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Document Creator Instructions
Purpose 
The Project Charter is the document that formally defines and authorizes a project. It describes the business need, scope, strategic plan, and other factors that impact the project.

Use this template to create the Project Charter.

How To Use This Template

To create a deliverable from this template:

1. Replace [bracketed text] on the cover page with your project information.

2. Replace [bracketed text] in the footer area at the bottom of the Table of Contents page with the same project information as on the cover page. 

3. Complete the entire template. 

a. Each section has instructions directly under the headings. The instructions are <bracketed.> Please remove the <bracketed instructions> before saving the final version.
b. The instructions are followed by examples for a hypothetical project for a fictitious organization and process that are italicized in grey text. The example text is in both open text areas and tables. Please replace all the grey italicized example text with your own project information. Remove all remaining example text that is not pertinent to your project. 
4. Update the Table of Contents by right-clicking and selecting “Update Field,” then “Update entire table.”
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1. Background
<The project background provides context for the following business needs and project objectives.  The reader should understand the origination of the project.>
From 2005-2012 the Montauk County Parks Department (MCPD) on the East Shore of Long Island has issued an average of 10,000 fishing licenses a year. Recently however, the striped bass population at Montauk Point State Park where the Montauk Lighthouse is located has exploded. Since the increase in the striped bass population, the MPCD received 50,000 fishing license applications annually. The MPCD does not know how long the current levels of striped bass will last.  It is feasible that this phenomenon is temporary.  
Due to the increase in fishing license applications, the annual revenues from fishing license fees grew from about $500,000 to $2,500,000. There are different types of licenses which have different fees such as resident, non-resident, 1-day, 7-day, senior and free licenses for; veterans, the blind and certain New York State native American tribes. The license fees support all of the MPCD’s fishing and habitat conservation and license enforcement activities for the year.  The costs for this support increased significantly due to the increased striped bass fishing.   
The fishing license issuance process has not changed in some time.  Fishers apply at the MCPD’s offices in person or complete the application form and mail in their requests with the appropriate fees and supporting documents (if needed).  MCPD added an online fillable pdf of the fishing license application to its web site last year that most fishers use, but these must still be printed and mailed in because MCPD cannot accept electronic payments. The processing of the requests by MCPD is completely manual.  They use Word, Access and Excel to process and track the applications.  Payments are tracked manually through their accounting software and only money orders are accepted. The data from the past licenses is not re-used by MCPD for issuing current licenses. MPCD does not refer to the past license data except for reporting purposes. 
The computers the clerks use to process licenses are 10 years old and run on outdated software and operating systems. MPCD would like to integrate with the state’s business intelligence warehouse system but can continue to send flat files of the data required by the state for budgeting and reporting.

As far as MPCD knows, there are no current plans to change the licensing regulations or laws.  The governor does have a plan to reduce fees, and in the past the legislature has modified or changed license types for similar licenses such as hunting and trapping.

To keep up with the fishing license demand, the MCPD has hired temporary seasonal clerks at the cost of $100,000 annually to process licenses but this is not a satisfactory long term solution.  For instance, the MCPD had to rent temporary offices to seat the clerks, and the clerks require MCPD staff to supervise them resulting in increased costs for staff overtime. 
2. Business Need

<Document the specifics of the business needs being addressed by the project.  
The MCPD needs to be able to process the fishing license applications at a minimum of cost as quickly as possible with their existing staff. 
3. Project Goals & Objectives

<Document measurable qualitative and quantitative Return on Investment (ROI), project objectives, and related success criteria. 
1. Decrease the cost of processing fishing licenses.

2. Reduce the time to process fishing licenses.

3. Minimize the long term IT costs for maintaining the fishing license system.
4. Project Description

<Document the project by describing the activities to be undertaken in the project.>
The project will build and implement FLAP (“Fishing License Application Portal”) an online fishing license application and payment system using java technology and an SQL database. For payments, the FLAP will integrate with the state electronic payment solution with bank ABC and the payment data will integrate with MPCD’s general ledger system. 
FLAP will be hosted and maintained by MCPD’s MIS group. MCPD’s desktop computers and software must be replaced with computers and software which can support the FLAP.
Fishing license applicants will be able to submit fishing license applications and pay the license fees online. License applications will continue to be received by mail and in person but those will be processed in FLAP as well.  

