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Once the team has identified the deliverables, you turn your attention to precedence diagramming 
and duration estimation. Precedence diagramming, which is also sometimes called network dia-
gramming, is the process of creating a chart that shows a project’s activities and indicates how they 
should logically be coordinated with one another. To construct such a diagram, you need to know 
which activities must precede, or be completed before, the others. Then you need to calculate duration 
estimates for the activities, which we will assume are being worked on during normal conditions and 
working hours. For example, you should use a standard eight-hour day to estimate the full-time work 
needed for each activity rather than building in overtime.

Although there are several ways to estimate durations, there is always some uncertainty about 
them. Here again, we can use past activities and the personnel who worked on them to guide our 
activities estimates or use PERT. Table 3.2 shows the project’s activities, their predecessors, and the 
estimates for their duration.

There are two ways we can represent this information graphically in a network. The simplest and 
most powerful is the Gantt chart, which links project activities to a schedule, that is usually a calen-
dar. Gantt charts look like bar charts, with activities stretched out horizontally in bars; the individual 
lengths of bars correspond to the duration of the activities. Figure 3.8 shows a Gantt chart for this 
project. Note that the overall estimated length of time to complete the project is determined by adding 
the lengths of the longest individual legs of each sequenced activity, which in this case are the activities 
A, B, F, and J. The estimated schedule for this project is 16 days.

We can also construct the Gantt chart using MS Project, as shown in Screenshot 3.2. The advan-
tage of using a software package such as MS Project is that it automatically syncs the activities to 
a calendar and provides expected start and finish dates. The software assumes no work is done on 

FIGURE 3.7: Work Breakdown Structure for the Music Festival’s Site Preparation
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TABLE 3.2: Information for Site Preparation Example

ACTIVITY DESCRIPTION PREDECESSORS DURATION (DAYS)

A Site selection None 4

B Buy concessions A 4

C Rent facilities A 2

D Build stands A 5

E Generator and wiring installation C 2

F Security B 4

G Lighting installation E 2

H Sound system installation E, F 2

I Stage construction D 3

J Tear down G, H, I 4
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