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ITS Project Charter Guidelines


· Header – Update the header with your project name and date.
All sections of the project charter are required unless noted as optional.
1. Business Overview 
Provide a high level overview of the business need – historical background and summary of what led to the initiation of this project, i.e., issue or opportunity being addressed, department(s)/area(s) involved, organizational impact, expected result, etc. If a business case was developed, it may be easier to complete this item by including the applicable sections from the business case.  In addition, describe how this project relates to or supports any the ITS Strategic Plan areas or other ITS areas. 
2. Project Summary 
Provide an overview of the project’s technical solution.  Note: it may be easier to complete this section after you document the project details in the sections below. Note: ITS Admin Services will cut/paste this section into the Appropriations Description (f appropriate).
3. Project Scope 
Describe the work to be performed that will produce the expected project outcome: product, service or result.  Any changes, additions or deviations should be addressed via the project change request process. 
1.1 Included in Scope – Clearly define, in a bulleted list, the key elements of the product, service or result which are within the scope of this project.  This may be specific functions, features, areas/departments, etc.
1.2 Out of Scope – Clearly define, in a bulleted list, key elements of the product, service, audience or result which are not within the scope of this project.  For example, any changes or modifications to fix an existing broken process which is not already included in the project’s existing functional requirements. 
4. Project Assumptions & Constraints 
1.3 Assumptions – Describe what existing or anticipated work efforts, hardware, software or resource requirements are “assumed” to be available or in place in order to have a successful and on-time completion of the project; assumptions are items typically not controlled by the project team.  For example, the availability of the required resources, with the appropriate skills, when needed, in order to complete the required tasks.  
1.4 Constraints – Describe the things that might restrict, limit, or regulate the project; often constraints are not controlled by the project team, i.e., resources, policies, schedules, technologies, etc.  For example, the completion date of a project may be fixed due to a federal or state mandate.
5. Project Planning
1.5 Work Breakdown Structure (WBS) – List the high level tasks, activities or phases of the project – from start to finish.   A WBS defines and groups a project’s discrete tasks into manageable components in terms of size, duration, and responsibility in a way that helps organize and define the total work scope of the project.
1.6 Milestones – List the milestones for this project.  A milestone is an important event in the life of a project that often relates to the completion of a major deliverable.  Typically a subset of key WBS items with dates; include target start and end date. 
6. Project Artifacts
List all the key deliverables that will be produced by the team during the course of the project; both product and project based.  Examples of artifacts: Project Charter, Risk Plan, Communication Plan, Software Architecture Document, Functional Specs, Testing Plan, Project Closeout, etc.  Include any relevant technical or supporting artifacts or references (current state diagram, roadmap, vision statement, website/wiki, etc.).

7. Project Organization
Update the project organization table.  Define the project team members, their roles on the project and specific responsibilities. Role is the title of the function given to a person on the project, i.e., sponsor, project manager, project team, key stakeholders, etc.   Responsibility details the duties and work that a specific project team member is expected to perform in order to complete the project’s tasks. At a minimum, define the Project Sponsor, the Project Manager and the Project Financial Manager

· Project Financial Manager (FM) – The person who is responsible for managing the project’s financial budget and associated requisitions/PO, etc.; an ITS role, not a job title; note this person may also be the project manager

· Project Manager (PM) – The person assigned to lead the team to achieve the project objectives; an ITS role, not necessarily a job title; note this person may also be the project financial manager

· Project Sponsor – The person who defines the project’s strategic objectives and typically provides the financial resources

8. Project Risk (Optional)    
Update the project risk table (optional). If a business case was developed, continue to expand upon the initial risks defined.
· Risk Factor – An uncertain occurrence in the future that may interfere with the projects goals. It may be related to a product, service, process, resource, cost, or schedule. For example, that resources required for the project will be available when required.
· Risk Probability – Defines the likelihood (high, medium, low) that the risk event will occur
· Risk Impact – Defines the potential effect (high, medium, low) on the project should the risk event occur
· Risk Rating – The product of the likelihood of an event occurring (probability) times its potential consequences (impact). See table below.  
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· Risk Response – Generally only those risks which have a high or medium rating have a defined response strategy.  There are four response strategies: 

– 
Avoid – A risk can be avoided by changing some element of the project plan 

– 
Transfer – A financial risk can be shifted, but not removed, typically via insurance, performance bond, etc.

– 
Mitigate – A plan that reduces the probability or impact of a risk (early action), for example, defining a pilot 
– 
Accept / Contingency – Acknowledges the risk and no action will be taken until/if the risk event occurs, for example, contingency reserve or contingency plans.
If the project warrants, you could have a separate Risk Plan document.

9. Project Costs
Identify and document all the costs associated with this project. Detail the implementation and operating financial data in the appropriate tables. Include data for the current and next three (3) fiscal years for all appropriate categories (Hardware, Software, Services, etc.) At the bottom of each table, provide an explanation of all items listed.  If a business case was developed, you may include the same tables/sections or update/refine the amounts.   

8.1 Estimate of Project Implementation Expenditures and Funding – Provide project expenditures and funding source data for the project implementation (start to completion).
8.2 Estimate of Operating Expenditures and Funding – Provide the specific costs required for the on-going operation and maintenance of the assets/deliverables as well as the anticipated (proposed) funding source(s). 
8.3 Estimate of Cost Savings – Summarize the anticipated savings (in dollars and/or staff) by implementing this project’s recommended solution; if replacing a system, what maintenance or headcount savings would occur.
8.4 Estimate of Support Resources – Estimate in FTEs each support staff, their role and specific department which will be required annually to support the new solution.  A Full-Time Equivalent (FTE) estimated work availability is 42 weeks (80% of 52 weeks).  To determine the amount of FTEs required for a specific department, divide the number of weeks required for support by 42 weeks.  For example, 10 weeks of a DBA from Decision Support/ Dept Apps equals .24 FTEs (10/42 = .24). 
10. Project Management Procedures
9.1  Communications – Describe the types (meetings, Issue/Actions reports, Status Updates, presentations, etc.) and frequency (daily, weekly, monthly, etc.) of communications to a specific audience (key stakeholders, sponsor, project team, etc.).  If the project warrants it, you could have a separate Communication Plan document. For example detail the Bi-weekly or monthly update meeting between the Project Manager and the Sponsor.
9.2  Team Meetings – Describe the meetings, frequency and audience.  This should be done for all regularly scheduled meetings as well as special planned meetings with the stakeholders, project team, etc.

9.3  Tracking – Describe how the schedule, scope and budget will be tracked and managed.  For example, will the schedule be tracked in a spreadsheet or in MS Project?  Define who and how the budget will be tracked.  
9.4  Change Requests – Describe how changes to the schedule, scope or budget will be tracked and managed.  What is the process for tracking and monitoring, who is responsible for documenting, assessing and communicating which requests are approved and which are denied?  Define when a request will be escalated and to whom for review.  Identify what documents would be updated on an approved change. If the project warrants it, you could have a separate Change Log document.
11. Project Charter Reviews
1) Identify who is the responsible individual (customer) who reviewed and approved the department/business requirements.
2) Provide ServiceCenter ticket number for completed Architecture Review (the review must be complete and the ticket must be closed before the charter can be reviewed).
3) Identify who reviewed and signed off on the ITS financial data; this should be the ITS BPPS Director.
4) Identify who prepared this document.   
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