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How to Complete This Course 
How to Complete the Guide and Exercises 
This course is broken down into course modules.  In order to develop a better understanding of 
the content of this course it is recommended that the student complete the work as follows: 

 Complete a reading and a study of the information contained in each module for 
understanding and comprehension. 

 The student is encouraged to make notes as they work through the course guide.  
These notes can assist the student in assignments following each module.  
Notes may be related to key ideas the student wishes to remember as well as 
personal insights the student may have. 

 Complete all corresponding assignments (see Completion Checklist, located on 
the following page).  Ideally, the student should keep a student journal (separate 
notebook or file) with his or her answers to all assignments. 

 Check off assignments on the Completion Checklist as they are finished. 
 Work through the course guide one module at a time, completing all work 

associated with the current module before advancing to the next module. 
How to Contact the Instructor 
Prodevia Learning course instructors are available via email.  All course correspondence will be 
returned promptly. 
Contact your course instructor at support@prodevia.com 
How to Submit Course Completion and Report PDUs 
When you have completed working through this course guide, return to the Course Completion 
page at www.prodevia.com and follow the instructions there to formally complete your course 
with Prodevia Learning. You are required to formally complete your course in order to receive 
your Certificate of Completion and be awarded 15 Professional Development Units. The Course 
Completion webpage also includes instructions and a link for you to submit your PDUs directly 
to the Project Management Institute (PMI)® online. 
Course Detail: 
PMI Provider ID: 1945 
PMI Activity ID: Printed on your Prodevia Learning Certificate of Completion 
 
Note: PMI is a registered mark of the Project Management Institute. 
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Completion Checklist 
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Submit PDUs to the Project Management Institute 
 



Mastering Project Scope Definition 
Module 1 – Course Introduction 

www.prodevia.com 
 
 

8

Course Objectives 
By the end of this curriculum the student should be able to: 
 Define project scope – both what it includes as well as what it does not. 
 Define the concept of a Work Breakdown Structure (WBS), its usage within the 

project plan and its use for stakeholder management.  
 Develop a Work Breakdown Structure (WBS) – both at a higher level as an extension 

of the Project Charter and also at a definitive level of project planning.  
 Explain the application of estimating using a WBS. 
 Define accountability for a WBS through use of an Accountability Matrix. 
 Describe how to facilitate a detailed WBS composition with a project team. 
 Explain how to leverage the WBS as an input for other elements of project planning, 

tracking, and controlling. 
 Articulate the challenges of effectively implementing a WBS in a project environment 

and develop appropriate strategies to counter them. 
 All course objectives can be measured through end-of-module review questions and 

an end-of-course assessment. 
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Module 1 - Course Introduction 
Projects exist to provide solutions to our clients.  Of course, there are many 
elements which will impact the ability of a project to succeed in the endeavor of 
delivering an effective solution; however, one of the first precursors to success is 
ensuring that scope has been effectively planned for within the project.  While it 
is true that this feat is easier said than done, there are methods to ensure that 
scope has been well thought out and defined.   
This course will focus on the effective development of scope.  We will 
define what scope is, and what it is not.  We will also discuss a critical tool 
useful for thoughtful scope development.  We will cover practical methods 
to implement the development of scope as well as its uses for other areas 
within the project effort.  This curriculum will include some of the trickier 
execution activities for a project manager such as how to facilitate a team 
through scope development. 
Additionally, because our projects exist within a real, imperfect world, this course 
will also review some of the common challenges that a project manager may 
encounter while defining scope on the project.  More importantly, this course will 
also offer some advice to overcome these challenges so that the end result is a 
project well-defined and understood by project stakeholders. 
Though proper scope management alone won’t ensure project accomplishment, 
a project without well-defined scope is surely doomed to failure.  Thus, it is the 
starting point for putting a project on a winning path. 
Project Scope 
Just what is scope?  There are many held definitions of scope.  If one were to 
look up the generic dictionary definition of the term, he might find the following 
definition.  
scope: /skoʊp/  
–noun 
extent or range of view, outlook, application, operation, effectiveness, etc.: an investigation of wide scope. space for movement or activity; opportunity for operation: to give one's fancy full 
scope. aim, or purpose. 
content of purpose. 
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Though this definition isn’t wholly complete for the purposes of project scope, 
there are some elements of the generic definition to consider as we begin to build 
a working definition for this course. 
Scope is a Result, Not an Action 
The first thing to notice from the information above is that scope is defined as a 
noun.  Scope is a ‘thing’ in the sense that it is not about the tasks and activities 
that a project team must complete; it references the end results of the effort, both 
intermediate and final project results.  It is a common misunderstanding to think 
of scope as the things that we must do to finish the project.  The activities a team 
must engage in can only be defined after some outcome has first been defined.     
A good analogy for this would be driving directions to a location.  One can only 
define the activities of driving on correct streets and making appropriate turns 
after the end location is defined.  An end location must be defined first otherwise 
directions have no meaning.  A GPS system must know your scope (end 
location) to guide you through the activities of driving.   
In the same way, a project manager that jumps into the job of task definition and 
schedule development without well-defined scope is likely to never ‘arrive’.  This 
misplaced focus on activities before deliverables is sometimes known as means-
end inversion, and many project teams suffer from this.  It is easy for a project 
manager and team to become so caught up in ‘what we must do’ that little focus 
may be placed on ‘where we must end up’.  Good scope development focused 
on deliverables assists in avoiding this. 
So, then scope is about outcomes and end results.  It does not define the tasks 
or activities a team will complete.  This course will go into more detail later about 
when and where task and schedule development takes place. 
Project Scope Occurs at a High Level and at a Definitive Level 
Our definition above shows that one definition of scope is an aim, or purpose.  At 
the broadest level, project scope defines a total solution as well as required goals 
and outcomes for the solution upon the business.  This broader level of scope 
definition is usually developed initially by the business, ideally with the aid of the 
project manager.   
The above definition also shows that scope is about the content of a purpose.  At 
the more granular level, project scope defines the produced items that the project 
must deliver to satisfy business goals and objectives – these are known as 
project deliverables.  Deliverables are things achieved, not activities being 
conducted.  The granular level of scope development which we will call the 
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definitive scope is developed by the project manager with the project team (and, 
perhaps third party vendors, when appropriate).  This course will detail fully how 
both levels of scope development occur as you proceed through the curriculum. 
Scope is Different from Time and Cost 
Scope development means coming to a common understanding as to what is 
included in or what will be excluded from a project initiative. This is different than 
defining how long it will take or how much it will cost.  
It is true that the business will usually have parameters for these items – time 
and cost.  However, these items are at the mercy of what is required for scope.  
These three things: scope (when combined with quality also sometimes also 
known as performance), time, and money are known in projects as the client’s 
three constraints.  They have impacts one upon another.   
For example, if the business must meet a certain date, this can impact how much 
scope can be accomplished within that time frame as well as impact the costs for 
a speedier completion.  Or, for the business that is financially challenged, scope 
can also be impacted as it may have to be reduced or quality components of 
scope may need to be removed.  And, the company that must have key 
components of scope included for the solution to be successful usually will find 
that time and money will be affected.  The bottom line is that the scope of a 
project will impact time and cost.  And, time/money constraints imposed by a 
business on a project will impact what is achievable for scope. 
Because this is the case, it is advisable that while discussing scope with the 
business the project manager also understands the priority of asked-for scope in 
relationship to their time and cost expectations.  Once agreed to, the 
expectations of scope, time and money will become the documented 
requirements for the project.  Therefore, both time and money can impact how 
scope is developed.  This course will address this more specifically in the next 
module.  
Scope Incorporates both a Definition of What Will Be 
Done…and What Won’t 
We see from our working definition earlier that scope could be defined as the 
‘extent or range of view, outlook, application, operation, and/or effectiveness’.  
This suggests that there is a boundary for what is included in scope.  Successful 
scope development will always clearly delineate and document both what will be 
accomplished (in scope) as well as what is specifically to be excluded (out of 
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scope).   Ensuring that both in-scope and out-of-scope items are addressed 
reduces the risk of misunderstanding among stakeholders. 
Our Working Definition of Project Scope 
Given the information above then, for the remainder of this course our working 
definition of project scope will be: 
The defined view of the business’ aim, or purpose, expressed as an end result, 
The detailed deliverables required for the project solution, and 
The deliverables that will not be produced for the project solution (out of scope). 
Work Breakdown Structures 
There are many ways in which scope can be defined and documented.  In this 
course, we will address scope development utilizing a tool called a Work 
Breakdown Structure, or WBS.  A WBS is a convenient, practical method to 
ensure that nothing is missed during scope development.  Different from a 
narrative scope statement document, a WBS graphically represents the 
deliverables of a project both at a higher level with the business and also at a 
definitive level with a project team.  As the name implies, Work Breakdown 
Structures focus on the component parts of a project effort.  Though the WBS 
alone does not make for an entire project plan, it is the prerequisite for any of the 
more detailed planning elements that would follow such as a schedule, budget, 
risk plan, and detailed user requirements. 
An example of a WBS is provided in the Appendix of this course. Please, take 
time to review the structure before continuing your reading. 
Upon review of the WBS you should notice that all of the components of the 
graphic are represented as end results with lower components that, when 
combined, equal the larger ones above.  You might also notice that there is no 
time-ordering of the deliverables.  They are simply represented as categorized 
pieces of the puzzle – the way in which they will be completed in time is to be 
managed through schedule development. 
The goal of the WBS is to simply better understand the content of the project, 
and that will be the topic that will be in scope for the remainder of this course.  
Beginning in the next module of this curriculum, we will detail the steps to 
properly develop the WBS.   
The WBS is the underpinning for all other project planning elements to follow.  
Though a detailed discussion of these additional planning elements is out of 
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scope for this course, guidance will be provided as to how the WBS can be used 
as an input to other project planning elements. 
Benefits of Effective Project Scoping through Work 
Breakdown Structures 
Project managers who utilize Work Breakdown Structures on a regular basis 
come to the conclusion that a project without one would be much more difficult to 
execute successfully, if not impossible.  In fact, organization of this course’s 
development began with a WBS.  The WBS guided the content of all elements 
from course content and preparation to course review and implementation.   
The simplicity and functionality of the WBS tool allows for some great benefits for 
the project manager, the project team, and other project stakeholders. 
The WBS Provides Better Understanding of the Content of Work 
A properly constructed Work Breakdown Structure allows a project manager to 
lay out the expectations with a customer.  By developing a high level WBS with 
client sponsorship, both the project manager and client can begin to establish 
what is and what is not to be expected as deliverables within the project.  
Through better understanding, the client can feel more engaged in the project 
and more supportive in his role toward the project’s success.   
For most clients, a new project feels much like an iceberg – they aren’t always 
able to visualize the enormity of the effort.  A WBS assists a client and the client 
organization in wrapping their minds around the entirety of the project work and 
to better recognize and appreciate the level of effort and complexity that a project 
will experience.    
Additionally, a WBS is useful for the delivering project team.  For team members, 
a common experience in any new project is to become overwhelmed by what 
must be achieved.  A WBS can assist in breaking down what is sometimes 
daunting to a team into pieces that are easier for them to understand and 
manage.   A WBS can assist them in digesting the content of work, allowing them 
to feel more confident in what they will be committing themselves to.  
Finally, the WBS is an invaluable tool for project managers who may not have 
expertise in every component area of a project.  Utilizing a tool such as the WBS 
can provide a project manager with confidence that his subject matter experts 
have considered the finite deliverables of a project as well as the corresponding 
estimates of time and money associated with them.   
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The WBS Provides More Detailed, Robust Project Planning 
As stated earlier, the Work Breakdown Structure is not the end of planning.  But, 
it is a critical input into more detailed planning elements that are developed.  
These planning elements will be discussed at a greater level in a later module of 
this course in terms of how they are developed from the WBS, but for now let’s 
now look at some of the resulting benefits. 
Scheduling and Estimating 
The content of the WBS is the starting point for schedule development and 
ensures that only the necessary activities are planned into the schedule.  This 
means that a schedule is less likely to contain extraneous tasks that are 
irrelevant to the completion of the project.  And, it is less likely that critical 
activities will be missed because the WBS defines deliverables discretely.  The 
result is a schedule that contains exactly the tasks and only the tasks necessary 
for completion.  The final level of granularity of the WBS allows the 
corresponding activities to be better estimated thus resulting in better time and 
cost projections.   
Too many project managers have had the experience of building a schedule in 
the beginning of a project only for it to be abandoned because it was difficult for 
others, namely project team members, to understand and follow.  Another 
important benefit of utilizing a WBS in the schedule development is that each 
activity will be organized within the schedule to trace back to an end result (a 
deliverable).  It makes for a schedule that is much easier to read, follow, and 
utilize during execution of the project. 
Human Resource Planning 
The WBS also assists a project manager, as well as project team leads, in 
determining the needed resources to complete a component of work.  Because 
deliverables are discrete and organized in the WBS, not only will the team be 
better able to anticipate resource fillings but it can also be used as a guide to 
how individuals will need to report upward in a project requiring complex team 
structures.   
Risk Planning 
The components of a WBS can be utilized to more discretely define risk events 
so that these can then be assessed for impacts to the deliverable component 
itself as well as to other deliverables, the project overall, and even the success of 
the solution for the business.  Because the WBS defines distinct deliverables, the 
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resulting risk identification from a WBS is also likely to be more specific, thus 
more easily assessed. 
Communication Planning 
The WBS can also be a useful tool to a project manager developing a 
communication plan.  Its organization can be an impetus to how escalation 
procedures are developed as well as how regular meetings with sub-teams 
should be organized.  Additionally, the WBS can be utilized for reporting 
purposes both within the project team as well as outward to senior management 
stakeholders. 
The WBS Improves Communication with Various Stakeholders 
The Work Breakdown Structure is not only a planning tool but also a 
communication tool for stakeholders at every level of the project.  It becomes not 
only the guideline for the execution of work but also a tool of discussion when 
information about deliverable components is exchanged.   
When conversations about the project can be put into the context of deliverables 
then a project manager and team are better able to respond to questions about 
content, recognize activities that may not correspond to deliverables thereby 
streamlining work, and recognize how the deliverable of one identified project 
team owner impacts a larger deliverable or corresponding deliverable.  This 
makes it easier for the team to determine who would need to be included in 
decision-making and issues meetings during execution.    
It is not uncommon that some of the deliverables incorporated into a WBS are 
the owned responsibility of one or more individuals in the client organization.  
These deliverables are often internal components necessary for the project to 
proceed such as a requirements review meeting or a sign-off document.  When 
these items are represented in the WBS it can be used to communicate with the 
client those items that they must ‘produce’ in order for the delivery team to 
complete their deliverables.  This better ensures that those on the client side 
understand that they cannot ‘await the arrival of a solution’ but must instead be 
engaged during the course of a project in order for the solution to be 
appropriately delivered.  The WBS assists a project manager in managing this 
expectation with clients. 
Additionally, the WBS can even be used as a negotiation tool with clients when 
the time and/or cost estimate for a project exceeds the client’s initial expectations 
for end dates and costs.  It is easier to communicate with clients why the project 
will take the time and expend the cost when the WBS makes this information 
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visible to them.  It can be used to negotiate with clients what is in and out of 
scope as a method to meet customer thresholds for time and/or money.   
For example, if a client wants a solution in two months’ time (this being their 
highest priority of the triple constraints) and the WBS suggests an initial work 
effort estimate of 10,000 hours, then the client can begin to have an 
understanding of why their required deliverables may not be achievable by their 
desired date.  Further, the project manager can then use the WBS to suggest 
deliverables that could be de-scoped to assist in arriving at delivery date.  Of 
course, how a project manager will use this tool in negotiation will depend upon 
the client’s defined triple constraint priorities.  More about this will be discussed 
later in this course. 
The WBS is an Effective Reporting Mechanism 
The Work Breakdown Structure is also a very effective mechanism for reporting 
progress to the project stakeholders.  While it does not replace the more detailed 
progress reporting that team leads provide to the project manager, it is a 
wonderful tool for reporting progress as a whole to the team, as well as to 
sponsorship and clients.   
Since clients tend to care more about what they are receiving from the project 
and care less about the specific activities that the team has completed, the WBS 
is a perfect tool.  It completely defines those end results that the client is so 
focused on.  For those clients who respond well to graphics and color-coding, the 
WBS is wonderful.  This course will show you how to do this. 
The WBS Improves Change Management 
Change management is perhaps one of the more challenging mechanisms of 
project management.  A Work Breakdown Structure together with a solid change 
management process can assist in managing new deliverables or deleted ones.  
It can also ensure that all changes are effectively traced back to discrete 
deliverables within the project. 
The WBS Builds Stakeholder Confidence 
When utilized correctly, the Work Breakdown Structure can build confidence 
among all stakeholders on the project.  The project team will feel more in control 
with the greater understanding that a WBS provides.  And, clients will come to 
feel that the project manager and team have covered all of the bases.   
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Communicating the Use of the WBS to Stakeholders 
Of course, the use of the WBS and its corresponding benefits are not always 
recognized by project stakeholders.  It is important for a project manager to 
discuss the usage of a WBS with stakeholders when the tool does not have a 
recognized acceptance level within the organization.  As you proceed through 
this course you will be given suggestions for how to do this both with senior level 
stakeholders as well as project team members. 
In Summary 
The Work Breakdown Structure is a simple, effective way to ensure that scope is 
well defined and managed throughout the project.  In a sense, it is a risk 
reduction tool.  By this we meant that utilizing a WBS increases the probability 
that the project is well thought out, that the right activities will be in focus, and 
there is a mutual understanding of the deliverables to be achieved.  People will 
be more likely to feel they are on the same page in terms of expectations.  Team 
members will feel more bought in and in control.  And, clients and sponsorship 
will have greater faith in the project manager and his or her team. 
In the next module of this course, we will begin to delve into specifically how to 
develop the WBS with stakeholders.  We will expand upon some of the topics 
covered within this introduction module, and we will cover how to facilitate other 
stakeholders through the development of the WBS. 
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Review Questions 
The following review questions will assist you developing comprehension of the 
material contained in this course module.  Answer the following questions in a 
separate notebook.  

1. Define project scope. 
2. Why should scope be defined as a noun? 
3. What is meant by the term ‘means-end inversion’? 
4. What are deliverables? 
5. What are the triple constraints and why are they important? 
6. For scope to be completely defined, scope definition should include both 

scope included and _________.  Why is this important? 
7. What is a Work Breakdown Structure? 
8. Is it true that the WBS provides a time-ordering of deliverables?  Why or 

why not? 
9. Name at least five benefits of utilizing a WBS. 
10. How is WBS useful for a client? 
11. How is a WBS useful for a team? 
12. How does the WBS assist in creating a more robust schedule? 
13. Can the WBS used for risk identification?  
14. How is the WBS useful for the project manager developing a 

communication plan? 
15. How can the WBS enhance team communication? 
16. How does the WBS help the project manager manage expectations with 

the client concerning the client’s responsibilities toward a successful 
project? 
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17. What is meant by the statement that the WBS is a negotiation tool? 
18. Why can the WBS be an effective reporting mechanism for a client? 
19. When would it be important to communicate the use of the WBS to 

stakeholders? 
20. What is meant by the statement that the WBS is a risk reduction tool? 
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Module 2 - Work Breakdown Structure 
Construction and Development 
The Work Breakdown Structure is an exceptional tool when it is utilized properly.  
Of course, it is important that a project manager feels confident in the general 
guidelines for building a WBS.  To begin the discussion of WBS construction, it is 
also important that a project manager have prerequisite information from the 
client organization.  This course module will address these topics. 
Utilizing a Project Charter as a Pre-requisite for WBS 
Construction 
A Work Breakdown Structure cannot be created unless there is some 
understanding of the context of the project’s existence.  Some projects have the 
benefit of a business case from which to gain this information.  However, many 
more projects are initiated without this documentation.   
Ideally, projects should be formally initiated and recognized through the use of a 
Project Charter or similar document – its contents coming from a business case.  
The goal of a Project Charter is to define the project solution from the business’ 
perspective as well as to lay out high level expectations for the solution and the 
reasoning behind why the solution is needed.   
Some client organizations understand the necessity of such a document, but 
many more are not well versed in project management methodologies and will 
not have one to provide to a project manager.  In this circumstance, it is 
important that a project manager work with the business to lay out a formal 
Project Charter so that all can be in agreement with the high level scope and 
expectations for the project.  This document then becomes the guiding force for 
the more detailed scope development that will follow through the WBS. 
For the project manager who, more often than not, finds himself in the 
circumstance of not having documentation to work from, it is important that he 
works together with client sponsorship to develop a Project Charter.  Of course, it 
is important to explain to the client that without a Project Charter it will be difficult 
for the team to fully understand the stated need of the business as well as to 
appropriately deliver a solution that will be valuable for them.   
In theory, a Project Charter is never prepared by a project manager.  In typical 
practice, the project manager almost always finds himself in the position of 
having to prepare one with the business.  If the project manager must be in a 
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position to develop a charter with the business, he must communicate that his 
role is to assist the business in completing the document; however, the business 
is the defined author of the Project Charter.  This is because it is written from the 
perspective of the business and only the business can formally authorize that 
time and money be utilized to conduct planning and execution of the effort.  The 
project manager cannot.   
Elements of a Project Charter 
It is important to discuss the elements of an effective Project Charter as a basis 
for the WBS development that will follow.  Take time to review the Project 
Charter template provided in the Appendix of this course.  An explanation of the 
components of the charter is explained below. 
Executive Summary 
The Executive Summary, though defined first in a completed Project Charter, is 
actually one of the last elements to be drafted.  It is important to remember that 
the Project Charter document is not only an authorization artifact but also a 
communication document.  It should be one of the first pieces of project 
information that any stakeholder should see from the project team’s first look at 
the project to new stakeholders who may come on board later in an initiative.   
The Executive Summary provides a short, succinct overview of the information 
that is more fully covered in the remaining sections of the Project Charter and 
should be an introduction to assist the reader in preparing for the remainder of 
the document.  The Executive Summary is generally no longer than one to two 
paragraphs, condensing the business justification and objectives of the initiative. 
Business Justification and Strategic Alignment 
Projects exist to solve problems, to address needs, and to take advantage of 
opportunities.  You have probably been witness to projects that were initiated 
without any perceived or real benefit to the receiving organization.  Because 
projects must provide value to their receiving organizations, it is important that 
incorporated into a client’s Project Charter is an explanation of the current state 
of affairs that requires the project to be mobilized.  It is this business justification 
that will give all project stakeholders context for why they have been collected 
together to conduct this effort. 
As project manager, it is important that you pay particular attention to the client’s 
business justification.  For example, the client who wishes to automate a manual 
business process for the purpose of having more timely data may not have 
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considered that the true problem is not that their business process is a manual 
effort, but that the business process itself may be flawed.  In this case, an 
automated solution may not solve their problem.  A project manager will always 
want to consider the Business Justification, Business Objectives, and the 
Recommended Solution and feel confident that the business has thought through 
their problem completely.   
It is also advantageous to ensure that the project is tied to one or more client 
Strategic Goals.  Has the client defined how the project will contribute to higher 
level corporate goals that have been developed through Strategic Planning?  
These Strategic Goals further give reason for the project’s existence.   A properly 
developed Project Charter will always document the corporate goals to which the 
project will provide value.  This could be any number of things from new product 
development, customer satisfaction rating improvements, cost reduction 
measures, or market penetration goals.  If the business has not considered 
strategic goals in relationship to the project, it is advisable for the project 
manager to ask that these things be considered and documented in the Project 
Charter. 
Business Objectives and Benefits 
Closely aligned with Strategic Goals, the Business Objectives and Benefits to the 
client organization should be well-defined.  The distinction for this section of the 
charter is that objectives must be quantified in some fashion.  For example, if a 
client goal is to reduce staff workload, what is the reduction requirement?  Is a 
reduction of 10% the goal?  Or, is reduction to be determined by man hours?  
And, how will this be measured?  If measurement is also to be completed by the 
delivering project team, it will need to be incorporated into the Project Charter 
and WBS.   
The guiding question that a project manager should always ask is “How will the 
business be able to determine that the solution was a successful one for the 
business?”  
Once agreed to, these objectives will be the grade card as to whether or not the 
solution was a valuable one for the business, and though a project manager may 
not always be directly accountable for the business solution, he plays a large role 
in ensuring that the business owner (who is always ultimately accountable) can 
be successful.  As such, the project manager has a responsibility to understand 
the needed business outcomes of a solution and determine if they can 
realistically be achieved by the business’ proposed solution. 
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In addition, there are sometimes benefits that are more intrinsic in nature.  These 
items should also be incorporated.  Perhaps employee satisfaction with a new 
solution cannot be effectively measured; however, the business perceives it as a 
secondary benefit of a solution.  If the business has considered this benefit to be 
a value-add, then it should also be documented as it can have some bearing on 
needed deliverables within a project as well as how employees will be 
communicated with during the effort. 
Project End Result 
The Project End Result defines the tangible end product of the project effort.  
This could be anything from an implemented software solution, a completed high-
rise building, or an executed event such as a political campaign.   
In some cases, the business will have a defined solution that was recommended 
within a business case.  In other scenarios, the client is unsure of what the best 
solution will be.   
If the former is true, then the business should document the recommended 
solution in this section of the Project Charter and the project manager should be 
confident that the business has considered that the solution will truly solve the 
problem or opportunity set forth in the Business Justification section of the 
charter. 
If the project manager finds himself in the latter circumstance, then the end result 
of the project is not a ‘solution implementation’.  In reality, the final result of the 
project may be only a ‘solution recommendation’.  Implementation of a chosen 
solution is probably better defined as a separate project.  It is difficult to properly 
plan for design, development and implementation of a solution that is unknown. 
Both of these projects, then, would be components of a larger program with the 
Implementation Project’s initiation to be dependent upon the final deliverable of 
the Recommended Solution Project.  It is important to remember that if the 
Project End Result is to recommend a business solution then the Business 
Objectives should be written 
in such a way as to evaluate 
that the project delivered the 
appropriate end result – a 
recommendation.  In effect, a 
solution recommendation 
culminates in a deliverable 
called a Business Case. 

