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Project Management

Definition Reference 
Project Definition is where the intent and structure of the project are established. The project statement is 
selected to provide direction for the project. Project objectives describe the value to be provided by the end 
result, and set measures for success. The work breakdown structure outlines what needs to be done to create 
the end result, and shows the relationship of component work packages. Resource requirements are defined and 
associated costs assembled to validate expectations.

State the Project

The project statement concisely describes the project’s purpose. It should contain an action word (such as 
achieve, build, design, develop, install, launch, move, etc.), an end result, a target completion date, and an 
estimated or desired cost target. Use the process questions in the workshop materials to help you develop the 
project statement. Below are criteria for assessing project statements. (Criteria will be provided for each process 
step throughout this reference.)

Project Statement Criteria:

✔	 Action word 	 ✔	 Cost

✔	 Performance (end result)	 ✔	 Concise

✔	 Time		

Develop Objectives

Project objectives are concise statements that reflect the results expected from the project, and constraints within 
which the project will be managed. In addition, objectives should include statements that document the value 
and short- and/or long-term benefits of the project to the organization, as well as any requirements that the 
project must meet. 

Measures and standards that are either quantifiable or clearly understood should accompany each objective. 
After listing the project objectives, audit them to see whether they reflect the original concerns that prompted 
the organization to initiate the project. Use the process questions in the workshop materials to help you develop 
the project objectives. Use the criteria listed below to assess project objectives.

Project Objectives Criteria:

✔	 Results 	 ✔	 Requirements to be met 

✔	 Value 	 ✔	 Short list of concise statements 

✔	 Short- and/or long-term benefits 	 ✔	 Reflect original concerns

✔	 Constraints	 ✔	 Measures/standards  
 		  (quantifiable or clearly understood)



Copyright © 2007-2014 Kepner-Tregoe, Inc. All Rights Reserved.	 2

Project Management

For example… 

  Project Statement and Objectives

Microsoft  Project does not support a method for stating the project and developing objectives. Below is a Microsoft® Excel 
worksheet template for the sample project that shows the project statement and objectives. This file is included in Project Logic 
and has been linked to the summary task of the project using Microsoft Project’s Insert Object feature. It can be referenced by 
anyone who opens the project plan file.
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Project Statement

Include an action and an end result (performance), a target completion date (time), and an overall project budget (cost).

Project Title

Project Manager

Date

Page

E/PMA10-HD101bΩ 

Project Defi nition
Project Statement and Objectives

Install Robot

Production Manager

15 March

1 of 1

Develop Objectives
•  What value should this project produce?
•  What short- and long-term benefi ts do we want?

Identify Measures
• How will the objectives be measured?

Set Standards
•  What is the minimum and/or target level of performance? 

Objectives
 At the end of the project, we will have:

Measures Standards

•  What constraints, restrictions, or resource limitations do we face?
•  What requirements must be met?

Value and Benefi ts

Constraints

Install industrial robot by 31 March for $9,500

 Not exceeded the budget

 Robot approved for full production by 31 March

 Met safety and electrical standards

 Minimized production downtime on Line A

 Robot approved for full production use 

 Production team trained to operate robot

 Improved safety on Line A

 Increased Line A output

 Reduced defects and rework

Signed production release

Day 1 targets met

Decrease in injuries

Increase in output

Decrease in defects

PM initials release

Defi ned in operations manual 

20% or better

35% or better 

25% or better

Ops. improvement budget

Signed production release

Applicable codes/standards

Days of downtime 

≤ $9,500 

PM initials by Mar 31 

Determined by inspectors

≤ 6 days 

PERFORMANCE

TI
M

E

C
O

ST
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Develop Work Breakdown Structure

The work breakdown structure (WBS) is a tool for defining the project’s work scope and establishing 
the hierarchy or structure of that work. A WBS can contain the following components: deliverables, sub-
deliverables, and work packages. Deliverables are at the highest level of the hierarchy. Next come sub-
deliverables. Work packages are at the lowest level of the hierarchy. 

How you plan to manage the work will influence whether and how you further break down deliverables. Any 
deliverable, including one that is not broken down, can be treated as a subproject if the scope is significant to 
warrant such treatment, or if the work is better managed by someone other than the project manager.

