Operational Excellence: Project Charter
The visuals in this video use a whiteboard style.  Any important specific visuals will be described in the below transcript.  Otherwise, the visuals are descriptive to support the narration.  

Narrator
A project is like a road trip. You may start with lots of planning or it might be a last-minute decision for an adventure. But at some point you pick a destination jump in the car and go. 

If a project is like a road trip, a project Charter is what prepares you to embark on the adventure. It helps keep you and your fellow Travelers on the same page from the start of the road trip project until you've reached your final destination. 

Why use a Project Charter? 
A project Charter is like the travel plan for the project. Completing a project Charter is a lot of work, but the effort upfront makes all the difference in the overall project success. Ultimately, it creates a contract between the project team and leadership. Everyone is in agreement on what is being worked on. The project team can confidently move forward knowing they're headed in a supported and common direction.

What is a Project Charter?
A Project Charter clarifies the project expectations. Expectations include 
· identifying team member roles
· defining key deliverables, goals, resources and metrics.
· Aligning the project's focus and scope with organizational priorities and
·  mapping out timelines.

How do you Project Charter?
So what's all involved with pulling together a Project Charter? From a big picture standpoint, the Project Charter focuses on defining the executive summary and the supporting details. Let's look at the executive summary components first. [Visual shows three sections of the executive summary: problem statement, project objectives, and scope & KPIs]

Project Charter: Executive Summary – Problem Statement
Charles Kettering is quoted as saying, “A problem well-stated is a problem half solved.” Sometimes we're so eager to get to the solutions that we neglect spending enough time understanding the problem we're trying to solve. The quality of a solution is in direct proportion to how well the problem is defined.

There are five components to a great problem statement:
· the current state,
· the severity of the problem, 
· the key stakeholders,
· what success looks like 
· and what a reasonable timeline looks like to find a resolution.

We could make a whole video just focusing on creating a problem statement. So until we get that to you, here's a quick recap. 

The current state describes what is wrong with the current situation and identifies the symptoms of the problem. What can be seen or seems to be related to the problem. 

The problem severity describes the problem scale and magnitude or consequences if the problem is not resolved.

Key stakeholders are individuals that are impacted by the problem.

Defining success is not defining a solution, but is describing what the future would look like if the problem is solved.

Identifying the timeline ensures the project doesn't go on forever…and ever.

Ultimately, the problem statement answers who, what, when, where, why, and how much.

Let's use an example. Over the past several months, Alex has been experiencing burnout that is affecting their work-life balance. They rate it at a seven on a severity scale of 1 to 10. Before the end of the calendar year, Alex would like to implement a solution that improves productivity and mindset. Key stakeholders include Alex's family, coworkers and boss. For Alex, success looks like feeling refreshed, ready to tackle work and no longer feeling burned out. Benefits to the future state are improved productivity and mindset. 

Project Charter: Executive Summary – Project Objectives

The objectives define the expectations and scope of the project. Your project objectives should be smart goals that you can measure at the end of your project.

For our Alex example, a project objective could look like this. Alex will implement a solution by the end of the calendar year that will improve their feelings of burnout from a severity score of seven to a target goal of five or below, stay within a budget of $3,000 and will work within the work and family schedule.

Project Charter: Executive Summary – Scope and KPI’s

The scope of the project clarifies what the team will focus on. Now, the scope may be refined later after conducting analysis and defining metrics. But to get things started, the scope will define what is and is not going to be included in the work. In other words, what is in and out of scope?

Let's think back to our example with Alex from the problem statement. It was determined that Alex has been feeling burned out. Working too many hours. Is exhausted and their productivity is being impacted. There are many facets of this problem that can be worked on. The scope for this example defines if we're going to focus on the productivity or the exhaustion.

To measure the project success, we need to include key performance indicators, or KPI, in the Project Charter. There are two types of metrics we measure with our projects. Outcome metrics are typically end of process evaluations and process metrics monitor daily activity and factors that influence the outcome metrics.