MCPD employees will use FLAP to process, print and mail issued licenses and correspondence related to rejected or incomplete applications.

FLAP should be narrowly tailored to meet high value commonly needed functionality. FLAP does not need to provide an automated way to perform every step in the fishing license process where the costs of doing so exceed the value of the feature (taking future maintenance costs into account).
5. Elevator Statements
<Concisely describe the target audience and purpose of the project using the format below.

1 – For [target audience]
2 – Who [description of need or opportunity]
3 – The [project name] is a [category]
4 – That [statement of key benefit]
5 – Unlike [primary alternative]
6 – Our solution will [statement of primary differentiation].>

ELEVATOR STATEMENT 1:

For (1) Fishers with internet access and major credit cards who (2) need licenses for the new fishing season, the (3) FLAP is an online system that (4) is a convenient and quick method of submitting and paying for fishing license applications electronically. Unlike (5) the current walk-in and mail-in fishing license process which is time-consuming, slow and requires payments by money orders, our solution will (6) save fishers time and turn around their license applications more quickly.

For (1) MCPD license clerks who (2) must use 3 different off the shelf systems to manually process and track fishing license applications, the (3) FLAP is an online system that (4) will allow them to process more fishing license applications in less time more accurately.  Unlike (5) the current paper application submissions, our solution will (6) reduce the amount of keying in, reduce paper filing and eliminate the manual application tracking the clerks must perform saving significant time, improving accuracy and turning around license applications more quickly.

For (1) MCPD bookkeepers who (2) must manually process the money orders received, deposit them in the bank, and manually enter and reconcile the payments in the general ledger system, the (3) FLAP is an online system that (4) will save them significant time processing payments and improve reconciliation accuracy.  Unlike (5) the current manual money order payment process, our solution will (6) reduce bank runs, eliminate keying in payment data, and improve reconciliation saving the bookkeeper’s significant time.      
6. High-Level Scope
<Describe the main functionality to be delivered sufficient for planning purposes. The High-Level Scope will be input into analysis.>
6.1. Applicant Functionality 
1. Fishing licenses applicants (Applicants) will be able to submit a fishing license application for any license type during the proper license period.  

2. Applicants must be required to agree to the license declaration. 

3. Applicants will be able to use a major credit card to pay for the license fee at the time the license is submitted. Application will not be accepted online without payments.
4. Applicants must be able to print the application confirmation and receipt when submitted online and receive a confirmation receipt by email if desired.
6.2. MCPD Functionality
5. FLAP must automatically process completed license applications received online that do not require supporting items (e.g. proof of veteran status). 

6. Clerks must be able to process applications received online for the license types that require supporting items after these items are received in the mail by logging the documentation received and approving or rejecting them.

7. Clerks must be able to key in and process payments for walk-in or mailed license application and accept payments by major credit cards.  

8. Clerks must be able to batch print the approved licenses and receipts and the rejected or incomplete letters.
9. Clerks must be able to issue refunds for rejected or incomplete license applications which must be approved by a Clerk supervisor.

10. Clerk supervisors must be able to issue refunds for overpayments in approved license applications which must be approved by an MCPD commissioner.
11. Clerk supervisors must be able to run pre-set reports to gather metrics on license requests submitted, pending and processed.

12. Clerk supervisors must be able to run pre-set reports on fees processed and refunded. 

13. FLAP must track user’s actions in processing applications and payments for the purpose of auditing users’ actions.

14. FLAP must integrate with the 

15. All fee transactions will be integrated with the state electronic payment solution with bank ABC and MCPD’s general ledger system.
7. Out of Scope

<Describe the main functionality specifically excluded from the project.  The Out of Scope functionality is excluded from analysis.>

7.1. Applicant Functionality 
1. Account-like features: saving draft license applications online and accessing license history and status.

2. Electronic signature compliant with the state electronic signatures act. 
3. Payments by check, e-check and paypal will not be accepted because the existing payment solution the bank ABC does not include that functionality.
7.2. MCPD Functionality 
4. Tracking fishing license applicant history.

5. Legacy data migration.

6. Ad hoc reporting.
7. Integration with the state’s other licensing systems.

8. Focus Matrix
The Focus matrix helps drive a top-level clarification process at the front end of a project and provides the team with a tool for making trade-off decisions once typical resource, time, or cost constraints arise during detailed requirements and planning work. It is also a reference point downstream for managing change. Focus Matrix Benefits:
· Helps to focus decision-making early in the project. 

