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[XXX] Project Charter

Project Profile

Scope
[a one sentence summary description of the boundaries of this project]

Project Sponsor
[Name and department]

Duration
[Provide project duration estimate in months.]

Cost
[Total Project Cost & Planning Stage Cost]

Technology
[proven in market, proven in dept., proven with team, new to market, new to dept,. new to team]

Team
[proven team or new team, contracted, internal or mixed]

Methodology
[proven processes, artisan knowledge, ad hoc]

Visibility
[internal and external visibility, news worthy?]

Criticality
[mission critical, business and operational support, non-critical]

Complexity
[use Complexity Assessment Matrix, to assess project complexity. Required for large project, optional for medium project, not recommended for small project.]

Span of Impact
[List departments impacted and other projects impacted]

Current Stage
Initiation          X
Planning
Execution
Closeout

Priority (1 – 3)
Scope
Budget
Schedule

Description

[Briefly describe the project and why it is being undertaken. Describe the business need or opportunity the project will address. If available, also include background and context.  Carry over any relevant content from the Candidate Project Summary.]

Goals & Objectives 

[The project goals and objectives should be written by, or based on an interview with the Project Sponsor.  What goals and objectives will need to be met for this project to be successful? Both the business and technical objectives related to the scope, schedule, budget, business impact/benefits and customer satisfaction should be considered.  Objectives are more detailed versions of the goal statements and should be S.M.A.R.T., specific, measurable, accurate, realistic, and time bound. (example: Within one year of implementation, 85% of customers surveyed rate service quality as good or better.)]

Goal Tracking ID#
Project Goals

G - 1


G - 2


G - 3


Objective Tracking ID#
Project Objectives
Addresses Goal(s)

O - 1



O - 2



O - 3



O - 4



O - 5



O - 6



Success Criteria

[Solicit input from the Project Sponsor. Success criteria are expressed as statements of the business value that must be achieved in order for the project to be successful . Critical objectives of the project should be selectively reiterated here to provide additional emphasis. The best success criteria to include are those objectives that clearly state the bottom-line impact of the project.  Success criteria that addresses the project scope, budget and schedule should also be included.]

· [Reiterate critical project objective(s) as appropriate.]

· The project delivers all baseline scope elements, as specified by this Charter.*

· The project completes within [XX]% of baseline budget, as specified by this Charter. 

· The project is completes within [XX] weeks of its baseline completion date as specified by this Charter.  

Strategic Alignment

[Documents this project’s overall strategic alignment.  Areas of alignment to consider here include mayoral initiatives and priorities, departmental strategic plan and change agents, city mandates, accountability agreements, city-wide/SDOT architecture, current business and technical environments. Carry over any relevant content from the Candidate Project Summary]

Approach

[Brief narrative that describes any strategies, techniques and methodologies that the project team plans to employ in order to execute the overall project.  Specific approaches to document here could include plans to utilize SDLC & CRISP; plans to manage known dependencies; plans for satisfying resource requirements (i.e. internal vs. peak load staff); plans for procurement; plans for a build or buy strategy; or plans for a specific type of implementation, such as a (Hansen “vanilla”), phased or pilot implementation.)]

Scope

[Describes the current view of the boundaries of the proposed project including what is included and what is excluded.  Some specific areas to consider would include the scope related to organizational processes, business processes and IS systems. Scope includes all products and services to be provided by the project, the scope elements listed here would be equivalent to the items represented at the deliverables level of a detailed work breakdown structure.   May also specify some preliminary scope that requires additional analysis in the next project stage. Carry over any relevant content from the Candidate Project Summary]  

In Scope

The Scope, as defined in this Project Charter, represents the current view of what the project will and will not deliver. After this Charter is approved, any changes or additions to scope as described below will be subject to the change management process and approval by the Project Sponsor.

In Scope

Scope Tracking ID#
Scope Element Description
Addresses Objectives(s)

IS-1



IS-2



IS-3



IS-4



IS-5



IS-6



IS-7



IS-8



IS-9



IS-10



Out of Scope

These components are out of the scope of the project.  They may be included in the scope of future enhancement projects or other projects.

Out of Scope

Scope Tracking ID#
Scope Element Description

OOS-1


OOS-2


OOS-3


OOS-4


OOS-5


OOS-6


OOS-7


OOS-8


OOS-9


OOS-10


Deliverables 

The following is a draft list of the deliverables to be produced by this project.[Note: any SDLC deliverables listed that will not be completed as part of this project should be deleted.] 

