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5      
Question #1 — What Are We Trying 

to Accomplish and Why?      

  Management by Objectives works — if you know the Objectives. 
 Ninety percent of the time you don ’ t. 

  — Peter Drucker   

 FIGURE 5.1 The LogFrame Matrix  Helps Organize Objectives in 
Relationship to Each Other

 Defi ne and Align Objectives      
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88 MASTERING THE FOUR CRITICAL STRATEGIC QUESTIONS         

   Shoot for the Moon 

 In 1962, President John F. Kennedy committed the United States to 
landing a man on the moon and returning him safely by the end of 
the decade. America ’ s grandest achievement was realized in July 
1969 when Apollo 11 completed man ’ s fi rst lunar landing. This was 
also a grand moment for me, the youngest accredited reporter at 
Cape Canaveral covering this historic event for a Seattle under-
ground hippie newspaper,  The Helix.  Barely old enough to shave, 
I sat in the wooden press bleachers among a row of journalists 
from the world ’ s leading publications, including  Time  Magazine,  Le 
Monde , the  New York Times   . . .  and  The Helix ! 

 The evening before launch, the press was escorted to just 50 
yards from the majestic Saturn V launch vehicle. Being so near this 
363 - foot tall triumph of technology and imagination bathed in bright 
Xenon spotlights made me proud to live in a nation with such a dar-
ing vision and go - for - it spirit. 

 The countdown proceeded through the night and into the next 
morning until the fi nal seconds  . . .  3 - 2 - 1.  Ignition!  The massive engines 
erupted in a fi ery plume and the rocket slowly ascended. Even from the 
press bleachers, two miles away from the launch pad, you could feel the 
air pulsating from the powerful Saturn fi rst stage engines. 
I still get goose bumps recalling the thrill of take - off as the press 
cheered with excitement; and Dr. Wernher von Braun, watching his 
dream take fl ight shouted,  “  Go baby go! ”   

 Kennedy ’ s bold challenge came during the Cold War, the global 
psychological - political game that the United States seemed to be los-
ing. In 1957, the Soviet Union surprised the world by orbiting 
Sputnik 1, a three - pound basketball - sized satellite that shocked 
America into action. Though Kennedy called landing on the moon 
his Goal, his true intention was a higher, unspoken Objective. 
Landing on the moon would demonstrate the superiority of the 
Western system and help the United States win the Cold War. 
Figure  5.2  shows this progression in an If - Then chart.   

 Why is this example signifi cant? Because behind every project 
rests a higher level motivation of interest to senior leaders. This 
Objective often gets lost in the hand - off and may not be obvious to 
those doing the work. If you are a project manager, it ’ s helpful 
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to  understand the Purpose and the Goal so that you can more intelli-
gently deliver the Outcomes that will get you there. If you are a 
senior executive, make sure the Purpose is clear, so that project teams 
aim their efforts towards Purpose achievement — not just Outcome 
delivery. The LogFrame ’ s Objectives column helps line up project 
Objectives so they mesh with the broader corporate strategy.  

  Linking Objectives Into Logical Levels 

 Whether you aim for the moon or someplace closer to home, making 
the logical links explicit builds the business case. Making the linkages 
clear is especially valuable in emergent or initiated - from - the - middle 
projects when you have to sell your ideas to others or get funding. 

 The Logical Framework tool helps distinguish and link multiple 
project Objectives. The right column in Figure  5.3  elaborates on 
previous LogFrame defi nitions.   

 FIGURE 5.2 From Landing on the Moon to Winning the Cold War 
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90 MASTERING THE FOUR CRITICAL STRATEGIC QUESTIONS         

 Again, our strategic shorthand (reading the Objectives from 
bottom  to top ) is: 

   If  Inputs,  Then  Outcomes  
   If  Outcomes, T hen  Purpose  
   If  Purpose,  Then  Goal.    

 In any context, Objectives at an even higher level than the Goal 
may also exist. The standard LogFrame format includes just four 
levels, but you can add additional levels to tie the project into a 
high - level Objective or more clearly illuminate the If - Then logic. 
Call this higher Objective a super - Goal, vision, or whatever term 
you prefer.  (I have fi eld - tested  terminology variations and  concluded 
that substituting Outcomes over the original term Outputs enhances 

•
•
•

 FIGURE 5.3 Linking Multiple Objectives  Into Logical Levels
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understanding and makes it easier to dovetail LogFrames with sys-
tems thinking terminology.) 