With our Alex example, let's reflect back on the goals to reduce burnout severity from a seven to a five, to stay within budget and to implement a solution that will fit within the work and family schedule.

KPIs can include outcome metrics that would measure the burnout severity to see if it decreased to a five and the overall dollar spend for the budget. Process metrics could track other identified factors that would help with the severity of burnout, such as adherence to a clearly defined work schedule, or that would measure staying on track with the budget, such as an expense log. These are monitored regularly to track impact on the outcome metrics. 

You may not know the process metrics at the time of the Project Charter. These metrics will clarify as you begin to measure and analyze data.

The executive summary of the Project Charter provides the high level look at the problem, objectives and scope.

The remainder of the Project Charter  focuses on supporting details. [Visual shows four sections of supporting details: project team, key stakeholders, governance barriers, and milestones timeline]

Project Charter: Supporting Details – Project Team

While the problem statement identifies who is impacted by the issue the project team section of the Charter identifies who will be involved with solving the problem. In this section of the Project Charter, you identify the sponsor who will champion the project across the organization and remove barriers. You will also identify the project manager who facilitates the project plan and the core team members that will attend regular meetings and actively work on the project. Finally, you'll identify additional team members, such as other project leads, governance roles, or oversight committees that approve initiatives and budgets. 

Project Charter: Supporting Details – Key Stakeholders

When thinking about key stakeholders, consider the following questions. 

· What areas or departments of the organization are impacted by the project work, the process, or the project's objectives?
· Are there committees, councils, or teams that need to be engaged or made aware of this project?
· Who would care or would want to be aware of the project?

The key stakeholders identified from these questions need to be kept aware of the project and are sometimes involved in decision making or implementation. As you can see, the people side of projects is revisited many times during a Project Charter.

Project Charter: Supporting Details – Governance & Barriers

Once you have the project team and key stakeholders identified, you can identify the roles and processes for how the project will be conducted. For example, the following decisions can be documented. 
· Identify who will review and approve the Project Charter. 
· Identify who will be responsible for communicating project progress to stakeholders and how the communication will be managed.
· When issues arise, identify who will document it and to whom the issues are being escalated for resolution.

Now is the time in the project, to pull out your crystal ball and predict all possible barriers to success. Okay, we know there's no crystal ball. But! It is helpful to proactively think through potential barriers and ways to address those barriers so they don't stall you later on.

Ben Franklin is quoted as saying, “An ounce of prevention is worth a pound of cure.” In your Project Charter, ask questions like 
· What obstacles or difficulties may get in the way of working on this problem?
· What are the risks of working on the project? 
· What are the risks of NOT working on the project?

Let's use Alex's example again. Some barriers for solving Alex's burnt out and in desperate need of a vacation problem could be coworker vacations that are already scheduled, family or work events that Alex must attend, availability of vacation hours or budget limitations. Identifying those issues up front will help Alex find a solution that will not be prevented by those barriers.

Project Charter: Supporting Details – Milestones & Timeline

The final part of the Project Charter is the project timeline, which identifies milestones and target completion dates. A project can plan to be completed by a certain time, but the barriers and busyness of work can foil those plans. Recognizing the milestones that must happen on the way keeps the project on track for that deadline.

For example, with Alex. Milestones may be to confirm available time off, make the reservations and then take the vacation. The timeline could be to complete these milestones by the end of the calendar year. 


Pulling together all of these pieces makes the Project Charter. Once a Charter is approved, the project fun really starts.

One final thing to note: a Project Charter is not a set in stone document. Over the course of a project, things may change. After doing data analysis, the scope or objectives of the project may change. For any number of reasons, the timeline or the stakeholders may change, and the Project Charter will change with those.  Think to the purpose of the Project Charter. 

It is the one document to rule them all.

Okay, that's dramatic. But it is the one place where a project team can revisit and reference to ensure they're staying in scope, following project governance, and staying on track with the objectives.

All right. Now that you have your Project Charter, let's get this project on the road. 

Good luck!


