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YOUR INPUT REQUESTED

If you have any suggestions on the content of this
manua—or ideas for additiona sections—please
contact IHQ or send an email to ...

ih 'Smen. or

This manual was adapted froma US Area publication prepared by AP 96/97 Harry Frick.

Alan Wallington of the Kingswood Y's Men’s Club, England, helped to prepareit for electronic

distribution.

GENERAL INSTRUCTIONS FOR THE USE OF THE
PROJECT PLANNING TRAINER'S MANUAL

This material is intended for use in providing training to Club, Digtrict, Regiona
and Area Officers to improve project and/or programme planning skills. Tech-
niques covered indude Work Breakdown Structure and Activity Diagrams (net-
working).

Instructions to the trainer are in bold type and bracketed in parentheses (). All
other words represent what the trainer should say.

The trainer should change the spoken words so that they fit his’her “conversa-
tional” method of speaking. Everyone says things differently so the trainer should
change the wordsto alow himsalf/herself to feel natural. One of the trainer's objec-
tives should be to get the “trainees’ actively involved. This can be done by asking
guestions of them, having them complete forms or questionnaires, using “case
studies’ or smulations, etc. Above dl, the trainer should read the material a num-
ber of times and complete all the exercises that will be required of the trainees in
order to ensure familiarity during the presentation. The less “reading” the trainer
does, the better the training.

The material is divided in such a way that it may be used for a single two-hour
training sesson or as four separate half-hour training sessions. Different people
will take varying amounts of time for the exercises. The trainer can control thetime
to some degree by alowing more or lesstime for group participation in the discus-
son.

Supplies — the following list indudes equipment and materids the trainer should
have. If anythingis not going to be provided by the “host” organisation, the trainer
should bringit with hinvher.

flip chart (large pad of paper, preferably on an easdl or stand)

coloured marking pens (different colours will provide variety and help keep
interest)

masking tape (the flip chart paper will be fastened to the wall to alow viewing
during the training session)

poster-sized paper for the groups

overhead projector and transparencies

copies of the example figures for each trainee


mailto:ihq@ysmen.org

EXPLANATION OF CONTENT

WORK BREAKDOWN
STRUCTURE

The Work Breakdown Structure (WBS) is a
graphica representation of the breakdown of
large projects into successively smdler and
smdler components. This breakdown contin-
ues to the point where identification of al
tasks (and their sequence and interrelation-
ships) can be more easily accomplished. This
will reduce the possibility of overlooking a
particular task or item that is necessary for
successful completion of the project.

An example project illustrating the WBS is
the construction of a house. Rather than im-
mediately attempting to identify al the tasks
necessary to construct a house, a WBS
would be developed as shown in Figure A.
The first “level” (numbered from top to bot-
tom) indicates the mgjor “product” or goa of
the project. The second level consists of the
major components of the house (sx major
components are shown in Figure A but there
may be more). Since al of the necessary
tasks cannot be identified at this point, the
second level components are broken down
even further into “sub-components” The
breakdown continues until a level is reached
at which every task can beidentified for each
of the items. There is no set number of lev-
els; nor must each major component be bro-
ken down to the same number of levels.

An important point: there is not one single
WBS for a particular project. Different peo-
ple may develop different WBSs. In amost
al cases, however, the lowest level of the
various WBSs will consist of the same items.
It is the intermediate levels (starting with
Level 2) that will differ.

The training material indudes the develop-
ment of a WBS for the organisation of a
Regiona Convention and for the formation
of anew Y's Men's Club. These are shown in
Figures 1 and 2. Again, the WBSs actually
developed during the training session may
differ from the figures— and thisis fine.

ACTIVITY DIAGRAM

The activity diagram illustrates the tasks
which are necessary to accomplish a par-
ticular job, the sequence of those tasks and
their interrel ationships (an example diagram
is shown in Figure B). The diagram consists
of aseries of arrows and nodes. Each arrow
represents an “activity” that requires re-
sources (perhaps gtrictly manpower) and
some amount of time to accomplish. Each
node represents an “event,” an instantaneous
occurrence, consuming no time.

