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In the template below, instructions and example project data are given in Blue italics. Regardless of the size and type of project the fundamentals of a project charter remain the same. All sections in this template must be completed; however, the content may be tailored within each section to satisfy the project’s needs.
Instructions and example data should be deleted from the completed charter.
Office of Information Technology (OIT) Project Charter Template
The Enterprise Project Structure (EPS) is the authoritative source of information for the Project Title and EPS number. Sponsoring Initiative / Division and Work Stream Office information is found in the respective Initiative or Program Operating (Op) Plan. 
	Project Title
	EPS #
	Charter Date

	Authoritative source - EPS
	Authoritative source - EPS
	


	Project Manager Name

	


	Initiative or Division
	Work Stream Office / Program Office

	Authoritative source - Initiative or Division Op Plan
Example: Major Initiative (MI) #2 - Enable 21st Century Benefits Delivery and Services (i.e., Veterans Benefits Management System [VBMS])
Example: Health Product  Support Division
	Authoritative source - Initiative or Division Op Plan
Examples: Paperless (Paperless Delivery of Veterans Benefits) or Veterans Services Network (VETSNET)



	Initiative Lead / Division Lead Name

	Work Stream Lead / Program Lead Name

	Authoritative source - Initiative or Division Op Plan
	Authoritative source - Initiative or Division Op Plan


	Planned Start Date:
	Anticipated Completion Date:
	Business Requirements Document (BRD)/Business Requirements Technical Assessment (BRTA)
	Quad Chart
	Technical Services Project Repository (TSPR) 

	
	
	Insert link to Stakeholder Request or BRD/BRTA
	Insert link to Quad Chart
	Insert link to TSPR


1. Executive Summary
Provide a brief overview of this project, including 
· A description of the project and the product or services to be created / delivered 
· A full identification of the system to which this request applies
· Any high level request deliverables (what is needed and why) without drilling down into details or into solution specifications
· A description of how this project aligns to the Department of Veterans Affairs (VA) Strategic Plan. 
· A description of how this project supports its Initiative 
Note: Some of this information may be available from the BRD or Initial Quad Chart.
2. Business Need
Defines the project’s reason for being and ensures the project is consistent with the VA’s Strategic Plan.  It defines a high-level approach and other top-level planning information.  Ideally, the information contained here provides management with the rationale necessary to decide if the project can be supported.  The information here should not be a collection of product or process deliverables, but it should define what is to be done, why it is to be done, and what business value it will provide to the VA when the project is completed.
The Business need or problem is an issue or opportunity pertaining to the business which needs to be resolved or acted upon.  State in specific terms the issue or opportunity this project will address, describing the limitations of the current situation and why the project has been undertaken.  In some cases, there may be regulatory considerations that must be taken into account.  This includes summarizing the need or opportunity being addressed, by capturing the criticality of the need.  
Refer to the BRD or Initial Quad Chart for possible input information for this section.
3. Goals and Objectives

Describe the business goals and objectives of the project.  Goals state what the desired end result is, and objectives state how the desired result will be achieved.  A project’s primary purpose is to meet the business objectives.  Also, include when appropriate, patient safety findings and explanations of new regulations, directives and laws that affect the current project and are driving forces behind this change.  
Include any business oriented assumptions (i.e., regarding the business process and the impact of the technology on the business and the business users) made in association with this project.  Assumptions are statements taken for granted or accepted as true without proof.  Assumptions are made in the absence of fact.  List and describe the assumptions made in the decision to charter this project.
Refer to the BRD or Initial Quad Chart for possible input information for this section.
4. Project High-Level Risks

This initial risk assessment does not replace the full risk assessment conducted during the planning phase and documented within the project plan – both activities come after the Project Charter is established.  
· Identify and describe the key strategic business, technical, and project risks involved in the project in the table below.
· For each risk, also list both the level of impact and the degree of probability – high (H), medium (M), low (L).  This establishes how important each risk is.
· Identify the possible mitigation actions needed during the project to lessen the impact or lower the probability of the risk involved, and assign the person (with functional title) or team responsible for resolution
	#
	Risk Description
	Probability (H/M/L)
	Impact (H/M/L)
	Planned Mitigation

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	


5. Critical Success Criteria
Describe the observable and measurable success criteria for achieving the business outcome that the business and/or customer will receive as a result of this project. Well-defined success criteria consist of three components: the baseline (current performance), the goal (target performance) and the metric (performance measurement). 