Solution Program
Solution 

Recommendation 
Project

Solution 
Implementation 

Project

Solution Program
Solution 

Recommendation 
Project

Solution 
Implementation 

Project
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Baseline: (-noun) 
The metric by which the project will 
be measured for success; usually in 
terms of time, cost, and scope. 

It’s always important to remember that what is a true solution for the business at 
the writing of the Project Charter may not be true later as the business 
environment changes or as more information becomes known.  It can be difficult 
to anticipate these future events; however, the charter documents what is correct 
and appropriate for the business at the present time. 
Client Targets for Triple Constraints 
When a project is base-lined, the 
scope, end date, and cost estimate 
becomes the commitment of the 
project manager and team to deliver to 
the business.  As mentioned in the 
previous module, these elements are 
sometimes referred to as the triple 
constraints, and they are the grade card for project success.  Whereas the 
solution is considered successful if it meets the Business Objectives, the project 
effort is considered a success if it meets the objectives of the Triple Constraints. 
Prior to baseline, however, the elements of time, cost and scope (sometimes also 
known as performance) are a work in progress.  The business and the delivering 
project team usually have to work together to determine what can be achieved. 
The business usually has some thresholds of what is acceptable for them in 
terms of time, cost, and scope when the business case is developed and/or when 
the charter is defined.  Whether or not the project manager considers these client 
targets to be reasonable is another matter.  The bottom line is that the business 
has reasons for why they must meet an end date, achieve a certain content of 
work, and/or stay within the boundary of a particular monetary amount.  It is 
important that the business documents its expectations for time, cost and scope 
as well as how those targets were arrived at and why they are important for the 
business.  This information gives the project manager context for how to better 
plan for the initiative as well as identify early risks when targets might seem 
incongruent with what his past experiences have taught him is achievable.   
Prioritization of Client Targets 
Because a client’s targets are important for the project manager, it is also 
important that he understands which of the three – time, cost, or scope – carries 
the greatest weight for the client.  Most clients may argue that all three are 
important to fulfill, but a project manager should explain to the business that the 
best way he can ensure that his team plans the project to address their needs is 
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to understand which of the targets, if not met, carries the greatest threat to their 
success.  While it is true that this prioritization will assist him and the team in 
planning the project, it also assists the project manager in understanding where 
there is the least amount of negotiation (and where there is the greatest) if the 
project team should conclude that all of the targets cannot be met together. 
The prioritization of the targets can change at any point in a project.  A client that 
may have been cost sensitive initially may become more time sensitive later due 
to factors outside their control such as a new regulatory requirement or a change 
in the executive leadership of a business.  The defined prioritization in the charter 
can serve later to be a documented reminder as to why the project team 
proceeded to plan in a particular manner as well as why base-lined triple 
constraints were set as they were. 
Working Assumptions and Constraints 
The business should document their current working assumptions and 
constraints as well.  These may already be provided within a business case if 
one was developed. 
Assumptions are defined as those things that are held to be true though not 
positively known as actual fact.  An example of a business assumption might be 
that funding will be approved to proceed with the effort.  A project manager 
should review all assumptions for possible risks that would exist for the project 
and the business if the assumption proves invalid.  The business should be 
confident in their assumptions if they aren’t then these items should be 
addressed as risk and should be documented in the charter separately. 
Constraints are defined as those items that are imposed on the business, and 
by virtue of this, are also imposed on the project.  For example, the business may 
be expected to meet certain regulatory requirements.  A project manager should 
always review constraints to consider possible project risks that they may 
represent.   
In the example just provided, a regulatory constraint that imposes a fixed end 
date for an implemented component of the project increases the risk associated 
with those things that may delay the project.  A project manager should pay 
special attention to constraints such as this and ensure that they are well 
represented when the client prioritized their targets for time, cost and scope.  If a 
project manager finds there is a regulatory end date constraint and also sees that 
the business has prioritized time after scope and cost, then he should query the 
business to ensure that prioritization is appropriate.   
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It may be that the business is willing to accept the risk of regulatory fines for not 
meeting an initial date.  Or, it might be that the business didn’t consider their 
priorities in context of the constraint and will want to reconsider prioritization.  
Either way, the project manager provides valuable assistance to the business by 
looking for these kinds of inconsistencies. 
Defined Project Risks 
Some client organizations may already have considered the topic of risk.  Others 
will not have.  The project manager should ensure that the business documents 
those things that it is concerned about.  Some of the risks the business will define 
will be out of the control of a project manager.  Other defined risks may be things 
that a project team can mitigate or manage for the business.  Either way, they 
should be documented, and these things can be assessed through risk planning 
at a later time with the team.  
Remember, faulty assumptions and constraints need to be addressed in this 
section of the Project Charter for the threats that they may impose upon the 
project. 
Ultimately, the goal of this section of the Project Charter is to ensure the 
business understands the uncertainties that the project and business are 
exposed to and can be identified at this time.  Follow up risk management 
activities should be conducted by a project team during planning and execution 
of a project. 
Defined Authorizations 
The charter should define the sole client representative who has authority to 
initiate the project and make decisions during the life of the effort.  This clearly 
delineates who is accountable on the business side.   Sometimes, a project 
sponsor on the delivering side of the project can also be defined.  Either way, the 
project manager should understand who he ultimately reports to. 
The charter can also address the authority levels that will be given to the project 
manager for the purposes of decision making, where this is appropriate. 
Stakeholders 
The Project Charter also articulates those individuals on the business side that 
will need to be involved.  This information is useful for the project manager who 
must consider how these people will be engaged and even incorporated on a 
project team, when appropriate. 
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Note: All WBS examples in 
this course can be found in a 
larger, easier-to-read format 
in Appendix B at the back of 

this participant guide. 

Signatures 
A Project Charter is considered a final document when signatures are completed.  
This then will become the guiding document for the remainder of the effort.  
Revisions can be made to a Project Charter, and it is important that the project 
manager keep track of specific revisions to the document on the document itself. 
Any additional attachments and notes can also be incorporated into the Project 
Charter, when necessary. 
High Level WBS Development 
Usually completed in conjunction with a Project Charter, a High Level Work 
Breakdown Structure is developed.  Again, ideally this was included within the 
business case or as an attachment to the Project Charter, but sometimes a 
project manager can receive a charter that does not have scope clearly 
delineated.  A High Level WBS is a way for the project manager to review scope 
with the business and gain clarification that she can take to a project team. 
Let’s discuss some recommended guidelines for constructing the High Level 
WBS with the business. 
A Phased Approach vs. A Deliverable-based Approach 
A High Level WBS is developed from the perspective of the client.  As such, it 
shouldn’t begin with project development phases at the highest level of the 
structure (sometimes known as Level One), but instead it will begin with the key 
deliverables that the client is looking for.   
It is important to remember that clients aren’t looking for phases to be delivered 
to them – for most clients, this is meaningless.  They are looking for tangible 
items to be delivered.  Because this is the 
case, it is a better way to engage with a client 
to begin development of a WBS from the 
perspective they come with – end results.  
Remember, clients care more about what they 
will receive and less about the way in which a 
team will conduct work to arrive there. 
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WBS 1 - A Phased WBS – Not Ideal 
A project manager will eventually phase the deliverables of a WBS at a later time 
in planning (just prior to schedule development, once deliverables have been 
established).   

 
WBS 2 - A Deliverable-based WBS – A Better Approach 
Many project managers will attempt to shortcut and begin the WBS in the phases 
defined by their delivery organization (e.g. - Analysis, Design, Build, Test, 
Implement) thereby attempting to save time later for the team.  Perhaps this 
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Decompose: (-verb) 
The process of breaking down the WBS 
from larger deliverables into smaller 
deliverables. 

could be successful if the client was more understanding of the delivery 
organization’s processes, but most of the time they aren’t. 
Consider that the goal of the WBS tool is to decompose the content of work, not 
to order deliverables across time.  To attempt to begin a WBS by organizing into 
phases at Level One of the graphic begins the process of time ordering when this 
is not yet appropriate.  This is not to say that all phased WBS structures are 
wrong, but early in WBS development it does carry the important risk of missing 
the identification of deliverables because the focus is on time, not tangible items.  
And, the client is less receptive to it as well.  Be mindful of this and utilize a 
phased WBS only later in project planning.   
Build the High Level WBS with the Business 
As mentioned previously, the scope of a project is defined within the Project 
Charter.  Usually, the content of this section of the document is narrative and 
limited.  A High Level WBS visually lays out the content of the project in a way 
that a client can more easily digest.  And, it is a regular occurrence that the client 
will identify additional deliverable needs when scratching out the WBS together 
with a project manager.  For example, the client who wants a software solution 
may also recognize in the construction of a WBS that he will also need 
documentation, training for end users, and a home for the software and data.  
The graphic helps a client begin to brainstorm what may have been missed when 
the narrative scope statement was written. 
 
Additionally, a project manager will sometimes want to suggest additional 
deliverables into the graphic that she recognizes will be needed but that the client 
hasn’t considered.  Building the WBS with the client provides an opportunity for 
the project manager to address this.  For example, a project manager who 
wishes to ensure that the client is aware of things that the business will need to 
provide for the solution to be a success would want to incorporate this.  How 
many times has a client been unaware that they will be required to submit 
documentation, engage in 
review meetings, and prepare 
sign-off documents?  A WBS 
can be a way for the project 
manager to begin setting the 
stage for deliverables the 
business will have to provide. 
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Final Product Deliverables and Disposable Deliverables 
The WBS will also incorporate two types of deliverables within its structure.  The 
first type, final product deliverables, are those things that the client and 
business will receive at the end of the project.  These items are typically more 
easily recognized in WBS development.   
The WBS also incorporates what is known as disposable deliverables.  
Disposable deliverables are those items that will be developed and ‘used up’ in 
the course of a project for the purposes of obtaining final deliverables.  Examples 
of disposable deliverables might include project documentation, product design 
artifacts, sign-offs, meetings, materials, and even the deliverable of project 
management.  Clients don’t always think about these items and don’t often 
incorporate them into a business case or charter, and yet they are needed.   
A project manager can use the development of a WBS as a way to discuss 
disposable deliverables that he is aware of that the client may not be.  Using the 
previous analogy of a project being an iceberg, it is important for a project 
manager to expose as much of the iceberg to the client as possible.  The WBS 
assists in this.  
Don’t Forget to Include Out of Scope Items 
The WBS tool should also visually represent what will not be in scope for the 
project.  Keeping these items present and visible is important so that there are 
not any misconceptions about what the project will and will not deliver.  Again, 
the WBS is a communication tool and an expectation setting tool. 
In the example, WBS 3, the High Level WBS has defined both final product 
deliverables as well as disposable deliverables, out of scope has been 
documented, and the structure is laid out according to deliverables to be 
produced.   
Notice also that a family of work entitled ‘Project Management’ is also 
represented on the structure.  Since time and money is expended for these 
disposable deliverables, it makes sense that it would also be incorporated on the 
WBS.  This is appropriate in cases where the delivery organization or PMO 
specifically tracks project management work and/or if project management is 
expressly budgeted for within a client agreement.  If the project manager’s time is 
to be ‘billed’ to a client or department on a per-project basis, it is advisable to 
include this family of work so that this information is not lost when completing the 
total project estimates. 
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WBS 3 - A High Level WBS  
Though this WBS still requires more development, it is a good beginning point, 
and the team will be able to begin with this WBS and break it down into a more 
definitive structure.  It is important that a project manager discuss with the client 
that this structure is not in its final form.  There will be amendments to it as 
subject matter experts review, add to, and change the structure.  Ensure that the 
client understands that the WBS will be reviewed with him as it proceeds through 
more detailed development. 
Case Study - An Example in High Level WBS Development 
For purposes of understanding we will be utilizing a project example found in the 
Appendix of this course.  Take time to review the working Project Charter before 
continuing in your reading. 
The project will be providing training to the project managers reporting to this 
business unit’s newly formed Project Management Office.   
The reasoning behind doing this project is that there is little consistency between 
the current project managers of the PMO.  A newly formed PMO Toolkit has 
been created, and the ultimate goal of this project will be to ensure that the 
project managers understand how to use it. 
We see from the Project Charter that the client has defined the following 
elements as in scope: 
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 The project managers of the PMO should be trained through 
an off-the-shelf, vendor-provided training course.  The 
training course will need to include modifications to 
incorporate the newly defined PMO project management 
process and templates. 

 A follow up with management is expected regarding how 
well the class was received by the project managers as well 
as their ideas and suggestions for future professional 
development. 

Further, the client has identified the following items as not in scope: 
 Anyone who does not have formal title of project manager 

within this business unit will not be trained, and 
 Follow up to determine if the training is being used 

consistently will not be in-scope for this project as it is under 
the scope of a separate initiative. 

 Customer satisfaction ratings. 
Client targets for triple constraints have been completed as well as 
prioritization of these targets.  Notice that the targets are measurable. 
Working assumptions and constraints have been developed and are 
incorporated into the Project Charter as well as currently defined project 
risks. 
Finally, defined authorizations are documented as well as project 
stakeholders and additional attachments. 
Case Study Project Charter Exercise 
Take time to review the Project Charter.  If you were the project manager for this 
project, what suggestions might you make to the Project Charter? (Suggested 
answers are available for you in Appendix C.) 
Case Study High Level WBS Exercise 
Prepare a High Level WBS given the information in the Project Charter as well as 
the suggestions you have provided.  (A sample High Level WBS is available for 
you to review after completion of this exercise in Appendix C.) 
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The Definitive Work Breakdown Structure 
Once the High Level WBS has been completed the project manager must work 
with management on both the client side and the delivery side of the project to 
determine key team leads that will be needed for the project.  The High Level 
WBS can be utilized as a tool to suggest who might be needed for the core 
project management team.  The high level deliverables will in and of themselves 
suggest the technical talent necessary to develop the scope further.  
 

 
WBS 4 
For example, in WBS 4 shown above it is apparent that the following team leads 
would be a good starting point: 

 Software team lead with expertise in the given type of software to 
be developed. 

 Hardware and network leads – though hardware will not be 
procured, a lead will need to be present to ensure that the 
available server is adequate for the solution.  Networking will also 
be a component of this solution. 

 A training lead will need to be picked. 
 A testing lead will be needed. 
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 An individual from the business who can represent the end users 
will need to be determined.  This individual may also be involved 
in user acceptance testing.  If not, a separate lead may need to be 
assigned. 

 A documentation lead is advisable. 
And, notice that the identification of necessary leads can introduce new 
deliverable ideas not thought of previously.  For example, there is not a 
deliverable represented that contains the content of validating the current server 
capability.  This deliverable could be added at this time. 
Though this initial list of needed core team leads isn’t how the team may look as 
the WBS is further developed, these individuals will play a role in determining 
what other individuals may be needed.  Further, the process of developing a 
Definitive WBS will eventually show where a lack of skill set on the core team 
may exist.  We will explain more about this later. 
All team leads should be formally allocated to the planning effort by management 
and should be provided with a copy of the working Project Charter.  This 
information will give them better context for further decomposing the WBS.  
WBS Development 
Before delving into how to facilitate a team through the development of a WBS 
(included in the next module of this course), it is important to provide some 
additional guidelines for proper Definitive WBS construction.  Once these 
guidelines are properly understood they will provide you a better context for the 
recommendations provided later as a part of WBS facilitation. 
Adding Additional Deliverables 
A project team should be encouraged to add additional deliverables to a WBS.  
The goal is to incorporate other deliverables that may have been missed during 
High Level WBS development and not to stick only to the predefined Level One 
deliverables.  It is important that these items be defined as nouns – end results.  
These additional items will need to be discussed with the client and, once agreed 
to, incorporated into the Project Charter.   
Decomposing Deliverables 
WBS Structures are made up of deliverables that break down, or decompose, 
into smaller deliverables.  These smaller deliverables also sometimes break into 
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even smaller components. In the WBS 5 shown below, there are a couple of 
important items to consider. 
First, notice we have at Level One the highest level of deliverables.  Many of 
these have been broken down into smaller deliverables.  We could call each of 
these Level One deliverables ‘families of work’.  Each family of work contains 
different layers of decomposition.   

WBS 5 
Deliverable A is not broken down any further.  Deliverable D has four additional 
levels of breakdown.  Any WBS will have families of work with varying levels of 
breakdown – some Level One items may not break down any further.  Others 
may break down into one or two additional levels.  And, some Level One 
deliverables may have many lower levels.   
A WBS family of work is only broken to the point of ‘what is appropriate’.  We will 
put more clarification around the ‘appropriate’ level of breakdown when we 
discuss the Executable Work Packet later.  But, we mention levels of breakdown 
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now to ensure that you understand families of work are not expected to be 
broken down to some predefined number of levels.   
A properly constructed WBS will also ensure that all breakdowns result in two or 
more sub-deliverables.  Consider WBS 6 below:  
 

 
WBS 6 
If Product Design can only be broken down into one deliverable called Design 
Document, then a Product Design effectively is a Design Document.  For this 
structure to be correct, either Design Document should be removed or an 
additional deliverable, such as Final Design Review, needs to be added as a 
sibling to Design Document.  Therefore, if a deliverable is to be broken down, it 
should be broken down into two or more sub—deliverables.  
Further Clarifying Out of Scope 
The Definitive WBS should also further clarify items that the team feels should be 
added to ‘out of scope’.   Of course, these items will be subject to the final 
decision of the business as they review the developing WBS.  It is important that 
any item the team chooses to exclude from scope is in alignment with the 
expectations of the working Project Charter.  Ideally, these items could be 
represented within the WBS under a deliverable node called ‘Out of Scope’ so 
that they are not forgotten. 
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Organizing Deliverables in the WBS 
Consider the example, WBS 7, shown below.  Take a moment to review the 
organization of the structure. 

 
WBS 7 
Consider that some deliverables may seem to have two possible families of work 
to which they can logically be grouped.  For example, Invitations is considered a 
sub-deliverable that will reach the final Level One deliverable of Guests.  But, a 
case could be made that Invitations could also be a sub-deliverable of Printed 
Materials.  In reality, either of these groupings would be considered appropriate if 
it was an organization that the project manager and team felt comfortable with.  
Therefore, there is no one correct way to organize a WBS.  Usually, its 
organization at the highest level is based on client expectations with the lower 
levels organized as the team and project manager see fit.   
However, the structure is broken out, it is important to ensure that all children of a 
higher level deliverable together equals what is above.  Using WBS 7 as our 
example again, the deliverable of Food will be achieved when the two sub-
deliverables of a Menu and a Caterer have been achieved.  The two lower 
deliverables, once complete, will mean that the higher level deliverable is 
complete.  This means that progress of all work on a project will be tracked at the 
lowest level of the WBS.  The higher level deliverables then are the combined 
total of smaller deliverables. 
It is also important in the organization of a WBS that a deliverable is only 
represented one time.  This means that in the example of WBS 7 we would not 
place Invitations under both Guests and Printed Materials.  We must choose one 
location for this component.  If there seems to be no appropriate family of work to 
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place a deliverable, then it can be placed at Level One to represent a new family 
of work. 
Reviewing and Validating Deliverables 
Remember, the goal of a WBS is to ensure that nothing has been forgotten and 
to ensure that deliverables are properly represented so that further project 
planning can begin.  As such, it is important to review all sub-deliverables to 
ensure that together they will complete the ‘parent’ deliverable that they are 
under.   
The key to ensuring that items are present and accounted for is to first ask the 
question “What sub-deliverables make up this deliverable?” and then after an 
initial round of team decomposition to later ask the additional question “Are these 
defined sub-deliverables all that are needed to complete the deliverable above?” 
It is important in proper WBS development that that the integration of any sub-
deliverables is also represented.  Consider WBS 8 below: 

 
WBS 8 
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Notice under the deliverable called Finished Package there are four sub-
deliverables.  The first three components (Brochure, Informational CD, and 
Interactive Client Assessment Tool) represent unique items that must be 
produced separately.  Imagine in this example having a box of printed brochures, 
a CD plate of burned CD-ROMs, and a container of assessment tools.  Would 
this mean that the finished package is complete?  No.  These items have to be 
brought together so that they can be mailed to the new leads.  This ‘bringing 
together of deliverables’ is also a deliverable itself. 
The forth sub-deliverable, Package Elements Integrated, represents the work 
associated with bringing the first three items together into one package.  A WBS 
should incorporate these ‘integration’ deliverables when effort must be expended 
to bring together distinct pieces.  Just as any software product must have a 
‘Modules Integration’ or a ‘System Integration’ deliverable, so do many other 
types of projects have an integration component to a deliverable set.   
Remember, it’s important that the project manager is asking two questions in any 
WBS decomposition: 

1. “What sub-deliverables make up this deliverable?”, and 
2. “Are these defined sub-deliverables all that are needed to complete the 

deliverable above?” 
The Executable Work Packet 
A project manager has the somewhat tricky task of making sure that the WBS is 
decomposed sufficiently while also ensuring that it hasn’t been over-
decomposed.  WBS structures that are left at too high a level are not useful in 
building detailed project plans.  WBS structures that are decomposed to the nth 
degree can be overly cumbersome to manage.  The key to effective WBS 
construction is to stop the decomposition process once the sub-deliverables have 
been broken down sufficiently.   
The lowest level of WBS decomposition is known as an Executable Work 
Packet, or EWP.  The EWP is a deliverable as is any other element of the WBS; 
the distinction is that EWPs are the lowest denominators of any family of work. 
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EWPs are circled in red.EWPs are circled in red.