In most diagrams, the activities are defined;
that is, the task is written on the arrow or the
arrows are numbered and described in an
adjoining ligt (e.g., “writing the report”). In
some cases, the events may be described,
generdly as the completion of an activity
(e.g., “report written”). In all cases, the be-
ginning event (the node at the very left of the
diagram) represents the beginning of the
project, the beginning of the first activity. Al
other events represent the conclusion of the
adivity. Any event that has two or more
adtivities leading into it represents the com-
pletion of all activities leading into it. (Event
5 in Figure B represents completion of both
“grade land” and “receive trees and bushes.”
If the trees and bushes have been received
but the land has not yet been graded, Event 5
has not occurred.) Activities leading from an
event cannot proceed until al activities lead-
ing into the event have been completed (i.e,
the event has occurred).

MEETING ROOMS

230ct

arrange with Y MCA Exec. notify Registration
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identify needs
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250ct
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ingall and test

pick up equipment

A

select suppliers make contract

call suppliers

identify needs
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REGISTRATION SPACE

identify needs arrange with Y MCA Exec. notify Registration
- L L

O

RECREATION

get equipment

& supervisor

notify Publicity
& Regigration

A

select/reserve

facilities'equi pment

O

of facilities

determine availabilitL

O

activities

determine possible

establish times

Figure5

PROJECT PLANNING

INTRODUCTION

All of us have been involved in projects or
programmes that for one reason or another
just havent worked out. Weve experienced
thisin our Y's Men's Clubs, at work, a home,
everywhere. Before we do anything ese to-
day, | want you to think back over your ex-
periences — remember those projects with
which you had problems — and tell me what
those problems were,

(Trainer: Write the problems on the board
as the people mention them. Some that
mlght be mentioned are;

Don't have enough workers.

Equipment and facilities are inade-

quate.

Customersdon't show up.

Can't get publicity.

Thingsdon't get done on time.
If nobody mentions any problems, you
might ask “Have you ever had a problem
getting enough workers?” or “Have you
had trouble getting sufficient publicity?’
You should lead and encourage responses
from thetrainees)

Our most troublesome projects aways seem
to be the new ones. The old “ stand-by” pro-
jectsthat our Club does every year Trainer:
Name some projects that are popular in
the particular Region receiving the train-
ing — perhapsthe Chrisgmastree sale, or
the Service Club Olympics, or the calen-
dar sale) never cause any great problems —
they're a lot of work, but everybody knows
what do to and when to do it. Very sdldom
does anything unexpected occur.

We want to discuss some things that can help
us to overcome or prevent some of these
problems.

(Trainer: Point tothose on the board.)

Let's examine a project that each of us has
probably participated in — probably only
once, certainly infrequently. Let's plan a
Regiona Convention.

WORK BREAKDOWN
STRUCTURE

Having attended conventions of one kind or
another, most of us know what usualy goes
on. And we know that there are many differ-
ent and related
tasks that must
be done. There
are good con-
ventions and bad
ones — the dif-
ferenceismainly
in the planning.
To have a good
plan, we need to
identify al the
tasks to be done
— and their
sequence  and
interrelation-
ships.




So what are some of the tasks that well have
to do to have a Regona Convention?
(Trainer: As the trainees name the tasks,
write them on the board. Stop after about
eight tasks are listed. Examine the tasks
and indicate where some tasks go together.
For example, are there two or more tasks
that relate to a component at the second
level of Figure 1: The Regional Convention
WBS— such as“Food” or “Facilities?”)

We seem to be taking off in al directions
here. We don't have any plan or organisation
to our “planning.” If we attempt to identify al
of the tasks in this manner, it's very possible
that well overlook something — and pay the
pricelater. We need to get organised.

So let's stop here and change direction a hit.
Instead of listing tasks, let's identify the major
components of a Regional Convention. We
have some listed here.