· Establishes agreement on priorities across all functional groups.

· Guides trade-off discussions throughout the project. 
Resources, schedule, scope, and quality are four interrelated factors in a project. If any factor changes, then there must be trade-offs in the other factors, which must be guided by previously agreed-upon priorities.  Use the matrix below to indicate the relative importance of these four factors in this project. The highest priority, determined by the business owner and project team, will be fixed. A secondary priority may be adjusted to meet constraints, and then the consequences for the third-priority factors must be accepted (e.g., since we must meet schedule, we will adjust scope as necessary and accept the resulting resources/cost and quality).  
This matrix will become a reference point for change management across all functional groups.

	Factor\Constraint
	Fixed

(“x” only 1)
	Adjust

(“x” only 1)
	Accept

(“x” remaining 2)

	Resources / Cost
	X
	
	

	Schedule
	
	X
	

	Scope
	
	
	X

	Quality
	
	
	X


9. Stakeholder Roles & Responsibilities
<Document the Stakeholders and their roles in the project.  Stakeholders are individuals or groups directly or indirectly impacted by the project.  Stakeholders can be internal or external to the team managing the daily aspects of the process.  Be sure to include individuals and groups who may not be participating in the project but are still impacted, e.g. in the sample project students’ parents, caregivers and school administrators dealing with transportation. The stakeholder listing is a critical input to requirements elicitation.>
	Stakeholder
	Primary Contact Name and Info
	Role Description 

	MCPD, Fishing Licensing Division
	Name
email@xyz.org
(212) 555-2345
	Business Sponsor, Implementer, Fishing License Subject Matter Expert

	State Business Intelligence Warehouse 
	Name
 email@xyz.org
(212) 555-3456
	Implementer, Business Intelligence Warehouse subject matter expert

	MCPD Legal
	 Name

 email@xyz.org
(212) 555-3456
	legal subject matter expert

	MCPD MIS
	Name
email@xyz.org
(212) 555-3456
	implementer, subject matter expert

	MCPG  Fishing Licensing Division staff: clerks, clerk supervisors, bookkeepers 
	Representative names
	users, subject matter experts, implementers

	MCPD Budget Office
	Name

email@xyz.org
(212) 555-3456
	Business Sponsor, Project Budgeting

	bank ABC
	
	

	DoITT Application Development
	Names


	Implementers

	
	
	

	Fishers

	None identified
	Users


10. Program Governance

10.1. Oversight and Approvals

<Document the method of escalating issues, making final decisions, and approving deliverables requiring approval.>

The DoITT and DOE share governance over this Pilot Project. The Project Managers will oversee the Pilot and the project team; however, DoITT is leading the effort to implement the Pilot. Sign-off should come from Ted Brodheim as CIO of DOE, Kathleen Grimm as Deputy Chancellor of DOE and Carole Post as CIO for DoITT. 

10.2. Project Team Roles and Responsibilities
<Document the project team roles and responsibilities.  Only individuals and entities that have a role in creating and implementing the project should be listed.>

	Role/ Team
	Agency/Org
	Participants and Contact Info
	Responsibilities

	Executive Sponsor
	N/A
	Executive Sponsor Nameemail@xyz.gov
(212) 555-7890
	N/A

	Lead Project Manager 


	DoITT/MCPD
	Lead Project Manager Name
email@xyz.gov
(212) 555-7890
	Oversee Project/Project team and give strategic direction to achieve desired business objectives

	Business Analyst
	DoITT/MCPD
	Business Analyst Name

email@xyz.gov
(212) 555-7890
	Lead to define and document Project Requirements

	Subject Matter Expert
	MCPD Fishing License Division
	Subject Matter Expert Name

email@xyz.gov
(212) 555-7890
	Lead to define Project Requirements

	Solutions Architecture
	DoITT
	Solutions Architecture Name

email@xyz.gov
(212) 555-7890
	Oversee and give strategic direction to the design of the Application Architecture Solution

	State BI Expert
	State MIS
	State BI Expert Name
email@xyz.gov
(212) 555-7890
	Oversee and give strategic direction to the integration of FLAP with the state BI warehouse

	MPCD General Ledger Expert
	MCPD
	General Ledger Expert Name
email@xyz.gov
(212) 555-7890
	 Oversee and give strategic direction to the integration of FLAP with MPCD general ledger system.