Project Deliverables

Deliverable Name
Description
Addresses Scope Element(s)









































SDLC Planning Stage Deliverables

Deliverable Name
Description

Feasibility Study
Describes the ways that the candidate business problem can be addressed through information systems.  Presents a set of options as well as an assessment of them including a technical assessment, a statement of strategic alignment, architecture criteria rankings, cost and effort estimates, and a recommendation.

System Vision & Scope Document
Establishes an agreement about what business problems need to be addressed by a system solution.  For any potential system solution, this agreement identifies its key stakeholders, defines its boundaries, and describes its primary features.

Conceptual Design Document (CDD)
Presents a set of potential solution options and recommends one as the high-level approach that best aligns with strategic business and IS directions.  This document is intended to serve as the basis for the eventual system design and guide resource and schedule estimation for the project.

Proof of Concept
Identifies the concept(s) to be examined with the outcome.

Use Case Specifications
Describe a set of sequences of actions, including variants that the system performs in order to yield an observable result of value to the actor and/or business.  It is intended to serve as an agreement between the IS and Business Leads about the system’s behavior under various conditions as the system responds to a request from one of the Stakeholders called Primary Actor.

Data Requirements Document (DRD)
Names and defines the data needed by the business that should be recorded by the system.  It is intended to serve as an agreement about which data has been determined to be of highest value in operating the business.

Supplementary Specification 
Describes the non-behavioral requirements of the system such as usability, reliability, maintainability, security, performance, legal, licensing, etc.  It is intended to capture the non-behavioral requirements that are not defined in a Use Case Specification or a Data Requirement Document.  

UI Requirements Prototype
Analyzes user interface (UI) requirements and design UI solutions using the prototyping technique in order to derive and validate the data and processing requirements, while keeping implementation options open. 

Report Requirements and Design Specifications
Describes report content and layout in a user-friendly format prior to report design or development.  Also, to compare multiple reports and discover cost-saving opportunities to create common components or consolidation of reports. 

Interface Requirements Document (IRD)
Describes the functionality and data requirements of an electronic interface.  To discover complexities in the form of data or protocol incompatibilities, or difficulty in transformation of values from one system to another.

System Architecture Specification (SAS)
Establishes a justification for the system design approach and a framework for coding.   It is intended to obtain an agreement between the Development Lead and System Architect prior to proceeding to the Design Phase. It consists of the system architecture strategy and planning such as Disaster Recovery, etc.

System Requirements Specification (SRS)
Presents a summary of system requirements and business rules to the Project Sponsor and Key Stakeholders.  It is intended to document an agreement on all system needs to be delivered by this system.

System Scope Proposal 
Presents recommendations for discussions with the Project Sponsor when narrowing scope for the first phase of implementation.

Gap Fit Analysis Document


Presents the findings of the evaluation of the Commercial Off-The-Shelf (COTS) package to meet the system requirements. This document is intended to capture the gaps with recommendations on how to fill these gaps.

Test Plan
Describes the scope, approach, resources, and schedule for testing a specific phase of the system for a project.  

Training Plan
Describes the training environment, audience, material, schedule, cost, and resources required for training the users on the system.

Data Conversion Plan
Describes the level of work required for the data conversion effort with associated cost, resources, and schedule.

Implementation Plan
Describes the strategy and approach with associated cost, schedule and resource requirements for a successful system implementation. 

Hansen Configuration Document (HCD)
Describes the required customization to the following items in order to support the application for this project.

· Hansen (COTS package installed by SDOT) 

· Oracle Database

· Crystal Report

This document is developed and maintained prior to any changes made to Hansen.  Upon receiving a Change Form, this document is revised to reflect the requested change; then, the Change Management Form (move to test) is updated to refer to the section(s) of this document.  This allows this document to be kept up-to-date, and provide a reference to the current state of Hansen Configuration.  

UI Design Prototype
In the case of new or untested technology, evaluates design choices prior to development to discover key design constraints 

System Design Specification (SDS)
Specifies the detailed functional requirements in order to walk through and review design choices prior to development. For custom UI, this document contains the UI specification. 

Interface Design Specification
Walks through the interface design with technical experts to obtain agreement on implementation.

Business Procedures
Describes the manual processes performed by the users and their interaction with the automated tasks.  

Implemented Database
Modified IS database(s) based on the physical data model and data dictionary.   

System Objects
Physical units of the system, including script files, database triggers, etc. 

