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Introduction to the Work Breakdown Structure Template
The Work Breakdown Structure (WBS) is decomposition (break down) of a project into smaller components. A Work Breakdown Structure is a key project deliverable that organizes the project work into manageable work packages. The Project Management Body of Knowledge (PMBOK Guide) defines the work breakdown structure as a "deliverable oriented hierarchical decomposition of the work to be executed by the project team." A Work Breakdown Structure element may be a product, data, service, or any combination of those.
The WBS is a tree structure, which shows a subdivision of effort required to achieve an objective.  The WBS is developed by starting with the end objective and successively subdividing it into manageable components in terms of size, duration, and responsibility, which include all the steps necessary to achieve the objective.  The WBS provides a common framework for the natural development of the overall planning and control of a project. It is the basis for dividing work into definable increments, from which the Statement of Work can be developed and technical, schedule, cost, and time reporting can be established. The WBS also helps map requirements from one level of system specifications to another. 
The development of the WBS normally occurs at the start of a project and provides the foundation for detailed project and task planning. The Work Breakdown Structure (WBS) is used to define the scope of a project and to give it cohesiveness so that the project can be managed as a unique one-time effort. The WBS shows the integration of all project activities and deliverables.
The following sections are constructed to match the suggested heading structure for the Work Breakdown Structure. Each section provides instructions and descriptions to help the reader understand its purpose and how to complete it.
Template style conventions are as follows:
	Style
	Convention

	Normal text
	Indicates placeholder text that can be used for any project.

	[Instructional text in brackets]
	Indicates text that is be replaced/edited/deleted by the user]

	Example text in italics
	Indicates text that might be replaced/edited/deleted by the user



As you complete the template, please remember to delete all instructional text (including this section) and update the following items, as applicable:
· title page
· version history
· table of contents
· headers
· footers
Update the document to a minor version (e.g., 1.1, 1.2) when minimal changes are made and a major version (e.g., 2.0, 3.0) when significant change are made.
Project Sample Library:
The CA-PMF has a Project Sample Library that contains real-world project artifacts from approved projects that you can reference to help you complete CA-PMF templates. Visit the CA-PMF website to access the Project Sample Library.


[bookmark: _Toc448929956][bookmark: _Toc448933968][bookmark: _Toc449439804]Introduction
[bookmark: _Toc448929957][bookmark: _Toc448933969][Enter a high-level introduction to the Work Breakdown Structure (WBS) here. It should be a brief but comprehensive description of the activities involved in developing the WBS.]
Example:
As shown below, the WBS may appear to look like an organizational chart, but it is not. While the organizational chart represents people responsible for performing work, the WBS represents tasks and deliverables to be developed for a final system or solution. Similar to how an organizational chart shows the relationship between people, the WBS shows the relationship between deliverables/work products.


A well-designed WBS makes it easy to assign each project activity to one, and only one, element of the WBS.
[bookmark: _Toc449439805]High-Level Workflows and Activities
[bookmark: _Toc448929958][bookmark: _Toc448933970][Describe the workflows and activities that apply to creating the WBS.]
Example:
Creating a Work Breakdown Structure (WBS) helps a project team be both comprehensive and specific when managing a project.  Detailed thinking and planning are required; however, you must also consider the big picture. If you neglect to identify a major part of your project’s work, the project won’t have the chance to detail it.
This section identifies the list of WBS creation activities. The identified WBS creation activities include but are not limited to:
· Determine Major Products and Deliverables – Determine what major final products or deliverables must be produced to achieve the project’s objectives. You can get these from your Project Charter or scope statement.
· Decompose (Break Down) Deliverables into Component Deliverables or Subtasks – Work downward from the high-level deliverables identified and break each high level task into the lower level subordinate tasks required to produce the deliverable.  Check your work by looking at all the subtasks to see whether they add up to the highest level tasks and determine if there are any gaps. Eventually, a point is reached where there is no practical reason to break tasks down any further.   
· Describe Each Task – Add a description of each task. The description typically answers the “who,” “what” and “where” questions. Save the “when” for later. This is addressed when you do your project work schedule. Project team members use this description to determine the scope of the work packages they have been assigned.
· Estimate Activity Durations – Activity duration estimating represents the act of quantifying the amount of time it is anticipated the activity will take to complete. Estimations should be made in calendar units, such as days, as determined by overall project standards.
· Generate a WBS Dictionary – The WBS Dictionary is created to help control what work is done and when, to prevent scope creep, and increase understanding of the effort for each task. It helps the project by placing boundaries on what is included in the task or work package.
[bookmark: _Toc449439806]Tools and Environment
[bookmark: _Toc448929960][bookmark: _Toc448933972][The WBS can be created using a variety of tools, ranging from from a basic Excel spreadsheet, to a standalone version of Microsoft Project or Microsoft Project Professional, to a full Project and Portfolio Management (PPM) system such as Clarity or Project Server. Describe the tools that will be used to develop and maintain the WBS.]
Example:
The project will create a WBS using a template developed as a MS Word table. The WBS will be managed by the process defined in the Scope Management Plan. The approved WBS document will then be further developed in the Department’s standard project schedule tool.
[bookmark: _Toc449439807]Roles & Responsibilities
[Describe who is going to be responsible for performing the various activities described in the Work Breakdown Structure (WBS development processes.]
Example:
	Name
	Role
	Responsibility