Example:

Increase previous Fiscal Year (FY) cumulative registrations of users by 20%.

Measurement - Based on the previous FY registrants we will measure increased percentage of registrants after the end of the current FY.  We will utilize the Oracle Business Intelligence tool to track registrations.

	#
	Current Performance
	Target Performance
	Performance Measurements

	1
	Current number of registration of users
	20% increase in number of registration of users
	Based on the previous FY registrants we will measure increased percentage of registrants after the end of the current FY.  


To ensure consistency in developing the performance measure in the table above, please refer to the BRD or the Initial Quad Chart.
Performance Measures should identify the performance metric, the method of the measurement, and the data source and time period for the measurement.  Each measure should be SMART:

·  S - Specific

· M – Measureable

· A – Attainable

· R – Relevant

· T – Timely

For additional information on Critical Success Criteria, see Section 3.3 in the OIT Product Development (PD) Project Charter Instructional Guide.

6. Summary Budget
Provide a summary of estimated spending to meet the objectives of the project as described in this Project Charter.  The intention is to provide a rough order of magnitude estimate that reflects costs for the entire project lifecycle. 
The Initial Quad Chart from the Business Intake Process (BIP) is the recommended source for this information.  Double Click on the table below and you can enter your costs directly into the table and the totals will be calculated automatically.


[image: image2.emf]Lifecycle Costs FY2XXX FY2XXX FY2XXX FY2XXX FY2XXX TOTAL

Pay ($) $0 

Pay (No. of FTE) 0 

Non-Pay ($) $0 

Total ($) $0  $0  $0  $0  $0  $0 

All Other Non-IT ($)


7. Summary Schedule
Define the Project Milestones as required including the Project Management Accountability System (PMAS) customer deliverables and products/services to be provided by the project.  PMAS projects will provide deliveries in increments of six months or less.
 Include PMAS States and any applicable Universal Project Milestones (UPMs) as used in the PMAS Dashboard.
Examples include:
· Planning Start (i.e. Project Start): UPM P S 
· Planning Finish: UPM P F
· Increment Start: UPM INCR.S CF
· Increment Finish: UPM INCR.F CF
· Project Finish: UPM PROJ.F
	Milestone
	Anticipated Start Date
	Target Completion Date

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


8. Management Authority, Oversight and Approval
Describe the management authority, oversight, roles and responsibilities and associated controls:
· Provide for a clear delineation of responsibilities and authority
· Identify the agreed to escalation path
· Solidify an understanding of external and internal controls and who has the authority associated with these controls 
Explicitly name the Project Manager (PM) and define his/her role and responsibility over the project and the authority granted to the PM. Depending on the project complexities, this section may describe how the PM will control matrixed organizations and employees.
The table below provides guidance for defining the Roles / Responsibilities and the Level of Authority of the PM as defined by PMAS, the Integrated Project Team (IPT) Guide and as detailed in ProPath. Use the list below as your starting point for the PM’s Roles, Responsibilities and Level of Authority.  Use discretion to adjust responsibilities or enhance the listed items.
	Project Manager’s Role, Responsibilities and Level of Authority