 Feel free to tailor the LogFrame structure to fi t your needs. 
What ’ s important is to have clear meanings for all of your terms as 
well as to pressure-test the integrity of the If - Then logic.  

Avoid the   Muddle of Messy Meaning 

 A Human Resources (HR) department needed to align their goals with 
a headquarters - issued set of ten overarching Goals. Unfortunately, 
each of these ten Goals was accompanied by  “ Success Measures ”  and 
several  “ sub - Goals. ”  But there was no rhyme, reason, nor meaningful 
distinction among the three terms. It was a hodgepodge. 

 Sub - Goals (or anything lower in the casual chain) should be the 
 means  to Goals, (the   “ If   ”   of the higher level  “  Then  ” ), while Measures 
should describe conditions that will exist when those Goals are met. 
The muddled use of terms made aligning HR Goals with them 
impossible. Make sure that everyone speaks the same language by 
agreeing on  what your key terms mean and using then in a consis-
tent way.  

  Task Force Start - Up 

 A team of scientists from the Los Alamos National Laboratory 
(LANL) and Sandia National Laboratories (SNL) faced the daunting 
task of organizing a task force of experts to solve a critical national 
security problem. This Offsite Recovery Project (OSRP) needed to 
fi nd a permanent disposal site for some 20,000  “ sealed - sources. ”  
These small, neutron - emitting radioactive sources had been issued to 
universities and private companies for research, medical diagnostics, 
and geological exploration. 

 Many sealed - sources were no longer needed for their original 
mission, but there was no convenient process for their owners to 
safely dispose of them. Some had actually been found abandoned in 
sheds and landfi lls — posing a serious health, safety, and security haz-
ard. The really scary part was that, in the wrong hands, they could be 
used to make dirty bombs. 
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 Since these were considered to be civilian rather than military 
waste products, they could not be buried in existing disposal sites 
because of bureaucratic constraints. Thus, a new site would have to 
be found somewhere in a state willing to accept them — not an easy 
task. In addition, no disposal standards existed for this class of device, 
so new standards would have to be developed as part of the project 
and be approved by the Nuclear Regulatory Commission. 

 The OSRP study team included multiple players from other 
national research laboratories and from the private sector. A robust 
planning approach was crucial, given the wide variety of perspectives 
among the strong - minded, opinionated players as well as the techni-
cal and political complexity of the problem itself. 

 Some serious institutional barriers and competitive issues 
needed to be overcome before productive work could begin. 

 The project director chose the Logical Framework tool to get a 
smooth start. This common language helped a diverse team work 
together to unravel a complex problem into solvable chunks; and it 
put a spotlight on some of the critical external factors shaping the 
success of this Assumptions - driven project. Their initial LogFrame 
plan served to shape a common vision and guide the process of defi n-
ing the task details necessary to achieve the Goal. They added a fi fth 
level to their LogFrame to show the cause - effect ripples of their 
strategy up to an important national Goal. 

 In the Objectives column of their initial LogFrame shown in 
Figure  5.4 , note the verbs in bold.   

 Be assured that by the time you read this book, the most dan-
gerous sealed - sources will be in safe hands. We ’ ll return to this exam-
ple in the next chapter to show how the team added Measures to 
their Objectives. (This project ’ s complete LogFrame can be viewed 
at  www.ManagementPro.com .) 

 The main value this process added to the OSRP team was the 
ability to keep sight of the higher level Objectives and avoid prema-
turely jumping to solution - fi nding before understanding the full 
dimensions of the problem.  

  Turning a Problem Into a Set of Objectives 

 A problem is simply a project in disguise. Projects masquerading as 
problems must fi rst be converted into Objectives before advancing to 
solutions. Spend some time carefully diagnosing the problem because 
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the way you defi ne it shapes the range of solution options. Don ’ t get 
sucked in by an over - simplifi ed defi nition, catch phrase, or symptom. 
Get at the root causes. Find the right problem to solve. 

 A classic story, fi rst told by systems thinker Russell Ackoff, 
proves the point that unless you zoom in on the right problem, you 
risk solving the wrong problem. Tenants in an aging 20 - story 
Chicago offi ce building complained about the long wait for elevators 
in the lobby. Karen, the owner of the building, was worried that her 
small business tenants would move to a newer space. Consequently, 
she hired a consulting engineer to solve the slow elevator problem. 
The elevator was too old for upgrading, so the consultant recom-
mended a new elevator system. The owner gulped at the  $ 300,000 
price tag — fearing that she could not increase rents to cover the cost 
without losing tenants. 