	
	Project Sponsor and IT Sponsor
	· Review and approve final WBS, schedule baseline, and schedule progress reports prior to sending to control agencies.
· Provide overall guidance and mentoring.

	
	Project Manager
	· Leads the team in the development of the WBS and the Project Schedule.
· Leads the project team in WBS development activities.
· Reviews, evaluates and provides feedback on WBS creation progress reports and time-risk recommendations from the Project Scheduler.
· Provides regular status information in meetings for the Project Sponsor and steering committees.

	
	Functional Managers
	· Reviews and approves time estimates for staff reporting to them.
· Notifies the Project Manager and Project Scheduler of workload changes that may affect the schedule.
· Works with the Project Manager and Project Scheduler on resource schedule-related items for risks, issues, and possible changes.

	
	Project Scheduler
	· Assists in the development of the WBS.
· Responsible for the daily WBS and schedule-related analysis and update activities.
· Leads the schedule management activities, communicates schedule status, maintains the WBS, project schedule, and provides updates.
· Makes WBS risk, issue, and change recommendations to the Project Manager.
· Considered the Subject Matter Expert (SME) for the WBS development processes.

	
	Project Team Members
	· Notifies the Project Manager and Project Scheduler about possible WBS risks and issues.
· Assists with WBS estimating activities.
· Provides accurate time estimates for project work packages.
· Provides accurate progress reporting during the project.

	
	Department of Technology
	· The Statewide Technology Procurement Division (STPD) and the IT Project Oversight Division (ITPOD) review and provide feedback on the project WBS, schedule, schedule management documents, and as status and progress updates.

	
	Funding Partners (such as state, local, federal and Control Agencies)
	· Reviews project WBS, schedule, and schedule management status and progress documents.




[bookmark: _Toc449439808]WBS Development Process
[Define the WBS development process clearly enough to identify the necessary steps, activities, and responsibilities for WBS development, updates, monitoring, and control for the entire project lifecycle. The Project Manager must ensure the plan facilitates project success and does not become an overwhelming task and impact on the project. This section establishes the WBS development approach the project team will use during the project.]
Example:
A Work Breakdown Structure (WBS) is a decomposition of all the work necessary to complete a project. A WBS is arranged in a structural hierarchy and constructed to allow for clear and logical groupings, by either activities or deliverables. The WBS represents the work identified in the approved Project Scope Statement and serves as an early foundation for effective schedule development and cost estimating. The project team will develop a WBS before developing the detailed project schedule. A WBS Dictionary (which defines the WBS elements) will be created to support the WBS.
The project team’s goals for developing a WBS and WBS Dictionary are:
· To proactively and logically plan out the project to completion.
· To collect the information about work that needs to be done for a project.
· To organize activities into manageable components that will achieve project objectives.
The WBS and WBS Dictionary are not the project schedule, but they represent the building blocks for it.  The sequence of WBS and WBS Dictionary development is as follows:
WBS (List or Diagram)    WBS Dictionary    Detailed Project Schedule
The WBS and WBS Dictionary are not static documents. WBS development is revised as new information becomes available through the project management progressive elaboration process. The WBS should be revised to reflect the latest information. If substantial WBS changes result in changes to any of the project baselines for schedule, scope, and cost, the project team will use the project’s Change Control Management Plan for guidance on managing changes to the project’s scope.
[bookmark: _Toc449439809]WBS Numbering
[Determine and describe the WBS numbering scheme used for the project schedule. In a WBS, every level item has a unique, assigned number so that work can be identified and tracked over time. A WBS may have varying numbers of decomposition levels, but there is a general scheme for how to number each level so that tasks are uniquely numbered and correctly summarized.]
Example:
The WBS numbering convention used for the project is as follows:
· Level 1 – Designated by 1.0. This level is the top WBS level and is usually the project name. All other levels are subordinate to this level. 
· Level 2 – Designated by 1.X (1.1, 1.2). This level is the summary level. 
· Level 3 – Designated by 1.X.X (1.1.1, 1.1.2). This third level comprises the subcomponents to each Level 2 summary element. This effort continues down until progressively subordinate levels are assigned for all work required for the entire project.]