EWPs can be represented at any level of the WBS – Level One, Level Two, 
Level Three, and so on.  The depth that each family of work must be 
decomposed will have a bearing as to what level an EWP is found.  An EWP is 
not found at some predefined level of the WBS.  EWPs represent the lowest, 
most discrete deliverables anywhere in the WBS as shown below in WBS 9.   

WBS 9 

Discrete Work Effort

One Accountable 
Individual

Progress Report 
Friendly

The Successful EWP
Discrete Work Effort

One Accountable 
Individual

Progress Report 
Friendly

The Successful EWP
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So, then the burning question is “What is a sufficient level of deliverable 
breakdown?  How do I know I have arrived to EWP level on my structure so that 
the team can stop decomposing?”   
While there are many held views as to what constitutes an effective EWP, here 
are some practical guidelines to use: 

1. Is the work effort in the neighborhood of 100-200 hours of labor? 
2. Is there one subject matter expert on the core project team who can be 

accountable for overseeing the deliverable along with the project 
manager? 

3. Can the deliverable show regular progress from one reporting period to 
another? 

Let’s cover each of these guidelines more specifically. 
Discrete Work Effort 
As mentioned previously, it is important that the WBS is broken down to a level of 
granularity suitable for detailed project planning while ensuring that planning is as 
quick and efficient a process as possible.  The key to finding the right level of 
granularity of a WBS begins with evaluating the work effort associated with the 
lowest deliverables.   
Because we will be discussing work effort extensively, it is important that we 
define what we mean by the term and what we do not mean.  Work effort refers 
to the size of the deliverable in terms of labor (usually person labor, but could 
also include equipment labor if equipment is assigned and managed as a 
resource on the project).  Work effort is not the duration of time that a deliverable 
will take to complete (this can only be ascertained later through schedule 
development).  Work effort only references the number of hours of labor that will 
need to be expended by resources.  It is not length of time – it is the expended 
amount of the time.   
Most people can wrap their minds around a work effort of 100 – 200 hours 
of labor, and thus it is a good guideline for a project team to determine if EWP 
level has been reached.  As a project manager who may not have expertise in 
every discipline utilized within the project, feeling confident in your team’s ability 
to deliver is important.  Of course, an EWP could be slightly larger or smaller 
than the 100 – 200 guideline, but trying to keep work effort levels of EWPs 
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consistent across the WBS is advisable.  On occasion, a project manager may 
choose to use a smaller work effort guideline in the circumstance where 
deliverables must be tracked at a more discrete level or where a project is 
considerably smaller.  
Once the team has decomposed the WBS and organized it in a manner that is 
acceptable to them, their next step will be to determine if each family of work has 
been broken down to EWPs.   
“Roughly, how much work effort do you believe this deliverable will be?”  
A few things can result from asking this question to your subject matter experts 
(SME). 

1. The SME will be able to answer the question with confidence. 
2. The SME cannot answer the question in which case you know that 

either; 
a. The deliverable should be broken down further into more 

detailed deliverable components so it can be better 
understood by the SME. 

b. There is some pre-requisite information that the SME will 
need, perhaps from the business, before an estimate can be 
reached. 

c. There is a knowledge gap in the SME’s ability to provide 
expertise for the deliverable. 

3. The SME won’t answer the question, usually meaning he is afraid 
of committing to an estimate at this time.  

4. The SME may answer with a duration effort instead of a work effort 
estimate. 

Let’s discuss each possibility a bit further. 
The SME will be able to answer the question with confidence. 
Some SMEs will feel comfortable providing a work effort estimate for the 
deliverable.  A project manager should expect that this will occur in cases where 
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the deliverable is a standardized type of item or where the SME has repeatable 
experience related to the item.  Of course, there will be tendencies for some to 
over-estimate or under-estimate.  As the project manager, the best way to know 
if this is occurring is to know the people on the team and determine confidence of 
the estimate.  What if you do not have past experience with a SME?  How then 
do you develop confidence?  Perhaps discussing the matter with a project 
manager who has worked with the SME will be advantageous.  And, since the 
estimate will be refined through further schedule development, there will be 
occasion to validate the estimate later. 
The SME cannot answer the question. 
Some SMEs on the project team may not be able to effectively estimate a 
deliverable.  If this occurs, you should attempt to assist the SMEs in further 
breaking down the deliverable into smaller component parts and then try to 
estimate the smaller sub-deliverables of the deliverable in question.  In some 
cases, a SME may be able to then estimate some or all of these lower sub-
deliverables. 
If a SME is unable to estimate a deliverable and he or she is unable to break it 
down into smaller pieces, it may be that the SME needs additional information in 
order to estimate.   A project manager should then query the SME to determine 
what additional information will be needed to arrive at an estimate.   
If the SME is unable to articulate what additional information is needed, it is likely 
that the SME is lacking the correct skill set to estimate the deliverable.  In this 
case, the project manager should then consider seeking out a more appropriate 
skill set to add to the project team.   
The SME won’t answer the question. 
Refusal to estimate is not uncommon on a project team.  Often, the refusal to 
provide an estimate stems from an individual who has experienced reprimand for 
a past estimate and holds some fear that the estimate he provides presently will 
be used against him.  It is important in this case for a project manager to explain 
to the team that the estimate used to arrive at the EWP level is not a commitment 
estimate and that team members will not be held accountable to an estimate until 
scheduling elements are developed.  It is important that a project manager who 
articulates this makes good on it, and so it is advisable not to utilize this first 
round of team estimate as a firm number taken to management.  The purpose of 
this estimate is only for internal team use to determine if they have decomposed 
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the scope sufficiently and to determine where there are still unknowns in 
understanding the scope contained in the WBS.   
The SME may answer with a duration effort instead of a work effort 
estimate. 
Some team members are so conditioned to think in terms of end dates that when 
asked about estimates for a deliverable they will answer will a duration amount.  
While durations will be important to produce during schedule development, at this 
time the work effort estimate is more important for deliverable sizing purposes.  A 
project manager should ensure that team members understand the differences in 
duration and work effort and that the effort estimate is utilized in scope 
decomposition. 
Progress Report Friendly 
Sometimes, an EWP will be 100 – 200 hours of effort, but it is known that it will 
be in progress across many reporting cycles.  Ideally, an EWP will be able to 
show completion from one reporting cycle to another.  If an EWP is a lengthy 
item, it sometimes can be useful to break it down into smaller pieces.  This is at 
the discretion of the project manager who is ultimately responsible for reporting 
upward. 
One Accountable Individual 
If an EWP is sized around 100 – 200 hours of work effort, there still may be 
reasons to break it down into smaller pieces.  For every EWP within a WBS a 
project manager should have one person on the core team who is accountable 
for the deliverable.  The accountable individual may or may not also be a 
resource who will conduct activities toward completing the deliverable.  
Accountable individuals are those with the expertise to speak to the deliverable, 
including planning it in specifics as well as ensuring that progress on the 
deliverable is occurring during execution.  This point of contact is the one person 
that the project manager will go to whenever there is a question, an issue, or 
need related to a deliverable.   
In practical terms, a project manager can also hold the role of accountable 
individual for some components of the WBS because in today’s projects a project 
manager often holds dual roles of project management and a technical skill.  
However, a project manager cannot be the accountable individual for every EWP 
on a WBS.  As project manager, he is accountable for the project’s entirety and 
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must rely on better knowledge and talent than his own for many pieces of the 
project. 
So then, an EWP must have one identified individual who can be accountable for 
the item.  If two members of a team need to have oversight over a deliverable, 
the project manager should select one person as the accountable individual or 
break the deliverable down into two discrete pieces with each individual 
accountable for the appropriate piece.  These accountable individuals will be 
known on the project team as the EWP Managers. 
If a deliverable can be estimated to approximately 100 - 200 hours of effort, if one 
individual can be accountable from the core team, and if the deliverable can 
show regular progress over time, then this deliverable is an Executable Work 
Packet and scope decomposition can stop. 
In the WBS construction process, it is common that some families of work will be 
decomposed to EWP level more easily than others.  The project manager should 
work to ensure that all families of work in the WBS are eventually decomposed.   
The EWP Manager and the Accountability Matrix 
As explained earlier, accountability by someone on the core project team is 
necessary for continued planning of an EWP to be successful.  As the WBS 
construction reaches completion, it is important to ensure that accountable 
members of the team are documented as such.   
For the purposes of this course, we will define the accountable individual as the 
EWP Manager.  The EWP Manager is responsible for management in planning 
as well as execution, control, and closing.  Some of these responsibilities would 
include: 
Planning 

1. Defining the specific activities that will be completed by resources to 
produce the work package.  These items are provided to the project 
manager so that they can be incorporated into the master project 
schedule. 

2. Providing finalized estimates for resource hours, duration and cost of the 
EWP to the project manager. 

3. Recommending the resources that should be assigned to conduct the 
work, and perhaps, formally assigning resources if doing so is within the 
responsibility of his job. 
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4. Reviewing the other elements of the project plan to ascertain if there are 
interdependencies or impacts to the EWP.  For example, an EWP may 
require the completion of a different EWP within the overall WBS.  Where 
these interdependencies exist, the EWP Manager should document them 
and make the project manager aware of them. 

5. Consider any uncertainties, or risk, inherent in completing the work, 
document these, and provide this information to the project manager for 
review. 

Execution and Control 
1. Oversee the completion of resources’ activities of an EWP and report 

progress to the project manager. 
2. Document actual work effort expended as well as provide a re-estimate of 

remaining work effort on a regular basis and report this information to the 
project manager. 

3. Inspect that activities are being carried out appropriately and that 
resources are only conducting work that is necessary and planned for. 

4. Work with the project manager to resolve issues related to the EWP. 
5. Participate in any communication or interaction that involves the EWP. 
6. Work with the project manager to respond to change requests that will 

impact the EWP.  In most all cases, an EWP Manager should sign-off on 
approved changes. 

7. Anticipate problems and risks for the EWP and make the project manager 
aware of these as they come to light. 

8. Seek out the project manager for assistance in matters that must be 
escalated above his own realm of defined authority. 

Closeout 
1. Communicate completion of an EWP to the project manager, and sign off 

that the resource team has completed its activities. 
2. Provide lessons learned to the project manager. 
3. Ensure that documentation related to the EWP is retained and handed 

over for archive. 
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The Accountability Matrix is a 
useful tool for communicating to 
the team the defined EWP 
Managers for the project.  It 
specifically documents who will be 
the one key individual that must 
be included in any communication 
or in decision-making for each 
EWP.  An example of an 
Accountability Matrix is found in 
the Appendix of this course.  This 
information can also be housed 
within the scheduling software tool 
in a text column designated for 
such information so that both 
resources and EWP Managers 
can be easily documented in one 
place.  The Accountability Matrix 
should be provided to the core project team so that there is no uncertainty who 
the key points of contact are for each WBS component. 
A Roll-up Estimate Utilizing the WBS 
While the work effort estimate provided by the team during decomposition is not 
a commitment estimate, it can be useful for the project manager and team to add 
up the estimates beginning at each EWP and summing upward on the WBS.   
This roll-up estimate can give the project manager and team a first look at the 
global work effort that will be required.  If this estimate is substantially more than 
what the project manager knows will be expected by the business, then a project 
manager must manage expectations.   
For example, a business who does not have the funding to cover more than 
3,000 labor hours and where a WBS decomposition has revealed that the 
estimate is closer to 5,000 hours, the project manager must consider how he can 
best serve the business with this information.  It may be that items will need to be 
de-scoped from the project to bring its labor hours into alignment.  If the estimate 
is greater than anticipated, of course, not all deliverables can effectively be de-
scoped without bringing about new risk to a project.  A project manager should 
also discuss with the business the risks of de-scoping.  EWP Managers can 
assist in this conversation, if needed. 

1.0 2.0 3.0

3.1
3.2
3.2.1
3.2.2

1.1
1.2
1.3

Project
EWP Managers

The project manager is responsible 
for all summary level deliverables.

1.0 2.0 3.0

3.1
3.2
3.2.1
3.2.2

1.1
1.2
1.3

Project
EWP Managers

The project manager is responsible 
for all summary level deliverables.
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WBS 10 
Discussion with management is probably advisable before more time is spent 
developing a more detailed project plan.  It is important that if a project manager 
does take this estimate back to management.  When doing so it should be 
communicated that the estimate is a rough one for the purpose of reducing client 
risk.  It is not a final commitment estimate. 
Case Study - An Example of a Definitive WBS 
Gloria Davidson put together a project team to create a Definitive WBS and 
Accountability Matrix.  Given the need to track key deliverables and the size of 
the project, Gloria decided to break her WBS down into pieces with smaller work 
efforts.  She also created an Accountability Matrix.  Both of these are available 
for your review in Appendix C. 
Reviewing the WBS with Management and the Client 
Once the team has become comfortable with the general contents and structure 
of the WBS it will be necessary to go back to management and the client with the 
team’s definitive WBS. 
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Review of WBS Content 
The project manager should review through the content of the WBS taking the 
time to discuss new contents that were added as well as the decomposed 
components of the client’s High Level WBS.  He should also clarify again with the 
client the contents that are out of scope to ensure that there is still agreement 
here.  
In some environments, it is appropriate to review the WBS first with the project 
manager’s internal delivery management before taking the artifact to the client for 
review.  It is important that the project manager be prepared to answer 
management and client questions about why deliverables the team defined may 
be necessary and appropriate for the project.   
Additionally, the project manager should express to the client any team questions 
or concerns that they may have had, especially around deliverables that were not 
able to be sufficiently broken down.  It is possible that EWP Managers must meet 
with the client’s users before they will be able to finalize the WBS.   
A project manager should also clearly define for the client the deliverables within 
the WBS that will not be the responsibility of delivery project team members and 
instead will be the responsibility of the client and/or user representatives on the 
client side.  It may be necessary to appoint one or more persons from the 
business to serve on the project team itself if their involvement will be substantial.  
This will certainly be the case for solution development projects that are highly 
customized for the business. 
Negotiation of WBS Content 
In cases where the team’s rough cut work effort estimate is not in alignment with 
the client’s targets for time and cost, the project manager should review the 
Project Charter in advance of the meeting with the client to consider the 
prioritization of their targets.   
In cases where the client is very time- and/or cost- sensitive, the project may 
need to be de-scoped to accommodate their targets.  If this is the case, a project 
manager should be prepared to offer alternatives to the client and allow the client 
to direct the appropriate course of action for the team. 
Updates to Documentation 
Any new agreements made between the business and the project manager 
around expectations, deletions, and/or modifications should be fully documented 
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within the Project Charter, and the update itself should be documented on page 1 
under the section Document History. 
Next Steps 
The project manager should also discuss with the client the next steps that the 
team will be taking in terms of their planning, how the client can be expected to 
play a part of the remainder of the work, and when they can expect a final 
commitment of time and cost. 
The final estimate of time and cost, together with the final scope, will be 
baselined.  This baseline will establish the metrics by which the project team will 
be measured and the project will be considered successful or not.  Once the 
baseline is established, this information will need to be updated to the Project 
Charter, and a revision will need to be documented in the Document History.  
The final, baseline Project Plan should be an attachment to the Project Charter 
and should be documented on page 4 under the section called Attachments. 
In the next module of this course, we will discuss how to facilitate a team through 
development of a WBS. 
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Review Questions 
The following review questions will assist you developing comprehension of the 
material contained in this course module.  Answer the following questions in a 
separate notebook.  
Utilizing a Project Charter as a Pre-requisite to WBS Construction 

1. What is a Project Charter and why is it important as a pre-requisite to 
WBS Development?  

2. Who is the author of the Project Charter? The client.  Why?   
3. Name at least five elements of a Project Charter.   
4. What is the purpose of the Executive Summary? 
5. Why is it important for a project manager to pay particular attention to the 

client’s business justification? 
6. What must also be defined with each defined business objective? 
7. Where in the Project Charter is the client’s scope and deliverables 

documented? 
8. What should a project manager consider when the client has not defined 

a solution through the Business Case and/or the Project Charter? 
9. Are the client’s defined targets in the Project Charter able to be revised? 
10. Why should client targets be prioritized? 
11. What is a baseline? 
12. What is an assumption? 
13. Define the term constraint. 
14. What associations should a project manager make between constraints 

and the client’s prioritized targets? 
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15. Why should assumptions and constraints be considered when defining 
risk? 

16. What do defined authorizations provide the project manager? 
High Level WBS Development 

17. Why is it inappropriate to construct a High Level WBS into phases? 
18. Should the business be included in High Level WBS development?  Why? 
19. How can the project manager use the WBS when discussing the project 

with the client? 
20. What is a final product deliverable? 
21. What is a disposable deliverable?   
22. Should the WBS incorporate both final product deliverables and 

disposable deliverables?  Why? 
23. Should the WBS include out-of-scope items?  Why? 

The Definitive Work Breakdown Structure 
24. How can the High Level WBS be used to determine who should be 

involved in creating the Definitive WBS? 
25. Should project team members be encouraged to add additional 

deliverables to the WBS? 
26. What does the term decomposition mean? 
27. What is meant by the phrase ‘family of work’? 
28. Should families of work be broken down to some pre-defined number of 

levels on the WBS? 
29. When deliverables are decomposed, must they be decomposed into at 

least two sub-deliverables?  Why or why not? 
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30. Should the team add the out-of-scope items to the WBS structure they 
are creating?  Why or why not? 

31. How should WBS organization be determined? 
32. Can a deliverable be represented in the WBS more than once?  Why or 

why not? 
33. What two questions must a project manager ask when the team is 

reviewing and validating deliverables? 
34. Explain why ‘integration’ deliverables are important to include on the 

WBS. 
35. What is an Executable Work Packet? 
36. What are three practical guidelines for ensuring that a team has 

constructed a WBS to EWP Level? 
37. What is the advantage of the guideline of 100 – 200 hours of work effort? 
38. How should a project manager respond when a team member is unsure 

of the rough cut work estimate? 
39. How should a project manager respond when a team member is unwilling 

to provide a rough cut estimate? 
40. What is the difference between work effort and duration? 
41. At who’s discretion should a deliverable be broken down further when for 

the purpose of easier progress reporting? 
42. What is an EWP Manager? 
43. What are the responsibilities of an EWP Manager? 
44. Can the project manager also hold the role of an EWP Manager? 
45. What is an Accountability Matrix?   
46. What is a Roll-up estimate? 
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Reviewing the WBS with Management and the Client 
47. What should the project manager review with the client after the team has 

further developed the WBS? 
48. Should a project manager discuss the rough cut estimate with 

management and the client? 
49. Discuss the reason why de-scoping may occur after the definitive WBS is 

created. 
50. If after the review of the WBS, management and/or the client makes 

changes then what documentation must the project manager ensure is 
updated accordingly? 

Student Project - Project Charter and WBS Exercise 
Using a project that you will be managing in your business (or, perhaps a project 
outside of work such as a community project you may be managing), complete 
the following: 

1. Project Charter – complete as much as is reasonably possible at this 
time. 

2. High Level WBS – complete as much as you have information for at this 
time.  Brainstorm as many deliverables that you see are possible 
components of the initiative. 

3. Definitive WBS – for this exercise you may attempt to decompose on 
your own to the level that your expertise will allow, or you may involve a 
group of SMEs if you prefer. 

At the conclusion of this exercise, what can you see as some of the advantages 
of utilizing Work Breakdown Structures in project scope development? 
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Module 3 - Facilitating Work Breakdown 
Structure Development 
A Work Breakdown Structure cannot be created by the project manager alone.  
He must also be skilled in how to facilitate the WBS development with the 
involvement of other project stakeholders.  There are many ways in which a team 
can further develop the WBS, and there is no one right way for every project.  
Some considerations that a project manager must take into account are: 

 The priority of this particular project in the organization.  If it is 
deemed mission critical, then a face-to-face planning session is 
warranted. 

 The geographic locations of the team leads.  Clearly, geographically 
dispersed talent places a burden on holding a face-to-face planning 
session.   If the project is not mission critical and the team is dispersed, 
then the WBS may need to be developed in pieces.  The added 
pressures to this mix are the time-zones that team leads reside within.  If 
the team is not a national one but a global one, then teleconferencing is 
even less likely to be an option; thus, the WBS cannot be produced in one 
session, but perhaps in multiple ones. 

 The budget available for planning purposes.  If the project does not 
have the budget for face-to-face nor for real-time document conferencing, 
then the WBS may take a longer time to develop and review. 

 Language barriers of the team leads.  In today’s environment, 
language barriers can make teleconferencing even more difficult.  A WBS 
developed under this condition will also probably take more time and will 
need to be clarified many times before it is considered a completed work. 