Reports
Reports based on the report specifications defined in the design phase.

Interfaces 
System interfaces, script files and database triggers based on the interface specifications defined in the design phase.

Installation Instructions
Step-by-step instructions on how to migrate and/or install the target system in the user environment. 

Integration Test Checklist
Checklist that details all of the major system functions, reports and interfaces to be tested. 

Test Case
Describes a set of test inputs, execution conditions, and expected results developed for a particular objective, such as to verify compliance with a specific requirement.

Test Case Specification
Validates the operation of functions delivered in the target system, and any systems or interfaces already in production.

Test Procedures


Defines a set of step-by-step instructions for the setup, execution, and evaluation of results for a given test case, grouped and organized by the following types of testing:

-  Functional
-  Installation
-  Regression

-  Security
​-  Integration
-  Non-functional

-  User Acceptance

Test Report
A repository of data captured during the execution of tests.

Migrated System
Successfully implemented software solution.

Security Setup Document
The list of system users with associated access rights and privileges.

Backout Plan
A plan to back out system objects in an environment. 

Acceptance Form
Approval obtained from the Project Sponsor upon acceptance of the final delivery of the system. 

Project Management Planning Stage Deliverables

Deliverable Name
Description
Accountable

Candidate Project Summary
A proposal document approved by senior management that describes the preliminary definition and justification for project.
Project Manager or Author

Project Charter
A document approved by senior management that formally authorizes the existence of the project. It provides the Project Manager with the authority to apply organizational resources to detailed project planning activities.
Project Manager or Author

Integrated Project Plan
A document approved by senior management that is used to guide both project execution and control. It describes the complete course of action contemplated for the Execution and Closeout Stages of the project and includes the following elements:

· Project Description 

· Goals & Objectives 

· Success Criteria 

· Strategic Alignment 

· Overall Approach 

· Detailed Scope/Deliverables 

· Assumptions & Constraints 

· Detailed Budget 

· Detailed Schedule 

· Project Organization & Governance 

· Detailed Risk Analysis 

· Planned Project Controls 

· Scope Management Plan 

· Budget Management Plan 

· Schedule Management Plan 

· Resource Management Plan 

· Procurement Management Plan 

· Risk Management Plan 

· Quality Management Plan 

· Communications Management Plan 

· Organizational Change Mgmt Plan 

· Test Plan 

· Training Plan 

· Data Conversion Plan 

· Implementation Plan 

· Operations & Maintenance Plan 

The Integrated Project Plan establishes the scope, cost & schedule performance baselines by which the Project Manager will manage the project.
Project Manager

Approved Change Orders
The formal approval of any change to the project, which impacts the baseline scope, budget or schedule.  The Project Manager prepares change orders and presents them to the Project Sponsor.  The Project Sponsor has final authority on the approval or rejection of change orders.
Project Manager

Status Reports
Formal updates on the project progress and performance to baselines that are provided by the Project Manager to the Project Sponsor (and other key stakeholders) on a [select weekly or bi-weekly] basis.


Project Manager

Project Closure Report


A document that records the successes and failures of the project. This report provides a historical record of the planned and actual budget and schedule. The report also contains recommendations for other projects of similar size and scope.
Project Manager

Lessons Learned
The documented learning gained from the process of performing the project.  Lessons learned are captured so that other projects can be performed better. 
Project Manager

 Assumptions & Constraints

[Project assumptions are circumstances and events that need to occur for the project to be successful, but may be outside the control of the project team. Identifying project assumptions and constraints helps to establish the project environment and provide a basis for planning and estimating. Establishing common assumptions and constraints can also test the validity of the plans and estimates by ensuring that project stakeholders share a common understanding of the project and each clearly understand their own obligations.]

Assumptions

[Include any additional assumptions here that are critical to the success of this project. Some universally true project success assumptions are listed below. Consider the potential affect to the project if these statements were assumed, but not actually true. Assumptions specific to the schedule or budget should be included later in the schedule and budget sections of this Charter.]
The successful of this project is based on the following assumptions:

· Once scope is approved in this Charter, any additional scope will be subject to the change management process.
· Resources will be available when required.

· Subject Matter Experts will be available when required.

· The Project Sponsor has final approval authority for all project deliverables.
· This project is a departmental priority.
Constraints

[List all known limitations including dates, funding, resource limitations and technical limitations.]