Each WBS component should be described briefly in action-oriented terms to communicate what needs to be 
achieved (for example, “Electrical components installed”). Components of the WBS are often identified with 
numerical codes to aid in the organization, tracking, and linking of project accounts.

Each work package should contain performance specifications that describe the design, functional, and/or 
operational characteristics of the expected outcome. These specifications can be stored in a Work Breakdown 
Structure Dictionary (see page 36).

You can use either a chart or outline format to document the WBS. The following example is displayed in 
outline format. Microsoft Project does not support chart forms of work breakdown structures; however third-
party software packages like WBS Chart can be imported into Microsoft Project.

Use the process questions in the workshop materials to help you develop a work breakdown structure. Use the 
criteria listed below to assess and improve it.

Work Breakdown Structure Criteria:

✔	 Hierarchy 	 ✔	 Short statements

✔	 Deliverables	 ✔	 Subprojects (as needed) 

✔	 Sub-deliverables	 ✔	 Work supports the objectives 

✔	 Work packages 	 ✔	 Performance specifications for work packages

✔	 Numbers/codes 	 ✔	 Chart/outline format
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For example… 

  Work Breakdown Structure (WBS)

Microsoft Project has a robust set of work breakdown structure tools. Kepner-Tregoe’s Project Logic helps to use those tools to 
their best advantage by formatting a view for input of WBS information, and by providing a toolbar to aid in the organization of 
project work.

Users can easily indent, outdent, and insert tasks. They can add notes and link to other tasks. They can show specific levels of the 
work breakdown structure, and they can code it to link with specific project accounts (if desired). 
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For example… 

Performance specifications can be captured in task notes, in resource notes, or in assignment notes (or as a separate document, 
which is then embedded). Which one is chosen is less important than being able to capture the specifications and communicate 
them effectively. In the example below, information about performance specifications for a particular work package has been listed 
in the Notes field of the Task Information dialog box. 

WBS Dictionary

The WBS dictionary can serve as a repository for specific information about work packages. It should contain 
a list of all work packages. Information on timing, budget, performance specifications, agreements, tasks, 
constraints, potential problems and opportunities, and changes to work packages can be stored here. Use the 
criteria listed below to assess the content and impact of the WBS dictionary.

Work Breakdown Structure Dictionary Criteria:

✔	 Deliverables	 ✔	 Budget 

✔	 Timing 	 ✔	 Assumptions 

✔	 Constraints 	 ✔	 Associated tasks/activities 

✔	 Agreements 	 ✔	 Potential problems/opportunities

✔	 Standards, measures, 	 ✔	 Changes performance specifications



Copyright © 2007-2014 Kepner-Tregoe, Inc. All Rights Reserved.	 6

Project Management

For example… 

  WBS Dictionary

Although Microsoft Project has no specific WBS dictionary report, it offers a wide variety of options for displaying information 
in report form. Almost any information that is either calculated by Microsoft Project based on data you entered about tasks and 
resources, or captured as text in notes fields, can be configured to make up a dictionary report. Use the criteria listed and your 
understanding of what needs to be communicated to select from the standard Microsoft Project reports, custom Project Logic 
reports, or to customize your  
own reporting.
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Identify Resource Requirements

The resources needed to complete most projects include human resources, facilities, equipment, materials/
supplies, and special requirements (natural resources, scarce resources, unique skills, unusual energy resources, 
etc.).

A Resource Requirements Matrix is a tool to help you identify and quantify the resources required for your 
project. For each work package, identify the type, quantity, and cost of each resource. Use the process questions 
in the workshop materials to help you identify the resource requirements. Use the criteria listed below to 
develop the matrix.

Resource Requirements Criteria:

✔	 List of work packages/codes 	

✔	 Knowledge, skills, expertise, information 	

✔	 Facilities	

✔	 Equipment	

✔	 Supplies, material

✔	 Special or unusual resources

✔	 Type (name)

✔	 Amount (maximum available,  
work required to complete task)

✔	 Cost (standard rate)
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For example… 

  Resource Requirements

Microsoft Project has a wide variety of tools to use in defining and assigning resources. Kepner-Tregoe’s Project Logic organizes 
these tools into a process, and makes the best use of them by formatting views and providing a special toolbar.