In final review of these considerations, a project manager must determine if it is 
appropriate and necessary that the team be brought together to hold a face-to-
face WBS planning session.  For the purposes of this course module, let us 
discuss a team’s WBS development in terms of a face-to-face model as well as 
alternative ones when face-to-face is not feasible. 
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Face-to-face Meeting, Offsite 
The ideal method to conduct a WBS Planning Session is in a face-to-face format 
away from the physical office location of project team members.  This method 
allows for the speediest completion of WBS decomposition and also limits the 
intrusions of other work commitments that team members may have. 
Preparing for the WBS Planning Session 
A WBS Planning Session will be most effective when the project manager takes 
time to do some ground work prior to the meeting.   
The first step to successfully preparing for the meeting is to establish an initial 
agenda and to determine the best date and time to conduct the session.  Of 
course, availability of team member participants and securing of the final location 
can impact the finalized date and time of the event; however, an initial date and 
time should be defined as soon as possible after the Project Charter has been 
developed and provided to you as well as the High Level WBS has been 
developed.   
An example of a WBS Planning Session agenda is provided to you in the 
Appendix.   Please take time to review it before continuing your reading.   
Notice that the agenda specifies that the project manager will not be facilitating 
this meeting.  There is a separate facilitator that is defined to conduct this 
session.  A project manager can facilitate his own session and will find that, in 
reality, he will often have to perform this role.  However, projects that are 
strategically significant can benefit from a separate facilitator who can keep the 
meeting on track.  This allows a project manager to focus on the content 
developed within the session.   
In cases where funding is not available for a professional WBS facilitator, a 
project manager may be able to leverage assistance from a peer project 
manager who does not have a stake in the project.  Alternatively, if your 
organization has a project management office, one of the services that is often 
provided is facilitation for planning meetings.  Whoever is defined as the 
facilitator should be well-versed in WBS decomposition, and so if your 
organization is new to the concept of WBS you may find that you, the project 
manager, are the best fit for facilitation. 
The agenda also lays out the purpose of the meeting as well as the final results 
that can be expected from the meeting.  If your team is new to the concept of 
WBS then you may wish to stay away from utilizing terminology unfamiliar to 
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them.  For example, you may wish not to use the term ‘WBS’ and to instead call 
the session a scope development session with a final result being project 
deliverables, initial estimates, and team responsibilities.   
One important item that any project manager will want to pay attention to is how 
a new way of planning will be received by the project team.  If the project 
manager expects that there will be some pushback from members about 
‘imposing theoretical concepts’ on their planning sessions, then utilizing 
terminology they are already familiar with will go a long way to better buy-in.  If 
your organization is new to WBS development, then you have two hurdles.  One 
is the development of the WBS itself.  The second hurdle will be to sell 
stakeholders on the value of trying something new.  Most project managers who 
first use the WBS in their team planning sessions find that there is a short 
learning curve for team members, but the complete time to develop a WBS 
shortens project planning time overall. 
Also, notice that the topics of the agenda are laid out specifically with start and 
end times for each topic.  Additionally, a break has been incorporated.  Lunch is 
also being provided in this example, and when possible, it is a good way to end a 
session.  Ideally, a face-to-face session should be held in the morning when most 
individuals are at their best.  If you have members who are traveling in from other 
time zones you will want to consider the impacts of this upon their ability to be 
participative.  For example, a meeting held on Eastern Standard Time with 
members coming from three time zones away can prove to be difficult for some.  
Incorporate this consideration into your meeting’s start and end times.  Consider, 
too, that it may not aid your cause for participant buy-in if you begin your meeting 
earlier than what is considered the typical beginning of a work day.  Team 
members can feel as if they are asked to do, yet, even more when a Planning 
Session is scheduled to begin at 7 in the morning.  Apply logic, good judgment, 
and caution to your determination of when your session should begin. 
In the example agenda, this meeting is a half-day session, and you will find that 
WBS construction can easily consume this amount of time.  You may find that 
you will have to adapt the agenda topics for a shorter session if team members’ 
other commitments don’t allow for a half-day away.  Again, strategically 
significant projects will gain real value from this length of session, and so you 
may wish to discuss with your internal management why you believe team 
members should be allowed away for this amount of time.  In the end, how you 
time your own agendas will be based upon what is feasible to do along with your 
ability to negotiate for your project.  If you must shorten the timing of the meeting, 
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you may wish to consider sending the Project Charter and High Level WBS in 
advance to participants and ask them to begin brainstorming deliverable contents 
prior to the beginning of the meeting.  But, even this method will still require the 
team members to allocate time toward preparing for the meeting. 
Of course, meeting guidelines are always appropriate and will assist in the 
facilitation of the session, and these have been incorporated on the example 
agenda to ensure that they remain in front of everyone during the execution of 
the session. 
Once an initial agenda is established and the project manager has determined 
who should be allocated to the project team and received confirmation of the 
members’ assignments from resource managers or his own management, the 
project manager should send out an initial notification of the meeting to 
participants.  This notification should ideally be sent a week prior to the event.  
Depending upon the scheduling flexibility of an organization, the notification may 
need to be sent earlier or perhaps could be closer to the date of the event.  
Meeting invitees should be given some preliminary information as to the content 
of the meeting and advised that a final agenda will be provided at least one day 
prior to the event. 
Location procurement is an important element for a successful WBS session.  It 
is necessary to find the right location for this type of planning session.  A large 
room with a sizable amount of wall space as well as room for participants to 
move freely is ideal.  A WBS Planning Session is a very interactive one with 
participants engaged in building a WBS with less of their time sitting down at a 
conference table in discussion.  As such, a room that is conducive to heavy 
participation is important. 
If you are expecting that formal documentation of the outputs of the meeting will 
be created in real-time, you will want to ensure that A/V and computing is 
arranged as well as a scribe to input data.   
There are different ways for the team to review the High Level WBS and begin 
breaking it down.  The simplest approach is the use of Post It® Notes and 
Markers.  Each team member will be involved in decomposing the WBS, writing 
deliverables on notes and organizing these on the conference room wall.   A 
sample layout for a WBS deliverable note card is available for your review in the 
Appendix. 
An important objective of this Planning Session is not only to break down the 
WBS but also to help the team become comfortable with the deliverables 



Mastering Project Scope Definition 
Module 3 – Facilitating Work Breakdown Structure 

Development 

www.prodevia.com 
 
 

61

required of the project and increase their buy-in to the initiative.  A WBS that is 
hand-constructed by them is a fabulous way of attaining these objectives.  
Though it may not be high tech, the pad and marker approach has real-world 
advantages.  First, it allows the team to be physically involved in building the 
WBS, and this increases the likelihood that members will stay engaged during 
the meeting, not sitting back in a conference room chair watching and listening 
with only occasional input.  It also provides for a faster development of a WBS as 
all team members collectively will be in the process of adding to the structure 
concurrently.   
Alternatively, the WBS can be developed through the use of software tools. 
Remember that if these tools are chosen in lieu of the pad and marker approach, 
it will require one scribe to input information and will likely result in a meeting that 
will take longer to produce the WBS as well as participants who will become less 
engaged as time proceeds.  In some organizations ‘nifty technology’ can actually 
serve to increase participant buy-in and participation.  You, as the project 
manager, will have to consider the additional meeting time a tool will require 
versus the additional participation it might inspire in your session participants. 
Experience has suggested to the authors of this course that, when possible, 
charting software is only used after the occurrence of the Planning Session to 
document results or when a face-to-face session is not feasible. 
Depending upon your final decision for decomposition approach (pad and marker 
vs. software tool), you will want to ensure that you have procured the necessary 
supplies for the meeting.  Handouts of the agenda, Project Charter, and High 
Level WBS should also be prepared in advance of the meeting. 
Just prior to the Planning Session’s beginning, be sure to arrive an hour early to 
set up the room and to conduct an A/V and computing checks. 
A checklist of the elements discussed above is available for you in the Appendix 
of this course. 
Conducting the WBS Planning Session 
As provided in the example agenda in the Appendix, the WBS Planning Session 
begins with a welcome and review of the agenda before moving into the first 
topic, Project Charter review.  Here, the project manager should lead discussing 
the business’ justification for needing the product the project will provide as well 
as their objectives and targets for completion.  This information provides context 
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to the project team as they begin to consider deliverables that will be required to 
meet the client’s needs.   
Just prior to team decomposition, the project manager should also review the 
High Level WBS with the session participants explaining what has been initially 
defined as in and out of scope.  The project manager should also encourage the 
team to adapt and change the WBS as they recommend accommodating the 
client’s objectives set forth in the Project Charter.   
Once the High Level WBS has been reviewed, the facilitator should proceed in 
explaining to the session participants that they will begin to break the current 
deliverables down into smaller pieces as well as add additional deliverables they 
feel are necessary but which are not currently represented on the structure.  The 
deliverables of the High Level WBS should already be represented on the 
conference room wall on stick-note cards.   
Participants should be instructed that they will be personally adding to the 
structure – supplies should be available to them where they sit.  The facilitator 
should encourage them to leave the conference table, take a marker and pad, 
and begin brainstorming deliverables for the structure as well as breaking down 
existing deliverables into smaller ones.  The facilitator may find that, initially, he 
needs to act as a scribe for the group, soliciting needed deliverables from them.  
As the participants become more comfortable with the task, the facilitator should 
encourage them to scribe their own deliverable cards.   
During the brainstorming process, it is important that the facilitator pay attention 
to what is being scribed to ensure that the cards represent deliverables (nouns), 
and not activities the team will conduct. 
A facilitator should pay particular attention to the ‘energy’ in the room, looking for 
where the brainstorming activity is beginning to slow.  It is at this point that a 
break is advisable.  If decomposition has been occurring for an hour’s time, the 
facilitator should suggest a break for the team.  In some cases, a facilitator may 
find that a project team is unwilling to stop the decomposition process as they are 
fully engaged in the task, but be careful of allowing the participants of working the 
task too long as WBS organization and validation must occur before they tire of 
the activity. 
During WBS organization and validation, the facilitator should explain to the 
participants that the WBS needs to be validated to ensure that no deliverables 
were missed.  Earlier in this course we suggested that the project manager 
should be asking team participants two questions in any WBS decomposition: 



Mastering Project Scope Definition 
Module 3 – Facilitating Work Breakdown Structure 

Development 

www.prodevia.com 
 
 

63

“What sub-deliverables make up this deliverable?”, and 
“Are these defined sub-deliverables all that are needed to complete the 
deliverable above?” 
At this time, the facilitator and project manager will want to walk through the WBS 
with participants as they are working to gain a comfort level that the participants 
have thought through their ideas.  
Once the team is confident that they have the necessary deliverables and that 
they are pleased with the organization of the families of work, the next step will 
be to ask for rough cut work effort estimates.  This request can be a tricky one for 
reasons mentioned earlier in this course.  Depending upon the culture of an 
organization around estimates, it may be advisable that the project manager lead 
this agenda topic by explaining to the participants the purpose of the estimate.  
Again, a rough cut estimate is not for commitment purposes but to ensure that 
the team understands the deliverables that need to be achieved.  Anywhere on 
the WBS where work effort estimates cannot be estimated lies the threat of 
ambiguity.   
In the Appendix of this course you will find a flowchart for facilitating a team to 
EWP level.  Please take some time to review it. 
This flow was discussed in a narrative earlier in this course.  The flowchart 
depicts the possible scenarios that can result from asking for a rough cut 
estimate and provides corresponding 
responses from the project manager.  
A project manager and WBS facilitator 
will find it useful to be well-acquainted 
with these various scenarios and 
responses. 
A facilitator and project manager 
should not typically expect that all 
deliverables will be decomposed to 
EWP level by the end of one Planning 
Session.  Those items that cannot be 
decomposed successfully should be 
marked with a question mark on the 
deliverable card and will be followed-
up on later. 
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The facilitator should next inform the team that responsibilities must be defined 
for various EWPs.  If the participants are unfamiliar with the role of an EWP 
Manager, it should be explained to them at a high level.  It may also be advisable 
to provide a handout listing the responsibilities.  The suggested responsibilities 
listed earlier in this course guide (see EWP Manager and the Accountability 
Matrix) would be a good starting point for communicating these responsibilities.  
The facilitator should then proceed to begin to document EWP Managers.  This 
can be done by having participants place their names upon the EWP deliverable 
cards themselves.  By the session end, any deliverable that does not have an 
EWP Manager is the responsibility of the project manager until an appropriate 
SME can be defined for the team.   
Finally, the session should end with next steps.  Led by the project manager, this 
discussion should include what each EWP Manager will need to accomplish next 
in terms of planning.   
One method that a project manager can use to begin collecting more detailed 
information for each EWP is the EWP Detailed Definition Sheet provided in the 
Appendix of this course.  Please take time to review it before continuing in your 
reading. 
The EWP Detailed Definition Sheet allows the EWP Manager to document the 
specifics of how the work for the EWP must be carried out as well as the 
resources that will be needed to complete the deliverable.  This information will 
be provided back to the project manager in follow up to this meeting.  Together, 
these definition sheets create what some refer to as the WBS Dictionary.  Most, 
if not all, of this information can eventually be housed within a project scheduling 
software application. 
An example of a completed EWP Detailed Definition Sheet is also available for 
you to review in Appendix C. 
The items discussed above are included on the Checklist for Team WBS 
Planning Session in the Appendix. 
Follow-up after the WBS Planning Session 
Referring to the Checklist for Team WBS Planning Session, you will see some of 
the follow up items that a project manager must complete after this Planning 
Session has ended.   
One of the first things that a project manager will want to do soon after the 
session, or even at the end of a Planning Session where time permits, is to place 
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a unique code to the deliverables of the WBS.  This code provides unique 
identification to the various components of the WBS and allows the project 
manager and team to ensure that when they are communicating about 
deliverables of the WBS that they are speaking about the same items.   
This code can be generated as a numerical or alpha-numeral combination, as the 
project manager or project management office recommends.  And, once created, 
it should be a static code that is not changed during the remainder of the project 
to ensure that when communication of a deliverable occurs that all are in 
agreement as to which deliverable is being discussed.  An example is shown 
below. 
Participants of the Planning Session should receive a copy of the WBS in soft or 
hard copy so that they will have the opportunity to review it and request 
modifications.   

WBS 11  
The project manager should also begin to communicate with EWP Managers to 
complete the content of the EWP Detailed Definition Sheets so that this 
information can then be constructed into a master project plan.  Additionally, the 
project manager will want to ensure that he follows up on any deliverables that 
were not decomposed to EWP level within the Planning Session as well as  

WBS Code IdentificationWBS Code Identification
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secure additional subject matter experts, as required.   
Once modifications are made to the structure as well as final SMEs are procured 
to break out the remaining WBS components that were not completely 
decomposed earlier, the project manager will want to meet again with his 
management and the client to review the definitive WBS structure with them. 
Face-to-face Meeting, Onsite 
The format and facilitation of an onsite meeting should proceed in similar fashion 
to the offsite meeting discussed in the prior section.   
A project manager’s largest challenge when conducting the Planning Session at 
the office location of meeting participants will be the possibility of their being 
called from the meeting to manage other work responsibilities.  While some 
interruptions are normal and acceptable events, a Planning Session held onsite 
will offer more opportunities for your team member’s attention to be distracted 
with other things that might not be work emergencies.  
If it is not practical for your project to hold an offsite meeting, then there are some 
things that you can do to reduce the probability that your team will be sidetracked 
by other initiatives.   
The following items are suggestions to incorporate into an onsite Planning 
Session: 

1. Discuss with team members prior to the meeting that the session will be 
very interactive.  Ask members that, when possible, they should have a 
contact person available to others in their absence during the meeting 
should there be an emergency.  The contact person is to be instructed 
that the team member be interrupted should specific conditions occur.   

2. Provide for short ‘time-outs’ each hour for a period of ten minutes for 
team members to check email or voice mail.  This should be provided to 
the team on the condition that mobile phones and/or text pagers are not 
in use during the other 50 minutes of the hour.   

3. If team members must have instant reach-ability, ask them to step out of 
the room if they are to take a phone call. 

4. Ensure that the agenda is rigorously held to.  Participants’ time is 
valuable, and the agenda establishes an expectation for them of how their 
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time will be spent.   Do not wait around for those who do not return from a 
scheduled break on time.  Begin each topic of the agenda as defined, and 
only by important exception would a facilitator break this rule. 

5. Keep the meeting interactive.  Any slowing of energy in the room will 
likely result in participants who will re-prioritize their time for other work 
elements. 

6. Be conscious that most project teams are allocated to do more than they 
reasonably can accomplish.  Because this is the case, they will naturally 
attempt to multi-task to please as many project stakeholders as possible.  
A project manager should not take offense that team members are 
distracted.  He should instead look for ways of making their work as 
efficient and productive as possible while in the Planning Session.  A 
short dialog with the team at the beginning of the meeting can assist in 
letting them know you as project manager recognize they have a lot on 
them and you will value their time and participation. 

7. In cases where multi-tasking is very much abused in your organization, 
you may wish to ask management to attend the beginning of the session 
as well as ‘pop in’ occasionally during the session.  Be sure to publicize to 
the participants that management will be present at some point in the 
meeting to review the team’s progress. 

Dispersed Team, Real Time Development 
Though a teleconference is not the speediest way to complete a WBS Planning 
Session, many projects may not be significant enough to have a face-to-face 
session when team members are dispersed.  Of course, the time zones of the 
various team members also must be considered when preparing the agenda for 
the session.   
When this situation exists a teleconference with the use of a charting software 
tool mentioned earlier delivered through an online conferencing can be a method 
to execute a WBS Planning Session.  The challenge, of course, with this method 
is that the real estate of a computer screen can be quickly consumed with a WBS 
that is sizable, a condition of most business projects.  This makes it difficult for 
meeting participants to view the WBS globally while they are also decomposing it 
at a granular level.  In this situation a project manager will want to consider how 
multiple sessions focusing only on key families of work in the WBS might be 
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implemented. For example, a software development project may include one 
Planning Session for the team leads associated with Software, Hardware, and 
Networking with a separate Planning Session to detail the families of work 
related to Training and Customer Documentation.  After the decomposition has 
occurred with each session a global session could be held to review the WBS as 
a whole. 
A project manager who will be holding his WBS Planning Session through virtual 
means will always want to consider that the topics defined within the agenda in 
the Appendix of this course will not be feasible within the same time frames as if 
the session was held face-to-face.  Consider that a teleconference session will 
most likely expend twice the time that a face-to-face session will.  And, it is not 
reasonable to assume that participants in a teleconference or even a video 
conference session will be able stay as engaged for a length of time beyond 
about 90 minutes.  Because this is the case, the agenda provided in the 
Appendix will probably have to be broken down into multiple sessions.  When 
viewed from this perspective the face-to-face session sometimes can be more 
cost-effective and more time-efficient. 
Of course, rigorous facilitation is necessary to ensure that the participants remain 
interactive throughout the session and that all of the information being provided is 
being documented in some fashion.  Because the scribing in this delivery must 
usually be executed by one individual, WBS decomposition will also take longer. 
 
This situation is always more productive when team members are familiar with 
WBS decomposition, and so a project manager is likely to find more success with 
this delivery when the team is comfortable with the activities to be conducted 
within the Planning Session.  If they are not, then the project manager will want 
to spend time with participants prior to the meeting to give guidance about the 
process of WBS decomposition. 
Dispersed Team, Asynchronous Development 
A project manager can always work individually with project team leads or small 
groupings of team members to break down the WBS.  In this case, the WBS 
decomposition will probably expend a greater duration of time than otherwise 
would be the case.   
If this is the case, it will be important for the project manager to ensure that all 
project management team members have online, real-time access to the latest 
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version of the WBS in construction.  This can be done through a document 
management system, a shared drive, or even a project website.  However, it is 
implemented, ensure that there is versioning control of the WBS so that everyone 
is working from the most recent decomposition. 
Additionally, it is a good idea to begin coding deliverables with a unique 
identification code early.  If the WBS is being developed over an extended 
amount of time, this code will be important in the on-going communications that 
will occur during the WBS development.  It is also important to ensure that that 
you as project manager are keeping the team as a whole informed of the 
progress that is occurring on the WBS development.   
Finally, it is important for you as project manager to impose a deadline for the 
completion of the WBS.  Since there is no real-time session creating this end 
time, you will want to determine when the WBS should be completed and ensure 
that all members of the project team is working toward this completion date.  
When determining the deadline date for completion you will need to consider the 
following: 

1. What is the client’s current target for timing, and how does this impact the 
speed at which planning needs to be complete?  Additionally, what is the 
client’s current priority for the target of time – defined within the Project 
Charter? 

2. What is the current availability of the key team leads?  Are they 
overloaded with other projects that hold a priority higher than your own? 

3. What is the expectation of your own management as to when the WBS 
should be decomposed?  When are they looking for feedback from the 
project team? 

4. What does the team believe to be a reasonable time frame to complete 
the WBS? 

A project manager will want to consider all of these factors as he creates a 
deadline for the completion of the WBS.  Remember, that the WBS is the core for 
all other elements of the project plan and that it will be difficult to proceed into 
more detail until the WBS is finalized.  Any extensions or delays of time here will 
impact the completion of other project plan deliverables. 
In the next module of this course, we will consider the WBS will be utilized by the 
team as an input to create final elements of the Project Plan. 
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Review Questions 
The following review questions will assist you developing comprehension of the 
material contained in this course module.  Answer the following questions in a 
separate notebook.  

1. What are some of the considerations a project manager will want to take 
into account when preparing to hold a WBS Planning Session? 

2. What is the ideal method to hold a WBS Planning Session?  Why? 
3. Why is a separate facilitator useful in a WBS Planning Session?   
4. How can a separate facilitator be found when funds are not available to 

procure one? 
5. The WBS Planning Session facilitator should always be well-versed in 

_________. 
6. If the team is new to the concept of WBS, utilizing terminology they are 

familiar with provides what advantage? 
7. When should a WBS Planning Session be held?  What is the downside of 

holding a session earlier than the beginning of a workday? 
8. How long should a WBS Planning Session typically run? 
9. When should notification be sent to participants?  When should the team 

be provided with a final agenda? 
10. In choosing a location for the session, what should a project manager 

look for? 
11. How is a hand-constructed WBS advantageous for a team? 
12. What should a project manager be mindful of if he determines to utilize 

software in the Planning Session to construct the WBS? 
13. How should a WBS Planning Session begin? 
14. Why is a Project Charter review useful to the team? 
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15. What should a project manager explain to the team when reviewing the 
High Level WBS with them? 

16. During the brainstorming process, the facilitator should ensure that ideas 
are represented in what fashion? 

17. What should a project manager explain to a team who is uncomfortable 
with providing estimates? 

18. Should all deliverables be broken down to EWP level by the end of the 
session? 

19. What should a project manager do if the team is unfamiliar with the role of 
EWP Manager? 

20. Who is responsible for any EWPs that do not have a defined manager? 
21. What is an EWP Detailed Definition Sheet?  What elements does it 

include? 
22. Why is a WBS unique identification code important to implement soon 

after the Definitive WBS?  Does this number remain dynamic until 
baseline or is it a static number?  Why? 

23. What activities should a project manager conduct in follow up to a WBS 
Planning Session? 

24. What is the project manager’s largest challenge of an onsite session? 
25. Name at least three suggestions to incorporate into an onsite planning 

session. 
26. What must a project manager consider when determining to hold a real 

time session with a dispersed team? 
27. Name three things a project manager should do if he must facilitate a 

WBS with a dispersed team using asynchronous development. 
28. When imposing a deadline for Definitive WBS completion, what four 

things must a project manager consider? 
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Module 4 - Work Breakdown Structure 
Applications and Uses 
A Work Breakdown Structure is the basis for much of the remainder of the final 
Project Plan.  It can also be utilized during the execution and control of a project.  
Let’s discuss in more depth how the WBS will be effectively utilized for the 
remainder of the project. 
Utilization of the WBS for Planning 
Requirements Gathering 
It can be said that the requirements occur at many levels of the project, from 
global requirements to more granular ones.  Many times, people refer to the 
client targets of time, cost, and performance as requirements.  Others refer to 
requirements as the components of the project.   
For clarification, this course refers to Requirements as the necessary 
functionality and characteristics of scope.  Some refer to this element as 
Quality Management, and together with Scope it defines the Performance 
element of the triple constraints. 
Requirements, then, are the necessary ways in which a deliverable must act and 
perform to be a benefit to the business.   
To create an analogy for this, consider a can of soda.  ‘Can’ is the deliverable 
(scope).  The elements printed on the can, the volume in which the can holds, 
the overall size and shape of the container, the way in which the container must 
open, and the material from which the container must be created are all possible 
requirements (quality) that a client may have for the deliverable of ‘Can’. 
In the same way, many of the deliverables defined in the WBS will have 
requirements attached to them.  However, not all deliverables will have client 
requirements. For example, disposable deliverables will often have no 
documented requirements as these deliverables are usually internal and interim 
deliverables expended by the project team in order to develop the final customer 
deliverables.  Typically, it will be the final product deliverables of the WBS that 
will have requirements defined within documentation.  The deliverables of the 
Requirements Document, Reviews of the document, and Final Sign Off 
themselves are expressed in the WBS as disposable deliverables as the project 
team will allocate time to completing them.   
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The WBS can assist the team in learning where requirements need to be 
documented.   For example, there may be deliverables on the WBS that the team 
members are unable to break down to EWP Level simply because they do not 
have enough information about the requirements of the deliverable to do so.  In 
this case, the simple act of performing a rough cut estimate often alerts the 
project manager and team as to where requirements may not be understood or 
known. 
Additionally, the WBS can be used as a guiding document to ensure that all final 
product deliverables have documented requirements for them.  Though the WBS 
can never take the place of a good requirements gathering process, it is an aid 
for ensuring that the process can work even better. 
Schedule Development and Resourcing 
The WBS is the primary 
artifact used for creating 
a schedule.  More 
specifically, it is the 
EWPs that will be the 
starting point for 
defining the activities 
(sometimes also 
referred to as tasks), 
determining resources, 
laying out 
dependencies between 
activities, estimating 
work effort and duration 
at the activity level, and 
determining start and 
end dates for activities 
as well as the project. 
Remember from the 
previous module of this 
course that the WBS 
was a deliverable-
based grouping, not a 
phased-based one.  
This was done to 

A schedule views the detail across time.