	Bank ABC Electronic Payments Expert
	bank ABC
	Name
email@xyz.gov
(212) 555-7890hy
	Oversee and give strategic direction to the integration of FLAP with bank ABC electronics payments system.


10.3. Change Control Process
<Document the change control procedure that will be used for approved requirements in the process of design and development.
Change control is used to minimize disruption to services, reduce back-out activities and utilize resources in a cost-effective manner when implementing changes to approved scope and detailed requirements.> 
Step 1: Change Identified: The project manager or any of the stake holders/project team members may identify a change to scope or detailed requirements.

Step 2: Change Proposal: Once a change is identified and generated, it is put forward to all the stakeholders in the form of a document known as the change proposal. This proposal gives a written explanation of how the change will benefit the project and what the possible risks may be. It is identified along the spectrum of the Focus Matrix in this Charter. 

Step 3: Review: Once the change has officially been put forward to the stakeholders, the costs and benefits and any associated risks are reviewed thoroughly. Not all proposed changes need to be accepted. 

Step 4: Change Approval: Once a change has been approved, it has to be integrated into the system. Hence all that follows before implementation is the official, written changes to the existing project plan, project scope and /or detailed requirements. This change approval has to be counter signed by all the stakeholders or at least members of the top management, such as the project sponsor, review board and the project manager.

Step 5: Implement: The changes that are made to the project plan are now ready to be implemented and the project carries on as initially planned with the necessary changes added to it. These changes have to be monitored just as any other stage of the project is monitored, and all documented information about the change is added to the change control plan details.
10.4. Communication Plan

<The Project Communication Plan is an outline of all project communications project meetings and event driven communications. The embedded icon below should be completed for your project’s communications and saved with the following format: {[Project name] Communication Plan version X.X}. You need to embed THAT document below and remove the generic blank one. To insert this as an icon you go to the Insert Tab and select “Object”, “Create from File”, “Browse” for the document wherever you saved it, and select the check box that says “Display as Icon”>
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10.5. Organization Chart
<Document the Organization Chart that is applicable to your project>


[image: image2.emf]generic project  orgchart (Visio 2002).vsd




11. Assumptions/Constraints/Risks
<Document issues with potential impact on a project’s development as assumptions, constraints, or risks. 

· Assumptions are expectations that risk being wrong. 

· Constraints are agreed-upon limitations that risk forcing trade-offs during change management.

· Risks are potential problems that might affect a project’s success.
In the 1st column of the table below list any assumptions or constraints related to the schedule or scope of the project, or to resources such as funding, technology, and staff, and any additional known risks. In the 2nd column identify the aspect of the project that may be impacted and the type of issue (assumption, constraint, or risk).  In the 3rd column identify the severity of the potential impact. In the 4th column provide additional explanatory descriptions.> 
	Assumption/

Constraint/Risk
	Aspect/Type
	Impact Level (Severe, Moderate, Low)
	Description

	MPCD wants the license applications that will be  automatically approved in production for the start of the new fishing season   
	Schedule/
Constraint
	Moderate
	MPCD resources are too busy managing current manual licensing processing

	FLAPwill be funded.
	Funding/ Assumption
	Severe
	If funding is not allocated, 
FLAP cannot proceed because it requires vendor services.

	New desktop computers and software will be procured in time
	Procurement/ Assumption
	Moderate
	The process to procure new equipment is lengthy.

	Reconciliation Functionality is dependent on successful integration with MCPD general ledger system
	Dependency/ Assumption
	Severe
	Feasibility of this integration needs to be assessed.
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Document Info

		Project Communication Plan - Document Info
Project Name, Release X.X, [Short Name]

		Document

		Title of Document		Project Communication Plan

		Purpose		The Project Communication Plan is an outline of all project communications project meetings and event driven communications.

		Location		[Sharepoint location]

		PMO ID No.		[PMO ID No.]

