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AGENDA

» History of WBS

» What is a WBS?

» Uses and Benefits

» Structure of a WBS
» WBS Rules

» How to build a WBS

» Conclusions
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ABOUT ME

» Master of Science in Computer
Science, Executive MBA from Lund

» Part of ISO standard of WBS (and
governance + portfolio
management)

» Partner in Arkatay Consulting, and
founder of breakdownstructure.com

» Some of my clients: Sony Ericsson,
IKEA, lkano, Tetra Pak,
Forsakringskassan, Alfa Laval
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ABOUT BREAKDOWNSTRUCTURE.COM

» Collaborate on your WBS

» Assign work

» Track progress

» Aggregate effort and costs

» Integrate with MS Project,
Excel or Trello

KLAS@BREAKDOWNSTRUCTURE.COM


http://breakdownstructure.com
mailto:klas@breakdownstructure.com?subject=

HISTORY OF WBS




HOW TO USE A WBS

HISTORY OF WBS

US Department of
Defense issued a military

standard requiring the New WBS ISO
use of WBS standard being

developed

WBS developed by
the U.S. Navy as part
of the PERT
methodology

. PMI documented WBS
NASA published a in PMBOK Guide

document

describing the WBS
approach
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WHAT IS A WBS?

» AWBS is a "hiearchical breakdown of a project’s scope”

» Usually "product-oriented” or “deliverable-oriented”

PROJECT'S
SCOPE

PART OF SCOPE PART OF SCOPE PART OF SCOPE

PART OF PART OF PART OF PART OF PART OF
SCOPE SCOPE SCOPE SCOPE SCOPE
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PMI's practice standard on WBS
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PMBOK Guide, 6th edition
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WHERE ARE THE ACTIVITIES?

Final deliverable j

a

—  Deliverable
— Deliverable
— Deliverable O o) o
— Deliverable ‘ ACt I V I t I e S
Al— Deliverable
—  Deliverable

—  Deliverable
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WBS DICTIONARY

» A WBS Dictionary contains details on the WBS, such as:
» Description

} Owner %;?}.;E;L;E SHARING CHANGES FILE HELP  FEEDBACK -

L

» Costs
Portfolio Plan
C omer
H o klas.se@gmai.com
E rt Effort (sum) Cost (sum) Completed (avg)
} I I O 2990h (P) N/A 3%
—I Prime Equipment Tags Deadline
: : o
» Deadline Al o @
T SubAssembly-2 v Dese
[~ Assembly & Integration
. Test & Evaluation &)
[ Equipment B ”0 Comments
[~ Major Ancillary Equipment ”9
— Assembly & Integration
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USES FOR A WBS

» Planning scope

» Aggregate data

» Map to other data

» Communicate with stakeholders
» Assign responsibility for scope

» Monitor & Control progress

» Learn from experience, apply learnings
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PLANNING SCOPE

» WBS enables collaboration

Part 1
» It is easy to: ’
Part 2 ’
=
. [ Child of part 2
» brainstorm L i
} group Part 3
Other child
» discuss +

» agree
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AGGREGATING DATA

» Aggregate:
» Costs
» Effort

» Risks

» Resource
requirements

WBS LEVEL 1:
1.Bicycle_ :j;gq"u\‘

WBS LEVEL 3:
1. Bicycle
1.1 Frame Set
1.1.1 Frame 7/
1 B..WdBS LEVEL 2: | 1A2Handebar_ 2
. Bl e |

14 (l:-'yramo Set_ @/ “i gzr:t: g
1.2 Crank Set_ 5 1.2 Crank Set_ 5

1.3 Wheels 30 1.3 Wheels
' 1.4Braking System_ 5 ., 131FrontWheel 13
1.5 Shifting System _ 5 . 1.32Rear Wheel_ 17
1.6 Integration_ 35) 1.4 Braking System_ 5

1.7 Project Mgt _ 5 1.5 Shifting System_ 5
100 1.6 Integration

- 1.6.1 Concept_ 3

| 1.6.2 Design_ 5

| 163 Assembly. 10
~ 1.6.4Testing_ 17
1.7 Project Mgt_ S
100

Source: Wikipedia
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MAP TO OTHER DATA
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COMMUNICATE

Epic: Search for products

Epic: Browse for products

User story: put product in
shopping basket

Web site

—  User story: check out
shopping basket

"~ User story: pay for product

Web site
= Alpha version }
=)
Epic: Buy products
=)
—  Beta version
=)

Epic: Track purchase

Epic: Administrate orders

=)

— Alpha version J

)

— Epic: Search for products

Epic: Browse for products

Epic: Buy products \

— Betaversion I @
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ASSIGN RESPONSIBILITY FOR SCOPE

Web site

)

[~ Development

)

—  Hardware

)

Integration test environment

Performance test
environment

— Software

Production environment

Runtime environment

Software

&

IDE, Integrated development
environment

Build environment and

software

Control and Version
Software

' Demy environment and
SO

are

— Bug and issue tracking

environment and software

Runtime environment

IDE, Integrated development
environment

Control and Version
Software
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MONITOR & CONTROL PROGRESS

Web site ’

T Alpha version ’ O
=

B T et v

[~ Epic: Browse for products O

[~ Epic: Buy products
=

[~ User story: put product in
shoppinéy bgske% O

[~ User story: check out
shopping basket

— User story: pay for product

Epic: Administrate products

=

User story: Manage
inventory

User story: Add new
products

Beta version

=

Epic: Track purchase

— Epic: Administrate orders
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LEARN FROM EXPERIENCE

Shopping web site
[Template)
0| E
Epic: Browse for products J
S . User story: navigate
categories