A DBS 
focuses on 

looking down 
the 

deliverables 
to arrive at 

the detail of 
the content 

of work.

A schedule views the detail across time.

A DBS 
focuses on 

looking down 
the 

deliverables 
to arrive at 

the detail of 
the content 

of work.
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ensure that stakeholders were 
looking at strictly the content of the 
work and reduce the possibility of 
becoming side-tracked with 
considering how the work would 
be laid out over time.  So, the 
WBS defines the pieces of the 
puzzle; the schedule determines 
the order in which those puzzle 
pieces will be put together to 
complete the overall product. 
For the purpose of scheduling, it 
will be the EWPs that will drive the 
development of a detailed project 
schedule.  The EWPs represent 
the most discrete elements of 
work, and once all of them are 
completed the project is 
completed.  Remember, that 
summary level deliverables only 
represent groupings of smaller 
ones.  Once all of the smallest 
deliverables, EWPs, are 
accomplished then the summary 
level deliverables are completed 
as a result. 
In the WBS, EWPs are organized 
by the families of work they belong 
to.  But, once they are completely 
defined and for the purpose of 
scheduling, it is advantageous to 
now begin to consider how they 
will occur over time.  It is at this 
point that the EWPs will be 
arranged into a phased format.  
The phasing life cycle depends 
upon the product development life 
cycle that is being used within your 
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organization.  It may be a waterfall lifecycle used in software development such 
as design, build, test, implement.  Or, your product may use a different approach 
to product development such as an iterative approach.  Whatever method in 
which you typically phase your project plans, the EWPs will fit right into your pre-
existing phase model, even if your phases tend to overlap.   
Once the EWPs have been re-organized into the phases that your team 
members have decided they will be starting within, the next step will be to 
transfer this information into a project schedule with the EWP Managers.  Much 
of this information is contained within the EWP Detailed Definition Sheet, if it 
was used.   
The schedule will incorporate the phased EWP with the corresponding activities 
the team will complete represented under each EWP.  The addition of activity 
dependencies, a re-estimate of work effort, resource assignment, duration 
estimation, and hard start dates and/or end dates into a scheduling tool will result 
in a schedule that is: 

1. Easy to read because it will flow left to right across time, 
2. The activities will always roll up to a corresponding EWP deliverable so 

that the project manager and team can focus on team actions and end 
results for the project, and 

3. It will make for easier use during the execution and control of the project. 
Most all project scheduling software tools will allow for an indentation feature so 
that the Phase – EWP – Activity approach can be expanded or contracted for 
easier viewing.  For example, if a project team is working within Phase II of the 
initiative, Phases I and III can be contracted while Phase II details are expanded 
so that the EWPs and Activities are visual.   
Though a detailed discussion of the steps of schedule development is out of 
scope for this course, the project manager who is well-versed in building 
schedules should have the needed information to successfully begin to translate 
a WBS into a proper project schedule.   
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Final Cost Estimate 
The development of a definitive WBS also 
ensures that the final cost estimate is more 
accurate as the estimate is using the 
granular levels of the project plan to arrive at 
the figure.  Since the WBS reduces the risk 
that deliverables have been forgotten and 
lowers the threat that ambiguity exists in the 
project scope, the cost estimate that is 
established from the WBS is a more robust 
one with a lower probability that something 
was missed. 
Just as a roll-up estimate of work effort can 
be defined using the WBS, a roll-up 
estimate of total cost (expense and capital 
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costs) can also be completed.  A real advantage of having the cost estimate 
visual on the WBS is that it can be used in communicating with management and 
the client as to how the business’ funds are being allocated across the project. 
Risk Identification 
The WBS can also assist the team in identifying risks in the project.  Again, the 
definitive WBS defines discrete components of the project, and this can assist 
the team in looking that project risk in a more granular fashion.   
A set of risk categories, together with the WBS, is an excellent brainstorming 
device for a project team engaged in risk identification. 
Risk categories are defined as the ‘types of risk’ that an organization usually 
experiences.  Below are some suggested risk categories of threat: 
 

Vendor risks 
Resource risks 

Time risks 
Cost risks 

Mother nature 
Political risks 
External risks 

Performance risks 
Technology risks 

Process risks 
Regulatory risks 

Environmental risks 
Enterprise risks 

Acceptance risks 
 
You should create a set of risk categories based on what is typical for your own 
organization.   
Once risk categories are defined, they then can be used against each EWP to 
determine if there are specific risks within each category that might be a threat to 
the successful completion of the WBS component, or to other EWPs, on the 
WBS.  The risk identification can be conducted in a meeting using the pad and 
marker approach used for the WBS, or the risk identification can be completed 
on an individual basis using the EWP Detailed Definition Sheet to document risks 
for each component.  However, it is approached, the use of the WBS with risk 
categories is an excellent device for detailed risk identification. 
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Communication Planning 
The WBS can also assist the project manager in developing his communication 
plan.  If the WBS families of work are deep enough and the project is complex 
one, a project manager may have managers for summary deliverables in addition 
to EWP Managers.  In this case, the WBS can serve to establish how progress 
tracking, issues, change requests, and decision escalations should be 
communicated upward and downward via deliverable responsibilities.   
Utilization of the WBS for Execution and Control 
Tracking and Reporting 
The WBS is a useful tool in gathering information about the project from the 
project team.  Defined by the communication plan, tracking can be provided by 
EWP Managers upward to the project manager.  Because the project plan’s 
schedule has activities always defined within the context of the EWP deliverables 
they complete, tracking is simpler for the team and the project manager. 
Further, the WBS is also a useful reporting mechanism both across the project 
team and upward to management.  The WBS can even be color coded to show 
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completion up the chart as deliverables complete.  This reporting method can be 
especially useful for management who is always more interested in the end 
results and less interested in the completion of specific activities the team has 
conducted. 
Change Management 
The WBS also can be traced to 
change requests that occur 
during the life of a project.  
Because all projects experience 
change, the WBS can be 
updated as new deliverables 
might be added, deliverables that 
are de-scoped after baseline can 
be represented as out-of-scope, 
and changes to existing 
deliverables can be traced by 
ensuring that all change requests 
incorporate the unique 
identification codes of the 
deliverables that they will affect. 
The WBS is not a replacement for a change management process, but it can aid 
the efficiency of the change process in place. 
WBS Application Summary 
The Work Breakdown Structure ensures that the more detailed elements of 
planning are successful, and it aids the ability of a team to maneuver through the 
execution and control of the project.   
In the next module of this course, we will discuss the specific challenges and 
concerns that you might experience as you being to implement WBS 
development within your organization. 
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Review Questions 
The following review questions will assist you developing comprehension of the 
material contained in this course module.  Answer the following questions in a 
separate notebook.  

1. Define the term requirements. 
2. Which deliverables of the WBS will not usually have defined 

requirements? 
3. What two advantages does the WBS have for requirements gathering? 
4. How is the WBS utilized in Schedule Development? 
5. What three advantages will a project manager and team experience as a 

result of utilizing the WBS in Schedule Development? 
6. What is an advantage of having a cost estimate visual on a WBS? 
7. How are risk categories used together with the WBS for risk 

identification? 
8. In the case where a project manager may also have managers for 

summary deliverables, how does this serve communication planning? 
9. What WBS reporting method can be useful to show to management who 

is very focused on end results? 
10. Define how the WBS interacts with change management. 
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Module 5 - Work Breakdown Structure 
Concerns and Challenges 
As you begin to implement the development of Work Breakdown Structures in 
your organization you may find that it sometimes easier said than done.  Below 
are some common questions and concerns raised by project management 
practitioners as well as advice to overcome these challenges.   
Project Stakeholder Challenges 
Q1. My internal management sponsor doesn’t understand the need for 
holding a WBS Planning Session with the team.  How should I respond?   
Nothing can be more difficult than when a project manager wants to ensure that 
a project is successful, and management is not convinced of the necessity of 
planning for it.  Unfortunately, it is a common situation that many project 
managers face.  Consider that your sponsor might be waiting for you, the project 
manager, to give him good reasons to change his mind.   
Therefore, it is your responsibility to provide him the benefits that holding the 
session will provide to the project as well as to him professionally.  If he can be 
convinced that supporting the Planning Session will be in his best interest, then 
he will be more inclined to help you.  It may also be useful for you to consider 
how he can be given credit for the Planning Session in some fashion.   
For example, your response might be something such as, “A large reason why I 
even thought it would be a good idea to detail the scope out in this new way was 
due to your focus on our organization being on the cutting edge of what we do.  
It’s because of your goals for us to become more in control of what we are doing 
that I even considered this new tool.  Many other organizations are using it now, 
and I know that one of our competitors is even using it to engage with their 
clients. 
“I know that we have had some problem projects in the past, and I want to do 
what I can with the team to reduce that from happening on this project.  If we can 
successfully lay out the scope, then it’s not as likely we are going to forget key 
components – something we have been guilty of in the past.  I think that our 
completing a WBS for this project will make everyone look better to the business, 
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and they will start having more confidence in us as a result.”  When the idea is 
represented from the perspective of a sponsor, it’s more likely he will buy-in to it. 
Q2. My client sponsor thinks that the WBS Planning Session will take 
too much time; he wants me to have the team start work on the project 
right away.  How do I respond?   
Clients often think of work on the project as only the building of a solution.  It is 
easy to understand why this happens; clients are focused on end results, and 
planning is often seen as something that shouldn’t be done on ‘their nickel’.   
It is important to help the client understand that taking the time to lay out the 
scope ensures that their money won’t be spent on things that they have no use 
for or are outside of their expectations.  Explain that you want to ensure that they 
receive a solution they need as quickly and as inexpensively as possible.  Taking 
a small amount of time to define scope is always quicker in the long run.  
It may take more than one discussion with a client before he understands or 
digests what you are explaining.  Recognize that your client’s understanding of 
the need for planning is sometimes in a state of constant construction.  Your role 
is to do your best in helping clients recognize the advantages to them. 
When considering that a project can run the duration of many weeks or months, 
a half-day session to lay out the deliverables of a project doesn’t seem like such 
a large expenditure of time.  Further, planning itself is work toward an end result.  
Your client may not recognize this, but the WBS can often help to communicate it 
to them. 
In the end, always ensure your client understands that all of your actions as 
project manager and recommendations for the project will be to protect their 
interests as the business. 
Q3. I am not sure I have invited the right people to the WBS Planning 
Session.  Any advice? 
The best way to begin determining who should attend the planning session is to 
look at the High Level WBS that is constructed.  What departments are 
represented, both on the delivery side of the project as well as the client side 
(especially in the case of external projects).  Many times there are client 
representatives who really should be engaged early and so often are not.  In 
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some cases, client representative(s) may need to be formalized as a member of 
the project management team simply because they are the SMEs of the business 
environment or process that is being changed by the project initiative.   
Once individuals from these departments have been engaged, then ask them if 
they believe that there are SMEs who should be involved that are not already 
defined.  It is also useful to ask your fellow project managers to review the list of 
invitees to determine if they may have thoughts for you. 
Q4. Should my internal manager and client be present at the WBS 
Planning Session? 
This is a tricky question.  The fundamental question that you must ask yourself is, 
“Will having the internal manager and/or client at the meeting serve the goals of 
the session?”  If you believe that having them there will be more of a hindrance to 
the team than a benefit, then perhaps you should meet with them separately 
giving the team ‘safe space’ to generate ideas. 
On the other hand, management showing up to a Planning Session sends a 
powerful message to a team that management supports the work that they are 
doing in the meeting.  It can have the effect of increasing participation.   
Management and clients will always need to have some involvement in WBS 
construction, even if it is only to review and approve.  You should use your 
knowledge of your organization and good judgment in best deciding how to 
include them. 
Q5. I have a team member who believes he is the correct person for 
EWP Manager of a given component of the WBS, but I believe his lack of 
experience makes him unsuitable for the role.  How should I handle this? 
This is the lesser of two evils; most team members are hesitant to accept 
responsibility.  So, consider that at least you have a team member who is willing 
to step up to the task.  Lack of experience is a challenge, and one that should be 
addressed with care.  
You may choose to have a fellow project manager in your organization who has 
experience with this individual to give you his opinion if the person is up to the 
job.  If the person really is less experienced than you would like, you should 
consider that to some extent you, as project manager, have a secondary 
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responsibility to grow him into a successful lead.  Good project managers 
recognize that exceptional team members don’t just show up out of nowhere.  
They must be groomed by experience.  And, consider that you may be working 
with this individual again on future projects.  Helping him grow now may help you 
even more down the road. 
You may wish to go ahead and assign him the role with the understanding that 
there will be a more experienced person who will be assigned as a Reviewer or 
Decision Authority on the Accountability Matrix.  And, you may wish to be more 
involved in the work being conducted including having more frequent 
communication with him. 
Remember that an EWP Manager doesn’t always play the additional role of 
resource for the project.  If you are concerned about his ability to be an effective 
resource for completion of activities, then this is a separate issue from EWP 
management and should be discussed with him and his resource manager.  
Another SME may need to be engaged. 
Take the time to review the responsibilities of the EWP Manager role (see EWP 
Manager and the Accountability Matrix).  While this person may not be the most 
suitable for the role, do you feel that with your support he can fulfill the 
responsibilities defined?  If so, consider allowing him the opportunity while 
incorporating greater oversight. 
If the scenario above does not seem reasonable to you given the criticality of the 
deliverable, then you may have no choice other than to try to engage a more 
experienced SME for the role.   
Q6. I have a project team member who I know is the best person for the 
role of EWP Manager of a couple of components of the WBS, but she will 
not accept responsibility for the role.  What do I do next? 
Your first course of action will be to determine why she feels this way.  She may 
be so overloaded with current work that she doesn’t feel she can add more 
responsibilities to her plate.  If this is the case, you should respect her frankness 
and work with her to see if she may have suggestions for overcoming the 
problem.   
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It may also be that she doesn’t agree with some of the responsibilities of the role 
defined earlier in this course.  If so, ask her what she may have a challenge with 
and negotiate what she can and cannot honesty commit to. 
It may be that her role is as a Reviewer, and that someone else on the project 
team could be assigned the role of EWP Manager.  Or, it may be that the best 
way you can support her success is taking on some of the responsibilities for her.   
Whatever her problem is, if legitimate, your offer of support and your 
communication to her that you want to ensure she can be successful will go a 
long way in helping her to buy-in to the idea of taking responsibility.   
If you have the less-likely scenario of a person who is generally uncooperative, 
you may have no other choice than to discuss this with her, and perhaps her 
manager.   
Whatever action you take must be because you believe it to be in the best 
interest of your project and client. 
Q7. There is one member of my project team that, from past experience, 
I know tends to underestimate the needed effort for project work.  How 
should I address this? 
First, recognize that the estimate that is being developed within the Planning 
Session is a rough cut estimate that will be further refined once schedule 
development is underway.  You may wish to query this individual during the 
Planning Session as to how he arrived at the number including what activities 
and resources he’s considering for the EWP.  Further, asking him to complete 
the EWP Detailed Definition Sheet may force him to more carefully consider the 
estimate as he details out the specifics.   
Most project managers realize that estimates are just that – guesses for the 
future.  No one has a crystal ball that can show exactly what the actual time and 
money expenditures of a project will look like.   
As such, recognize that all estimates will be up for revision not only before 
baseline, but after it as well.  In fact, if you find that your actual performance 
during execution are matching estimates exactly then your team is more likely 
‘managing numbers’ to keep everyone happy.  You should expect that estimates 
will not exactly match the ending actual performance.  The goal, of course, is to 



Mastering Project Scope Definition 
Module 5 – Work Breakdown Structure Concerns and 

Challenges 

www.prodevia.com 
 
 