(Trainer: Looking at the previoudy identi-
fied grouping of the tasks lised on the
board, identify one or two of the second
level items of the WBS shown in Figure 1.
Write“Convention” at thetop of the board
and write the identified two components of
the second level. Erase the list of tasks on
theboard.)

Now, what are the other major components of
the Regional Convention?

(Trainer: As the trainees mention them,
write them on the board. Make sure that
you do not list any items that are really
third level items. Again, see Figure 1 for
guidance)

What we want to do is to continue to bresk
these things down into lower and lower levels.
Eventualy well have this mgor project, the
convention, broken into relatively smple
parts, for each of which we can identify all of
the tasks necessary for compl etion.

Let's continue this breskdown. What are the
major parts of “fadilities?’

(Trainer: Continue with the WBS until you
reach a leve at which the tasks can be
identified. It is not necessary that the WBS
be exactly asshown in Figure1.)

You can seethat if we can produce or acquire
or arange al of these things at the lowest
level of the WBS, well have everything we
need for a Regiona Convention. We havent
talked about a single task or activity yet. But
we have identified everything we need. We
have the entire project represented in this
picture. We can see how each of these lower
level items or goals mesh together to form the
major god.

(Trainer: Give a copy of Figure 1 to each
trainee)

(end of first half hour)

HOUSING

Arrange guest/host meeting

g

notify
guestshosts

-0

assign guests
to hosts
make reservation for official guests

ask for hosts

and giveto Registration

preparelist for mailing

N\

Figure 4

and giveto Publicity
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HOUSING ACTIVITIES

Identify needs.

Preparelist of guests.

Make reservations for official guests and give to Registration.

Preparelist for mailing and give to Publicity.
Cal hotel for information.

Assign gueststo hosts.

Get information from Registration.

Arrange guest/host housing.

Ask for hosts.

Notify guests/hosts.

Figure3

Now we're going to separate into “teams” of 4
or 5 people. | want each team to make a Work
Breakdown Structure. We'll examine a project
that's near and dear to every Y's Men's Club
— extenson — the organisation of anew Y's
Men's Club. Your Club is a result of some
other dub or group of people accomplishing
this prgject.

So, the top or first level of the WBS will be
“New Y's Men's Club.” | want you to con-
struct a WBS to at least the third level — go
further if you want to. Remember now, the
WBS does not contain tasks or activities — it
lists the results of accomplishing tasks and
activities.

I =1
Tasks X
Activities X
Results S

L ol

(Trainer: Separate the traineesinto groups
or four or five. Have them use poster-size
sheets of paper to congtruct their WBSs
because they will later tape them to the
wall for review by the entire audience. To
improve club relations as well as provide a
learning experience, have each group made
up of Y'sMen from different clubs.

Walk around the room, observing the
teams at work — making sure the WBSs
do not include tasks. This will also allow
you to recognise when the teams have com-
pleted their WBSs. Some teams will proba-
bly be ready before others. It is not neces-
sary for every team to have the WBS com-
plete. Stop the teams when most are done
— it is undesirable to have some trainees
stting with nothing to do for a lengthy
period.

When most groups are done, have all
groups tape their WBSs on the wall. One
group, or a representative, should stand
by its WBS and explain it to the entire
group. Then you should ask the groups if
thereareany questions or criticisms.

Look at the other WBSs and find one that
is most different from the one already
discussed. Have that team explain itsWBS
— and ask for questions and criticisms.
Finally, ask for questions and comments
about any of the other WBSs that are on
thewall.

An example WBSisshown in Figure2.)

(end of second half hour)

ACTIVITY DIAGRAMS

Now, let's look at the WBS for the Regiona
Convention.

(Trainer: Have audience look at Figure 1
which was given to them previoudy.)
Remember, we broke the Regiond Conven-
tion into smaler and smaler products or
outputs — down to the point where we feel
sure that we can identify all of the tasks nec-
essary to produce each output.

