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MODULE 3

WORK BREAKDOW!! STRUCTURE
Bruce Brooks

A. PREREQUISITES:

Regenences: MODULE 5 -~ Project Organization Charts

MODULE 6 - Linear Responsibility Charts

B.  DISCUSSTON:
Seied Discussden

The Work Breakdown Structure is not an organization chart for tne pro-
ject, but a logical division of the project into its natural managerial
parts. The parts include all of the manageable components, alements, and
activities.

Initially, no effort is made to identify organizations responsibie for

the work, but these are included later by developing a Linear Responsi-
bility Chart showing how the different organizations are related to the
different parts of the project.

There are four levels in a project work breakdown. These are:

The Project - Level 1
Project Components - Level 2
Project Elements - Level 3
Project Activities - Level 4

Level 1 has only one entry which is the project.

Level 2 breaks the project into several entries called components, e.g.,
planning, site, funding, equipment procurement, etc.

Level 3 shows each of the components broken down into elements. These
elements will further define what is to be done, e.g., "site"
may be broken down into select site, survey site, purchase site,
clear site, and prepare site.
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Level 4 breaks the elements down into the activities necessary to do the
job, e.g., the element, "select site" may be broken down into
these activities: formation of site selection committee, selection
of site, preparation of legal papers for site, and approval of
site selected.

It should be noted that the last lavel of project work breakdown is pro-
ject activities, which is shown as LEVEL 4. Activities are the lowest
level of managerial responsibilities shown on the project work breakdown

chart. Project activities are delegated to others who may break them

down into tasks and sub-tasks. This is not shown on the Project Work
Breakdown Structure Chart, but should be Tisted by the activity manager.

C. PURPCSE:

The purpose of a Work Breakdcwn Structure for a project is to provide the
planners and decision-makers with a logical breakdown of the natural
parts of a project to a point where management tasks are defined.

D. {[SES:
The uses of a Project Work 8reakdown Chart are to:
1. describe the project tasks;

2. show the inter-relationships of the tasks to be done
in an easily comprehended and systematic manner; and

3. enable the management to control and manage the project
more easily so as to reach the stated objective.

E. DEFINITIONS:

A Project Work Breakdown Structure is a systematic and understandable
breakdown of the different components and elements of a project to a
point where manageable activities are defined. It is a technique for
breaking down a total job (project) into its components, elements and
activities and displaying them to show the- relationships between each
cther and the whole.

F. LIMITATIONS:
1. The Work Breakdown Structure may not include all of the major

activities, elements, and components necessary to reach the
objective. Othars can be added, and should be, if they are

identified.

DO NOT DUPLICATE WITHOUT PERMISSION



3.3 PAMCO, PDRT

Resource
Material

2. The responsibiiity for parformance at each Tevel is not
assigned. This is done with a Linear Responsibility Chart
(SEE MODULE 6 - LINEAR RESPONSIBILITY CHARTS).

3. No time frame is set for accomplishment. This is done by
using Project Bar Charts (SEE MODULE 8 - USING BAR CHARTS FOR
PROJECT CONTROL and MODULE 9 - PROJECT SCHEDULIMG - NETWORK
ANALYSIS).

4, Project Activities do not include activities that must be
carried out below the managerial level. These tasks are
multitudinous and are delegated to others. The tocls for
organizing this portion of the project manager's job is
the Activity Description Sheet (SEE MODULE 4 - ACTIVITY
DESCRIPTION SHEETS).

G. ASSUMPTTONS :

The successful preparation of a Work Braakdown Structure assumes that
the project pianners have sufficient knowledge about the various ‘task
levels in the project to enable them to break the project down into
its relevant components, elements, and activities and portray the
relationships that exist. This assumption includes the premise that
the planners will seek assistance if they are unable to fulfil this
responsibility.

H. ouTPUT:

A comprehensive 1ist of activities required to be carried through so

as to achieve the stated objectives successfully.

I. STEPS IN CONSTRUCTING A WORK BREAKDOWN STRUCTURE CHART

Please refer to ILLUSTRATION 1.

STEP 1. On a page, put the title of the project at the top of the
paper and the title of the document, i.e., Work Breakdown
Structure (SEE ILLUSTRATION 1 - EXAMPLE OF A WORK BREAKDOUWN
STRUCTURE).

STEP 2. Fill in the project levels across the page as shown in
ILLUSTRATION 1.
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STEP 3.

STEP 4.

STEP 5.

STEP 6.
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Put the name of the project in the space near the middle of page
at the left hand margin under Project (LEVEL 1).

On a separate sheet of paper 1ist the project components, the
elements of these components, and the managerial activities
needed to do each of the component jobs. Complete each cumpo-
nent plus its related elements and activities before moving on
to another component. Continue this process until you have
included all of the necessary components, elements, and acti-
vities.

Enter each component in a space under Level 2, each element
related to the components in an adjacent space under Level 3,
and all activities under Level 4 on the Proiect Work Breakdown
Chart you have already started. (ScE ILLUSTRATION 1 for an
example of how it should appear wnen completed).

When it is completed, review it with knowledgeable persons, and
revise it if necessary.

An Example o0f a Work Breakdown Chart

ILLUSTRATION 1 shows an example of a completed Work Breakdown Structure
chart which has been worked out for a Community Centre Project.

EXERCISE

Form groups of 3 or 4 to do this exercise.

Using I1lustration 1 as an example, construct a Work Breakdown Structure
for your own project.

If you are not involved in a project, chuose a project idga, or a pro~
ject you are famiiiar with, and develop a Work Breakdown Structure for it.

Earliern PORT working papers relevant to this topdc dinclude "Managing Pro-
ject Plan Preparation”, V. Kettering and J. Kuistiansen. 1977 (11 pages) .
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Example of a Project Work Breakdown Structure
COMMUNITY CENTRE PROJECT
Project Project Project
Component Elements Activities
{Level 2) {Level 3) (Level 4)

Set up Planning Group
Project PTan———-‘: Prapare Project Plans
Planning Surveye—————-Prepare Survey Plans
Train Enumerators
~=Planning Conduct Survey-—-—-—155}ao Interviewing
Analyse & Prepare Report
. Send Out Invitations
Organise opem“g"""'"'[:::Make physical preparations

— Orepare JCCURENtS

e FUNA{NA = SCQUTTE TUN —_— ==
naing cauire funds ttain funas

. Select site |~ Committee)
— Select Site [::Approval of site
Site < [:Draw up legal papers
— Jevelopment — Purchase Site Arrange Transfer

Claar 3itf —mm———eme—e {lear Site

' Level Site and bring in
L— prepare Grounds ———_ " ({1i¢les and Sewers

Prepare Tenders Contract
L ~Hire em————— Hire Contractor Prepare Specifications
Contractor Approve Contract

Select Contractor

— Electrical Prepare Tenders
Equipment Bids Receive Bids
Approve Bids

Procure Sewage and water 5;22:;: ;sggers
== Materials™ | Bids Approve Bids
% Equipment P

l—Building materials ——E 3;22:5: ;:ggers
Approve Bids

Prepare Design
= Construct Buttding—{ Congtruct Bu?'ld'lng

Prepare Design
, Obtain materiale
—Construcﬁon-{ Construct PTayground—E Layout Playground
- Prepare Fields

L . Install Building ecuipment
Install Equipment ——{ Install Playground equip-
ment

Advertise for staff
— Recruit staff -———C :
L—-Staffing [- Select and hire staff
- Set up training courses
rrain staff EEEEOrganise staff traininn
Conduct training
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