88

ensure that the variances are reasonable (what is reasonable is usually defined 
by the PMO or the client contract). 
Your schedule and your cost baseline should incorporate a small buffer of time 
and money to manage these differences when they occur.  The fact that 
estimates are uncertain is the exact reason why risk management should be 
applied by you to manage this. 
If this person has past history of estimates that are off by a great extent, consider 
having another SME review the estimate and speak with your estimator about 
your concern.  Be sure that he realizes you want to ensure that he and his 
resources have what they need to do the job; you wouldn’t want them to find 
themselves in trouble later. 
Process Challenges 
Q8. During the WBS Planning Session, there was some disagreement as 
to the correct content of the WBS.  How should I manage this? 
First, it is important that any items developed in the session are at least retained 
so that the deliverable ideas are not lost.   
Next, ask yourself if the team truly has a content disagreement or if the name of 
the deliverable is the point of contention.  As strange as it may sound, sometimes 
team members will argue over differences of opinion where naming is concerned.  
One individual will want to entitle a deliverable “Detailed Design” and another will 
want to call the same end result “Design Plan”.  Are they two separate 
deliverables?  Perhaps not.  The difficulty may be in the naming of the item in 
which case you should talk it out with members and facilitate a name everyone 
can live with.  In some cases, you may need to make a final choice if a decision 
isn’t reached quickly; time is of the essence in a WBS Planning Session. 
If after speaking to the team you believe it to be a disagreement over deliverable 
content in the WBS, then you may need to address this topic outside of the 
session if you cannot negotiate a successful agreement between the disagreeing 
parties.  Management and the client may be able to provide insight later as to 
whether it should be included or not, if this is a final product deliverable.  If the 
deliverable is a disposable one that is used for internal project team purposes, 
then it is usually the SME for the component that will have final say as to what is 
needed.  For example, the deliverables required for a particular testing approach.  
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One team member may not consider quality management techniques to be 
useful.  Another will require them.  The appropriate SME, along with your good 
judgment, should have the final say.  Again, keep the interest of your client and 
the project foremost in your mind as you choose how to proceed. 
Q9. My team disagrees on the organization of the WBS.  How should I 
respond? 
Sometimes a team will disagree on the correct organization of a WBS.  One 
member may wish a deliverable to be represented under one family of work.  
Another member will disagree believing that it should be located under a different 
family.  You should facilitate a location on the WBS that everyone can live with.   
But, be sure to remind the team that location of the deliverable is less important 
than simply having it represented on the WBS somewhere.  If no speedy 
agreement can be reached (less than two or three minutes in a face-to-face 
session), place the deliverable at Level One representing a new family of work 
and move forward in the session. 
If it is the families of work that are in disagreement, then you as the project 
manager should expect the team to reflect the expectations of the client at Level 
One and guide them through what you feel to be the most appropriate 
organization at levels beneath it.  
What you want to ensure does not happen is that time is used up arguing over 
items that are only secondary in importance to deliverable identification, such as 
organization.  There is much work to be completed with limited time to do it.   
Facilitate through these disagreements with respect for people’s opinions, but 
also respect their time by keeping to your agenda. 
Q10. During my WBS Planning Session, the team is creating EWPs that 
are only 20 – 40 hours.  Is this acceptable? 
Smaller EWPs are acceptable and appropriate in some circumstances where 
strong tracking is needed or if it is a critical deliverable that management and/or 
the client is looking for.  But, they can also make for an overwhelming project 
schedule that’s time-consuming to manage to! 
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What you want to be sure of is that the items being created by your team on the 
WBS are true end results that must be produced and not a set of activities that 
are being documented on the WBS when those things are better off in the 
schedule.  Ask your team to concentrate on end results.  What they must do 
(activities) will be documented later in the EWP Detailed Definition Sheet and the 
project schedule.   
While the goal is to help everyone think about the project via the content of the 
work, some people cannot get their focus off of the things they must do.  If this is 
the case, listen to the steps that they require, and ask them – for documentation 
purposes – what is the end deliverable of the activities they have identified.  It 
may be as simple as a document or a review.  It will be these items that will be 
the deliverables.   
Q11. I’m frustrated.  I want the WBS organized in a particular fashion, but 
my team disagrees with me.  What do I do? 
Danger!  Be careful over-controlling the decomposition of a WBS.  While you 
have justified reasons to ensure that the client’s High Level deliverable 
expectations are clearly represented at Level One, keep in mind that the team 
has to be comfortable and bought-in with the decomposition for this tool to be 
useful.   
Forcing your personal preferences on a team can cause them to shut down their 
participation.  Project managers cannot afford this.  It is bad policy for any project 
manager to build and organize a WBS in a vacuum without team input.  Keep 
them engaged, and consider incorporating their WBS organization ideas.  They 
are the subject matter experts.  The WBS belongs to them, too. 
Q12. I have a team that is geographically dispersed, and this is creating 
difficulties in arriving at a final WBS.  Any ideas? 
The ideas suggested in Module 3 of this course for facilitating WBS development 
with a dispersed team should help.  Recognize that WBS development is always 
more labor intensive and of longer duration when a team cannot be brought 
together.  The most important things you can do in this situation are to stay active 
in discussion with team members and ensure that a final deadline for completion 
is defined up front. 
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Q13. I held the WBS Planning Session, and the team was very 
participative.  However, I am concerned that the WBS may not be complete 
or correct.  What should I do? 
You may decide that allowing another project manager in your organization to 
review it could be useful.  Also, there may be objective subject matter experts 
(meaning they have no vested interest in the project in question) that you could 
also have review the structure.  If they have additional thoughts, run them by 
your project team to determine if these ideas should be incorporated into the 
WBS.   
If you do determine that you will have the WBS reviewed, let the team know that 
you will be doing so for the purpose of having an objective set of eyes on the 
WBS.  
Q14. My team members do not agree on the role and responsibilities of 
the EWP Manager.  How do I respond? 
This is a difficult situation to be in.  For most project managers, they are given 
little formal authority to require that team members follow a set of process 
standards.  If you have formal authority, you still have the responsibility to sell the 
process to the team so that they will graciously accept it.  And, similar to a 
question posed earlier, most team members of today’s organizations have so 
many responsibilities that are outside of your project that they are reluctant to 
take on more. 
Given all of this, a project manager will need to determine what disagreements 
the team has related to responsibilities of the role of EWP Manager.  It is 
probably the case that many team leads are performing these functions already 
though the responsibilities haven’t been formalized and documented.  Take the 
time to understand their concerns, why they have them, and together come to a 
set of responsibilities that everyone can live with.  Negotiation skills will be 
needed here. 
Be sure to explain to the team that as the subject matter experts they are usually 
in a better position to complete these responsibilities than the project manager.  
However, you will be glad to work with them to take on what you can from them.  
You should always communicate to them that your goal is for them to be 
successful in their roles on the project and you want to do what you can to 
support this. 
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If you feel you must, you could always involve management to require the 
responsibilities of them, but this could be at the detriment of your working 
relationship with the team.  Consider all of this as you choose how to proceed.   
Ultimately, you will need to work through these disagreements quickly and 
decisively so that they don’t hinder the progress on the project. 
Q15. My team wants to order the WBS according to timing of the 
deliverables.  How do I encourage the team to order deliverables based on 
content instead of the phased approach? 
Take the time to explain that the EWPs of the WBS will be phased once the WBS 
is completed.  Remember, a WBS gives the team the ability to consider strictly 
the content of the work to ensure that nothing is forgotten.   
Additionally, its structure begins with the client’s focus of the project – 
deliverables.  Remind the team that it is the client that creates the need for the 
project.  If it weren’t for clients, project managers and teams wouldn’t have jobs. 
Perhaps you have a past project example in your organization where a key 
deliverable was missed and not ready for delivery because earlier in the project 
the team immediately planned the scheduling detail where the absent deliverable 
could not be easily discovered.  The WBS reduces the risk that an experience 
this embarrassing will happen to your team. 
Q16. Should I as project manager also hold the role of EWP Manager? 
Sure.  Most project managers who are in practice come to the role with a 
particular technical expertise.  As such, they perform multiple roles on the 
project.  Just be careful that you do not find yourself as the EWP Manager for all 
of the deliverables unless the project is a very small effort. 
Q17. How do I best explain the difference between work effort and 
duration to the team members who do not understand this? 
Work effort is strictly the hours of labor that will be required to finish something.   
The total work effort in addition to the resources that can work on the deliverable 
will then usually determine the duration, or length of time, that will be expended.  
As the team will readily understand, having one resource to do something often 
takes longer than when there are two.   
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Work effort can be rolled upward on the WBS to come up with a total project 
estimate.  Duration cannot be rolled upward on the WBS because some 
deliverables may be conducted concurrently or some deliverables must precede 
others.  This is known as dependency, and a project’s total duration can only be 
calculated by placing the work components across a timeline.   
Both work effort and duration are estimated in planning, but work effort is 
estimated first. 
A few of the deliverables on the WBS may be fixed duration deliverables.  An 
example might be a deliverable called Customer Review Meeting that will be two 
days.  If this is the case, ask team members for the hours related to participation 
of team members toward that meeting.  What effort will be required for 
preparation for the meeting, execution of the meeting by all in attendance, and 
possible meeting follow up activities? 
Q18. How do I best explain the difference between resources and EWP 
Managers to the project team? 
Resources do the work.  EWP Managers oversee the work.  Many times one 
individual will be performing both roles on the project.  While the individual is one 
person, the roles are different. 
Q19. During the WBS Planning Session we found that there were a 
number of deliverables that we were not effectively able to decompose 
because the outputs of some earlier deliverables will dictate the level of 
effort and content of later deliverables within the project.  We just don’t 
have enough information this early in the project to effectively decompose 
everything.  What do we do? 
You may want to consider using a Rolling Wave planning approach where your 
project is baselined and then re-baselined at key completion points, usually the 
end of phases.  For example, if the outcomes and decisions of design dictate the 
work for construction and testing, then this approach may be useful.  The 
deliverables contained in a later time in your project will be kept at a higher level 
and then later decomposed to EWP level once more information is known.  You 
won’t have a challenge selling the idea to the team – it will be management that 
will be less amiable to the idea. 
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If you are unable to utilize a Rolling Wave approach, then your team will have to 
do its best to estimate deliverables given what is usual in your organization for 
similar deliverables on other projects.  Looking over data from past projects may 
be helpful.  For example, if you see from past, similar projects that actual 
performance in a later phase are usually double what was originally estimated at 
the beginning, then you have some history to work from.  This problem should be 
documented in your Risk Plan and communicated upward.  You may wish to 
consider adding risk contingency for this situation. 
Culture Challenges 
Q20. My team doesn’t understand the need for WBS decomposition as 
that is not the way we have done things on past projects.  What do I tell 
them? 
You should explain to the team that a WBS is simply a different way to look at the 
scope of a project that is usually quicker than trying to develop it in another 
fashion.  You may wish to use the analogy of driving directions that was 
discussed in Module 1 of this course.  Ask for their support and commit to them 
that you will use their time as efficiently as possible.  Explain to them that you 
want to ensure that the team doesn’t have any surprises later in the project that 
might cause them more difficulties because scope wasn’t well understood or 
appropriately agreed to between the delivery organization and the client. 
Q21. Our organization’s culture doesn’t like to do things in new ways, and 
I am concerned that the project team will be unwilling to come to the 
scheduled WBS Planning Session.  How do I mitigate this? 
This is a case where management and sponsorship can play an important role.  
Ask them to communicate to the team that they are expecting the team to 
participate in a new way of scope development.  Invite management to the 
meeting, at least at the beginning of the session if not for the entire duration.  
And, inform the team that management will be present. 
Do not forget that it is also useful to talk to team members in advance about what 
will be completed in the Planning Session.  You may even wish to identify team 
members who are well-respected by others at the peer level and ask these 
individuals for help selling the idea to others. 
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Q22. Members of my project team are unwilling to provide estimates.  
They have been burned in the past by giving this information so early.  How 
do I gain their cooperation? 
This is a difficult reality for a lot of project organizations.  And, you have to 
respect the team’s concerns because most people want to do a good job and 
contribute.  But, in their quest to give management a rough cut estimate in the 
past – suddenly they are blindsided by someone who is angry because now the 
team members want to refine a number that they thought was a ‘commitment’. 
Commit to your team that you will hold the number in confidence, if that is what 
you must do to help them be more comfortable.  Explain that you recognize that 
estimates will and should change as planning progresses.  The rough cut is an 
internal number for the team’s use to determine if they have developed the scope 
sufficiently as well as to determine where there may be ambiguity in 
understanding.  
Facilitation Challenges 
Q23. Help!  My WBS Planning Session is going over the agenda’s 
scheduled time.  How do I manage this? 
This is a danger in a session such as this one.  And, it is a good reason for using 
a separate facilitator because a project manager with good intentions can lose 
track of how time is being consumed.  Sometimes the team can be so involved 
that time flies by.  Or, other times the team can be in the middle of a 
disagreement that also expends time.  
The first thing you should do is check the energy of the room to determine if there 
is good interaction and participation or if participants are tiring of the effort.   
With this you should then determine how you can get your agenda back on track.  
You may need to de-scope or reduce the timing of later meeting topics to get 
back on track.  The worst thing you can do is to allow the session to substantially 
go over the time that was committed to on the agenda.   
Discuss the delay with the team in the session and come to a final decision on 
how the remaining time can best be spent. 
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Q24. I don’t have the luxury of having an objective facilitator at my WBS 
Planning Session.  Can I as project manager successfully facilitate and 
lead? 
Yes, you can facilitate your own Planning Sessions.  Practically, most projects 
won’t have the luxury of a separate facilitator.  This means that you will have to 
perform two roles – leading the discussion of scope content and managing to the 
agenda.   
One way you can share these responsibilities is to ask another individual in the 
room, or the entire team, to help you stay on time for the topics that must be 
addressed.  And, watch for time-wasters such as team disagreements.  Deal with 
these things swiftly for the purposes of moving the team through the exercise.  
You will want to ensure that you are very comfortable with both the construction 
of a Definitive WBS discussed in Module 3 of this course as well as the 
facilitation suggestions that were provided in Module 4. 
Q25. How many persons are too many for a successful face-to-face WBS 
Planning Session?  Is there an ideal number of participants? 
This is a great question.  Ideally, 7 – 9 individuals can work successfully together 
in a brainstorming session, a sizeable activity in your Planning Session.  When 
the team members participating approaches 10 – 12, then heavy facilitation is 
usually required.  If this many individuals, or more, need to be involved then 
consider breaking the participants down into sub-teams that work independently 
during part of your session.  Alternatively, you may decide to hold more than one 
Planning Session if the project is very large and complex requiring the 
involvement of many subject matter experts.  How you determine to proceed will 
be based on how many sub-teams you can successfully facilitate during one 
session.  Find facilitation help, if possible. 
Q26. I was holding a WBS Planning Session with my team, but a few of 
the participants were uncooperative.  How do I get them involved? 
For the participants that are not becoming involved, give them a role to play such 
as help in facilitation, documenting outcomes or questions as they arise, or 
helping to keep the session on time. 
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Ask direct questions of these participants, both about the content that is currently 
under construction as well as asking why they seem to be disengaged.  This 
information should help you to gain more participation from these individuals. 
Q27. Some of the participants of my WBS Planning Session are detail 
oriented and focused on activities.  How do I keep them focused on 
deliverables during the meeting? 
For those individuals that are determined to focus on what they must do, ask 
them to also document what the end results are of the activities.  It is advisable to 
have a ‘parking lot’ in the room for data that you may not wish to have 
incorporated on the WBS but that also should not be lost.  Parking lots are also 
good for problems that the team may identify and questions that must be 
answered.   
You may also wish to provide these team members an EWP Detailed Definition 
Sheet so that they can begin documenting activities on their own. 
Q28. I have a project team member who is very disruptive during 
meetings.  How should I prepare to manage him during the WBS Planning 
Session? 
Prior to the session spend some time with this person to talk.  If he is aware of 
the trouble he creates, then this discussion will not be news to him.  If he is not 
aware of this issue, then it is out of respect that you are trying to address the 
problem.  Ask him to be supportive, and perhaps, help you lead certain topics of 
the agenda.  If he has an important role to hold then he may be less disruptive. 
If during the meeting he creates the problem, then at the next break discuss with 
him privately about how though his intentions are good his good ideas are 
hindering progress for the meeting. Out of respect for his time and others’ you 
need him to help you solve his disruptions. 
Q29. A couple of the participants of the WBS Planning Session were very 
challenging and disrespectful to other members in the session.  Do you 
have any advice for how to manage this? 
This should be managed in the same way that it would be for any meeting.  Hold 
everyone accountable to the meeting rules (that are on the agenda, ideally).  
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When someone is disrespectful to another it makes for a group of people that will 
have a more difficult time concentrating.   
Remind everyone that while it is fine to challenge ideas that all people in the 
room must be respected as subject matter experts contributing to the completion 
of the WBS.  Discuss with the team that their ‘challenger’ is not someone else in 
the room.  It will be anyone outside the project team if the team cannot work 
successfully together to get the project done.  For everyone on the project to be 
successful there must be respect and consideration for the ideas of others. 
In Summary 
You will find as you begin holding WBS Planning Sessions that you will have 
your own unique challenges to work through.  The suggestions contained in this 
course should provide you ideas for how to best handle these situations.   
With this said, remember that you have been given the role of project manager 
because someone believes in your good judgment.  This will go a long way in 
making final decisions of how to best facilitate through the typical challenges of 
WBS Planning Sessions for your organization and projects.  
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Self-Reflection Questions 
1. Consider an upcoming project that you will soon be managing.  What will 

be some of your challenges in implementing Work Breakdown Structure 
Development in your organization?  
Consider each of the following categories as you identify specific 
concerns: 

a. Stakeholder Challenges – both team members and management 
b. Process Challenges  
c. Cultural Challenges 
d. Facilitation Challenges 

2. Brainstorm and document how you might best respond to each of these 
concerns using your judgment of how your organization functions 
procedurally and culturally as well as considering some of the 
suggestions made in this module. 
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Module 6 - Conclusion 
Deliverable Breakdown Structures are a convenient and effective way to ensure 
that scope development can be visualized and thought out by multiple 
stakeholders on a project. 
Project managers who begin working with Work Breakdown Structures often find 
that over time of usage a project would feel incomplete without one.  Without 
one, these project managers would wonder if there are ambiguities in the project 
plan that weren’t identified, missing components that escaped the team’s 
attention, or misunderstandings that are, as yet, uncovered.  Work Breakdown 
Structures, quite simply, reduce risk. 
You have accomplished much in this curriculum.  We defined project scope as 
well as the concept of Work Breakdown Structures and how they are utilized 
within a project plan.  We talked about the advantages of using the WBS for 
stakeholder expectation management.  And, we covered how it could be utilized 
in execution of a project as well as in control. 
This course took us through the use of a Project Charter as a foundation for the 
WBS, the construction of a High Level and Definitive Level WBSs, and 
estimation.  Further, we discussed how the WBS could be used to define 
accountability.  We also learned of ways to best facilitate people through the 
development of a WBS.  Finally, we looked at some practical challenges of WBS 
development and how to manage these successfully.  
As your usage of this tool continues over time you also will find many uses for 
them outside of your business projects.  They can be utilized for any project that 
you may participate in from home modification projects to neighborhood and 
community projects and even not-for-profit work that you might be engaged on. 
Whether a project is large or small, simple or complex, standardized or 
customized, the Work Breakdown Structure is a solid foundation to better 
complete any initiative.  Through understanding and regular use of the tool, your 
comfort level with WBS will continue to grow as will your appreciation for the 
strength of this powerful tool. 
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Appendix A – Tools and Templates 
Project Charter 
General Project Information 
Project Name:   
Client Sponsor: (Note: This person must be a decision-maker 
for the client organization with the authority to commit client 
resources.) 

 

Is this an Enterprise Project (does it have significant impact on 3 
or more departments in the client organization?) Yes / No 
Delivery Organization Sponsor: (Note: This person must be 
ultimately accountable for the delivery organization and holds 
authority to commit delivery team resources.) 

 

Document History 
Version Date Author Reason for Change 
    
    
    
    
Executive Summary 
<Insert a short, succinct overview of the project - no longer than one to two paragraphs - condensing the 
business justification and objectives of the initiative.> 
 
 
 
 
 
 
 
 
 
 
 
Business Justification and Strategic Alignment 
<Insert the reason why the project is being initiated for the business and include corporate strategies to which 
this project ties back.> 
 
 
 
 
Project Charter, Page 1 
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Business Objectives and Benefits 
Define the Business Objectives as well as how they will be measured a success by the client. 

Objective Metric for Success 
<Objective 1> <Metric 1> 
<Objective 2> <Metric 2> 
<Objective n> <Metric n> 
Other Intrinsic Benefits for the Client of Completing this Project 
 
 
 
 
 
Project End Result 
<Define the tangible end product of the project effort> 
 
 
 
 
 
 
 
 
 
 
 
 
 
Client Targets for Triple Constraints 
Define the Client Targets for Time, Cost and Performance 

Objective Target 
Time: <Metric> 
Cost: <Metric> 
Performance: <Metric> 

<Metric> 
<Metric> 
<Metric> 

 
Prioritization of Client Targets 
Define the client priorities for their targets ensuring that the project plan is in alignment with customer priorities 
by checking the appropriate box below. 

Objective 1 2 3 
Time:    
Cost:    
Performance:    
Project Charter, Page 2 
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Working Assumptions and Constraints 
Assumptions (those things not known in fact but which will be held to be true for the purposes of this charter) 
 
 
 
 
 
 
 
 
 
 
 
Constraints (those things imposed on the business and thus imposed on the project) 
 
 
 
 
 
 
 
 
 
 
 
Defined Project Risks 
List all risks known by the business which could impact the success of the project. 
  
  
 
 
 
 
 
Defined Authorizations 
Client Sponsor: (Note: This person must be a 
decision-maker for the client organization with the 
authority to commit client resources.) 

 

Delivery Organization Sponsor: (Note: This 
person must be ultimately accountable for the 
delivery organization and holds authority to commit 
delivery team resources.) 

 

Project Manager:  
Authorization Levels to Be Provided to the Project 
Manager:  

 
 

Project Charter, Page 3 
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Stakeholders 
Define those presently known as having a significant interest in the project. 

Name Department/Organization Phone E-mail Physical 
Location 

     
     
     
     
     
     
Signatures 
Once signed, this document becomes binding for the items included and the attachments provided. 

 Name Signature Date 
(MM/DD/YYYY) 

Client Sponsor    
Delivery Sponsor    
Project Manager    
Attachments  
List all project files supplemental to this charter here.  Optional: Use filename to create hyperlink to document. 

Document Name and Date Filename 
  
  
  
  
  
  
  
Additional Notes 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Project Charter, Page 4 
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Checklist for Team WBS Planning Session 
Work Breakdown Structure Team Planning Session Checklist 
Project Name:  
Project Manager:  
Date of Planning Session:  
Prior to Team Planning Session 
Item Leader Actions Complete? 

1 Set the initial agenda for the planning session, including date and time  
2 Establish list of invitees to the planning session  
3 Send out meeting notification at least one business week prior to meeting  
4 Secure location/facility for the planning session to be available one hour prior to meeting 

start  
5 Procure materials needed for the planning session including notebooks, pens, markers, 

and cardstock  
6 Arrange for A/V and Computing, where applicable  
7 Arrange for catering, where applicable (Break, Lunch)  
8 Define meeting facilitator and recorder  
9 Finalize the agenda  

10 Distribute the agenda at least one day prior to meeting  
11 Send reminder to meeting participants one day prior if the agenda was sent more than a 

week prior to session  
12 Create handouts for the agenda, Project Charter, and the high level WBS  

Just Prior to Conducting the Team Planning Session 
Item Leader Actions Complete? 

1 Set up location one hour prior to meeting, when possible  
2 Conduct A/V and Computing check  
3 Confirm catering, where applicable  
4 Pre-distribute handouts at conference room table to be ready for start of meeting  

During the Team Planning Session 
Item Leader Actions Complete? 

1 Review Project Charter  
2 Review high level WBS  
3 Conduct team decomposition  
4 Complete WBS organization  
5 Validate the content of the WBS  
6 Document the rough cut work effort estimate  
7 Complete Accountability Matrix  
8 Ensure team understands next steps  

Post Team Planning Session 
Item Leader Actions Complete? 

1 Complete coding of the WBS soon after meeting conclusion  
2 Send out WBS in paper/soft copy to session participants  
3 Follow up with EWP Managers to complete EWP Detailed Definition sheets  
4 Follow up with SMEs for those deliverables that were not decomposed to EWP level  
5 Secure additional project team SMEs, as needed, to clarify deliverables not successfully 

decomposed to EWP level  
6 Review WBS with the internal management and with client  
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WBS Note Card Layout Example 
 
 

Deliverable Name EWP 

Rough Cut 
Work Effort

Accountable Individual:                                         

Deliverable ID

Deliverable Name EWP 

Rough Cut 
Work Effort

Accountable Individual:                                         

Deliverable ID

Deliverable Name EWP 

Rough Cut 
Work Effort

Accountable Individual:                                         

Deliverable ID

Deliverable Name EWP 

Rough Cut 
Work Effort

Accountable Individual:                                         

Deliverable ID

Deliverable Name EWP 

Rough Cut 
Work Effort

Accountable Individual:                                         

Deliverable ID

Deliverable Name EWP 

Rough Cut 
Work Effort

Accountable Individual:                                         

Deliverable ID
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EWP Detailed Definition Sheet 
EWP Detailed Definition Sheet  for <Project Name and Date of Creation> 
Deliverable Name:   
Deliverable ID:  
Family of Work:  
EWP Work Effort: Rough: Refined: 
Total Cost: Rough: Refined: 
EWP Manager:  
Revision History for Approved Changes 

Change ID Approval Date Authorized By Reason for Change 
    
    
    
EWP Description 
 
 
 
 
 
 
Task Definition 
Define those tasks that must be executed by project resources to complete the EWP.  Include additional tasks as 
attachments when space below is not sufficient. 
ID Task Name Work Effort Duration Dependencies 
.a     
.b     
.c     
.d     
.e     
.f     
.g     
.h     
.i     
.j     
.k     
.l     
.m     
.n     
.o     
.p     
Assumptions and Constraints 
Assumptions (those things not known in fact but which will be held to be true) 
 
 
 
 
Constraints (those things imposed on the completion of this EWP) 
 
 
 
 
 
EWP Detailed Definition Sheet, Page 1 
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Defined Risks 
List all risks known by the project team that will impact the success of this EWP upon the project and business. 
  
 
 
 
 
  
 
Resource Needs 
Define the skill sets that will be needed to complete this EWP as well as suggested individuals to fill roles, when applicable. 

Role Estimated Hours & Cost Suggested Individuals 
   
   
   
   
   
   
   
Materials & Equipment Needs 
Define the materials and equipment which will need to be procured to produce this EWP. 

Item Amount Total Cost 
   
   
   
   
   
   
   
Attachments  
List all files supplemental here.  Optional: Use filename to create hyperlink to document. 
Document Name Filename 
  
  
  
  
  
  
Additional Notes 
 
 
 
 
 
 
 
 
 
 
 
EWP Detailed Definition Sheet, Page 2
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Accountability Matrix 
Accountability Matrix <Date of Creation> 
Project Name:   
Project Manager:   

EWP ID EWP Name EWP Manager Reviewer(s) Decision Authority 
          
          
          
          
          
          
          
          
          
          
          
          
          
          
          
          
          
Document History 

Version Date Author Reason for Change 
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Facilitating a Team through Decomposition to EWP Level - Flowchart 
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Appendix B – Course Content Examples 
Module One Work Breakdown Structure Example 
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WBS 1 – A Phased Approach – Not Ideal 
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WBS 2 – A Deliverable-based WBS – A Better Approach 
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WBS 3 &  4 – A High Level WBS 
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WBS 5 – Levels 
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WBS 6 – Incorrect Breakdown of a Deliverable 
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WBS 7 - Organization 
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WBS 8 – Integration Deliverable 
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EWPs are circled in red.EWPs are circled in red.

WBS 9 – EWPs Can Reside at any Level of the WBS 
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WBS 10 – Roll-up Estimate 



Mastering Project Scope Definition 
Appendix B 

www.prodevia.com 
 
 

122 

 
WBS 11 –WBS Code Identification 
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Team Planning Session Agenda Example 
Team Planning Session Meeting Agenda for the Concourse Project 

Date and Time:  May 3rd; 9am EST 
Location Magnolia Conference Room, 3rd Floor, Room 305 

Meeting Leader: Thomas Johnson 
Facilitator: John Stevenson 
Recorder: Juanita Santos 

Meeting Participants: 
Participant Name  Role 

Pat Hamilton SW Lead 
Margaret Smith HW Lead 
James Doyle Network  
Denise Barney Human Resources Development 
Juanita Santos Documentation 
Stephen Baker Legal 
Ron Patterson Business Process Engineering 
Thomas Johnson Project Manager 
Meeting Purpose and Final Results 
 The purpose of this meeting is to conduct initial team planning activities toward the Concourse project.   
 Final results of this meeting will include a decomposed Work Breakdown Structure with an initial rough cut work effort 
estimate and an Accountability Matrix. 
 
Meeting Topics and Timing 

Item Topic Start Time End Time Duration 
1 Welcome and Project Charter Review 9:00 9:30 30m 
2 High Level WBS Review 9:30 9:45 15m 
3 Team Decomposition 9:45 10:45 60m 
4 Break 10:45 11:00 15m 
5 WBS Organization and Validation 11:00 11:30 30m 
6 Rough Cut Estimate 11:30 11:45 15m 
7 Accountability Matrix Development 11:45  12:00 15m 
8 Next Steps 12:00 12:10 10m 
9 - Meeting End- 12:10 - - 
10 Lunch Provided 12:10 - - 

Meeting Operating Guidelines 
 1. Arrive on time ready for work. 

