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Project Management

Implementation Reference

Now you are ready to put the plan into action—to use resources to produce deliverables in order to meet the 
project objectives. To do this you will need to start implementation, monitor and report on progress, modify the 
plan to deal with changes, and formally close out the completed project.

Start to Implement

Before work actually begins, make sure the team and resources are ready to start, and that all monitoring, 
change control, and reporting systems are in place. This will help to ensure that work begins promptly and can 
be executed smoothly. 

The project manager may choose to have a project team meeting (often referred to as a “kickoff meeting”) and/
or to meet individually with key resources and contributors. In any event, it is important to review initial tasks, 
confirm responsibility and performance expectations, and identify any early barriers to success. If specific 
protocols or procedures are required to deal with conflicts, client/vendor contacts, changes, spending, reporting, 
etc., these must also be verified. 

Use the process questions and checklist in the workshop materials to assist in Starting to Implement. Use the 
criteria listed below to plan your activities.

Start to Implement Criteria:

✓	 Contains individual and/or group communications plan 

✓	 Contains project documentation to guide implementation 

✓	 Indicates materials, facilities, equipment, funding, etc., in place for initial tasks 

✓	 Contains ground rules for team interaction, communication 

✓	 Contains PPA/POA done for critical initial tasks 

✓	 Has information about team and team member performance systems 

✓	 Details monitoring systems and methods 

✓	 Describes issue resolution protocols 

✓	 Describes reporting systems and methods 

✓	 Describes change control systems 
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Project Management

For example… 

 Start to Implement

Project Logic provides the user with a dialog box to prompt thinking about Start to Implement activities, and for linking 
documentation around those activities to the project plan in the same manner as described for Project Statement and Objectives.

This dialog box also prompts users to save a baseline for the plan—to “lock in” the data against which progress will be measured. 
Users can save or remove a baseline for the entire plan or for selected tasks.
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Project Management

For example… 

The checklist from the project kickoff meeting for our sample project might look like this:
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Project Management

Monitor Project

Once work begins, monitoring or tracking is used to gather, appraise, and report data on actual project 
performance compared to the project plan (the baseline). Monitoring enables the team to assess use of 
resources and schedule, completion of deliverables, and to spot trends. It enables them to identify threats and 
opportunities, and report progress. It also allows them to estimate performance over the rest of the project, and 
provides the context for making decisions about how to modify the plan, if necessary.

To monitor effectively the team must understand what will be monitored, when and how often, how data will be 
assessed, and what reporting is required. Monitoring methods and systems should be selected and implemented 
prior to implementation, and roles and responsibilities determined. Specific, relevant indicators must be selected 
for each type of outcome. These measures or metrics need to take into account who will use them, how they will 
show progress, and what thresholds will be used to indicate problems. Resist the urge to “micro-monitor” unless 
it is required for quality control.

Several tools are available to assess monitoring data. In particular, Earned Value Analysis (EVA) can be used to 
evaluate current and future performance around cost, schedule, and work. Other tools include variance analysis 
and trend analysis. 

Consider how monitoring information will be communicated. Determine who needs what data, and how it will 
be used, before selecting reporting formats and media. Reporting can occur regularly or informally. Informal 
monitoring and reporting may provide better real-time information, but may not allow for significant analysis. 
Accuracy in reporting is critical, even when reporting bad news. Reporting forms the basis of the project history 
and should contain a complete picture of progress.

Use the process questions in the workshop materials to assist in monitoring. Use the criteria below to plan 
monitoring and reporting requirements.

Monitor Project Criteria:

✓	 Describes monitoring parameters 

✓	 Describes specific measures and standards 

✓	 Defines monitoring roles and responsibilities 

✓	 Outlines timing and frequency of monitoring 

✓	 Describes data appraisal tools and methods 

✓	 Describes reporting formats and frequency 

✓	 Defines reporting roles and responsibilities 

✓	 Compares cost, schedule, and work “actuals” to plan  

✓	 Provides measures of progress against objectives 

✓	 Identifies process for creating and archiving project history 
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Project Management

For example… 

A basic status report for our sample project might look like this:
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Project Management

For example… 

 Monitor Project

Project Logic not only streamlines the process of tracking and updating project progress, it enables the user to better understand 
and utilize the Microsoft Project features that are available. Users can access these features through customized views and a 
special toolbar.

The updating view provided by Project Logic allows users to see progress in a Gantt view as well as to enter specific progress 
information. In the example below, the task “Robot sites visited” has taken longer than expected. The impact on the schedule can 
be seen in the upper window, where  the baseline (black bar) is no longer the same as the plan (gray bar). If the project continues 
on its current schedule, it will not be completed on time.
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Project Management

For example… 

The toolbar facilitates choosing whether to let Microsoft Project update resource and schedule information when you update 
percent complete (simple tracking), or to enter detailed information about all aspects of project progress (detailed tracking). 
Project Logic explains the implications of this choice so users can apply the appropriate approach to their project. Other buttons 
on the Monitor Project toolbar give one-step access to features like inserting project start, current date, and status date lines on 
the Gantt chart; updating tasks as scheduled; rescheduling work; displaying common percent complete increments; and, seeing an 
overview of project statistics.
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Project Management

For example… 

Also useful are buttons that allow users to see critical project performance data such as cost, schedule, and work (baseline, actual, 
and variances). These allow the user to quickly assess or communicate the status of individual tasks (or the overall project) for 
these key measures. 