		Owner/ Author

		Name		John Smith

		Title		Project Manager

		Department		DoITT PMO

		Email		jsmith@doitt.nyc.gov

		Phone		212-232-0000

		Reviewers/ Approvers

		Reviewer		Signature/ Initials		Date

		Jane Doe				mm/dd/yy

		Jane Doe				mm/dd/yy

		Peter Jones (Final Approver)				mm/dd/yy





Revision History

		Project Communication Plan - Revision History
Project Name, Release X.X, [Short Name]

		Version		Change Highlights		Author		Date		Comments

		1		First draft		John Smith		mm/dd/yy

		2		Incorporated feedback from team		John Smith		mm/dd/yy

		3		Incorporated feedback from team		John Smith		mm/dd/yy
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Introduction

		Project Communication Plan - Introduction
Project Name, Release X.X, [Short Name]

		The Project Communication Strategy seeks to achieve the following:

		- Keep Project Teams informed of status and progress
- Notify Team Members of impending changes in project phase
- Communicate planned and ad hoc action items designated by Project Management
- Provide logistical information 
- Improve employee engagement with project
- Ensure periodic tasks are completed

		Checklist for Effective Communication:

		- Creative
- Relevant
- Specific
- Accurate
- Quality
- Timely
- Measurable (if possible)
- Representative
- Consistent
- Elicits Desired Response

		Communication Concepts:

		Message
The meaning of the information being communicated through the organization

Receiver
The person or group targeted by the message(s)

Sender
The person or group from which the communication originates or the source of communication.  

Vehicle
Channels used to deliver the messages

Frequency/Timing
When and/or how often the message will be delivered; a critical factor in the successful delivery of messages

Feedback
Allows both the sender and the receiver to verify the accuracy of the communication and make adjustments, as necessary

Measurement
For each message, measurement will be planned, gathered, documented and reviewed for continuous improvement.  This provide the opportunity to add, delete or change communication messages, senders, receivers, vehicles and measurements as appropriate





Communications

		Project Communication Plan - Communications
Project Name, Release X.X, [Short Name]

		Activity		Message/Purpose		Vehicle/Channel		Timing/Delivery Date		Status		Responsible/Developers		Approver/Reviewers		Contributors		Target Audience		Deliverer/Sender		Sent Date / Frequency		Feedback Mechanism (opt)

		<Communication message activity: for example, Franchise Follow-up, Intranet Site, Newsletter #1, etc. >		<The purpose and key elements of the message.>		<The method used to deliver the message; e-mail, voicemail broadcast, Internet, etc.>		<The date the message is to be communicated or, if it is too early in the program to identify a specific date, a time frame such as a month, directly before a phase begins, on-going communication (such as weekly), etc.>		<status>		<The individual or team that writes and creates the message materials.>		<approvers and reviewers>		<contributers>		<The individual or groups that receive the activity/message.>		<The individual(s) or group(s) that delivers the message or communication activity.>		<The actual date the message was sent or communication activity conducted.>		<The mechanism by which the project team measures the effectiveness of the communication and acknowledges and addresses audience questions and concerns.>

		Periodic Communications / Regularly Distributed Reports

		Program Status Report		Inform stakeholders of overall status		Email		Each Monday		Ongoing		Project Manager/Project Coordinator		Business Owner, IT Owner, Program Manager, Steering Committee Member		Team Leads		All Stakeholders		Program Manager		Weekly

		Regular Meetings

		Program Status Meeting		Review Status; discuss Risk / issues / Schedule / budget		In Person / Teleconf / Location TBD		Monday's at 2 pm		Ongoing		Project Manager		N/A		N/A		PMO and All PMs		Varies		Weekly

		Event-Driven Communications

		Business Owner Requirement Sign-Off		Facilitate scoping or requirement discussion		In Person/ Teleconf/ Location TBD		Analysis Phase		Complete		Project Manager/Project Coordinator, IT Owner		N/A		N/A		Business Owner		Program/Project Manager/Portal Content		Once

		UI Design, Wireframes, and Look & Feel Design Sign-Off		Ensures Business Owner understands and supports project solution and scope		In Person/ Teleconf/ Location TBD		Analysis Phase		In Progress		Project Manager/Project Coordinator		Business Owner		UI Design Lead, IA Lead		Business Owner		Program/Project Manager		Once

		Resource Utilization Checkpoint		Resolve conflicting demands or prioritization for resource time/allocation		In Person/ Teleconf/ Location TBD		Weekly		Ongoing		Project Manager/Project Coordinator		Program Director/Resource Manager (if applicable)		N/A		Resource Manager		Program/Project Manager		Once		Updated Work Plan
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