2. Stay focused on the purpose and topic at hand, and avoid unnecessary tangents. 
3. Listen for the purpose of understanding instead of only waiting to talk. 
4. Say what needs to be said. 
5. Support only one person to speak at a time. 
6. Actively participate. 
7. Be honest and direct. 
8. Agree with others only if we truly mean it. 
9. Challenge ideas, not people, to make them work. 
10. Make decisions and take a position on issues. 
11. Don’t procrastinate, pass the buck, or ask for unnecessary items. 
12. Pay attention to the energy level of the room. 
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WBS and the Schedule Example 
 
 

A schedule views the detail across time.

A WBS
focuses on 

looking down 
the 

deliverables 
to arrive at 

the detail of 
the content 

of work.

A schedule views the detail across time.

A WBS
focuses on 

looking down 
the 

deliverables 
to arrive at 

the detail of 
the content 

of work.
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Transferring EWPs from the WBS to Phases 

1.0 2.0 3.0

3.1
3.2
3.2.1
3.2.2

1.1
1.2
1.3

Project WBS

Phase IPhase I

2.0

3.1

3.2.1

3.2.2

1.1
1.2

1.3

Phased Project

Phase IIPhase II

Phase IIIPhase III

Summary Deliverables
Executable Work Packets

1.0 2.0 3.0

3.1
3.2
3.2.1
3.2.2

1.1
1.2
1.3

Project WBS

Phase IPhase I

2.0

3.1

3.2.1

3.2.2

1.1
1.2

1.3

Phased Project

Phase IIPhase II

Phase IIIPhase III

Summary Deliverables
Executable Work Packets
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Phased Schedule Example 
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1.3

2.0

3.1

3.2.1

1.2

1.1
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Phase IIPhase II

Phase IIIPhase III
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Activities

Activities

Activities

Activities
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Activities

Activities
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Appendix C – Case Study Supporting Information 
Project Charter – Case Study 
General Project Information 
Project Name:  PRJ1333 – PMO Training Initiative for Project Managers, 

SystemGuard Professional Services Business Unit 
Client Sponsor: (Note: This person must be a decision-maker 
for the client organization with the authority to commit client 
resources.) Dennis Stevenson, Director of the PMO 
Is this an Enterprise Project (does it have significant impact on 3 
or more departments in the client organization?) Yes / No 
Delivery Organization Sponsor: (Note: This person must be 
ultimately accountable for the delivery organization and holds 
authority to commit delivery team resources.) 

n/a – Internal Project – Dennis Stevenson 
is sole sponsor of the initiative. 

Document History 
Version Date Author Reason for Change 
    
    
    
    
Executive Summary 
 
This project is to conduct training for the PSBU PMO project managers to consistently implement the PMO 
Toolkit.  This project is being initiated as there is not currently a consistent use of standards resulting in clients 
who don’t find commonality in the different standards being employed by the project managers.  Additionally, some projects are managed more successfully than others.  This project is in alignment with the PSBU PMO 
Development Program Initiative. 
 
 
Business Justification and Strategic Alignment 
 
Currently, SystemGuard’s Professional Services Business Unit (PSBU) has approved the implementation 
of a Project Management Office (PMO) to standardize project management methods and templates 
throughout the business unit.  The PMO currently has 24 project managers under its per-view who have a wide 
range of project management experience as well as varying ways in which they are implementing project 
management methodology.   
 
The PMO needs to ensure that its project managers demonstrate consistent use of the PMO Toolkit (the 
project management methodology which has been recently developed by the PMO).  There is a need to ensure 
that the BU’s project managers understand how to use the methodology within the context of the working 
environment as well as understand the general discipline of project management.  Currently, the PMO does not 
have the resources to develop this curriculum internally. We expect that training will result in project managers 
who are more consistent in use thereby increasing customer satisfaction across our client base. 
 
This project is in alignment with the PSBU PMO Development Program Initiative. 
 
 
PRJ1333 - Project Charter, Page 1 
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Business Objectives and Benefits 
Define the Business Objectives as well as how they will be measured a success by the client. 

Objective Metric for Success 
Increase project manager understanding of project 
management concepts. 

End of Course Assessment Test – all attendees 
scoring 80% or higher, test to be approved by Dennis 
Stevenson 

Increase project manager understanding of the PMO 
Toolkit 

End of Course Assessment Test – all attendees 
scoring 80% or higher, test to be approved by Dennis 
Stevenson 

Ensure that the project managers can successfully 
implement the PMO Toolkit on PSBU projects. 

All trainees of the course will leave class with a 
completed Project Charter and High Level WBS for at 
least one of their currently assigned projects. 

Other Intrinsic Benefits for the Client of Completing this Project 
Increase project managers’ buy-in of the PMO and the PMO Toolkit thereby increasing their interest in utilizing 
tools.  (Measurement of this will be in-scope for another project under the PMO.) 
Increase external customer satisfaction with our product delivery.  (Measurement of this will be in-scope for 
another project under the PMO.) 
Project End Result 
 
This project will deliver: 
  Training for the PSBD PMO project managers of the PMO through an off-the-shelf, vendor-provided 

training course.  The training course will need to include modifications to incorporate the newly defined 
PMO Toolkit. 

  A follow up report to management to include how well the class was received by the project managers, 
final scores of trainees, and trainee ideas and suggestions for future professional development. 

 
This project will not deliver:  Training to anyone who does not hold the formal title of project manager within the PSBU.  Post-course evaluation to determine if the training is being used consistently as it is under the scope of 

a separate initiative (PRJ1338).  Customer satisfaction ratings as it is under the scope of a separate initiative (PRJ1335). 
 
 
 
Client Targets for Triple Constraints 
Define the Client Targets for Time, Cost and Performance 

Objective Target 
Time: The training course should be executed by June 1, 200n with a final Management Report 

delivered by June 15, 200n. 
Cost: A sum of $25,000 has been allocated to this initiative. 
Performance: Training course must take the project managers away from the office no more than 3 business 

days. 
Training course must be conducted by a certified project management training vendor. 
Training course must produce assessment test scores of 80% or higher. 
Training course must utilize PMO Toolkit. 

 
PRJ1333 - Project Charter, Page 2 
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Prioritization of Client Targets 
Define the client priorities for their targets ensuring that the project plan is in alignment with customer priorities 
by checking the appropriate box below. 

Objective 1 2 3 
Time:  X  
Cost:   X 
Performance: X   
 
Working Assumptions and Constraints 
Assumptions (those things not known in fact but which will be held to be true for the purposes of this charter) 
  An appropriate vendor is available in the marketplace who will be able to modify an existing course to fit 

the needs of the PSBU PMO.  Attendance for all project managers in the PMO will be mandatory.  Budget will be allocated in a timely way to meet project expenditures.  
Constraints (those things imposed on the business and thus imposed on the project) 
  Final training vendor contract must be approved by the Procurement Office.  The PMO cannot afford to involve funding for this initiative greater than the amount allocated. 
 
 
Defined Project Risks 
List all risks known by the business which could impact the success of the project. 
 The training does not provide consistency across the project managers in the PMO organization. 
 The contracted training vendor does not provide a quality, real-world project management curriculum 

resulting in training that cannot be carried over into the organization’s projects. 
 Project managers will not be amiable to the training session leading to poor carry over from classroom to 

projects. 
 
 
 
Defined Authorizations 
Client Sponsor: (Note: This person must be a 
decision-maker for the client organization with the 
authority to commit client resources.) Dennis Stevenson, Director of the PMO 
Delivery Organization Sponsor: (Note: This 
person must be ultimately accountable for the 
delivery organization and holds authority to commit 
delivery team resources.) 

n/a 

Project Manager: Gloria Davidson, I.D. M436 
Authorization Levels to Be Provided to the Project 
Manager: 

 
Project Manager authorized to approve expense 
spending in amounts up to $1,000.  All other 
expenditures must be approved through Client Sponsor. 
 

 PRJ1333 - Project Charter, Page 3 
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Stakeholders 
Define those presently known as having a significant interest in the project. 

Name Department/Organization Phone E-mail Physical 
Location 

Walter McMillan Vice President, PSBU 404-252-0001 wmcmillan@sysguardinc.com Atlanta 
Dennis Stevenson Director, PMO 404-252-3425 dstevenson@sysguardinc.com Atlanta 
Stephanie Cave Mgr. for Methods, PMO 404-252-3429 scave@sysguardinc.com Atlanta 
Barney Smith Director, Procurement Office 212-331-6523 bsmith@sysguardinc.com New York 
 
Signatures 
Once signed, this document becomes binding for the items included and the attachments provided. 
 Name Signature Date 

(MM/DD/YYYY) 
Client Sponsor Dennis Stevenson   

Delivery Sponsor n/a   
Project Manager Gloria Davidson   
 
Attachments  
List all project files supplemental to this charter here.  Optional: Use filename to create hyperlink to document. 
Document Name and Date Filename 
PMO Program Business Case SystemGuard_PSBU_PMOBusinessCase1567v3.doc 
Project plan to be attached once complete  
  
  
  
  
  
 
Additional Notes 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
PRJ1333 - Project Charter, Page 4 
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Case Study Project Charter Exercise 
The following were suggestions that were made to the client-sponsor by the project manager, 
Gloria Davidson: 

1. Upon review of the Project Charter, the project manager suggested to the business that 
the following out-of-scope item might also need to be included: Project managers who 
are outside the per-view of this business unit’s PMO will not be participating. 

2. The client targets are not in alignment with the imposed constraint of funding.  The 
project manager recommends to the client-sponsor that this needs to be re-prioritized.  
The client-sponsor re-prioritizes the targets as (1) Performance, (2) Cost, and (3) Time. 

3. The project manager knows that allocation of funding is organizationally difficult.  The 
project manager suggests to the client that this is a defined risk in the project. 

 
You may have found additional suggestions that you might make for this project manager. 
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Case Study - High Level Work Breakdown Structure Exercise 
This is an example of what a High Level WBS might look like.  Please keep in mind that your 
structure may be organized differently or it may be more decomposed than this structure. 
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Case Study - Definitive Work Breakdown Structure  
The following is an example of how a Definitive WBS for this project might be decomposed: 
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Case Study - Accountability Matrix 
Accountability Matrix – Date of Creation: 03/04/200n 
Project Name:  PRJ1333 – PMO Training Initiative for Project Managers 
Project 
Manager:  Gloria Davidson, Employee I.D. M436 
# EWP 

ID EWP Name EWP Manager Reviewer(s) Decision 
Authority 

1 1.1 List of Trainees G. Davidson   
2 1.2 Invitations A. Cooke   
3 1.3 Management Follow-up 

Communication G. Davidson   
4 1.4 Registrations A. Cooke   
5 1.5 Printed Course Manuals B. Patrick   
6 1.6 Course Supplies Procured B. Patrick   
7 1.7 An Executed Course G. Davidson   
8 2.1 List of Training Vendors B. Patrick G. Davidson  
9 2.2 Training Vendor 

Presentations G. Davidson B. Smith  
10 2.3 Vendor Training Reviews G. Davidson B. Smith  
11 2.4 Final Training Vendor 

Contract G. Davidson  B. Smith 
12 2.5.1 Requirements Review 

Meeting with Vendor S. Cave   
13 2.5.2 Insertion of Organizational 

PM Templates S. Cave   
14 2.5.3 Final Course Content 

Outline S. Cave G. Davidson D. Stevenson 
15 2.5.4 Approved, Final Course S. Cave G. Davidson D. Stevenson 
16 2.5.5 Trainee Assessment Test S. Cave  D. Stevenson 
17 3.1 Need Assessment S. Cave   
18 3.2 PM Peer Review Team G. Davidson   
19 3.3 Management Review 

Meeting G. Davidson   
20 3.4 List of Organizational PM 

Templates for Inclusion S. Cave   
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(Accountability Matrix, continued) 
Accountability Matrix – Date of Creation: 03/04/200n 
Project Name:  PRJ1333 – PMO Training Initiative for Project Managers 
Project 
Manager:  Gloria Davidson, Employee I.D. M436 
# EWP 

ID EWP Name EWP Manager Reviewer(s) Decision 
Authority 

21 3.5 Final Requirements 
Document S. Cave G. Davidson D. Stevenson 

22 4.1 List of Available Venues B. Patrick   
23 4.2 Class Venue Visits B. Patrick   
24 4.3 Final Venue Contract G. Davidson  B. Smith 
25 4.4 A/V and Computing B. Patrick   
26 4.5 Classroom Setup B. Patrick   
27 4.6 Classroom Teardown B. Patrick   
28 4.7.1 Menu B. Patrick   
29 4.7.2 Final Catering Agreement G. Davidson  B. Smith 
30 5.1 Course Review Survey G. Davidson  D. Stevenson 
31 5.2 Online Submission 

Vehicle Review Upload G. Davidson   
32 6.1 PM Trainees Lessons 

Learned Breakfast G. Davidson   
33 6.2 Training Vendor Lessons 

Learned Meeting G. Davidson   
34 6.3 Final Report Document G. Davidson   
Document History  

Version Date Author Reason for Change 
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Case Study - EWP Detailed Definition Sheet  
PRJ1333 – PMO Training Initiative for Project Managers - EWP Detailed Definition Sheet Created 03/04/200n 
Deliverable Name:  Printed Course Manuals 
Deliverable ID: 1.5 
Family of Work: 1.0 – Project Managers Trained 
EWP Work Effort: Rough: 25 hours Refined: 36 hours 
Total Cost: Rough: $1,500 Refined: $1,700 
EWP Manager: Bob Patrick 
Revision History for Approved Changes 

Change ID Approval Date Authorized By Reason for Change 
    
    
    
EWP Description 
 
A final set of 30 trainee course guides printed, bound, and delivered to the final training location.  Five of the total number of 
guides to be retained for management and the PMO. 
 
Task Definition 
Define those tasks that must be executed by project resources to complete the EWP.  Include additional tasks as 
attachments when space below is not sufficient. 
ID Task Name Work Effort Duration Dependencies 
.a Milestone - Receive final modified course from training vendor. 0h 0d 2.5.4 
.b Incorporate company logos and approved layout into document 20h 3d .a 
.c Submit course soft copy to internal print house 1h 1d .b 
.d Await completion of course manual 0h 3d .c 
.e Review course manuals for accuracy 5h 1d .d 
.f Ship course manuals to training location 5h 1d .e, 4.3 
Assumptions and Constraints 
Assumptions (those things not known in fact but which will be held to be true) 
  Final, modified course will be completed  Print house is not over-allocated to other initiatives  Training location will be procured successfully. 
 
Constraints (those things imposed on the completion of this EWP) 
  Must utilize in-house printer for completion of manuals 
Defined Risks 
List all risks known by the project team that will impact the success of this EWP upon the project and business. 
  If the final course is revised after it has been sent to the mail house then re-prints will be required costing additional 

time and money.  If the course is incorrectly printed by the print house then it will have to be re-printed adding more time to the project 
plan.  If the print house is over-allocated, then additional time may be required to print manuals.  If the vendor does not send the soft copy document in a useable format, then additional time will be required to 
convert it into our standard course format.  

Case Study - EWP Detailed Definition Sheet, Page 1 
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Resource Needs 
Define the skill sets that will be needed to complete this EWP as well as suggested individuals to fill roles, when applicable. 

Role Estimated Hours & Cost Suggested Individuals 
Logistics 11h – not billed Bob Patrick 

Formatting 25h - $500 Sheryl Evans 
   
   
   
   
   
Materials & Equipment Needs 
Define the materials and equipment which will need to be procured to produce this EWP. 

Item Amount Total Cost 
Printed course guides 30 guides @ $40 per $1,200 

   
   
   
   
   
   
Attachments  
List all files supplemental here.  Optional: Use filename to create hyperlink to document. 
Document Name Filename 
TBD  
  
  
  
  
  
Additional Notes 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Case Study - EWP Detailed Definition Sheet, Page 2 
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Suggested Answer Key 
Module 1 – Introduction 
Review Questions  
1. Define project scope.  Project scope is the defined view of the business’ aim, or purpose, 

expressed as an end result, the detailed deliverables required for the project solution, and 
the deliverables that will not be produced for the project solution (out of scope).  Scope is 
the ‘what’ of a project. 

2. What is meant by the statement that scope is ideally defined as a noun?  Scope is a 
‘thing’ in the sense that it is not about the tasks and activities that a project team must 
complete; it references the end results of the effort, both intermediate and final project 
results.   

3. What is meant by the term ‘means-end inversion’?   Means-end inversion is a project 
manager’s and team’s misplaced focus on activities before deliverables. 

4. What are deliverables?  Deliverables are things achieved, or the end results actions 
performed on a project.  They are not the activities being conducted on a project. 

5. What are the triple constraints and why are they important in scope development?  
The triple constraints are time, cost, and scope (performance); they have impacts on each 
other.  These are important because both time and money can impact how scope is 
developed. 

6. For scope to be completely defined, scope definition should include both scope 
included and excluded (out-of-scope).  Why is this important?  Ensuring that both in-
scope and out-of-scope items are addressed reduces the chance of misunderstandings 
among project stakeholders. 

7. What is a Work Breakdown Structure?  A Work Breakdown Structure graphically 
represents the deliverables of a project both at a higher level with the business and also at a 
definitive level with a project team.   

8. Is it true that the WBS provides a time-ordering of deliverables?  Why or why not?  
No.   The WBS is simply represented as categorized deliverables – the way in which they 
will be completed in time is to be managed through schedule development. 
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9. Name at least five benefits of utilizing a WBS.  A WBS allows for better understanding of 
the content of work, it assists in more robust project planning, it improves communication 
among stakeholders, it is an effective reporting mechanism, it improves change 
management, and it builds stakeholder confidence. 

10. How is WBS useful for a client?  It creates greater understanding and he can feel more 
engaged in the project and more supportive in his role toward the project’s success.   

11. How is a WBS useful for a team?  A WBS can assist in breaking down what is sometimes 
daunting to a team into pieces that are easier for them to understand and manage.    

12. How does the WBS assist in creating a more robust schedule?  A schedule is less likely 
to contain extraneous tasks that are irrelevant to the completion of the project.  And, it is 
less likely that critical activities will be missed because the WBS defines deliverables 
discretely.   The final level of granularity of the WBS allows the corresponding activities to be 
better estimated thus resulting in better time and cost projections.   

13. Can the WBS used for risk identification?  Yes.  Because the WBS defines distinct 
deliverables, the resulting risk identification from a WBS is also likely to be more specific 
thus more easily assessed. 

14. How is the WBS useful for the project manager developing a communication plan?  A 
WBS organization can be an impetus to how escalation procedures are developed as well 
as how regular meetings with sub-teams should be organized. 

15. How can the WBS enhance team communication?  When conversations about the 
project can be put into the context of deliverables then a project manager and team are 
better able to respond to questions about content, recognize activities that may not 
correspond to deliverables thereby streamlining work, and recognize how the deliverable of 
one identified project team owner impacts a larger deliverable or corresponding deliverable.  
This makes it easier for the team to determine who would need to be included in decision-
making and issues meetings during execution.    

16. How does the WBS help the project manager manage expectations with the client 
concerning the client’s responsibilities toward a successful project?  The WBS can be 
used to communicate with the client those items that they must ‘produce’ in order for the 
delivery team to complete their deliverables.  This better ensures that those on the client 
side understand that they cannot ‘await the arrival of a solution’ but must instead be 
engaged during the course of a project in order for the solution to be appropriately delivered. 
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17. What is meant by the statement that the WBS is a negotiation tool?  It is easier to 
communicate with clients why the project will take the time and expend the cost when the 
WBS makes this information visible to them.  It can be used to negotiate with clients what is 
in and out of scope as a method to meet customer thresholds for time and/or money.   

18. Why can the WBS be an effective reporting mechanism for a client?  The WBS defines 
the end results, or the deliverables, that the client is always focused on.   

19. When would it be important to communicate the use of the WBS to stakeholders?  It is 
important for a project manager to discuss the usage of a WBS with stakeholders when the 
tool does not have a recognized acceptance level within the organization. 

20. What is meant by the statement that the WBS is a risk reduction tool?  By this it is 
meant that utilizing a WBS increases the probability that the project is well thought out, that 
the right activities will be in focus, and there is a mutual understanding of the deliverables to 
be achieved.  People will be more likely to feel they are on the same page in terms of 
expectations, team members will feel more bought in and in control, and clients and 
sponsorship will have greater faith in the project manager and his team. 

Module 2 – Work Breakdown Structure Construction and Development  
Review Questions 
Utilizing a Project Charter as a Pre-requisite to WBS Construction 
1. What is a Project Charter and why is it important as a pre-requisite to WBS 

Development? A Project Charter is a document prepared from the client to the project 
delivery organization to formalize the initiation of a project, and it describes the context of 
the project’s existence so that an appropriate solution can be developed for them. 

2. Who is the author of the Project Charter? The client.  Why?  This is because the 
document is written from the perspective of the business and only the business can formally 
authorize that time and money be utilized to conduct planning and execution of the effort.  
The project manager cannot.   

3. Name at least five elements of a Project Charter.  Executive Summary, Business 
Justification and Strategic Alignment, Business Objective and Benefits, Project End Result, 
Client Targets for Triple Constraints, Prioritization of Client Targets, Working Assumptions 
and Constraints, Defined Project Risks, Defined Authorizations, Stakeholders, Signatures, 
Attachments, and Additional Notes. 
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4. What is the purpose of the Executive Summary?  The Executive Summary provides a 
short, succinct overview of the information that is more fully covered in the remaining 
sections of the Project Charter and should be an introduction to assist the reader in 
preparing for the remainder of the document.   

5. Why is it important for a project manager to pay particular attention to the client’s 
business justification?  A project manager will always want to consider the Business 
Justification along with the Business Objectives and the Recommended Solution to have 
confidence that the business has thought through their problem completely.   

6. What must also be defined with each defined business objective?  The metric must be 
quantified in some fashion.   The guiding question that a project manager should always ask 
is “How will the business be able to determine that the solution was a successful one for the 
business?”  

7. Where in the Project Charter is the client’s scope and deliverables documented?  
Project scope and deliverables is documented in the Project End Result. 

8. What should a project manager consider when the client has not defined a solution 
through the Business Case and/or the Project Charter?  A project manager should query 
to determine if the project’s end result is not a ‘solution implementation’, but instead being 
only a ‘solution recommendation’.   

9. Are the client’s defined targets in the Project Charter able to be revised?  Yes, and 
they usually will be as more information is uncovered during planning. 

10. Why should client targets be prioritized?  The prioritization of targets will assist the 
project manager and the team in planning the project, and it also assists the project 
manager in understanding where there is the least amount of negotiation as well as where 
there is the greatest if the project team should conclude that all of the targets cannot be met 
together. 

11. What is a baseline?  The baseline is a metric by which the project will be measured for 
success; usually in terms of time, cost, and performance (scope). 

12. What is an assumption?  Assumptions are defined as those things that are held to be true 
though not positively known as actual fact. 