The toolbar breaks the process into four parts. The first, Define Resources, is familiar to most Microsoft Project users. In this view, 
resources (both labor/work and materials) are named, and their type, availability and associated costs are determined. Project 
Logic adds features to help in identifying resources in the categories outlined above (human, facilities, equipment, materials/
supplies, and special requirements). 
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For example… 

While Kepner-Tregoe’s project management process encourages thinking about the type, amount, and cost of each resource 
needed to complete a work package at the same time, Microsoft Project gathers and processes this information differently, but 
with the same end result. For example, the amount of a resource (either hours or units) and its cost is calculated at the same 
time in Kepner-Tregoe’s process. Microsoft Project asks for the unit costs when identifying resources, then multiplies that by the 
availability of the resource and the duration of the task (entered at different times) to calculate the total resource cost for a task. 
This requires the user to understand where the information resides and how to get to it, without being able to see it all in one 
place. Once the user becomes acquainted with this, it ceases to cause confusion. 

Some users prefer to link key data to external sources so that, when the data change at that external location, they automatically 
change in the project plan. An example of this would be linking a spreadsheet with exchange rates and labor rates to a shared 
resource sheet for projects that utilize international contractors. Changing the exchange rates recalculates the labor rates, which 
automatically change the information in all of the linked projects.

The second step, Select Requirements Approach, is to understand whether tasks in the project are fixed-duration (meaning 
duration is predetermined and will not change even if work or resources change), or effort-driven (meaning that duration will 
change as work and resources change). This distinction is important since Microsoft Project calculates initial estimates and 
monitoring data differently for each, based on resource assignments, duration, and work. If you do not select the appropriate task 
type, you may see confusing or incorrect data. Project Logic configures a view to enable the user to select task types and enter 
duration information. The fixed-duration view includes columns and functionality for entering PERT estimates. 
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For example… 

The effort-driven view includes a column that shows the total work for each task. (There are no effort-driven tasks in this project.)
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For example… 

The third step is to Assign Resources to each task. Project Logic provides a split window with a Gantt view on top and a resource 
assignment view on the bottom, with the resource assignment dialog box to the side. This enables the user to simultaneously make 
assignments, adjust them as required, and see the implications of any changes.
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For example… 

The fourth and final step is to Assess Requirements in terms of the cost of tasks, resources, and the overall project. If any of these 
do not meet expectations, you may wish to go back and revise estimates, or negotiate changes with project stakeholders. Project 
Logic provides a number of views for examining these costs.
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For example… 
Below is a Microsoft Excel worksheet showing the resource requirements for the entire project.
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Project Manager Selection

A project needs someone to be responsible for coordinating project efforts and tracking progress, to lead 
problem-solving and decision-making efforts, and to be accountable for the overall result. That person is the 
project manager. 

The process of selecting the project manager can be informal or formal. It can be made by one individual 
or a group, selecting from a small or large pool of candidates. Often the choice is made prior to initiation of 
a project. However, it should certainly be made before the end of Project Definition to ensure appropriate 
guidance during Project Planning. 

For example… 

	 Project Manager Selection

Microsoft Project does not support a method for selecting a project manager. However, Project Logic offers a Decision Analysis 
Excel worksheet to support making a choice. Decision Analysis is a systematic approach for making choices. This approach 
includes selecting criteria for the decision, identifying and judging the performance of an alternative, and assessing risks 
associated with alternatives.
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Use the criteria listed below and information in the workshop materials to identify and select a project manager.

Project Manager Selection Criteria

✔	 Technical skills 	 ✔	 People skills 

✔	 Content expertise 	 ✔	 Good relationship with people 

✔	 Committed to project success 	 ✔	 Time to devote to the project 

✔	 Management support 

The process for linking a worksheet like the one described above (or any other document containing information about selection of 
the project manager) is the same as described previously for Project Statement or Project Objectives documents.
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For example… 

	 Project Manager Selection (cont.)

For example… 

	 Project Manager Selection (cont.)

For example… 

	 Project Manager Selection (cont.)


