
IDEAGRAMS

• IDEAGRAMS:

• THINK VISUALLY

• CONCENTRATE

• ANALYSE CONTENT
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OVER-VIEW
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LESSON TWO

PERT/CPM OVERVIEW:

To illustrate how the network 
analysis process developed

The IdeaGram concept grew out 
of the project management field 
– the same principles have been 
applied to written material to 
extract core ideas and concepts 
and present them in a clear and 
concise manner.
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Definition of the 

Problem

The original concept 
grew out of project 
managers gathering 
around a conference 
table with activity notes 
on 3x5 cards that they 
arranged in sequential 
order. 

This process led to the 
formulation of both 
PERT (Milestone 
Oriented) and CPM 
(Activity Oriented).

The difference will be 
explained later in these 
presentations.
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CPM –

Critical

Path 

Method

When I’m asked to 
explain what CPM 
stands for I often say:

Certified

Public

Menace
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PERT –

Program 

Evaluation and 

Review 

Technique
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PERT / CPM

PERT (historically) was 
milestone oriented so it 
had the activities in a 
box with a range of 
durations (optimistic, 
likely and pessimistic).

CPM originally had the 
activities on an arrow 
(hence Arrow Diagram) 
with a single duration 
attached to each activity.

In combination it is 
common to use boxes to 
signify major milestones 
and arrows to indicate 
activities that have 
duration.
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THE MAGIC 

OF THIS TYPE 

OF ANALYSIS
There is an internal 
thinking, concentration 
and analytical process 
that results from preparing 
a detailed logic diagram. 

When done in 
collaboration with other 
people the process results 
in a deep communication 
about the inherent 
sequence of the project 
that is being planned.

My mentor (Karl F. Elliott) 
used to say that we could 
walk away with the charts 
that were developed 
during a planning session 
and never return and still 
the project team would 
have attained a significant 
planning, communicating 
and understanding 
benefit.
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Parallel with the

IdeaGram

Process

In the same way that 
this technique constructs 
a diagram or model of a 
project, an IdeaGram
constructs a chart of the 
core ideas of a narrative 
or process.

In some ways IdeaGram
is a new word for an old 
process. I believe the 
uniqueness of many 
IdeaGrams that I’ve 
developed is in the 
nature of the content 
and the ability to read 
them in a clear and 
legible manner.
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SEQUENCE
The initial network should 
show the inherent 
sequential requirements 
for the construction of the 
project or endeavor.

If there are many 
elements that can be 
pursued simultaneously 
the initial chart should 
show that.

The “schedule” results 
from applying resources 
that may limit what is done 
first, next or thereafter. 
The initial network is just 
the first step.

Modern day “Agile” or 
“Push/Pull” sessions 
likewise are new words for 
a time-honored process.
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ARTICLE ON 

PERT/CPM 

NETWORK 

ANALYSIS
THIS ARTICLE PRINTED 
IN 1965 WAS THE BASIS 
FOR THE PRECEDING 
SERIES OF SLIDES 
THAT PRESENTED AN 
OVER-VIEW OF THE 
PERT/CPM NETWORK 
ANALYSIS PROCESS

THE PRECEDING 
SLIDES WERE AN 
EARLY APPLICATION OF 
THE IDEAGRAM 
CONCEPT

KARL ELLIOTT WAS MY 
MENTOR AND LONG 
TIME BUSINESS 
ASSOCIATE

I HONOR KARL WITH A 
SIGNIFICANT DEBT OF 
GRATITUDE AND 
APPRECIATION.
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