 Fortunately, Karen got a second opinion from a different con-
sultant. Rather than automatically accepting the problem as  “ The 
elevators are too slow, ”  this creative consultant suggested that the 
real problem was that  “ Tenants get bored while waiting. ”  His recom-
mended solution: Entertain and distract tenants so they wouldn ’ t 
mind the long wait. Following his advice, the owner renovated the 

 FIGURE 5.4 The OSRP ’ s Hierarchy of Objectives 
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lobby, installed television monitors tuned to CNN, and mounted 
mirrors by each elevator so people could preen themselves. Problem 
solved at a fraction of the cost. Total cost:  $ 30,000. The tenants 
enjoyed the upgrade at a cost the landlord could afford and everyone 
was happy  .   

 This story illustrates two very different strategies to reach the 
same Goal, as illustrated in LogFrame language in Figure  5.5 . 
Problems usually look different through the eyes of different stake-
holders. To zoom in on the right problem to solve, get alternate 
points of view. State the problem in different ways, and examine its 
various facets. Try inverting each problem statement into an 
Objective. 

 Stakeholder collaboration during problem analysis builds shared 
understanding, generates better solution approaches, and greases the 
skids for smoother execution.  

  Ask Your Stakeholders   

  What do you see as the problem?  
  Why is this a problem and for whom?  
  What causes the problem?  
  What are the consequences if we ignore the problem?  
  How will you know when the problem is gone?  
  What benefi ts will a solution bring?  
  What might an ideal solution look like?    

•
•
•
•
•
•
•

 FIGURE 5.5 Two Alternate Solutions to Reach Goal  
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 Many proven problem analysis methodologies are available, 
such as the well - known Fishbone Analysis, the Five Why Questions, 
basic TQM tools, LEAN Value Stream Mapping, and Six Sigma pro-
cesses. No matter which methodology you use, it pays to involve 
your stakeholders early and often in problem identifi cation and 
analysis.  

  Terry ’ s Tips for Clear Objectives 

 Apply these proven tips to make your Objectives stand up straight 
and salute. 

  Tip #1. Select Just the Right Words 

 Precise language leads to clear Objectives. While your project 
Objectives may already be described in a work scope or corporate 
memo, their clarity and quality of the logic behind them can vary tre-
mendously. Some are coherent, while others seem to have been writ-
ten while under the infl uence. 

 Take any given set of Objectives as a starting point only. As you 
wrap your mind around the situation, you may fi nd that a subtle 
restatement captures the underlying intent much better. Brainstorm 
multiple possibilities. Since brainstorming is an imperfect process, 
your possibility list needs to be reviewed and reworked. Before solid-
ifying which words best describe your Objectives, generate a dozen 
different answers to Question #1:  What are we trying to accomplish and 
why?  Experiment by choosing different words and sense their 
nuances. Savor various wordings, rolling phrases around in your 
mind — sensing any sour, bitter, or bland constructs with an aim to 
crystallize and sweeten them for the benefi t of all. 

 Here ’ s the key to well - formed Objectives: State each Objective 
in a sentence or phrase using chosen verbs and descriptive phrases. 
Selecting just the right words is as important as selecting just the 
right person for a job. So, choose well! 

 Figure  5.6  offers a master menu of Strategic Management verbs 
so you can pick those just - right, on - the - mark words that best express 
your true intentions. 

 During the early stages of project initiation, Objectives may be 
ragged, suggesting a general intent or direction but without real 
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 FIGURE 5.6 Master Menu of Strategic Management Verbs 
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 clarity. That ’ s okay. By applying your answers to the four strategic 
questions, they will become well - formed. After reworking your 
Objectives, validate your interpretation with stakeholders and invite 
suggestions as you test iterate until consensus.    

  Tip #2. Unravel Narrative Gobbledygook 

 Early in my career, when I was a program analyst for the U.S. 
Department of Transportation in Washington D.C., draft Requests 
for Proposals (RFPs) would sometimes cross my desk. These con-
tained work statements for research studies that would be contracted 
out to industry and academia. While most made sense, some were 
convoluted and confusing — loaded with bloated bureaucratic para-
graphs that left me scratching my head and worrying about how our 
tax dollars were being spent. 

 One day, over lunch with the author of an especially suspect 
RFP, I asked what the real intent was. He confessed that this study 
would break new ground. The government was not sure what they 
wanted, but didn ’ t want to come out and admit it. He hoped that 
by putting enough good - sounding gobbledygook in the RFP, some 
smart consultant would fi gure out what was needed! 

 Later, as a management consultant responding to RFPs, I 
learned a great technique for uncovering the strategic logic buried in 
convoluted narrative language. Try out the method described below 
if you want to separate the extraneous words from the strategic 
essence in written descriptions. 

 Certain linking words suggest that an If - Then relationship exists:

              To    •    By   
      In order to    •    Thus   
      So that    •    That will   
      Through       • That      

 For example,  “ Develop a new customer order system that 
reduces errors in order to enhance customer satisfaction, ”  includes 
three linked Objectives. Can you recognize and express them as 
If - Then statements? (See answer at the end of this chapter.) 

•
•
•
•

c05.indd   97c05.indd   97 12/11/08   2:43:38 PM12/11/08   2:43:38 PM



98 MASTERING THE FOUR CRITICAL STRATEGIC QUESTIONS         

 A great way to connect the dots among Objectives contained in 
a work scope or strategic plan is to go through the document and 
highlight all of the Objectives you can fi nd (clue: look for verbs). If 
it ’ s a lengthy document, don ’ t be surprised to discover redundancy, 
with the same ideas repeated using slightly different words. Look for 
key verbs and phrases, and then search for the connecting words that 
indicate If -T hen links. With that done, you can recognize the cause -
 effect relationships and identify the underlying strategic hypotheses 
using Objectives Trees and LogFrames. 

 It ’ s likely that your project background documents may use ter-
minology different from those in LogFrames, or may use similar 
terms without clear defi nitions of their meanings. 

 Their meanings may be quite different. Don ’ t be misled by 
sloppy use of terminology — just because  something is labeled  Goal, 
Objective, Purpose,  or  Outcome  does not make it so. 

 For example,  “ The project Goal is to develop a safety training 
program ”  is not strictly correct. In our logic, the Goal of such a pro-
gram would be  “ Fewer accidents ”  or  “ Increased safety. ”  Developing 
a safety training program is an Outcome by defi nition because it is 
something you can make happen. Purpose, in this case, might be 
 “ People practice safe behaviors. ”  

 You are free to use any terms and meanings you like. Whatever 
terms you choose to use, consider creating a reference document so 
that everyone uses the terminology consistently. (The Appendix to 
this book includes a Glossary of Terms and Usage, which you are free 
to adapt as your standard terms).  

  Tip #3. Tweak and Fine - Tune 

 Corporate objectives and mandates that slide down a chain of com-
mand or arrive in a memo are too often treated like commandments 
carved on stone tablets. But they are seldom fully thought out in the 
fi rst place and should not be taken as gospel. 

 If there is a project charter or a scope of work, use it as a start-
ing point. Recognize that, like the fi rst bid in an auction, its real value 
is to get you into the game. Most of them smell of  “ preliminary 
draft ”  and could usually benefi t from going through several iterations 
to get them squeaky clean. Treat the original problem statement and/
or scope of work as molded in soft and malleable clay rather than as 
cast in concrete. 
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 A LogFrame at this early stage will give you ideas on how to pro-
ceed. Do not hesitate to go back up the chain of command regarding 
that preliminary plan with a suggestion for doing something a little dif-
ferently than what was asked for. Those who originated the requirement 
may not have thought through their needs, or the requirement may 
have become garbled as it was passed along. By investing some quality 
thinking time, you may have a better understanding of what ’ s required 
or what ’ s possible than the person who made the request. So, speak up!  

  Tip #4. Avoid the  “ Joe ’ s Correct ”  Syndrome 

 Keep an open mind about how to best state your Objectives, espe-
cially for complex projects. Avoid  “ premature cognitive commit-
ment, ”  which is what psychologists call the all - too - human tendency 
to lock onto statements that sound good and stop making refi ne-
ments. I call this the  “ Joe ’ s correct ”  syndrome. 

  “ Joe ’ s correct ”  syndrome is a common occurrence when groups 
brainstorm about project Objectives. Joe is usually a senior manager 
or respected informal leader who suggests something to which every-
one shouts,  “ Yes! Joe nailed it. That ’ s right! ”  Joe ’ s words then become 
written in stone, even though better language might have emerged 
with more patience. No one suggests any tweaking because of  “ group 
think ”  dynamics. Joe himself may later realize that his fi rst stab was a 
little off - course, but he hesitates to suggest a change because every-
one seems sold on his idea. After receiving all of that praise and 
hook - line - and - sinker commitment, he doesn ’ t want to admit that his 
idea needs improvement.   

  Exploring Distinctions Among LogFrame Levels 

 To fully appreciate the Logical Framework ’ s power, let ’ s explore each 
level separately and examine the distinctions among the Objectives, 
and offer some secondary questions that may capture the right nuance. 

  Goal: The Big Picture Impact 

 The Goal is the big picture context — the overarching corporate or 
strategic Objective to which your project, and usually other projects, 
contribute. 
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 Some typical Goal examples: 

  Delight our customers  
  Become the top provider in the market  
  Increase corporate profi ts  
  Ensure reliability of the nuclear stockpile  
  Foster a climate of innovation  
  Be the global leader in safety education    

 These secondary trigger questions can help you get to the pri-
mary Goal of a project:  

  What is the higher corporate or strategic Objective to which 
this project contributes?  
  Why is the project ’ s impact important?  
  What should happen after we achieve the Purpose?  
  What is the big picture reason for doing this project?    

 The project Goal is often a given, but worthy projects also 
begin bottom - up as a hunch, gut feeling, or gleam in the eye of a 
visionary. In these cases, you begin without clear connecting logic 
and it may take some time to develop, coax out, or infer the most 
appropriate Goal. In corporate situations, it can be smart to plug in a 
hot button Goal statement for your emerging strategy. 

 The LogFrame matrix usually shows four levels, but as the 
OSRP project demonstrated, Objectives above the Goal can be 
included to illustrate a higher level of impact. The higher up the 
hierarchy we climb, the more long - term, general, and  “ vision -  sounding ”  
these Objectives become. Alternately, to maintain conceptual paral-
lelism or to dovetail with the levels in your corporate strategic plans, 
you can insert a level between Purpose and Goal and call it a sub -
 Goal. You can chop your strategic salami in thinner slices, as long as 
the structural foundation of If -T hen logic hangs together.   

  Purpose: The Project Sweet Spot 

 Purpose is the vital, often missing focus that expresses the desired 
result or the impact we expect the project deliverables to produce. It 

•
•
•
•
•
•

•

•
•
•
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describes  expected change  in system behavior, whether the system of 
interest is a core process, a new organization unit, or target customers. 
Purpose fl oats a level above that which we can directly control — the 
Outcomes. It ’ s a subtle concept, often hard to grasp because we are so 
conditioned to thinking of activities and Outcomes. 

 Consider these examples:

    Outcomes Statement    Corresponding Purposes  

    System built or delivered.    Customers use our system.  
    Process improved.    Improved process used.  
    System developed.    System successfully implemented.  
    Staff trained in safe procedures.    Staff operates machinery safely.  

 Choosing a Purpose statement is the most critical part of pro-
ject design. Here are some trigger questions you can ask to articulate 
the Purpose: 

  Why are we really doing this project?  
  What would the clients or users like to see happen because of 
this project?  
  If this project were a success, how would we know?  
  What impact are we trying to achieve?    

 Aim for project Purpose — the project ’ s sweet spot and motiva-
tion. Designing projects from the Purpose perspective helps you 
determine what set of Outcomes you need to reach that Purpose. 
When you identify a project Purpose and then defi ne the Outcomes 
needed to achieve it, you are hypothesizing:  “ If we can produce these 
Outcomes, then we should achieve this Purpose. ”  In other words, 
select the set of Outcomes you believe will cause the Purpose to hap-
pen. Structure your project design around the essential hypothesis 
of —  if  Outcomes,  then  Purpose. 

 Don ’ t get tangled up in the terms and stumble over whether a 
project Objective should be called a Goal or a Purpose or a duck -
 billed platypus. Just keep the if -T hen linkages in logical alignment. 
Confusion often crops up between Goal and Purpose relationships. 
To determine which is which, test which direction the If - Then rela-
tionship between them makes the most sense.  

•
•

•
•
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  Purpose Drives Outcomes 

 Purpose describes the change in behavior of the project users or in 
the system of interest. Remember, Purpose hovers over a level above 
our direct ability to deliver or control. 

 Purpose is the glue connecting Outcomes to strategic Goal. 
When executive sponsors and project teams take the time to jointly 
defi ne this relationship in words and Measures, the odds of success sky 
rocket. For example, if you are responsible for putting in place a new 
reporting system, the following might be your fi rst - cut hypothesis:  

    Goal   Communications improved.  

    Purpose   Managers  use  new reporting system.  

   Outcomes   System installed.    

 How confi dent are you that this single Outcome is enough to 
achieve this Purpose? Hmm  . . .  haven ’ t we all seen systems that are 
built but never used? It seems that an additional Outcome is neces-
sary. Adding this second Outcome adds confi dence in reaching the 
Purpose and strengthens the strategic hypothesis.   

    Goal   Communications improved.  

    Purpose   Managers use new reporting system.  

   Outcomes   1. System installed.  
    2. Users trained.    

Iteratively testing and refi ning   the Outcome - to - Purpose link to 
determine whether or not you have the right set of Outcomes to 
achieve the Purpose calls for systems thinking and mental fl exibility. 
Examine the Outcome - to - Purpose link and evaluate whether or not 
you have the necessary and suffi cient set of Outcomes to achieve the 
Purpose. Are other Outcomes needed? Are they collectively suffi cient? 
Are they all necessary? Are some nice to have but not must-have? Are 
these Outcomes the best choices? What other sets of Outcomes might 
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be better? Continue this dynamic mental modeling process until you 
come up with what feels like the appropriate Outcome chunks. 

 In many cases, multiple project thrusts (each with their own 
Purpose) are needed to reach the Goal. If so, develop a separate 
LogFrame for each. For example, reaching the single Goal of 
increased profi t margins may require twin Projects (and Purposes) to 
reduce costs and increase sales. When each LogFrame expresses only 
one Purpose, it ’ s easier to align project Outcomes. Multiple Purposes 
dilute the project focus and muddle the design. 

 If you seem to have more than one valid project Purpose, fi rst 
check to see whether or not there is a causal relationship between 
your candidate Purpose statements. Perhaps you can summarize the 
multiple Purposes in a single, more global statement. 

 Many times, what sounds like different Purposes is actually the 
same thing but using different words. To discover if this is the case, 
ask how you would measure each one. If the Measures are the same, 
so are the Objectives. Many times statements that initially sound like 
different Objectives actually say the same thing. Or one may be a 
valid Measure of the other. 

 For example, consider these two possible Objectives of a safety pro-
gram  “ Improve employee safety ”  and  “ Reduce accidents. ”  Which is bet-
ter? In fact, accident reduction is a perfect Measure of employee safety. 

 The most frequent mistake LogFrame beginners make is to 
choose a Purpose statement that merely restates or summarizes one 
or more Outcomes. Purpose is the synergistic  result  of Outcomes, not 
a re - description or summary of them.  

  Outcomes: What the Project Will Deliver 

 Project Outcomes describe what the team can, must, and commits to 
make happen to achieve Purpose. They can be functioning systems 
or processes (i.e., recruiting process operating) as well as completed 
end products (i.e., prototype built) and delivered services (i.e., people 
trained). They describe the specifi c end-results (or deliverables) 
expected from implementing a series of activities or tasks. 

 Use these questions to help solidify required Outcomes: 

  What are our main project deliverables?  
  What do we need to make happen in order to achieve the pro-
ject Purpose?  

•
•
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  What are the end results for which the project team can be held 
accountable?  
  What processes do we need to put in place to achieve Purpose?    

 Be careful not to lock into a rigid set of Outcomes too early. 
Instead, allow the mix of Outcomes to intelligently evolve. That ’ s not 
being a fl ip - fl opper — that ’ s being smart! As a loose rule of thumb, try 
to structure your projects to include three to seven Outcomes. 

 Here ’ s a tip to formulate Outcomes: Describe them as they will 
exist on the day they are completed, using the  past tense  form of the 
verb. For example, use  “ System developed, ”  not  “ Develop system ” ; 
or  “ Users trained, ”  not  “ Train users. ”  While your fi fth grade English 
teacher might frown, this makes Outcomes easier to visualize in your 
mind and distinguishes them from activities. 

 Remember, Input activities are the action steps to produce 
Outcomes; and Outcomes describe what you have after the activities 
are completed. 

 The set of Outcomes constitutes  “ a management contract ,”  an 
agreement and commitment between the project team and the customer 
or sponsor to deliver these Outcomes, given appropriate resources. This 
establishes accountability and defi nes the project manager ’ s primary 
job — to produce Outcomes aimed at achieving Purpose. 

 Figure  5.7  shows some more examples of Inputs and Outcomes.    

  Test for Necessity and Suffi  ciency 

 Outcome - to - Purpose logic is the heart of your project and consti-
tutes your best - guess hypotheses, given present knowledge and an 
integrated strategy for reaching Purpose. Each Outcome is a neces-
sary ingredient in the recipe for a successful Purpose. But they are 
usually not suffi cient. The other factors — which are also necessary 
but outside your control — will be expressed as Assumptions. 

 Sometimes it ’ s not immediately apparent just what Outcomes 
are needed to reach Purpose. So start with the ones you are sure 
about. As your thinking progresses, some additional Outcomes 
required should coalesce in your mind. To optimize your ability to 
zoom in on the right Outcomes, let ’ s fi rst study how an artist uses 
successive approximations and iterations to create a masterpiece.  

•

•
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 FIGURE 5.7 Distinguishing Inputs and Outcomes 

  Sculpting Your Project Masterpiece 

 Initial project planning at the fuzzy front   end brings to mind the 
image of a sculptor pondering a large slab of unformed clay or block 
of granite. The artist begins with a general strategy based on the 
shape of the artist ’ s inner vision and works to release the masterpiece 
from the granite block for all to appreciate. A project planner is much 
like the artist with a vision, but the planner ’ s intent is to lead a team 
in drawing out ideas and creating a plan that all can use. 

 The artist ’ s tools are his or her hands, mallet and chisel, and a 
variety of shaping implements that turn the vision into reality. The 
project planner ’ s tools are his or her ideas, human resources, and 
physical assets. His or her initial project statement jottings sketch out 
the Goal, the Purpose, and Outcomes, as well as some initial Input 
tasks. These are in draft form because still more granite needs to be 
chiseled away. At this point it still smells of a hunch. The purifi cation 
of validation will come later. 

 Now look again at the basic LogFrame grid. Mathematicians talk 
about  “ elegant proofs ”  — concise, logical descriptions of precise numeric 
relationships that leave no room for ambiguity. That is what the 
LogFrame provides — an elegant, concise framework with which one 
can build the simplest to the most complex projects from start to fi nish, 
providing a path through the jungle of complications and changing con-
ditions. This rigor should not be confused with  rigidity — locking in a 
project design too early or printing the blueprint too soon is dangerous. 
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It ’ s worth repeating the importance of keeping some fl exibility to avoid 
prematurely committing to a solution before several alternatives are 
considered. Even well - meaning early solutions can fall far short because 
they become focused on limited solutions. 

 With that, we can more easily see the tremendous value and excit-
ing potential of using the LogFrame constructs. It ’ s preprogrammed to 
provide you with the most essential tool thinking templates in the box. 
More than a tool, in a fi gurative sense, it is a discovery map with the 
ability to unearth clues to the location of buried treasure. 

 The metaphor of a hidden treasure rings true with the sculptor ’ s 
vision, such as Rodin ’ s, which enlightens us to the hidden beauty that 
was once unseen. At the outset, the sculptor sees what does not 
yet exist, and gradually determines what needs to be removed at the 
fi rst and subsequent whacks.  The Thinker , as an example, was once 
hidden inside the slab of granite, but it took a real-world visionary 
with artistic know - how to see it initially and courageously chisel away 
again and again so that all could see it eventually and be inspired. 

 How well do you sculpt ideas? Whether or not you have natural 
talent, the four question concepts in the book can serve as a step - by -
 step manual to walk you through the process — almost as simple as a 
Color by Numbers painting (but with rigorous thinking required). 

  Example: First Cut Chunking of IT Project Objectives 

 The best way to get started is to establish an imperfect, fi rst - cut 
answer to Question #1. Here ’ s an example for an IT project that led 
to a very spirited discussion of just what the Goal and Purpose mean.   

    Goal       New processes and systems enable staff to achieve 
strategic Goals.    

    Purpose       Staff adopts use of newly established processes and 
systems.    

   Outcomes      1.   Project structure established and followed.  
  2.   Business processes redesigned.  
  3.   Software solutions identifi ed and developed.  
  4.    Processes redesigned in context of software 

environment.  
  5.   Roll - out plan in place.  
  6.   Training and communication plan in place.  
  7.   Solutions implemented.      
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 Note that the Outcomes are more or less chunked by phase and 
appear in logical sequence. The Measures discussion, which comes 
into play with Question #2, fl eshes those out and transforms the proj-
ect from a theoretical one into a real one where the end results are 
real - world changes. 

 Also notice the past tense form for the Outcomes. Instead of 
 “ redesign business processes, ”  it should be stated as  “ business process 
redesigned. ”  Past tense Outcome language is important for two rea-
sons. First, the present - tense form is an activity and, as such, is a sum-
mary of many tasks leading to the Outcome. Second, we can more 
easily describe what  “ business process redesigned ”  means by answer-
ing which processes and defi ning the meaning of  “ redesigned. ”  

Only by  being clear and descriptive about Objectives and logical 
hierarchies can the true elegance of the project design emerge. 

Smart and deliberate initial Objectives setting lays  the ground-
work essential to strategic success. 

 Knowing what you want to accomplish and why sets the stage 
for planning the remainder of your project masterpiece.   

  Key Points Review   

  1.    Projects masquerading as problems must fi rst be converted into 
Objectives before you can proceed to project solutions. 
Carefully diagnose the problem. Don ’ t be deceived by an over -
 simplifi ed defi nition, catch phrase, or symptom. Get at root 
causes, and fi nd the right problem to solve.  

  2.    While vague, fuzzy Objectives can provide cover — they do not 
provide focus. Establish clear Objectives with a careful use of 
language. State your Objectives in concise language, using well -
 chosen verbs and descriptive phrases. Remember: separate 
Objectives for Goal, Purpose, and Outcome levels.  

  3.    Keep in mind the important distinction between Outcomes and 
Purpose. Outcomes are what the project team can deliver or 
make happen. Purpose is the synergistic impact expected from 
the set of Outcome deliverables.  

  4.    Purpose is the vital, often missing focus. It ’ s the glue of a project 
and should be the primary aiming point. Purpose expresses the 
important result or impact we expect the project to produce. 
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Purpose fl oats a level above that which we can directly  control —
 the Outcomes.  

  5.    The set of Outcomes constitutes a management contract — an 
agreement and best - effort commitment to deliver the Outcomes 
with appropriate resources. This establishes accountability and 
defi nes the project manager ’ s job — to produce Outcomes aimed 
at achieving Purpose.  

6  .    Time spent examining and challenging presumed If - Then link-
ages is well - invested to avoid wishful thinking, ideology, ignor-
ance, or baloney masquerading as logic.    

 The four chapters of Part Two include Application Steps at the 
end of each chapter to activate each critical question. Use these to 
jumpstart your efforts. By following Step #1, you will have created a 
strong but fl exible backbone for your project.  

  Application Step #1 

   Question 1  — What Are We Trying to Accomplish and Why? 

 For the best results with this and other steps, invite a few core team 
members to gather around a whiteboard. You can also do this on your 
own. To defi ne and align Objectives, follow these steps: 

  1.    Create a draft list of Objectives. Take from a work scope, if one 
exists; otherwise brainstorm.  

  2.    Group your Objectives into those you can make happen and 
those you cannot. The former will become Inputs and Outcomes, 
while the latter will be Purpose and Goal level Objectives. But 
they are all still in the draft.  

  3.    Review for logical If - Then relations among them. Discard 
redundant statements and incomplete thoughts.  

  4.    Tentatively select the highest Objective and make it the Goal. 
Identify one or two Outcomes that you know will be necessary. 
Then fi ll in a connecting Purpose statement. When adding 
Measures (our next step), you will discover insights to refi ne all 
the Objectives until they feel right.  
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  5.    Test the logic of your strategic hypothesis (Outcome to Purpose 
to Goal Linkages). Make sure this project backbone is solid. Be 
willing to tinker with it. If time allows, set it aside for a few days 
and review it with a fresh eye to improve the wording.    

   Answer to Example Question on page    97

  Enhance Customer Satisfaction  

  Reduce errors  

  Develop a new order system                                                     
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