For smplicity, let's assume that we're just
part of the Convention Committee — and
weve been made Chairperson of the Fadili-
ties Sub-Committee. So, actudly, dl we're
interested in is this pat of the WBS
(Trainer: Draw a circle around
“Facilities’ and the Levd 3 outputs of
facilities. Do this on an overhead projec-
tion of thispart of the WBS)

And, of course, were aso interested in the
places where our job interrelates with the
other sub-committees. What we need to do
is identify the tasks that are necessary to
provide the fadilities for the Regional Con-
vention.



Let's look first a “Housing.” What will we
have to do to provide housing for the people
who will come to our convention? Let's as-
sume that we're
going to arrange
“home stays’ for
people who want
them — and pro-
vide hotel infor-
mation for those

D D who want that.

What actions will
wetake?

(Trainer: Write
the tasks on the board as the audience
identifies them. Provide as little assistance
as possible. Do not criticize anything that's
mentioned. Be involved in the discusson
just enough to keep the audience partici-
pating. When the audience finally reaches
the point where no more activities are be-
ing mentioned, you might have a list as
shown in Figure 3.)

Now we're going to start planning these ac-
tivities. What is the firgt thing that must be
done? What isthe first thing that we can do?
(Trainer: Very likely the audience will
identify more than one activity that can
begin immediately. That is, there will be
two or more activities coming out of the
beginning event.)

Once we've done this activity, (Trainer: Se-
lect one from those just drawn.) what do we
do next?

(Trainer: Draw the arrow for the begin-
ning activity and then the arrows for the
follow-on activities. Continue this process
through all activities. Make sure that you
do not draw an activity following another
unless that falowing activity is truly de-
pendent upon the first one being complete.
Asan example, “Prepare List of Guests’ is
dependent upon “Get Information from
Registration,” but has nothing to do with
“Call Hotd for Information.”

You will find that some activities are de-
pendent not only upon previous activities
by this committee, but also upon activities
of other committees — the Registration
Committee for instance. You will also find
that some necessary activities were not
identified initially. Thisis all good because
it points out how these planning tools are
helping to prevent future problems. An
example is shown in Figure 4. The one
developed in the training sesson may be
different, depending on the identified
tasks.)

The other levd 3
outputs of the Fadili-
ties  Sub-Committee
are not nearly as com-
plicated. For
“Registration  Space”’
we might have just
these three activities
— a vey draight,
sequential  diagram,
Figure5.

(Trainer: Show overhead pr ojection of
Figure5.)

The “Recreation” output starts out as grictly
sequentiad and then becomes concurrent &t the
end, Figure 5. And “Meeting Rooms’ is fairly
simple, Figure6.
(Trainer: Show overhead pr ojection of
- __ Figureg)

— 1 “Sound equipment”
| is completely sequen-
tia, Figure 6.

| Notice that the more

we know about pro-
ducing an “output,”
| the smpler the dia-
=J gram is. If we know

nothing about

“Registration  Space”’
this diagram would be much more complex.
(Trainer: Show overhead projection of
Figure5.)

