Project Charter Roadmap

__________________________________________________________________


Sources of the contents of the Project Charter


Business Objectives are the business reasons why we are starting this project now. There are three ways to specify objectives:

1. Process objectives focus on the activities that you will carry out within a specific time period. Process objectives may help you be more accountable by setting specific numbers/types of activities to be completed by specific dates. Process objectives tell what you are doing and how you will do it. They describe participants, interactions and activities. These objectives are usually not suitable for a complete project, as they can be too low level. They may be useful in a one-to-one delegation situation, where the project manager must be quite directive in style.

In contrast, impact and outcome objectives serve to “keep your eyes on the prize” by reminding you of what your activities should lead to.

2. Impact Objectives tell how you will change attitudes, knowledge, performance or behaviour in the short term and describe the degree to which you expect this change. These are often the most appropriate objectives for a project.

3. Outcome Objectives tell what the long-term implications of your program will be by describing the expected outcome for the organisation. The achievement of Outcome objectives is often difficult to measure because many different elements may influence what is being measured, many of which are outside the scope of the project. These are often typical ‘programme’ level objectives for an organisation, as they refer to the organisations long-term reasons for investing in the programme or project. Objectives should be measurable, so that we know when to stop.


Scope is the boundary around the project, and it describes in high-level terms the major pieces of work that must be accomplished in order to achieve the Objectives. Scope is usually specified in both inclusive and exclusive terms.

Scope may consist of detailed technical drawings, requirements specifications or simply statements taken from an email of meeting minutes.

The Interfaces section specifies other projects or entities that this project will touch.


In many projects the deliverables are obvious and easy to understand. In fact the deliverables may be specified as part of the Scope (for example – build me an office block of this specification…). However, there are some ‘secondary’ deliverables that will be vital to the acceptance of the project outcome and which need to be specified separately in this section. Examples include: Certificates of Acceptance from relevant authorities that the work is safe etc; official notification that something has past its tests and is now fit for purpose. It may be impossible to gain a full acceptance of the project without these secondary deliverables ‘in the file’.

The project will not run in a completely free environment, and Constraints are the things that will limit the project’s room to manoeuvre. Examples include target dates, budgets, delivery of key equipment, rules and regulations, resource availability, local customs and so on.

Right from Day 1 of the Initiation and Planning processes the project team will be making assumptions about the project. It is important that these are documented, for several positive reasons: to feed into the risk management process (assumptions are by definition things we are not sure about); to monitor carefully during project execution, and to document as part of the lessons learned process during project closure.

The well-respected Standish Consulting Group survey of project success states that 32.5% of reasons why projects fail to deliver any benefits are linked to poor organisation, roles and responsibilities (known as Governance).

It is most important to spell out the roles of the key players in a project right from the outset. Three or four lines listing each player’s expected responsibilities can help the process of getting the key players to perform properly. It is quite common to include an organogram in this section.


It is important that the project manager is aware of the work that has been done so far on the Business Case, especially the costs and benefits. The project manager will produce a detailed project budget during the planning process, and so the outline initial costs stated in the business case must be visible to the project manager just in case the detailed budget conflicts with the original guesswork of the business case.

It is also important that the project manager understand the links between items of scope in the project and the benefits that each will bring, just in case at a later date a request for change threatens the achievement of a major benefit.


This is an aide-memoire section. It is used to document initial thoughts on Risks, with no attempt to analyse or manage them. This information will be developed in detail during the planning processes. It is useful to show to the key players that we are taking their views on risk into account. We cannot develop a risk management plan at this early stage in the project lifecycle, as we have no idea of the potential impact of the risks, and certainly no ideas as to how we can manage them in the context of the project, but at least we haven’t lost them.


Aide-memoire section, as Initial Risk Log above. This can be a very useful section to start the process of noting any special acceptance criteria or quality testing methods.


This is potentially a dangerous section. This document is produced during Project Initiation, when we are trying to get agreement to our understanding of the Objectives, Scope and Constraints. We have not carried out any planning yet, but many organisations expect to see an outline project plan in the Charter. At the very best this can only be a Draft Milestone Plan, and must be qualified with the statement ‘This is a draft, and will be revised once the Charter has been agreed’.

The Milestone Plan will consist of a few high-level milestones, with target dates and maybe responsibilities attached.


Aide-memoire section, as Initial Risk Log above.


May be standard across all projects of this type. Describes the way in which issues that cannot be resolved at Project Manager level will be escalated to the Sponsoring group.


Aide-memoire section, as Initial Risk Log above.

Objectives





Scope, Exclusions and Interfaces





Deliverables





Constraints





Assumptions





Governance





Initial Business Benefits - Business Case





Initial Risk Log





Quality and Acceptance Criteria





Initial Project Plan





Project Controls





Escalation Process





Stakeholder Analysis








© Obsideo Technologies Ltd 2015

HO1474 ver 01 page 1