	WBS Level
	WBS #
	Description
(Deliverable, task, activity, etc.)
	Example

	Level 1
	1
	[Main project deliverable]
	1 – Project XYZ

	Level 2
	1.1
	[Major deliverables supporting main deliverable]
	1.2 – Planning Process Phase

	Level 3
	1.1.1
	Sub-deliverable or sub-component supporting major deliverable
	1.2.1 – Project Management Plan (PMP)

	Level 4
	1.1.1.1
	Activity supporting sub-deliverable
	1.2.1.2 – Risk Management Plan

	Level 5
	1.1.1.1.1
	Task supporting activity
	1.2.1.2.1 – Identify methods, tools, and techniques



[bookmark: _Toc449439810]WBS Organization and Descriptions
[There are many ways to organize a WBS. However, the most straightforward way is to use some form of visual display of the project’s phases, deliverables, and tasks or activities. Typically, project team members meet and brainstorm all the work necessary to complete the project. This may take several sessions to complete. One way for team members to visually represent WBS tasks and subtasks is by posting sticky notes along a project timeline during brainstorming.]
[A common method used by the state to organize a WBS is called a deliverable–oriented WBS, which is built around the project deliverables and desired outcomes. This type of WBS is likely structured to make the WBS Level 2 task descriptions the product or department deliverables (they may be contract deliverables) specified in the project. The Level 3 tasks are likely main grouping tasks and activities, with the lower levels being the specific tasks supporting Levels 2 and 3. The level of WBS detail is determined by each project.]
[bookmark: _Toc449439811]Generate a WBS Dictionary
[As the WBS is finalized, a WBS Dictionary should be created to support the WBS. The WBS Dictionary defines each WBS element as well as the hierarchical relationship between WBS elements. Each WBS element should be represented in the dictionary and cross-referenced to dependent WBS elements as needed. There are many templates and examples for creating a WBS Dictionary. A table example is provided below, but may be adjusted as necessary to suit project needs.]
Example:

	WBS #
	Task
	Description of Task
	Work Products
	Owners

	1.0
	PLANNING
	All task management and management activities
	
	

	1.1
	Plan and Supervise
	
	Roll-up Task
	Project Manager

	1.1.1
	Create Plan
	Development of WBS, work package identification, schedule formulation, staffing projection, resource estimation. Followed by development of a detailed project plan that lists all the key resources, task, milestones, dependencies, and durations.
	WBS,
WBS Dictionary, 
MS Project Plan

	Project Manager

	1.1.2
	Create Budget
	Development and documentation of the project budget based on plan and resources
	ITPR
	Project Manager

	1.1.3
	Prepare/Disbursement/Reconciliation
	Development of disbursement process for the project including acceptance/approval forms.
	Purchase Orders, Deliverable Product Acceptance Form
	CFO

	1.1.4
	Coordinate Activities
	Ongoing planning activities for the project including weekly meetings
	Meeting Minutes
	Project Manager



[bookmark: _Toc449439812]Work Breakdown Structure Tool
[The following is an example of a WBS tool. Use the tool to help define and record project deliverables, and organize and assign major tasks or task groups logically. Continuously decompose tasks until the WBS is clearly understood by the project team.]
Example:
	WBS
	Task Name 

	1
	<Project Name>

	1.1
	   Initiating Process Phase

	1.1.1
	       Operational Concept

	1.1.2
	      Preliminary Project Estimate

	1.1.3
	      Business Plan

	1.1.4
	      Project Authorization

	1.1.5
	      Feasibility approved

	1.2
	   Planning Process Phase

	1.2.1
	      Project Management Plan

	1.2.1.1
	         Identify methods, tools and techniques

	1.2.1.2
	         Risk Management Plan

	1.2.1.2.1
	            Identify methods, tools and techniques

	1.2.1.2.2
	            Risk List

	1.2.1.2.2.1
	               Identify risk sources

	1.2.1.2.2.2
	               Identify risks

	1.2.1.2.2.3
	               Identify risk triggers

	1.2.1.2.3
	            Prioritized risk list

	1.2.1.2.3.1
	               Quantify risk probability and impact

	1.2.1.2.3.2
	               Document list of prioritized risks

	1.2.1.2.4
	            Document risk register

	1.2.1.2.5
	            Document risk management plan

	1.2.1.3
	         Requirements Management Plan

	1.2.1.4
	         Configuration Management and Change Control Plan

	1.2.1.5
	         Communications Plan

	1.2.1.6
	         Training Plan

	1.2.1.7
	         Scope Management Plan

	1.2.1.8
	         Schedule

	1.2.1.9
	         Cost Management Plan

	1.2.1.10
	         Quality Management Plan

	1.2.1.11
	         Resources Management Plan

	1.2.1.12
	         Procurement Management Plan
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