13. Define the term constraint.  Constraints are defined as those items that are imposed on 
the business, and by virtue of this, are also imposed on the project.   
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14. What associations should a project manager make between constraints and the 
client’s prioritized targets?  A project manager should pay special attention to constraints 
and ensure that they are well represented when the client prioritized their targets for time, 
cost and scope.   

15. Why should assumptions and constraints be considered when defining risk?  They 
should be reviewed to determine if there are any threats that they may create for the project.  
What if assumptions prove invalid?  Or, what if a constraint also creates a threat? These 
things must be considered. 

16. What do defined authorizations provide the project manager?  Authorizations delineate 
who is accountable on the business side and on the delivery organization (when 
appropriate).   The project manager should also understand who he ultimately reports to. 

High Level WBS Development 
17. Why is it inappropriate to construct a High Level WBS into phases?  It is important to 

remember that clients aren’t looking for phases to be delivered to them – for most clients, 
this is meaningless.  They are looking for tangible items to be delivered.   

18. Should the business be included in High Level WBS development?  Yes.  Why or why 
not?  A High Level WBS visually lays out the content of the project in a way that a client can 
more easily digest.  And, it is a regular occurrence that the client will identify additional 
deliverable needs when scratching out the WBS together with a project manager.   

19. How can the project manager use the High Level WBS when discussing the project 
with the client?  A project manager will sometimes want to suggest additional deliverables 
into the graphic that he recognizes will be needed but that the client hasn’t considered. 

20. What is a final product deliverable?  Final product deliverables are those things that the 
client and business will receive at the end of the project. 

21. What is a disposable deliverable?  Disposable deliverables are those items that will be 
developed and ‘used up’ in the course of a project for the purposes of obtaining final 
deliverables.     

22. Should the WBS incorporate both final product deliverables and disposable 
deliverables?  Yes.  Why or why not?  They both should be included because time and 
effort will be expended in the project to create all of them. 
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23. Should the WBS include out-of-scope items?  Yes.  Why or why not?  Keeping these 
items present and visible is important so that there are not any misconceptions about what 
the project will and will not deliver. 

The Definitive Work Breakdown Structure 
24. How can the High Level WBS be used to determine who should be involved in 

creating the Definitive WBS?  The high level deliverables will in and of themselves 
suggest the technical talent necessary to develop the scope further.   

25. Should project team members be encouraged to add additional deliverables to the 
WBS?  Yes.  Why or why not?  The team should also incorporate other deliverables that 
may have been missed during High Level WBS development.   

26. What does the term scope decomposition mean? Decomposition is the process of 
breaking down larger deliverables into smaller deliverables. 

27. What is meant by the phrase ‘family of work’?  A family of work is a set of decomposed 
deliverables that have content relationships. 

28. Should families of work be broken down to some pre-defined number of levels on the 
WBS?  No.  They can be broken down to a level that is appropriate for further planning. 

29. When deliverables are decomposed, must they be decomposed into at least two sub-
deliverables?  Yes.  Why or why not?  A deliverable that is broken down into only one 
sub-deliverable is a reiteration. 

30. Should the team add the out-of-scope items to the WBS structure they are creating?  
Yes.  Why or why not?  To ensure that these items remain visible and can be reviewed 
with the client or final approval. 

31. How should WBS organization be determined?  There is no one correct way to organize 
a WBS.  Usually, its organization at the highest level is based on client expectations with the 
lower levels organized as the team and project manager see fit.   

32. Can a deliverable be represented in the WBS more than once?  No.  Why or why not?  
A deliverable that is to be produced one time must be shown on the WBS in only one 
location. 

33. What two questions must a project manager ask when the team is reviewing and 
validating deliverables?  “What sub-deliverables make up this deliverable?” and then after 
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an initial round of team decomposition to later ask the additional question “Are these defined 
sub-deliverable all that is needed to complete the deliverable above?” 

34. Explain why ‘integration’ deliverables are important to include on the WBS.  
Integration deliverables bring together other distinct WBS deliverables into one, cohesive 
whole. 

35. What is an Executable Work Packet?  An EWP is the lowest level of the WBS. 
36. What are three practical guidelines for ensuring that a team has constructed a WBS to 

EWP Level?  1) Is the work effort in the neighborhood of 100-200 hours of labor? 2) Is there 
one subject matter expert on the core project team who can be accountable for overseeing 
the deliverable along with the project manager?, and 3) Can the deliverable show regular 
progress from one reporting period to another? 

37. What is the advantage of the guideline of 100 – 200 hours of work effort?  Most people 
can wrap their minds around a work effort of 100 – 200 hours of labor, and thus it is a good 
guideline for a project team to determine if EWP level has been reached.   

38. How should a project manager respond when a team member is unsure of the rough 
cut work estimate?  If the team member is unsure of the work estimate, then the project 
manager assists the member in breaking the deliverable down into smaller pieces, 
determining what additional information the member needs, or determining if a new subject 
matter expert is required. 

39. How should a project manager respond when a team member is unwilling to provide a 
rough cut estimate?  In this scenario, a project manager should explain that the estimate 
used to arrive to EWP level is not a commitment estimate and that team members will not be 
held accountable to an estimate until after scheduling elements are developed. 

40. What is the difference between work effort and duration?  Work effort is the hours of 
labor employed on a deliverable.  Duration is the length of time the deliverable will be in 
progress over a timeline. 

41. At who’s discretion should a deliverable be broken down further when for the 
purpose of easier progress reporting?  The project manager. 

42. What is an EWP Manager?  An EWP Manager is the individual who will be accountable to 
oversee the work of an EWP along with the project manager.  The EWP Manager is the 
technical leader for a component of work on the project.  
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43. What are the responsibilities of an EWP Manager?  The EWP Manager must oversee the 
detailed scheduling of his deliverables, refine estimates, review the project plan in total to 
check for interdependencies, consider risk, oversee the completion of work and provide 
actual data to the project manager, inspect that his deliverables for completion, be involved 
in communication and decision making as well as issues management, be responsive and 
involved on change requests that impact his deliverables, escalate matters he cannot solve 
himself to the project manager, communicate EWP completion to the project manager, 
provide lessons learned and ensure documentation is complete. 

44. Can the project manager also hold the role of an EWP Manager?  Yes, a project 
manager can also hold the role of accountable individual for some components of the WBS 
because in today’s projects a project manager often holds dual roles of project management 
and a technical skill.  However, a project manager cannot be the accountable individual for 
every EWP on a WBS.    

45. What is an Accountability Matrix?  The Accountability Matrix is a useful tool for 
communicating to the team the defined EWP Managers for the project.  It specifically 
documents who will be the one key individual that must be included in any communication or 
in decision-making for each EWP.   

46. What is a Roll-up estimate?  A Roll-up estimate is the combined total of all EWP Rough-
cut estimates.   

Reviewing the WBS with Management and the Client 
47. What should the project manager review with the client after the team has further 

developed the WBS?  The project manager should review through the content of the WBS 
taking the time to discuss new contents that were added as well as the decomposed 
components of the client’s High Level WBS.  He should also clarify again with the client the 
contents that are out of scope to ensure that there is still agreement here.   

48. Should a project manager discuss the rough cut estimate with management and the 
client?  It depends.  If the project manager has promised the team that it will not be 
provided to the client, then the answer is no.  Otherwise, it can be used to give management 
and the client a ballpark of what can be expected before a commitment estimate is provided. 

49. Discuss the reason why de-scoping may occur after the definitive WBS is created.  
De-scoping may occur if the estimate far exceeds the time and/or cost targets on the charter 
and after considering the prioritization of targets.  In this case, the project manager will have 
to negotiate with the client. 
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50. If, after the review of the WBS, management and/or the client makes changes then 
what documentation must the project manager ensure is updated accordingly?  The 
charter should be re-versioned to reflect new decisions made after management and/or 
client review of the WBS. 

Module 3 – Facilitating Work Breakdown Structure Development 
Review Questions 

1. What are some of the considerations a project manager will want to take into 
account when preparing to hold a WBS Planning Session?  The priority of this 
particular project in the organization, the geographic locations of the team leads, the 
budget available for planning purposes, and possible language barriers of the team leads. 

2. What is the ideal method to hold a WBS Planning Session?  A face-to-face, offsite 
session.  Why?  This method allows for the speediest completion of WBS decomposition 
and also limits the intrusions of other work commitments that team members may have. 

3. Why is a separate facilitator useful in a WBS Planning Session?   A separate 
facilitator keeps the meeting on track.  This allows a project manager to focus on the 
content developed within the session.   

4. How can a separate facilitator be found when funds are not available to procure 
one?  The PMO may offer facilitation services, or there may be a peer project manager 
who can play the role for the project manager. 

5. The WBS Planning Session facilitator should always be well-versed in WBS 
Development. 

6. If the team is new to the concept of WBS, utilizing terminology they are familiar with 
provides what advantage?  Utilizing terminology, they are already familiar with will go a 
long way to better buy-in. 

7. When should a WBS Planning Session be held?  In the morning.  What is the 
downside of holding a session earlier than the beginning of a workday?  It may not 
aid a project manager’s cause of participant buy-in if the meeting begins earlier than what 
is considered the typical beginning of a work day.  Team members can feel as if they are 
asked to do, yet, even more. 

8. How long should a WBS Planning Session typically run?  A WBS Planning Session is 
typically a half-day. 
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9. When should notification be sent to participants? One week prior to the event.   When 
should the team be provided with a final agenda?  No later than one day prior to the 
event; 

10. In choosing a location for the session, what should a project manager look for?  A 
large room with a sizable amount of wall space as well as room for participants to move 
freely is ideal. 

11. How is a hand-constructed WBS advantageous for a team?  First, it allows the team to 
be physically involved in building the WBS, and this increases the likelihood that members 
will stay engaged during the meeting, not sitting back in a conference room chair watching 
and listening with only occasional input.  It also provides for a faster development of a 
WBS as all team members collectively will be in the process of adding to the structure 
concurrently.   

12. What should a project manager be mindful of if he determines to utilize software in 
the Planning Session to construct the WBS?  It will require one scribe to input 
information and will likely result in a meeting that will take longer to produce the WBS as 
well as participants who will become less engaged as time proceeds.  In some 
organizations, it might also serve to increase participant buy-in and participation. 

13. How should a WBS Planning Session begin?  The session should begin with a 
welcome and a Project Charter review. 

14. Why is a Project Charter review useful to the team?  This information provides context 
to the project team as they begin to consider deliverables that will be required to meet the 
client’s needs.   

15. What should a project manager explain to the team when reviewing the High Level 
WBS with them?  The project manager should also encourage the team to adapt and 
change the WBS as they recommend accommodating the client’s objectives set forth in 
the Project Charter.   

16. During the brainstorming process, the facilitator should ensure that ideas are 
represented in what fashion? Nouns. 

17. What should a project manager explain to a team who is uncomfortable with 
providing estimates?  The project manager should lead this agenda topic by explaining 
to the participants the purpose of the estimate.  A rough cut estimate is not for commitment 
purposes but to ensure that the team understands the deliverables that need to be 
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achieved.  Anywhere on the WBS where work effort estimates cannot be estimated lies the 
threat of ambiguity.   

18. Should all deliverables be broken down to EWP level by the end of the session?  If 
they can be, then yes.  Most sessions will not decompose every family of work to EWP 
level as there are usually follow-up information and perhaps additional SMEs needed. 

19. What should a project manager do if the team is unfamiliar with the role of EWP 
Manager?  The role of an EWP Manager should be explained to them at a high level.  It 
may also be advisable to provide a handout listing the responsibilities. 

20. Who is responsible for any EWPs that do not have a defined manager?  The project 
manager is responsible for unassigned EWPs until another, more appropriate individual 
can be assigned. 

21. What is an EWP Detailed Definition Sheet?  The EWP Detailed Definition Sheet allows 
the EWP Manager to document the specifics of how the work for the EWP must be carried 
out as well as the resources that will be needed to complete the deliverable.  What 
elements does it include?  EWP Description, Task Definition, Assumptions and 
Constraints, Defined Risks, Resource Needs, Materials & Equipment Needs, Attachments, 
and Additional Notes. 

22. Why is a WBS unique identification code important to implement soon after the 
Definitive WBS?  The unique identification code provides a method to ensure that the 
deliverable can be easily referenced and traced back to higher deliverables of the WBS.  
As such, it should be documented as soon as possible. Does this number remain 
dynamic until baseline or is it a static number?  A static number.  Why?  A static 
number ensures that when communication of a deliverable occurs that all are in 
agreement as to which deliverable is being discussed.   

23. What activities should a project manager conduct in follow up to a WBS Planning 
Session?  Complete coding, send out the WBS to the participants for review, follow up 
with EWP Managers to complete Detailed Definition Sheets, Follow up with SMEs for 
those deliverables that were not decomposed to EWP level, Secure additional project 
team SMEs when needed, and review WBS with management and the client. 

24. What is the project manager’s largest challenge of an onsite session?  A project 
manager’s largest challenge when conducting the Planning Session at the office location 
of meeting participants will be the possibility of their being called from the meeting to 
manage other work responsibilities.   
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25. Name at least three suggestions to incorporate into an onsite planning session.  Ask 
members that, when possible, they should have a contact person available to others in 
their absence, provide for short ‘time-outs’ each hour for a period of ten minutes for team 
members to check email or voice mail, ask them to step out of the room if they are to take 
a phone call, keep the meeting interactive, hold a short dialog with the team at the 
beginning of the meeting can assist in letting them know you as project manager recognize 
they have a lot on them and you will value their time and participation, and ask 
management to attend the beginning of the session as well as ‘pop in’ occasionally during 
the session. 

26. What must a project manager consider when determining to hold a real time session 
with a dispersed team?  The session is not as speedy as a face-to-face session, multiple 
sessions may need to be employed, participation is more difficult, rigorous facilitation is 
needed, and this situation is always more effective when the team is comfortable with 
WBS development. 

27. Name three things a project manager should do if he must facilitate a WBS with a 
dispersed team using asynchronous development.  1) Ensure team members have 
online, real-time access to the latest version of the WBS, 2) begin coding deliverables 
early, and 3) impose a deadline on the WBS construction. 

28. When imposing a deadline for Definitive WBS completion, what four things must a 
project manager consider?  1) What is the client’s current target for timing, and how 
does this impact the speed at which planning needs to be complete?  Additionally, what is 
the client’s current priority for the target of time – defined within the Project Charter, 2) 
What is the current availability of the key team leads?  Are they overloaded with other 
projects that hold a priority higher than your own, 3) What is the expectation of your own 
management as to when the WBS should be decomposed?  When are they looking for 
feedback from the project team, and 4) What does the team believe to be a reasonable 
time frame to complete the WBS? 

Module 4 – Work Breakdown Structure Applications and Uses 
Review Questions 
1. Define the term requirements.  Requirements are the necessary ways in which a 

deliverable must act and perform to be a benefit to the business. 
2. Which deliverables of the WBS will not usually have defined requirements? 

Disposable deliverables.   
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3. What two advantages does the WBS have for requirements gathering?  The WBS can 
assist the team in learning where requirements need to be documented.  Additionally, the 
WBS can be used as a guiding document to ensure that all final product deliverables have 
documented requirements for them. 

4. How is the WBS utilized in Schedule Development?  EWPs are arranged into a phased 
format.  The schedule will incorporate the phased EWP with the corresponding activities the 
team will complete represented under each EWP.  The addition of activity dependencies, a 
re-estimate of work effort, resource assignment, duration estimation, and hard start and end 
dates into a scheduling tool. 

5. What three advantages will a project manager and team experience as a result of 
utilizing the WBS in Schedule Development?  1) Easy to read because it will flow left to 
right across time, 2) The activities will always roll up to a corresponding EWP deliverable so 
that the project manager and team can focus on team actions and end results for the 
project, and 3) It will make for easier use during the execution and control of the project. 

6. What is an advantage of having a cost estimate visual on a WBS?  A real advantage of 
having the cost estimate visual on the WBS is that it can be used in communicating with 
management and the client as to how the business’ funds are being allocated across the 
project. 

7. How are risk categories used together with the WBS for risk identification?  Once risk 
categories are defined, they then can be used against each EWP to determine if there are 
specific risks within each category that might be a threat to the successful completion of the 
WBS component, or to other EWPs, on the WBS. 

8. In the case where a project manager may also have managers for summary 
deliverables, how does this serve communication planning?  In this case, the WBS can 
serve to establish how progress tracking, issues, change requests, and decision escalations 
should be communicated upward and downward via deliverable responsibilities. 

9. What WBS reporting method can be useful to show to management who is very 
focused on end results?  The WBS can be color coded to show completion up the chart as 
deliverables complete. 

10. Define how the WBS interacts with change management.  The WBS can be updated as 
new deliverables might be added, deliverables that are de-scoped after baseline can be 
represented as out-of-scope, and changes to existing deliverables can be traced by 
ensuring that all change requests incorporate the unique identification codes of the 
deliverables that they will affect. 
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Below are examples of the types of questions you can expect from the course’s online 
assessment. Please answer the following questions and then check your answers with the 
answer key that follows. 

1. The primary goal of the WBS is to – 
 Determine the end date of the project. 
 Prepare definitive budgets. 
 Better understand the content of a project. 
 Assign team members to work. 

2. Where within the project charter does the client define his scope and deliverables? 
 Business justification 
 Business objectives and benefits 
 Defined project risks 
 Project end result 

3. Why should a client's targets be prioritized? 
 The project manager should prioritize the client's targets for them to explain what 

is achievable. 
 The client should not prioritize their defined targets. 
 It assists the project manager and the team in better planning the project. 
 The client will better understand its targets for the project. 

4. What is a baseline? 
 A metric by which the project is measured for success in terms of scope, time 

and cost. 
 The documented commitment of the client's prioritized targets. 
 A client defined output of the project charter. 
 The metric defined prior to the development of a WBS. 
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5. Assumptions are defined as – 
 Potential threats of a project. 
 Those things that are held to be true though not positively known as an actual 

fact 
 Limitations that are imposed on the business, and by virtue of this, imposed on 

the project. 
 The defined content of the project. 

6. A disposable deliverable is – 
 That which is developed and “used up” in the course of a project for the purpose 

of obtaining final deliverables. 
 Never shown on the WBS. 
 Found only at the summary level of a WBS. 
 Only the discrete deliverables of a project. 

7. What is an Executable Work Packet? 
 The most discrete deliverables of the WBS. 
 The highest level deliverables of the WBS. 
 The tasks of a project. 
 A family of work. 

8. Which of the following is not true related to EWP Managers? 
 EWP Managers can also hold the role of resource on the project. 
 EWP Managers are responsible for overseeing the work of a deliverable. 
 The EWP is usually a technical leader for a component of work on the project. 
 It is acceptable for two EWP Managers to be assigned to one EWP. 

9. At whose discretion should an EWP be broken down further when it is for the purpose of 
easier progress reporting? 
 The EWP Manager 
 The project manager 
 The project sponsor 
 The project team lead in charge of creating client reporting 
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10. Which of the following is not a responsibility of an EWP Manager? 
 Oversee detailed scheduling of his deliverable(s). 
 Refine estimates. 
 Interact directly with the client regarding progress of his deliverable(s). 
 Inspect his deliverable(s) for completion. 

11. A useful tool for communicating to the team the defined EWP Managers is known as – 
 Accountability matrix 
 WBS definition document 
 Project charter 
 Schedule 

12. Which of the following is not a consideration for the project manager when preparing to 
hold a WBS Planning Session? 
 The attitudes of peer project managers related to WBS Planning. 
 The priority of this particular project in the organization. 
 The geographic locations of project team leads. 
 Budget availability for planning. 

13. What is a project manager's largest challenge when conducting an on-site planning 
session? 
 Poor participation of participants within the meeting. 
 The increased risk that it will take longer to complete the WBS than if a 

dispersed, real-time approach had been chosen. 
 The involvement of sponsorship within the meeting. 
 The possibility that participants will be called away from the meeting to manage 

other work responsibilities. 
14. Deliverable requirements are best defined as – 

 The timing of deliverables. 
 The content of the project. 
 The necessary ways in which a deliverable must act and perform to be a benefit 

to the business. 
 The time and cost parameters provided by the client. 
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15. When creating the project schedule, the WBS is used by – 
 Incorporating all deliverables from the WBS into a phased format and creating 

the corresponding activities for each. 
 Incorporating the summary deliverables of the WBS into a phased format and 

then incorporating the corresponding EWPs. 
 Developing the activities lists based upon the summary level of the WBS. 
 Arranging the EWPs in a phased format and then creating the corresponding 

activities for each EWP. 
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Assessment Preparation Answer Key 
1. Better understand the content of a project. The primary goal of the WBS is to better 

define the deliverables, or content, of a project. 
2. Project end result.  The client's scope and deliverables are defined in the section of the 

project charter documenting the project end result. 
3. It assists the project manager and the team in better planning the project. 

Prioritization of client targets assists the project team in better planning the project as 
well as assisting the PM in better understanding where there is least amount of flexibility 
in the client's targets. 

4. A metric by which the project is measured for success in terms of scope, time and 
cost. A baseline is a metric by which the project will be measured for success in terms 
of cost, time and scope. 

5. Those things that are held to be true though not positively known as an actual 
fact.  Assumptions are those things that are held to be true though not positively known 
as an actual fact 

6. That which is developed and “used up” in the course of a project for the purpose 
of obtaining final deliverables. Disposable deliverables are developed and “used up” 
in the course of a project for the purpose of obtaining final deliverables. 

7. The most discrete deliverables of the WBS. Executable Work Packets are the lowest 
level of the WBS. 

8. It is acceptable for two EWP Managers to be assigned to one EWP. Each EWP 
should have only one assigned EWP Manager. 

9. The project manager.  The project manager should determine if a EWP should be 
broken down further when it is for the purpose of easier reporting. 

10. Interact directly with the client regarding progress of his deliverable(s). It is 
typically the responsibility of the project manager to interact with management and the 
client regarding progress of deliverables. 

11. The client defines the EWP as useful. It is the responsibility of the project manager 
and team to determine which discrete deliverables are necessary to achieve the higher-
level, client-defined deliverables. 
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12. The attitudes of peer project managers related to WBS Planning. The project 
manager will want to consider the priority of the project, the geographic dispersal of the 
team, the budget available for planning, and possible language barriers as he prepares 
to hold a WBS Planning Session 

13. The possibility that participants will be called away from the meeting to manage 
other work responsibilities. The largest challenge of conducting a WBS Planning 
Session on-site is the possibility that meeting participants may be called away. 

14. The necessary ways in which a deliverable must act and perform to be a benefit to 
the business. A requirement is defined as the necessary ways in which a deliverable 
must act and perform to be a benefit to the business. 

15. Arranging the EWPs in a phased format and then creating the corresponding 
activities for each EWP. When the schedule is being created, a project manager and 
team should begin with arranging the EWPs in a phased format and then creating the 
corresponding activities for each EWP. 
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Thank You for Trusting Prodevia 
Learning 
We hope you enjoyed your course.  This course is one of many available titles 
designed to grow the project management skills of the advanced professional.   
Prodevia Learning is committed to bringing together the best names in the 
business, offering the most meaningful professional development in our industry, 
and providing the techniques our students require to become project experts 
themselves.   
Please, be sure to contact us if we can be of service to you; we are always happy 
to help!   
Ken Mauldin, President 
Prodevia Learning 
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