APPENDIX C

Initial Release
1.0

Date:
January 1997
EDD Example of Guidelines for the 

Development of a Project Charter

Initial Release
1.0

Date:
January 1997
APPENDIX C 

EDD Example of Guidelines for the 

Development of a Project Charter


Project Manager Notes on the Preparation of a Project Charter

The Project Charter will be one of your first key documents in your project binder.  If you don't have a project binder, where do you store project-specific information?  Keep the charter there.

Preparing the charter with your customer allows you to ask very focused questions of your customer about their requirements, the scope of the project and the commitment of customer resources.  This is a time of learning, building trust and opening communication channels.  

The process you go through with your customer to develop the project charter is as important as the product.

The scope description is probably the most important and the most difficult to develop.  Work at it.  Documenting what is out of scope is as important as what is in scope at this time.  As requirements are converted to diagrams later on you will learn more but this is the time to state the scope as clearly as possible in English.  Be polite but be persistent and get it down in black and white now.

Document the constraints.  When the customer mentions some vaguely related project, get them to elaborate - there may be a dependency lurking there!

Charters can be very short yet still have value.  The time you invest in the charter should be commensurate with the size and complexity of the project.  Invest a little more in the charter the first time you work with a customer. 

Review the Guidelines for the Development of a Project Charter before you meet with your customer.

BACKGROUND

Project charters are good.  You should prepare one whenever possible.

PURPOSE 

Developing the charter with your customer allows you to communicate openly about the customer's requirements, expectations and commitment and document your understanding.   You are partners at this point and your success depends on the trust you build at this stage.  There's plenty of time to become opponents later.

LEVEL OF DETAIL

Large projects justify a significant effort in developing comprehensive charters.  Multi-day off site meetings with customer process owners are appropriate for developing these charters.  Mini-projects (less than one staff month) deserve a phone call to the customer to confirm requirements and priority, convey expected start and completion dates, and confirm user acceptance procedures.  This phone call should be followed with something in writing (e-mail qualifies) so the customer also has a record of your understanding.  In between sized projects should have something in-between.  

RECOMMENDED FORMATS FOR THREE LEVELS OF PROJECT CHARTERS

THE PROJECT CHARTER FOR A MINI PROJECT

Confirm the customer's requirements as stated in their request and the priority of the request.  Inform them of the expected start and completion dates and any tasks which they must perform.  Discuss contingencies which could affect the plan.  Summarize your discussions in a note so that you and the customer have something in writing.

Sample Follow-up Note

To:
 Customer

From:
Project Manager

Subject: DPSR 012345

Per our conversation this afternoon, we will assign staff to work on this DPSR starting Monday.  The requirements stated on the DPSR have not changed except the related system changes described will not occur at this time.  Therefore, this project will add the operator's initials to the note that is generated when an address is changed.  We expect to complete unit and system test by May 15.  Your staff will need to complete acceptance testing by COB the 16th if we are to release this in time for the next production run on Friday the 17th.  

If this enhancement is not accepted on this schedule, we will run the manual process we have been using for the past three months again on the 17th and correct our problems to get this into production the following week.  Thus your acceptance testers would have to sign off by COB on the 23rd in this case.  As I mentioned, if the 3086 project plan is approved tomorrow, I could lose my staff who would do this work.  I'll let you know by Friday if we have to re-schedule this DPSR.

THE PROJECT CHARTER FOR A MEDIUM SIZED PROJECT

The charter for the medium sized project is more formal that the mini charter but not as detailed as the large project charter.  You may use the structure of the large charter and simply provide less detail or you may use a simple project planning form such as that provided for the Franklin Planner.  It should include:

· Project Title

· Start and Estimated End Date

· Definition (what, when, where - identify the customer, objectives, requirements)

· Expected Results (completion criteria)

· Resources (people and their roles, funding)

· Schedule (milestones and dates)

THE PROJECT CHARTER FOR A LARGE PROJECT

The Project Charter typically consists of a cover page and four primary sections.  The cover page identifies the project name, Executive Sponsor(s), and dates of Project Charter approval.  The primary sections are the

· Project Identification and Scope     

· Authority and Resource Need Definition     

· Project Methodology, Roles, and Responsibilities, and    

· Project Structure and Schedule.

Project Identification 

This section is used primarily to define the scope of the project being undertaken, why it is being undertaken, and for whom the project is being developed.  Information that should be contained in this section includes:     

· Project name/title     

· Who the project is being developed for (i.e., the customer)     

· Background/Introduction/Purpose

· Policy considerations      

· Problem(s) being addressed       

· Opportunities being explored      

· Mandates to be complied with     

· The business systems/functions being addressed     

· The automated systems being affected     

· Scope Statement  (potentially defined in terms of what the project is and what it is not)     

· End-task objectives  (i.e., products, benefits, etc. - defines when the project is complete)     

· Expected results     

· Constraints imposed     

· Identification and discussion of any risks associated with the project (see DOIT Risk Assessment Survey for detailed questions on strategic, financial, project management, technology, change management and operational risks)  

Authority and Resource Need Definition 

This section defines the resources needed for the project to be successful and how these resources will be managed.     

· Resource Needs       

· Project-assigned staff (program/support/technical) \ (full/part-time)       

· Specific-task staff resources (program/support/technical) \ (EDD/Non-EDD)       

· Vendor Need       

· Space       

· Equipment (hardware and software)       

· Training requirements for team and non-team members       

· Other OE&E       

· Funding sources     

· Authority       

· Description of reporting relationships of team members including Project Manager       

· OE&E spending allocation/approval authority       

· Any special accounting or reporting requirements       

· Product approval signoff authority  

Project Methodology/Roles/Responsibilities 

This section is used to describe the process by which the project will be conducted and how all the project participants fit into that process.     

· Describes methods/tasks to be performed     

· Defines project team roles related to the methods/tasks described     

· Defines how the results of projects will be measured to determine if the project met its objectives  

Project Structure and Schedule 

This section covers the factors not covered in the other three sections including:     

SYMBOL 183 \f "Symbol" \s 14 \h
Project Schedule* -- This would be done at the level of major milestones/project events (i.e., FSR approval, workplan development, major deliverables, reassessment points, system development life cycle phases, etc.)     

SYMBOL 183 \f "Symbol" \s 14 \h
Project Management Tools - could include such items as software, status reports, status meetings     

SYMBOL 183 \f "Symbol" \s 14 \h
Oversight   

· Description of the administrative control processes and bodies (i.e., Steering Committee, DOIT Review, Independent Verification and Validation, etc.)   

· Description of product approval process   

· Description of change control process  (see Appendix D of the Project Manager's Handbook on ITEMS for model)

· Description of issue escalation/resolution process.   

*Special Note:     For displaying dates associated with the project schedule, the following guidelines should be observed:       

SYMBOL 183 \f "Symbol" \s 12 \h
Dates shown for schedule components should be documented with assumptions       

SYMBOL 183 \f "Symbol" \s 12 \h
Mandated dates should be noted as such (document impact if these dates are not met)       

SYMBOL 183 \f "Symbol" \s 12 \h
Optionally, only provide dates for milestones/project events through the next reassessment period.  (Note when the dates for non-scheduled milestones will be determined.) 
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