
1

How to Integrate an Estimating Breakdown into a
Work Breakdown Structure (WBS) to Manage Your

Budget
If you’ve ever felt overwhelmed trying to keep your project budget in check, combining
estimating breakdowns with a Work Breakdown Structure (WBS) makes it manageable.

Step 1: Understand the Project Scope
● Start by digging into the estimating breakdown.
● Know what’s in and out of scope.
● Identify deliverables and major project phases.
● Why? If you don’t know what you’re building, your WBS won’t align.

Step 2: Break Down Estimates by Deliverables
● Organize estimates into phases or deliverables.
● Attach cost categories like labor, materials, equipment, and subcontractor expenses to

those deliverables.
Pro Tip: Think of your estimating breakdown as the foundation for your WBS. Each deliverable =
a chunk of the WBS.

Step 3: Develop the WBS
Time to get hierarchical! Here’s how:

● Start at the top level: The project.
● Break it down into phases, then tasks, then subtasks.

Pro Tip: Keep tasks realistic—1 day to 2 weeks for a two-person crew is a good rule of thumb.

Example WBS:
Level 1: Project Name

Level 2: Phases (e.g., Excavation, Foundation)
Level 3: Tasks (e.g., Earthworks, Concrete Pouring)

Level 4: Subtasks (e.g., Trenching, Rebar Installation)

Example Project
Level 1: Construction Project Name

Level 2: Foundation Phase
Level 3: Earthworks

Level 4: Trenching
Level 3: Concrete Work

https://roderickshares.com/how-to-integrate-an-estimating-breakdown-into-a-work-breakdown-st
ructure-wbs-to-manage-your-budget/

https://roderickshares.com/how-to-integrate-an-estimating-breakdown-into-a-work-breakdown-structure-wbs-to-manage-your-budget/
https://roderickshares.com/how-to-integrate-an-estimating-breakdown-into-a-work-breakdown-structure-wbs-to-manage-your-budget/


2

Level 4: Rebar Installation
Level 4: Concrete Pouring

Level 2: Framing Phase
Level 3: Wall Framing
Level 3: Roof Framing

Step 4: Allocate Budget to WBS Elements
● Match costs from your estimating breakdown to WBS tasks or subtasks.
● Add them up as you move up the hierarchy.

Step 5: Incorporate Contingencies
● Add contingencies at higher WBS levels or as separate line items.
● Use risk assessments to decide how much to add.

Step 6: Integrate with Project Management Software
I’ve had great results using Procore, but any tool that handles WBS and budgets will work.

Step 7: Monitor and Adjust
● Compare actual costs to your baseline.
● Update the WBS and reallocate the budget if the scope changes.

Final Thoughts
This process isn’t just about staying on budget—it’s about clarity and control. When your
estimates and WBS align, you can spot issues early, make informed decisions, and keep your
project moving smoothly.
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