LEVEL

YMCA
TEAM

MEMBER
PACKAGE

LIST

CARD
Y'SMEN

CHARTER || PROJECT || WELCOME

MEMBER
INVITATION
PACKAGE

PROGRAMME

PROJECTS || BROCHURES || BROCHURES

LISTOFY'S

LIST OF
YMCA NEEDS

‘LETTER H BROCHURES ‘ RESPONSE

‘ SPEAKER H AGENDA ‘

ORGANISATION
MEETINGS

INVITATIONS &
RESERVATIONS

YMCA

ROOM

‘ ANEW Y'SMEN'SCLUB ‘

POTENTIAL
MEMBERS

Figure 2— A new Y’'s Men's Club WBS

FORMER

TABLES &
CHAIRS

LISTOFY'S
FACILITIES

PARENTS OF
REPRESENTATIVES | Y'SMEMBERS | Y'SMEN || MEMBERS

EQUIPMENT

PACKAGE
YMCA DIREC || MEN'SPROJECTS

LETTER FROM

YMCA DIRECTOR'S

BUSINESS
BANNERS

REFRESHMENTS || PROJECTION

LETTER FROM
NAT'L YMCA

NIGHT

FACILITY || FOOD || FLAGS & ‘ SPEAKER H PUBLICITY H CHARTER ‘

CHARTER




LEVEL
2

FORMS
PENCIL

PEN/

REGISTRATION

SUNDAY
NOON
NAME
BADGE

WORKSHOPS

NIGHT

SATURDAY
PACKET

REGISTRATION

SUNDAY

SPEAKER

INFO

For instance, what are al the things we need
to do to “identify needs?’

(Trainer: Don't write down the tasks iden-
tified by the audience, but let them name
four or five)

So what we have shown as one adtivity is
realy abunch of smaller activities.

The detail required for planning is dependent
upon how much we know. That is why these
tools weve been talking about, the WBS and
this diagram, are so vauable for large, new
projects — and not as necessary for the old
projects that we've been doing for years.
(Trainer: Give each trainee a copy of Fig-
ures4, 5and 6.)

(end of third half hour)

‘ PROGRAMME ‘ ‘ ENTERTAINMENT ‘ ‘ REGISTRATION ‘

HOUSING
CONVENTION ‘ MAPS‘ ‘ GII——I'S‘ ‘ PAPER‘

PROGRAMME

SPEAKER

SATURDAY

RECREATION

MONEY
& BOX

‘ REGIONAL CONVENTION ‘

‘ FACILITIES ‘

BUSINESS
MEETINGS

SOUND
EQUIPMENT
& CHAIRS

SUNDAY
LUNCH

Figure 1- Regional Convention WBS

MARSHALS

SUNDAY
B'FAST
SPACE

‘ MEDIA ‘ ‘ S|GNS‘ TABLES

REGISTRATION

‘ RADIO‘ ‘ TELEVISION ‘ ‘ NEWSPAPERS‘

SATURDAY

BANQUET
GIFTS

SPEAKER

MEETING
ROOMS

INFO

REGISTRATION

COFFEE
BREAK

PRIORTO
CONVENTION

HOUSING

FIRST
COVER

PUBLICITY

Now, let's go back to
“Organisng aNew Y'sMen's Club.”

(Trainer: Give each trainee a copy of
Figure2)

For uniformity, let's use thisWBS. It might be
a hit different from the one your team came
up with. All the different ones are probably
correct. We just used different ways to get to
the bottom. What were going to do now is
develop an activity diagram for some of these
third and fourth level outputs from the WBS.

Reorganise yourselves into your four or five
member groups. Each group will be given a
Level 2 component of the WBS. You are to
identify the tasks necessary to produce each
lowest level output and then draw an activity
diagram for each. Do both of these things
(identify tasks and draw a diagram) for one
output before going to the second output. That
is, do not identify the tasks for every output
before making any diagram.

Some groups will not complete a diagram for
each output — we don't have enough time
today. But do what you can.

(Trainer: Assign one of the following to
each group:
- Charter Night

YMCA Director's Package

Patential Members

Organization M eetings

Member Invitation
- Member Package
If there are more than six groups, two or
mor e groups will have the same topic. If
there are less than six groups, just omit
one or more of thetopics.

After every group has completed at least
one diagram, have the groups put ther
diagrams on the big paper — so they can
later be put on the wall
for examination by all.
The total time allotted
for this should leave ten
minutes for discussion.
Tdl the groups how
much time they have to
develop their diagram.)

Now let's look at the diagrams. | want each
group to put their diagram on the wall so we
candl seeit.

(Trainer: Select one group to explain their
diagram. Then ask the audience for criti-
cisms. Have any activities been left out? Is
the sequence incorrect? Are all
“following” activities really dependent
upon the earlier ones? If time permits,
examine and discuss other diagrams.)

