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PRIORITIZING OBJECTIVES

Work Breakdown Structure/Product Breakdown Structure
(WBS/PBS)
In order to gain an overall view of a major project, it will often be necessary to 
break it down into smaller elements. This can take the form of an activity-based 
breakdown, i.e. breaking down the project’s individual activities – often referred
to as WBS (Work Breakdown Structure). Or it can take the form of a product-based
breakdown – i.e. breaking the project down into the products/services it must 
deliver – often referred to as (Product Breakdown Structure).

WBS is thus a subdivision of project work into smaller – more easily grasped
– elements. Each lower level represents an increasingly detailed establishment 
of project work.

There are the following rules for setting up a WBS:
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PRIORITY OBJECTIVE EXPLANATION

1 New functions These are the primary reason why the customer wanted to buy 
the new version. He will be very disappointed if we don’t supply 
them and might advance a claim for breach of contract.

2 Correcting the most 
serious faults.

The customer will not understand why we have not corrected 
the serious faults in the new version. There will be mistrust of the 
new product and of our company’s judgement.

3 Correcting the less 
serious or cosmetic 
faults.

Some customers might be irritated that these faults have not 
been corrected. But the new functions and the fact that the 
serious faults have been corrected will outweigh this.

Anders was project manager on a project de-
signed to develop a new version of a software 
package. The project involved correcting 
a number of major and minor faults in the 
earlier versions, developing completely new 
functions, and updating the documentation. 
Fully aware that he might be pressed for 
time, Anders had prioritized his objectives 
as early as the planning and specification 
phase. Anders drew up his plan so that the 

most important things would be done first, 
i.e. the new functions were programmed and 
the serious faults corrected. It proved to be 
the case that some of the activities took 
longer than Anders had planned, and the 
project was suddenly a month behind sched-
ule, so he sat down and re-evaluated his plan. 
He simply decided not to correct the less 
serious faults – and this saved enough time 
to finish the project on the date promised.
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