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What:  This is the first of a series of six templates for project plan development.  This template lists the process steps for developing a work break down structure that identifies all the tasks in the project’s work.  Examples are provided to demonstrate the results.

Why:  Breaking the work down into individual tasks without the detail of dates, dependencies, and named resources helps accomplish the following key objectives:
· Develops an objective, rational view of the amount of work required

· Helps team grasp the skills required and amount of resources required for the project

· Provides a clear framework for assigning to individuals a clear task definition and delegate the responsibility for completion

· Lays a foundation for analyzing the task dependencies and for isolating and managing risks 

· Lays a foundation for developing a bottom-up estimate for the Project Plan

How:  Review the discussion below on the process steps, then begin identifying major work efforts.  A key to successful project scheduling is to break down the project work goals into tasks BEFORE you consider delivery dates, resource constraints, or task dependencies.  This helps you to objectively identify all of the work necessary without subconsciously leaving out real work in order to fit date constraints.  These tradeoffs must be made consciously and with the proper consensus involved.

Break the major work efforts into lists of tasks ordered to match your organizational and internal work methodology. Apply top down and bottom up task lists and work for coherency.  Begin by referencing the Project Mission Statement and Project Vision  developed through other templates. Engage the project team to analyze and write up the tasks in a sequence of layered task definitions until the detail defines a manageable project. A simple indented list is a good starting point as it goes quickly and is usually translatable into graphical and project management tool formats. 

The primary objective is to get all of the team participants to contribute to the definition of the work. In practice this usually is done in evolving layers until the tasks represent very specific work by the responsible individuals and of a duration of 1 to 2 weeks depending on the total time of the project. The task duration may have less detail and longer duration if it is clearly understood and represents well-known work in which the team is experienced and successful. The goal in breaking the work tasks down is to ensure that all of the work that is needed to meet the project’s objectives is recognized and planned for from the beginning. The tasks need to be identified, assigned to one owner and given completion criteria that are clear and measurable.

The hierarchical and logical structuring of work can have many inputs, all of them reinforcing:

· Top down set of high-level tasks initiating a project.

· Bottom up task definition by the whole team

· Intermediate task grouping defined by team leaders and functional mangers

The hierarchy reflects the organizational approach selected to match the project complexity and the organization's style and management processes. Normally the task identification is around a skill theme applied at the lowest level because that matches best to staffing assignments. 

Top Down Task Identification

Identify 5 to 10 major work groups, which primarily set up “How” the work is expected to be organized. Identify the next level of tasks (Level 2) and list them under their top-level groups. This can be done with indented lists or graphically in an “Organization Chart” format.
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Guidelines for Work Breakdown of Tasks:

· One owner per task

· Clear measurable deliverable with measurement specified.

· Task duration at lowest level is less than 5% of total time. (e.g. 2 weeks if 1 year; 2 days if 2 months)

Work Breakdown Development Process

· Use a top down approach to identify the major components of work to be accomplished.  The major components are the highest level or first level WBS.   Major components of the work can be grouped logically such as by:

· product deliverables

· lifecycle phases

· organizational responsibility 

· geographical location

· Identify intermediate deliverables for each major component

· For each task use both a verb and noun to describe the both the work and the tangible result

· This is a team process and should not be done by the Project Manager alone.  Gather information from:

· other team members

· other project managers who have done similar work

· previous project reviews 

· other appropriate groups

· expert opinion

· existing WBS templates

Level of Detail

Break each major component down to an appropriate level of detail

· details under one component may break into 3 or 4 levels

· other components may only require one additional level of detail

More levels of detail are generally required for projects which are:

· larger

· more risky

· dissimilar to past projects

· difficult to define (susceptible to change)

· performed by internal work groups

· planned for the near future

Continue to break the work down until a task list is developed which meets the following criteria:

· one (and only one) owner can be assigned to each of the lowest level tasks

· clearly defined outputs are evident for each task

· quality can be monitored through performance criteria associated with each output

· the tasks communicate the work to be accomplished to the person who is accountable

· the likelihood that a task is omitted or work flow forgotten is minimized

· each task is well enough defined and small enough so that estimates of duration are credible

· the project is broken down to the level at which you want to track

· as a general rule, the lowest level tasks should have durations between two and twenty days and effort that equates to not more than 1 person week

Often Forgotten Tasks

Project delays are often caused by forgotten tasks, rather than inaccurate estimates.

Remember to include tasks for:

· planning the project

· approval cycles

· key project meetings

· management/customer interfaces

· quality inspections/fixing defects

· training

· management

· test planning, development & execution

· project reviews and project closing

Task Completeness Tests

1. Status and completion are measurable

2. Clearly defined start and end events

3. Deliverable is clear and quantifiable

4. Cost/Time easily estimated

5. Acceptable task duration limits

6. Activity independence

EXAMPLE:    Construction Plan for a House
(ref : Effective Project Management,  Wysoki et al,  Pg. 120)

There are several approaches to breaking the tasks down that are determined by reporting structures and you should select the method that best matches your organization and the project. Here are seven approaches:

Noun-Type

Physical Decomposition – product building with summary approach

Functional Decomposition – system functionality focus

Verb-Type

Design-Build-Test-Implement – methodology focus

Objectives – senior management or customer focus on reporting to deliverables

Others

Geographical – coordination communication focus

Business Function – focus on business process with integration complications

Departmental – focus is on organizational control of one manager with communication an issue

Whatever is chosen recording the implementation takes one of 2 forms, either an indented list or a graphical or flowchart format. The illustrations below are for building a house, the first being an illustration of an Indented List and the second a Graphical Chart.

WBS Indented List Format

I. 
SITE PREPARATION

A. 
Layout

B. 
Grading

C. 
Excavation

II.
FOUNDATION

A. 
Erect Forms

B. 
Pour Concrete

C. 
Remove Forms

Ill. 
FRAMING

A.
Floor Joists

1. 
Install first‑floor floor joists

2.
Install second‑floor floor joists

B.
Sub-flooring

1 
Install first‑floor sub-flooring

2.
Install second‑floor sub-flooring

C.
Stud Walls

1.
Erect first‑floor stud walls

2.
Erect second‑floor stud walls

D.
Frame Roof

IV.
UTILITIES

A.
Electrical

1. 
Rough In

2.
Building inspection

3.
Finish work

B.
Plumbing

1.
Rough in

2.
Building inspection

3. 
Finish work

C.
Gas

1.
Rough in

2. 
Building inspection

3. 
Finish work




V.
WALLS

A. 
Hang sheetrock

B.
Tape and bed

VI.
ROOFING

A. 
Install sheathing

B. 
Lay shingles

VII.
FINISH WORK

A.
Interior

1.
Install cabinets

2.
Install appliances

3.
Install furnace

4.
Lay carpet

5.
Paint walls and molding

6.
Hang wallpaper

7.
Lay tile

VIII.
LANDSCAPING

Graphical or Flow Chart WBS
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