Some of you have indicated where there are
relationships of dependency upon other dia-
grams. Wherever thereis such a relationship,
we could link these diagrams together. If
thereis no relationship, we can till link them
together by making the first activities come
out of the same event and making the last
activities go into the same event. What we'll
end up with is a large diagram including all
adtivities — one diagram representing every-
thing that must be doneto organise anew Y's
Men's Club.



(Trainer: Hand out a copy of Figure 7 to
each person in the audience and show an
over head projection of it.)

A smilar activities diagram covering al as-
pects of organisng a Regiona Convention
might be very complicated. In order to fit
everything onto one piece of paper, some
adtivities would probably have to be com-
bined. Such a smplified diagram would be
appropriate for the Convention Chairperson,
enabling him/her to “manage” the project by
providing an overview of al that needs to be
done. The sub-committee chairpersons, on the
other hand, would need the grester degree of
detail.

CONCLUSION

Throughout this workshop we've been looking
at two tools or techniques to assist in the plan-
ning of new, large projects. The purpose of
the Work Breakdown Structure isto help you
identify all the tasks necessary to carry out the
project. This is done by breaking the project
into smaller and smaller components until the
tasks are readily identifiable. This will hope-
fully diminate overlooking a particular activ-
ity — which could lead to project failure or
only limited success.

Once you've identified all the tasks, preparing
an adivity diagram will show you the se-
guences and interdependency of the activities.
Knowing these reationships will help you
communicate and coordinate the various ac-
tivities.

Due to our limited time, we havent talked
much about project schedule. The activity
diagram can be of great help here dso. To
demongtrate, let's look at the five activities
which are necessary to provide meeting rooms
for aRegiona Convention.

(Trainer: Show an overhead progjection of
Figure®6.)

How much time would be needed to do each
of these?

Let's assume that it will take two days of
meetings and telephone calls and whatever
elseto “identify needs.” Due to the busy work
schedule of the YMCA Executive, it will also
take two days to make arrangements to re-
serve the necessary rooms. Only one day will
be needed to natify the registration commit-
tee. To make dl of the signs to identify the
rooms will take three days. And one day will
be needed to hang the signs.

(Trainer: Mark these time periods beside
the activity description as shown in
Figure8)

Now when does
this “mini project”
have to be com-
pleted? Let's as
sume that the con-
vention is to be on
27 and 28 Octaober.
This means that the
“meeting  room”
project must be
completed by 26
October.

(Trainer: Write “26 Oct.” beside the final
event of the activity diagram — Event 5 as
shown in Figure 8.)

If “Hang Signs’ must be completed by
26 October — and it takes one day to hang
sgns, then “Make Signs’ must be done by 25
October.

(Trainer: Write“25 Oct.” by Event 4, asin
Figure8)

If “Notify Registration” will take one day and
must be done by 26 October, then “Arrange
with YMCA Executive’ must be completed
by 25 October.

(Trainer: Write“25 Oct.” by Event 3, asin
Figure8)

If “Arrange with YMCA Executive’ must be
completed by 25 October and it will take two
days to achieve, then we must be able to start
by 23 October.

(Trainer: Write“23 Oct.” by Event 2, asin
Figure8)

If “Make Signs’ must be completed by
25 October and it takes three days to make
them, we must be ableto start by 22 October.
(Trainer: Write“22 Oct.” by Event 2, asin
Figure8)

Now we have two dates by Event 2. The date
that matters is the earlier one — 22 October.
That date indicates when “ldentify Needs’
must be done. If “Identify Needs’ is not com-
pleted by 22 October, then “Make signs” will
not be completed by 25 October and the signs
won't be hung by 26 October.

Findly, then, if “Identify Needs’ must be
completed by 22 October, it must start no
later than 20 October.

(Trainer: Write “20 Oct.” by Event 1, as
in Figure8.)

These dates represent the very latest that
those events can occur — and the project be
done on time. If the events occur earlier,
that's great! If they occur later, the planned
completion date for the entire project will be
delayed.

So you can see that the activity diagram can
also be used for developing a schedule by
which the tasks must be done — and for
managing or evaluating the project once it
gets started.




