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Session 3. IT Acquisition Project Development 


Let's pause for a moment to make sure we understand that it is a best practice for an 
integrated project team (IPT) to use templates such as those in this course to plan an IT 
acquisition project. In this course, you must function as the IPT, but in real life an IPT 
would be formed. All of the templates you will use in this course are for project planning. 
The actual implementation of the acquisition project you are planning takes place when a 
contractor is selected, which is after you have done the planning. The buyer organization 
must then work with the contractor to implement the selected solution.  


You have completed four acquisition planning activities using four templates from IT 
Economics Corporation. You have identified a number of a alternative solutions to the 
problem and ranked them in Template 4. For Template 5, you need to take at least the 
two  top-ranked solutions in Template 4 and develop work breakdown structures for 
them. The top two (or three) solutions are all seen as viable candidates that best meet the 
requirements for solving the performance problem you selected. Now you need to 
generate more information for each one so they can be compared in Template 6 (Risk 
Analysis) and Template 7 (Economic Analysis). Preparing a work breakdown structure 
(WBS) requires that you break the work down into the tasks required to implement the 
solution and determine the resources required by each task. A WBS is prepared for each 
of your two (or three) top-rated alternative solutions.   


Ultimately, after the Economic Analysis (Template 7), a "comparative analysis" will be 
done, which compares the alternative solutions using a number of criteria. Based on the 
results, you will need to make a decision on which alternative solution is the “best” 
solution for the organization. This solution, in real situations, is then recommended to 
executive decision makers, who decide whether or not it should be approved for funding. 
If it is approved, it will be included in a request for proposal (RFP) that is prepared and 
distributed to potential contractors. Generally the RFP will contain the first three levels of 
the WBS that was developed for that solution and it will exclude resource and cost 
information (contractor proposals will provide such information in their proposals). 
  
A. Session Objective 
  
The principal objective is to provide valuable insights into project planning and 
development, especially the role of the work breakdown structure (WBS) as an IT 
acquisition project planning aid and tool for risk identification  


This Session relates primarily to the following CMMI-ACQ model version 1.3 process 
area: Project Planning. 
 
B. Background 
 
IT research organizations such as Gartner report that poor planning of IT projects is 
primarily responsible for the many cost overruns, schedule overruns, and poor results in 
achieving the project's objectives. The work breakdown structure (WBS) is a project 








planning tool that helps the planning team to focus on the elements of a proposed solution 
and the project required to implement it, including the costs, task scheduling, resource 
requirements, and other aspects. It is, in fact, a powerful risk identification and 
prevention tool because it provides insights into the work that must be done and the risks 
that might be associated with that work, which in turn provides opportunities to prevent 
or otherwise mitigate the risks.  


C. Nature of the Work Breakdown Structure (WBS) 
 
The WBS is intended to define the scope of the project. In doing so, it breaks down the 
work required to implement the proposed solution into its principal parts. These parts are 
then broken into sub-parts, and the sub-parts are broken into sub-sub-parts until the 
breakdown reaches the task level. A task is generally the amount of work a person can do 
working full-time from three to ten days.   


When done correctly, this breakdown process identifies all of the tasks and deliverables 
needed to successfully implement the solution and complete the project. Each task 
identified in the WBS is analyzed in terms of the resources required to perform it 
successfully, including the number of labor hours of work and other resources required. 
The breakdown, when diagrammed, resembles a tree structure, from general to specific. 
One of the readings (from IT Economics Corporation) describes the process of creating a 
WBS and provides examples.   


As explained in the IT Economics reading, a WBS needs to be carefully studied after it 
has been developed to look for possible task omissions, redundant or overlapping tasks, 
and other potential risks. The solution or WBS can be modified to correct many of these. 
However, any risk that remains should be documented for subsequent analysis.   


The buyer organization prepares a WBS for each of the top-ranked two or three 
alternative solutions in order to estimate the likely cost and other aspects of implementing 
these solutions. One solution and its WBS (top three levels) will be included in the RFP 
sent to contractors. The information developed internally by the buyer organization can 
serve as a basis for comparing the costs, benefits, risks, project schedule, and other 
aspects of the proposals submitted by the competing contractors.   


Contract negotiations, however, may change the WBS to reflect elements of the winning 
contractor's proposal. In the federal government, the modified WBS is called the Contract 
Work Breakdown Structure, or CWBS.   


The contractor, for its own internal management purposes, will break the CWBS down to 
further levels that it will use to plan and manage its project activities. The negotiated 
CWBS, not the one the contractor extends for its own internal use, is used for reporting. 
Only one CWBS will exist for each contract. 


 
  








D. Required Readings 
 
Carnegie Mellon University's Software Engineering Institute. CMMI@ for Acquisition, 
Version 1.3. November 2010. In the Project Planning section, read: SP1.2 Establish the 
Scope of the Project section, pages 279-280; SP1.3 Establish Estimates of Work Product 
and Task Attributes, pages 280-282; SP1.5 Estimate Effort and Cost, pages 283-285; 
Decision Analysis and Resolution, pages 147-154; and SP2.4 Plan the Project's 
Resources, pages 292-293. Available at: http://www.sei.cmu.edu/reports/10tr032.pdf  


IT Economics Corporation. (n.d.) The Work Breakdown Structure. The reading is 
available at: http://www.iteconcorp.com/T5WorkBreakdownStructure.html 
 
Optional Additional WBS Readings:The Internet has much WBS information. Here are 
some examples of sources: 
 
http://www.hyperthot.com/pm_wbs.htm Easy to understand example  


http://en.wikipedia.org/wiki/Work_breakdown_structure This source tells how to build a 
WBS and provides an illustration  


http://www.chambers.com.au/Sample_p/wbs_cncp.htm A brief, easy to read document 
describing WBS and giving examples  


DOE Module 2 WBS(Attached) A slide show explaining WBS and its preparation, which 
was prepared by Booz Allen Hamilton for the Department of Energy. 
 
E. Assignments 
 
1. Individual Project Assignments 
 
You completed Activities 1 through 4, which resulted in the identification of at least three 
alternative solutions that meet your requirements. You analyzed and ranked the 
alternative solutions. You should be ready for the next step, developing a work 
breakdown structure for the two or three top-ranked alternative solutions based on the 
guidance provided by IT Economics Corporation. 
 
Activity 5. Develop a work breakdown structure (WBS) for each of your two or three 
alternative solutions to your performance problem. 
 
The link at the end of this paragraph leads to the IT Economics WBS reading, which 
includes an explanation of how to develop a WBS and illustrations of work breakdown 
structures. The illustrations can serve as a model for your preparation of Activity 5. The 
explanation and illustrations should give you an idea of the level of detail appropriate for 
the WBS required for each of your two alternative solutions. The reading is available at: 
 http://www.iteconcorp.com/T5WorkBreakdownStructure.html  
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The due date for posting your completed Activity 5 in your Assignments Folder is the 
end date of Session 4. (Activities 1 through 6 need to be posted in your Assignments 
Folder by the end date of the next session, which is Session 4.) 
 
2. Discussion Questions 
 
After you have completed the above readings, please post a response to Session 3 
discussion questions, each of which is provided as a separate conference. 
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