— Epic: Buy products J
=

— User story: put product in
shoppingrybasket

[~ User story: check out
shopping basket

— User story: pay for product

— Epic: Search for products J

[~ Epic: Administrate J
=

[~ Epic: Administrate orders

Epic: Administrate products
2

[~ User story: Manage
inventory

— User story: Add new
products

— Epic: Track purchase
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BENEFITS OF WBS

» Enables qualitative plans, with regards to scope, cost and time
» Enables progressive elaboration - detail the near future only

» Facilitates communication about scope on various levels

» Enables accountability and delegation

» Makes it easier to control scope - avoiding scope creep

» Enables earned value management

» Makes scope for typical projects reusable



STRUCTURE OF WBS
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TYPES OF PARENT-CHILD RELATIONSHIPS

» Parent consists-of children
» Children belong to the same category

» Children are products, services or objectives needed to
complete parent
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PARENT CONSISTS-OF CHILDREN

Web site Web site
I Front page I Epic: Search for products
About page Epic: Browse for products
[ Community pages — Epic: Buy products
. Sign-up page | — User story: put product in
shopping basket
— Login page |
- o User story: check out
[ | shopping basket
Forum |
— User story: pay for product
— Blog

Epic: Track purchase
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PARENT CONSISTS-OF CHILDREN

Building |
= Ground floor level

First floor

Frame

External

Bl— Walls

—  Windows
— Roof

Internal ‘

Installations I\ (4]
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CHILDREN BELONG TO THE SAME CATEGORY

|

Web site
Web site ‘ 8
= l Stage 1 I
H— Front page
—  About page
l Stage 2 |
Hl— Community pages
—  Sign up page
—  Login page

Community page

Blog

l Alpha version I

]

—  Epic: Search for products

Epic: Browse for products

—  Epic: Buy products
=)

—  User story: put product in
shopping basket

—  User story: check out
shopping basket

—  User story: pay for product

l Beta version I

]

—  Epic: Track purchase

—  Epic: Administrate orders
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EXAMPLE CATEGORIES

» Function
» Role

» Stage

» State

» Method
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CHILDREN ARE PRODUCTS, SERVICES OR OBJECTIVES NEEDED

Web site Web site ’

=) =)
| Development I’ | Project Management l
G .
Hardware l Quality Assurance I
G . . :
Integration test environment I User Experience I

[ f
Performance test l Business Analysis I
environment
— Pages
Production environment 5
[ Front page
Software
=) : About page
Runtime environment
| Community pages
IDE, Integrated development "y pag
environment =
Sign-up page
— Control and Version
Software Login page
Build environment and — Forum
software

Blog

Deploy environment and
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Bug and issue tracking
environment and software
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EXAMPLE OF OBJECTIVES

» Changed behaviors
» New or improved skills
» Increased awareness

» Management buy-in
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EXAMPLE OF A GOOD WBS FOR WEB SITE

Shopping web site
[Template]
2 Features ’

S Epic: Browse for products ’

Epic: Buy products h ©

[~ Epic: Search for products ’

Epic: Administrate h (4]

— Epic: Track purchase ’

Products needed h @

Governance ’

=)

Processes

~— Roles and responsibilities

Changed behaviours ’
C—

Educated administrators

Educated support staff

Information to end users
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100% RULE

» 100% rule says that the entire work needs to be
captured in the work breakdown structure

» All children of each parent must represent 100% of the
scope of the parent

» There should not be any "hidden” or implicit work
» It follows that each node must have at least two children

» This rule may not work well for agile projects
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OTHER "RULES”

» Assignment of identification codes

» Can simplify WBS management

» May not be needed in integrated software tools
» Use nouns - not verbs

» Is baselined, and changed using change management
procedures
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HOW TO BUILD A WBS

» Bottom-up
» Top-down
» Standards

» Templates

» Use any combination of the above
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HOW TO BUILD A WBS - WORKSHOP

|
v ! ol |

1
I
‘:....... o
—
. -~

» Invite many different people to represent various & - e [
1 I~ e \ \r j

areas
» Use collected requirements as input

» Ensure everyone understands what:

» aWBS s

» how it can be structured ]
» what it can be used for

» Divide into groups to simplify communication

» Use post-it notes and workshop techniques

S
Cre
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HOW TO BUILD A WBS - WORKSHOP

» Start with deliverables and project objectives
» Break down parts to get more details (top-down)

» Brainstorm, and use "affinity diagramming” to group
(bottom-up)

» Represent "recurring work” with post-its of different
colors

» Use templates to reuse learnings
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TOOL SUPPORT

» Some examples of tools:
» breakdownstructure.com
» Primavera
» Excel

» mindmeister.com

» Etc.


http://mindmeister.com
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CONCLUSIONS

» AWBS is focused on deliverables - although it can be
structured and broken down in various ways

» AWBS is useful - besides planning, for controlling scope

communicating with stakeholders and delegating work
(and more)

» Creating a WBS is a collaborative effort - ensure you
include the right stakeholders, workshops and tools
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FOLLOW-UP WEBINAR - WBS IN PRACTICE

» A Webinar showing how to use
breakdownstructure.com in
practice to develop and
collaborate on WBS

» 23 of November, 17:00
» Contact me to sign up:

» klas@breakdownstructure.com

KLAS@BREAKDOWNSTRUCTURE.COM


http://breakdownstructure.com
mailto:klas@breakdownstructure.com
mailto:klas@breakdownstructure.com?subject=
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GROUP WORK AND NETWORKING

» For those that have met physically, work in groups to
discuss the following topics:

» Good and bad experiences from using WBS
» Benefits of WBS
» Development of WBS

» How can you improve your work on a WBS?