	1. Managing the project and delivering expected outcomes on time and within budget in accordance with the PMAS directive and ProPath Processes
2. Being a key member of the IPT
3. Ensuring all requirements and resources necessary to deliver a project are available
4. Set-up and Maintenance of the TSPR Project Folder including the upload of all existing Project Artifacts into the TSPR Project Folder
5. Develop and Maintain the Project Schedule in the designated Project Management Tool (Primavera/Microsoft Project)
6. Track cost and schedule actuals versus planned
7. Provide regular updates for the PMAS Dashboard and Office of Management & Budget (OMB) Information Technology (IT) Dashboard
8. Delivery of all required Project Artifacts required for entry into each PMAS State and/or increment; e.g. Security, 508 Compliance, Enterprise Architecture (EA), Requirements, Acquisitions, Test & Evaluation, Operations & Maintenance (O&M), etc.
9. Raising Red, Yellow, and Green Flags, as defined in PMAS 
10. Raising risks and issues that could impact project success or that require management intervention
11. Signing the Customer Acceptance Form
12. Determining when the subsequent increment will be ready to be started
13. Preparing the Customer Acceptance Form indicating how the delivery adequately fulfils the increments requirements
14. Shutting down or re-planning the project as directed
15. An approved Project Charter provides the PM with the authority to apply organizational resources to project activities


8.1. Project Management and Oversight

Identify the individuals responsible for with management oversight for the project and identify in general their roles/responsibilities. Name the project approval authority that is committing organization resources to the project. 
The table below provides guidance for defining the Roles/Responsibilities for the Key Stakeholders on the project (e.g,. MI /Division Lead, Work Stream Lead and Business Sponsor). Use the list below as your starting point for the Key Stakeholders’ Roles and Responsibilities. Use discretion to add Roles and Responsibilities or enhance the listed items. Identify each Key Stakeholder role and list their associated responsibilities.
	Key Stakeholders Roles and Responsibilities

	1. Providing leadership and critical thinking
2. Project approval authority for committing organization resources to the project
3. Being key members of the IPT by setting business requirements, monitoring and approving changes and accepting project increment deliverables
4. Ensuring a collaborative work environment whereby all key stakeholders are kept informed of plans, issues, actions, risks and risk mitigation strategies, assumptions, lessons learned and decisions
5. Identifying the interfaces and/or dependencies with other projects
6. Reviewing and approving the Project Management Plan (PMP), which includes tasks, resources, schedules, and dependencies
7. Monitoring and approving project changes such as scope, cost and schedule
8. Establishing decision parameters based on risks
9. Reviewing progress at various high risk gates or milestone reviews
10. Ensuring enterprise-level integration
11. Work with the PM to develop and manage project and increment scope
12. Ensuring all resources are available for project success
13. Conducting PMAS reviews and other internal reviews as necessary 
14. Monitoring and approving project changes such as red flags, scope, cost and schedule
15. Making recommendations to the Assistant Secretary VA OIT (AS/IT) regarding project states: New Start, Planning, Provisioning, Active, Paused, Closed
16. Signing off on key project artifacts and increment deliverables
17. Signing as approval of Customer Acceptance Form


9. Charter Approval Signatures
The Signatures of the people below indicate the acceptance and approval of the formal Project Charter.  By signing this document, you agree to this as the formal Charter statement to begin work on the project described within, and commitment of the necessary resources.  The Work Stream Lead/Program Manager must have the authority to commit the organization’s resources to the project.
BUSINESS SPONSOR
	Printed Name/Title
	Signature
	Date

	
	
	


WORK STREAM LEAD/PROGRAM MANAGER
	Printed Name/Title
	Signature
	Date

	
	
	


IPT CHAIRPERSON

	Printed Name/Title
	Signature
	Date

	
	
	


IPT CO-CHAIRPERSON (if applicable)

	Printed Name/Title
	Signature
	Date

	
	
	


PROJECT MANAGER

	Printed Name/Title
	Signature
	Date

	
	
	


If applicable, more than one PM Signature may be added to the Charter Approval Signatures.
Signatures are only required if the responsibility (e.g., Work Stream Lead, IPT Chairperson, etc.) exists on the project. If not, list Not Applicable (N/A).
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