a 
matrix.

– The team will break out into logical sub‐teams

– Typically using a flip chart and post‐its, each yp y g p p
sub‐team will conduct activity/task definition, 
driving down to more and more granular subtasks 

l h h l f / k huntil they achieve a list of activities/tasks at the 
appropriate level of granularity.



Work Breakdown Structure Sessions

– Implicit in this process is the need to define the 
activities/ tasks such that the project objectives 
will be met.

– This is an iterative process The teams may clarify– This is an iterative process. The teams may clarify 
or correct activity/task descriptions as they move 
forward.



Work Breakdown Structure Sessions

– One approach is to label each activity/task with the 
l l f l bl d h l f llogical functional area responsible and the life cycle 
location; e.g., technical/ design, functional/testing, 
change mgmt/development, 
training/implementation. 

– Once the teams believe they have identified all the 
appropriate activities/tasks they may begin activityappropriate activities/tasks, they may begin activity 
sequencing.  This involves identifying the 
interactivity and logical relationship between tasks 
and ordering them appropriately This process oftenand ordering them appropriately.  This process often 
drives out yet more activities/tasks that were missed 
earlier.



Work Breakdown Structure Sessions

– Accurately identified and sequenced activities/tasks 
readily support later development of a realistic and 
achievable project schedule.



Work Breakdown Structure Sessions
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Work Breakdown Structure Sessions

Activities/tasks are labeled with the logical functional area 
responsible and the life cycle location; e g technical/ designresponsible and the life cycle location; e.g., technical/ design, 
functional/testing, change mgmt/development, 
training/implementation. 



Work Breakdown Structure and the 
l h d lTemplate Project Schedule

• A WBS that accurately identifies and sequences the 
i i i / k dil d l f li iactivities/tasks readily supports development of a realistic 

and achievable project schedule.

Wh d ith T l t P j t S h d l b d• When used with a Template Project Schedule based on a 
typical project lifecycle, the WBS assists the PM in 
transforming the template project schedule into a project‐
specific schedule. 



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:

Project Specific

p j

Project‐Specific
Planning Activities/Tasks

Project‐Specific 
Change Management 
Activities/Tasks

Template Schedule is preloaded with “generic” resources to facilitate resource estimation.



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:p j

Project‐Specific
Business Process Analysis 
Activities/Tasks

Project‐Specific 
Business Requirements 
Activities/Tasks



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:p j

Project‐Specific
Business Solution Design 
Activities/Tasks



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:p j

Project‐Specific
Technical Design 
Activities/Tasks



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:p j

Project SpecificProject‐Specific
Business Solution Development 
Activities/Tasks

Project‐Specific 
Technical Solution Development 
Activities/Tasks



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:p j

Project‐Specific
User Acceptance Testing 
Activities/Tasks



WBS to Template Project ScheduleWBS to Template Project Schedule

From WBS: To Template Project Schedule:p j

Project‐Specific
Implementation & Go‐Live 
Activities/Tasks



WBS to Template Project ScheduleWBS to Template Project Schedule
Template Project Schedule allows you to quickly replace “generic” resources with actual 
resources to assign tasks.



Metrics – WBS/TPS Value Added

• Time to accurately estimate project y p j
schedule:
– Sans WBS/TBSSans WBS/TBS

• Interview each SME individually

• Develop project schedule from scratch

• Multiple iterations and cross‐referencing

• Hopefully capture 70% + of actual scope

2 to 3 Weeks at Best



Metrics – WBS/TPS Value Added

• Time to accurately estimate project 
schedule:
– With WBS/TBS

h f l• 1 or 2 sessions with cross‐functional team
• WBS feeds the TPS yielding a 
Project‐Specific Schedule

• Fewer iterations with more collaboration.
• Capture 95% + of actual scope

2 to 3 DAYS at Best2 to 3 DAYS at Best
to 1.5 Weeks at Most



Metrics – WBS/TPS Value Added

• Time to accurately estimate project y p j
schedule:
– Even without a TPS, time to accuratelyEven without a TPS, time to accurately 
estimate should be significantly reduced by 
the use of the Work Breakdown Structure.

1 to 2 Weeks at Most



Questions?Questions?

??