Funding

Funding Source(s) 

[XXX] department(s), division(s), etc.] have allocated $[XXX] towards the completion of the [XXX] project. Carry over any relevant content from the Candidate Project Summary.]

Budget

Budget Assumptions

[List any budget specific assumptions here. Examples could include; the project budget is fixed or the Sponsor has indicated that adherence to the approved budget is his/her highest priority.]

Budget Estimate

[Carry over any relevant content from the Candidate Project Summary.  Modify tables as necessary to suit specific project timing.]

The preliminary direct cost for the overall project has been estimated at $XXX (including SDOT IS Staff). Confidence levels in the budget estimates are +100%-%50. 

Schedule 

Schedule Assumptions

[List any additional schedule specific assumptions here.  Examples could include; the schedule for this project is fixed or the Sponsor has indicated that adherence to the approved schedule is his/her highest priority.]

· The completion date indicated by this Charter is based on resource availability as specified. Project duration may be modified from this baseline schedule based on revised project priorities or resource availability.
Timing Estimate

[Carry over any relevant content from the Candidate Project Summary.]

The [XXX] project will begin on [xx/xx/xx] and is estimated to be completed by [xx/xx/xx]. Confidence levels in the schedule estimates for the total project are +100%-%50.

Milestone Plan

Completion of the following milestones are planned within the timeframes indicated. [This calendar should be modified to suit the timing of this project.  Additional project specific milestones may be added as necessary to suit the reporting requirements of this project.  The Initiation, Planning, Execution and Closeout Stage milestones are standard CRISP milestones and should be included in every milestone plan.  The Scoping, Requirements, Design, Development, Testing and Implementation milestones are standard SDLC milestones and should be included in every system implementation milestone plan].

Milestones 

(& Go/No Go Checkpoints)
Target Completion Date
Resource Estimate (FTE Weeks)
Jan 2004
Feb 2004
Mar 2004
Apr 2004
May 2004
Jun 2004
Jul 2004
Aug 2004
Sep 2004
Oct 2004
Nov 2004
Dec 2004

1. CRISP Initiation Stage - Project Charter approved
[xx/xx/xx]
[Actuals to-date]













2. SDLC Scoping Phase complete















3. CRISP Planning Stage - Integrated Project Plan approved
[xx/xx/xx]
[Estimate]















4. SDLC Requirements Phase complete
[xx/xx/xx]














5. SDLC Design Phase complete
[xx/xx/xx]
[Estimate]















6. SDLC Development Phase complete
[xx/xx/xx]














7. SDLC Testing Phase complete 
[xx/xx/xx]














8. CRISP Execution Stage Phase (including Go-live readiness assessment) Project Deliverables complete
[xx/xx/xx]














9. SDLC Implementation complete
[xx/xx/xx]














10. CRISP Closeout Stage complete
[xx/xx/xx]














Project Organization and Resources

Sponsorship and Governance

[Insert Project Organizational chart, consider including relationships beyond the project team such as internal and external key stakeholders.  Org Chart is required for large project, optional for small/medium project.]

Resource Matrix

[Resource table below must include named Project Sponsor for Charter approval. If known, names of other planned resources should also be included.]

Named Resource or Role
Project Responsibilities

[XXX],Project Sponsor
· Secure project funding

· Provide project guidance and strategic direction

· Act as final authority on escalated issues 

· Act as final authority on decisions related to the project scope, schedule and budget

Steering Committee (if applicable, delete row if not)
· Provide project guidance and strategic direction

· Resolve escalated issues as appropriate

· Review and approve project deliverables as appropriate

[XXX],Project Manager
· Manage project team, scope, budget, schedule and deliverables

· Monitor project progress, generate status reports

· Communicate with stakeholders

· Resolve and escalate issues

· Ensure completion and approval of project deliverables

· Facilitate change control, risk management, other controls as specified by this Charter

Business Experts
· Represent business area in defining, reviewing, and approval of deliverables

· Contribute expertise and knowledge as appropriate

Project Team
· Participate in approach planning, task estimation

· Complete project deliverables as assigned

[Other resource, if applicable]
· 

Risk Analysis 

Preliminary Risk Assessment 

The preliminary identification of risk is documented in the table below. The risk exposure equals the risk’s probability multiplied by the risk impact.  