The view below (EVA view) shows a number of earned value indicators, including SV (Schedule Variance) and CV (Cost Variance). 
These numerical indicators of progress provide one way of looking at the impact of a delay in schedule—in terms of costs. The 
Project Logic toolbar provides a number of other options as well.
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Project Management

For example… 

Project Logic and Microsoft Project also give users the ability to present raw data in graphic form using the Analyze Timescaled 
Data feature. Any of the data available in the variance or EVA views can be exported to Excel and printed out as a graph. This 
equips the project manager to communicate complex data in a form that allows for easy viewing and analysis. In the graph below, 
schedule variance is shown as a function of cost over time. (The project was on schedule until 3/23 when a delay occurred. If 
nothing is done, the project will remain significantly behind schedule.)
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Modify Project

If monitoring indicates either a threat to project success or an opportunity to exceed expectations, it may 
be necessary to modify the project. It may also be necessary to modify the project if there are changes in 
objectives, resources, scope, or in the project’s time frame.

Separate threats and opportunities into clearly actionable concerns so that specific responses can be developed. 
Each concern must be carefully analyzed so that the immediate impact, associated deadlines, and any future 
impact are well understood. Then it is possible to see if the concern is a problem, a choice, or a separate action.

Once threats and opportunities are clarified, identify the earliest point in the project where there is an impact. 
Using Project Definition and Project Planning steps, develop possible revisions to the plan to address the 
threat or opportunity. Make sure you understand the implications of changes to the entire plan, taking into 
consideration related work packages, resource considerations, and sequencing and scheduling issues. Model 
different impact scenarios to test changes before implementing them. Use change control processes and obtain 
authorizations when appropriate or required.

Avoid undue changes to the plan, especially those that would add significant cost or time without adding 
comparable value. Consider the original project objectives when assessing changes. If changes are warranted, 
carefully document and communicate them since this is an important part of the project history. 

Use the process questions in the workshop materials to assist in Modifying the Project. Use the criteria below to 
prepare.

Modify Project Criteria:

✓	 Identifies threats and opportunities surfaced in monitoring data

✓	 Separates and clarifies threats and opportunities 

✓	 Sets relative priority of threats and opportunities 

✓	 Documents change options

✓	 Documents impact of change options on the plan (re: costs, schedule, objectives) 

✓	 Documents use of change processes/protocols (as appropriate)

✓	 Documents change communications
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Project Management

For example… 

	 Modify Project

Project Logic provides the user with a dialog box to prompt thinking about Modify Project activities, and to link documentation 
around those activities to the project plan in the same manner as described for Project Statement and Objectives.

Modifying the project plan requires that you review the plan thoroughly  (including objectives) and assess the impact of possible 
changes. Using Project Logic and Microsoft Project, this means going back to that point in the process of developing the plan 
where the first impact of a change shows up. Use the Process Walker toolbar and sub-toolbars to view relevant parts of the plan 
and test change scenarios. 

For example, if the scope of a work package must change, this may require additional tasks in the WBS. It may also require 
that additional resources be defined and assigned. If tasks are added, sequence and schedule must be confirmed, critical path 
reviewed, and PPA/POA applied. New baseline information, either for the new tasks or for the entire project, must be captured. 
Additional information about performance expectations, responsibility assignments, and resource loading may be required. All of 
these must be considered, and can be accessed easily by using the Project Logic toolbars.



Copyright © 2007-2014 Kepner-Tregoe, Inc. All Rights Reserved.	 12

Project Management

For example… 

In the example below, the project manager is testing the cost and schedule implications of completing the robot installation in just 
two days using additional resources. He has chosen to save a test version of the project plan, and is working in the Updating View 
(Monitor Project sub-toolbar). He has decreased the duration and adjusted resource information. He will use other views to assess 
the cost impact, and will need to review the proposed change with resources and stakeholders prior to implementing the change.
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Project Management

For example… 

A simple change report for our sample project might look like this:
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Closeout and Evaluate

When all of the project work is completed, it is critical to shut down the project systems carefully and 
purposefully. This is referred to as closing out the project. It is equally important to document progress against 
objectives and capture lessons learned—to evaluate project results. This final part of Project Implementation 
also provides an opportunity to recognize the efforts of team members, stakeholders, customers, and others 
involved with the project. 

To shut down the project, make sure that final reporting has been completed, that project accounts are closed, 
that resources have been released to work on other projects, and that unused resources are dealt with. Make sure 
any contingent actions or triggers set up for this project are disabled so they cannot be set in motion by mistake 
in the future and create unintended results.

Project results need to be evaluated from the perspective of customers, end users, and the project team. Focus 
on the extent to which objectives, measures, and standards were met.  Project results should be formally 
documented, and appropriate reporting completed.

Use the process questions and checklist in the workshop materials to assist in Closing Out and Evaluating. Use 
the criteria below to plan your project closeout.

Closeout and Evaluate Criteria:

✓	 Contains assessment of how well objectives were met

✓	 Captures detailed descriptions of lessons learned

✓	 Confirms project accounts were formally closed

✓	 Confirms contingent actions and triggers were disabled

✓	 Contains final cost, schedule, resource analysis

✓	 Documents closeout and acknowledgment activities

✓	 Has been logged into knowledge management system (if applicable)
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For example… 

Project Logic provides the user with a dialog box to prompt thinking about Closeout and Evaluate activities, and to link 
documentation around those activities to the project plan in the same manner as described for Project Statement and Objectives.

Once Closeout and Evaluate activities have been completed, log the project plan and all related project files into a knowledge 
management system (if appropriate). At a minimum, organize the files and back them up to protect against possible computer 
problems.
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Project Management

For example… 

 Closeout and Evaluate

A simple closeout report for our sample project might look like this:


