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Let Me Introduce Myself

Randy Bentele, PMP

VP, Solutions Delivery at Waddell & Reed

Over 25 years of managing projects, people, and 
process

 Formally, informally, voluntarily and reluctantly

 Small projects to programs over $350m

PM’dprojects successfully to not so successfully



The information presented are the views and opinions on the presenter/author and do not reflect the views of PMI, KC-PMI, my employer, my spouse, my kids or dog
This is not a PMP prep course!
Ideas presented may differ from PMI BUT you are strongly encouraged to understand PMI standards and how these ideas may deviate

The information presented are the views and opinions on 
the presenter/author and do not reflect the views of PMI, 
KC-PMI, my employer, my spouse, my kids or my dog.

This is not a PMP prep course!

Ideas presented may differ from PMI BUT you are strongly 
encouraged to understand PMI standards and how these 
ideas may deviate.

Disclaimers



DEFINITIONS



Log Management

The Log Management Process provides a structured 
method to identify, assess, track, work, escalate and 

resolve items. This will ensure items are dealt with in a 
timely manner to minimize impact to the project.

Manage each 
item from 

identification 
through closure.

Allow each item 
to be resolved 

and/or monitored 
based upon 

direction from 
the appropriate 

authority.

Communicate the 
impact of an item 

or potential 
impact of a risk to 

appropriate 
personnel.

Allow items to be 
managed with a 

minimum of 
overhead and at 
the right level.

The primary objectives of log management are to:



What is an Issue

ÅIssues are unplanned or unexpected problems that 
arise during the course of a project.

ÅAn issue is an actual fact.

ÅA valid issue may impact project scope, schedule, 
cost, resources, integration or quality and is 
generally beyond a particular project work group’s 
authority or capacity to resolve. 

ÅIssues are always associated with some degree of 
impact to the project and therefore need to be 
assessed and resolved in a timely fashion either 
within or outside of the project’s boundaries.



What is an Action Item

 An activity or set of tasks, which were not included or 
considered in the baseline project schedule but is 
within the scope of the project. 

 If not performed, the scope of the project may be 
impacted. 

 Generally arise from issues, which require some 
activity in order to resolve the issue yet the activity 
does not have a significant impact to the time, cost or 
quality of the project and therefore does not warrant 
a change request. 



What is a Decision

 A conclusion or resolution that is reached after 
consideration

 If the decision is not made it will result in an impact 
to the scope of the project. 

 Generally are needed to resolve an issue or mitigate 
risks 

May result in a significant impact to the time, cost or 
quality of the project and therefore may result in a 
change request. 



Other Item Definitions

Risk

•An uncertain event or 
condition that, if it 
occurs, has a positive or 
a negative effect on a 
project objective.

Assumptions

•Factors that, for 
planning purposes, will 
be considered to be 
true, real or certain

•Generally involve a 
degree of risk

Constraints

•Factors that will limit 
the project 
management team’s 
options 

•A predefined budget

•Contractual provisions



OBSERVATIONS



Common Management Process

Meeting 
Held

Issues 
Identified

Agreement 
there is a 
problem

Meeting 
Adjourned

Nothing 
Done

Concerns 
Raised

Meeting 
Scheduled 
to Discuss

Insanity 
Process



•or the PM keeps the log on their notepad

No logs for capturing issues, actions and decisions 

•or the PM is responsible for driving all issues to closure

No process for managing logs items 

•or decisions get remade

Issues are often revisited after resolution

•or question the accuracy of provided status

Stakeholders complain about lack of information 

•Or they don’t accept responsibility

No one is responsible to resolve the item

Struggling Project Characteristics



We have a log 
but nothing is on 

it

We Don’t Need No Logs

We don’t need 
logs until 
execution

We don’t have 
that many 

issues

I only track 
critical or 

escalated itemsShouldn’t Action 
Items be in the 

schedule?

Everyone should 
keep track of there 

own stuff

Its too hard to 
get people to 

update the log

Why bother everything 
is assigned to the PM!



THE PROCESS



Issue vs. Action Item Log?

What value would a separate 
log provide?

What is the maturity of the 
team to implement the 

process?

What is the anticipated 
number of issues and action 

items?

Are tools available to assist 
with the management?

Do I need separate logs for 
Action Item vs. Issue?



Who is this man?

17

lex parsimoniae

entianon suntmultiplicandapraeternecessitatem



William of Ockham 
ÅFirst guy to say keep it simple 

stupid (but in Latin)

ÅOccam’s Razor

ïlaw of succinctness

ïwhen given two equally valid 
explanations for a 
phenomenon, one should 
embrace the less complicated 
formulation

ïAll things being equal, the 
simplest solution tends to be 
the best one



Issue vs. Action Item Log?

What value would a separate 
log provide?

What is the maturity of the 
team to implement the 

process?

What is the anticipated 
number of issues and action 

items?

Are tools available to assist 
with the management?

Do I need separate logs for 
Action Item vs. Issue?

Final Answer: 
Keep it simple!



High-Level Log Management Process

CloseResolveEscalateWorkAnalyzeIdentify

Monitor



High-level Process 

Identification may be the most critical 
step in the process

Items can come from anywhere and from any stakeholder

Most come up during meetings 

Listen for key words that indicate a problem or activity

Ask - That sounds like an issue or action. Is it?

Identify



High-level Process 

Assign a unique tracking number.

•Require this tracking number be used in email subjects

Describe in actionable language

•Ask the person raising the item to clearly states desired outcome

Assign a single “Owner”  

•typically, the person asking for something to be done and is the individuals who 
ultimately decides if the request is completed correctly. 

Assign a single “Assigned To” or “Responsible”  

•typically the person being asked to fulfill the request at the lowest possible level. 
Usually needs to be on the project team or under the PM authority 

Set Target Date 

•date based on when resolution is needed - must understand severity and when the 
item will impact the project. Get agreement from owner and assigned to.

Identify



High-level Process 

Don’ts and Cautions!

ÅCaution against building intelligence into the tracking number

ÅDescription is vague or only makes a statement

ÅGuard against multiple issues/actions being in one item. 

ÅDo NOT assign groups or co-owners, co-assignees

ÅEnsure the Assignee agrees they will be responsible to make 
sure the item is resolved

ÅBe quick to note and table discussion on an item –don’t allow 
a meeting purpose to become derailed

ÅDo note all items in distributed meeting minutes

Identify



High-level Process

Assess Impact

Determine impact to 
project scope:

•schedule, 

•cost, 

•requirements,

•quality

Determine Possible Solutions

The analysis of 
recommended 
alternatives or actions 
should be developed and 
evaluated the project 
scope

Identify Initial Actions

Develop a potential 
action plan for each 
alternative.

Based on the effects on 
the project, an 
alternative to address the 
underlying item will be 
chosen.

Analyze



High-level Process

Assessing Impact
Å An Assessment Grid can be used to assist in determining the proper 

severity and priority of an issue if it is not immediately apparent.
Å Issue severity will not change over the life of an issue, but the 

priority can be adjusted upward as time passes without a 
resolution. 

Å The Issue Assessment Grid can be used to identify the importance 
of a specific issue with regard to its priority and potential negative 
impact on the project. 
ÅAn issue with high severity and high priority is an urgent and 

critical issue; it may cause the project to stop until the issue is 
resolved. 

ÅIn contrast, if the issue is ranked as medium severity and 
medium priority, monitoring the issue management process 
should be sufficient. 

ÅLow severity and priority issues should be handled outside the 
issue management process.

Analyze



High-level Process
Analyze

May impact quality of 
a major deliverable or 
productivity of a large 
project staff segment

Low Priority
High Severity

Medium Priority
High Severity

High Priority
High Severity

Critical Priority
High Severity

May impact quality of 
sub-components or 
productivity of a 
smaller project staff 
segment

Low Priority
Medium Severity

Medium Priority
Medium Severity

High Priority
Medium Severity

Critical Priority
Medium Severity

Does not impact major 
deliverable. May affect 
smaller deliverable or  
productivity of small 
project staff segments

Low Priority
Low Severity

Medium Priority
Low Severity

High Priority
Low Severity

Critical Priority
Low Severity

Has no direct or 
immediate impact on 
deadlines. Reductions 
may or may not be 
necessary (best efforts 
acceptable)

May impact future or 
less critical  deadlines. 
Eventual resolution
required (usually 
within in 10 working 
days)

Failure to resolve may 
result in critical 
deadlines being 
missed. Resolution 
required as soon as 
possible (within 3 
working days)

Failure to resolve will 
result in critical 
deadlines being 
missed. Immediate 
resolution required.
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P r i o r i t y



High-level Process 

ÅAssigned To person is responsible for ensuring the 
item is worked

ÅAssigned To is responsible to ensuring timely and 
appropriate updates are made to the Log 

ÅEach proposed solution should be worked and results 
noted in the Log

27

Work
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High-level Process 

Å Establish and gain agreement on escalation paths:

Å Identification of decision makers/participants at each level. 

Å Provide method to escalate/report/track at each level –provide “level”-related 
reports.

Å Criteria for escalation:
Å Item has not been resolved by the target date and/or it is impacting the 
project’s critical path, performance or another project’s performance.

Å Team members cannot reach agreement on the resolution or action.
Å Resolution requires a higher level of authority to achieve.
Å Resolution lies outside the immediate boundaries of the team.

Escalate

Project Program 
Steering 

Committees 
Executive 



High-level Process 

ÅTimely resolution of items are critical.  

Å Items that have not been resolved within a reasonable time 
{as a general rule of thumb no more than five (5) business 
days past the agreed target date} must be considered 
candidates for escalation to the next level.

Å Items which must have resolution that can be coded Critical 
(Critical Priority / High Severity) and must be worked by 
leadership until they are resolved or a suitable action (Go-to-
Green) plan is in place and is no longer considered a Critical. 

29

Escalate



High-level Process 

ÅItems should be updated on regular and timely 
basis

ÅItems should be reported on regular and timely 
basis

ÅShould provide trigger to escalation process

ÅMetrics to review - Rate of items opening vs
closed
ïEarly in project expect increasing rate

ïLater expect the rate to slow and eventually go 
negative

Monitor



High-level Process 
Monitor

Owner

Assigned To

Work 
Complete

CancelledOpen

Valid?

Y

N

Under 
Review

In 
Progress

Rework 
Resolution

Complete 
- Review

Closed

Y

N

Typical Status Workflow



High-level Process 
Close

ÅDetermine Resolution (Action Taken, Answer, 
Decision, Make Assumption/Manage Risk; or Cancel 
Issue)

ÅOwner reviews resolution and confirms items is 
closed

ÅUpdate notes in log, set close date, set status 
appropriately

ÅMake sure to report completed items in at least one 
reporting cycle

ÅDone isn’t done until it is done



DECISIONS



Decisions, Decisions, Decisions

ÅMost decisions are the result of resolving issues 
and can be recorded and kept in the issues log

ÅHowever, critical, politically charged, 
controversial decisions should be kept in a 
separate log with details regarding:

ïWho was the final authority approving the decision

ïDetails, facts, supporting information regarding the 
decision should be noted

ïDate of the decision



Notice of Decision

ÅA document that is distributed to major 
stakeholders to inform everyone of a major 
decision

ÅCan have a time period or date by which 
people can ask for review of the decision

ÅShould be stored in the project repository as a 
controlled asset

ÅReaddressing a decision once made should be 
handled as a change request to the project



CLOSING THOUGHTS
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You will need to provide additional details/training  to your 
team

Where the log is kept
How to submit issues
How to make updates
How to escalate

Don’t expect your team to embrace working issues and 
actions

People resist change of all kinds
Some people resist accountability (especially clients)

Remember Occam –the best process is the one that gets 
the work done with the least complication



Example Documents

ÅMinutes of Meeting

ÅProject Log

ÅNotice of Decision (NOD)

ÅNOD Log

ÅGo For Green 

C:/Users/rbentele/Documents/Randy's Documents/PMO Tools/PMP Class/PDD11/PIDXXX ProjectName_MoM_YYYYMMDD template.doc
Project Log.xlsx
Template NOD FORM.doc
Decision_Log.xlsx


Thank You

randy bentele, pmp
rbentele@kc.rr.com

mailto:rbentele@kc.rr.com
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Go-to-Green Template

Go For Green Action Plan

Project Team Name:  

Log Number:

Issues Description:

Action Plan Date:   

Action Plan:   Rating of Overall Status:  

Action Owner(s): Go for Green Date:  



Thank You

randy bentele, pmp
rbentele@kc.rr.com

mailto:rbentele@kc.rr.com