ID#
Risk
Prob    %
Impact

(1 - 5)
Exposure
Mitigation Plan/Description

1






2






3






4






5






6






7






8






9






10






[Planning Stage] Project Controls

[Identifying that these project controls are only applicable to the Planning Stage of the project is necessary if additional detail regarding controls will be provided as part of a required full Integrated Project Plan (IPP).  If a full IPP is to be produced during the Planning Stage of this project, indicate in each controls section that additional detail applicable to this area will be provided as part of the Planning Stage IPP.]

Scope Management

The Project Manager will actively manage the project scope.  Scope elements will be tracked utilizing the CRISP Scope Tracking Log. 

Change Management

The Project Manager will actively manage changes to the project, including presenting value and impact assessments to the Project Sponsor.   Individual change orders will be tracked utilizing the CRISP Change Order Log. The Project Sponsor is the final authority on project Change Orders.

Budget Management

The Project Manager will compare budgeted cost/schedule to actual cost/schedule on a bi-weekly basis based on data that will be collected from time sheets.  The escalation process when actuals exceed budget has been specified by the Project Sponsor (and Steering Committee, if applicable) as follows:

If actual cost/schedule are found to exceed budgeted cost/schedule for the current reporting period:

· [X]% overage is reported to Project Sponsor (and Steering Committee, if applicable), so that corrective actions may be taken or mitigating decisions initiated.

If actual cost/schedule are found to exceed budgeted cost/schedule for the overall project to date:

· [X]% overage is reported to Project Sponsor (and Steering Committee, if applicable), so that corrective actions may be taken or mitigating decisions initiated.

Corrective actions and mitigating decisions may include any or a combination of the follow steps:

· Reducing or eliminating baseline scope elements

· Increasing the project budget via the change management process

· Lengthening the project schedule via the change management process

· Canceling the project (decided by the Project Sponsor or by the Project Sponsor in consensus with the Steering Committee).  Also see Project Shutdown Conditions.

Procurement or Contract Management

The Project Manager will actively manage any required procurement or contracts in concordance with existing City of Seattle standards and agreements.
Schedule Management

The Project Manager will actively manage the project schedule.  This schedule will be updated on a [select weekly or bi-weekly] basis and reviewed at [select weekly or bi-weekly] Project Management Office (PMO) Meetings, and other project meetings as appropriate.
Risk Management

The Project Manager will actively manage project risk.  Risks will be tracked utilizing the CRISP Risk Database or the CRISP Risk Tracking Log. 

Issue Management

The Project Manager will actively manage project issues.  Project issues will be tracked utilizing the CRISP Issue Tracking Log. 

Quality Management

The Project Manager will actively manage the quality of both the project deliverables and processes.  In addition, this project will be subject to [select internal CRISP Quality Assessment or internal CRISP Quality Assessment and external DoIT Quality Assessment. The level of external DoIT Quality Assessment will be based on MITIE process criteria.] 

Communications Management

The Project Manager will actively manage project communications.  Project communications are to include the following meetings and status reporting.
Project Meetings

[Specify frequency and types of project meetings planned.  Examples might include: Weekly Meeting with Project Sponsor, Bi-weekly Steering Committee Meeting, Weekly PMO Meeting, Weekly Project Team Meeting, etc…]

Meeting Type
Frequency










Status Reporting

A project status report will be distributed to project stakeholders on a [select weekly or bi-weekly] basis.

Project Shutdown Conditions

A decision to cancel this project could be made by the Project Sponsor (and Steering Committee, if applicable) at any point based on revised business needs or strategic alignment, or on this project’s adherence to cost and schedule performance baselines as outlined above.

[Interview the Sponsor to determine any other shutdown conditions that may exist, include these conditions in this section.]

Planning Stage Estimates

[Separate Planning Stage budget/schedule estimates are not required for a small or medium project that will not be completing a full Integrated Project Plan (IPP).]

Planning Stage Budget Estimate

The direct cost of the Planning Stage has been estimated at $[XXX]. Confidence levels in the Planning Stage budget estimates are +/- 35%. 

Planning Stage Schedule Estimate

The [XXX] project Planning Stage will begin on [xx/xx/xx] and is estimated to be completed by [xx/xx/xx].  Confidence levels in the Planning Stage budget estimates are +/- 35%. 

Planning Stage Resource Requirements

SDOT IS Staff  Resource Estimate 

Named Resource or Role
Planning Stage Deliverable(s)
FTE Weeks
Cost
















SDOT IS Staff Planning Stage Total



Peak Load Staff Resource Estimate 

Named Resource or Role
Planning Stage Deliverable(s)
FTE Weeks
Cost
















Peak Load Planning Stage Total 
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