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1 Project Background
1.1 Problem/Opportunity Description

Briefly summarize the problem or opportunity you propose to address. This statement provides a basis for the rest of the document. Write this in terms of the organizational problem discovered, not in terms of the solution needed. 
1.2 Benefits

What are the strategic returns from this investment – cost reduction, productivity, campus goals, other? Identify any potential revenue and/or savings and how they will be used. What is the impact on the campus or organization if the project is not undertaken?
1.3 Goals

This is what you intend to do to address the problem or opportunity identified above. This is the solution you propose. A project has one goal that gives purpose and direction to the project. This will be used as a continual point of reference for any questions that arise regarding scope or purpose. This section should be written in language that is easy for everyone to understand. It describes what will be implemented, corrected, installed, replaced, or otherwise addressed to solve the problem.
1.4 Stakeholders and Clients

What persons, departments, and/or committees need to be involved in or must support this project. Who are those people outside of the project who have an interest in the outcome? Who are the people that will be affected by this project? Who are the people that will be affected if this project is not undertaken?
2 Project Scope

2.1 Objectives

Objectives are the components or parts of a project – the first level of a work breakdown structure. They describe what will be accomplished – when all objectives are complete, the goal is met. Objective statements will clarify the boundaries of the purpose statement and define boundaries of the scope of the project. They should be clearly written, specific, and describe a tangible, measurable change.
The most obvious objectives in your project are likely to be large efforts like “developing an application,” or “documenting a process.” However, a successful project will define critical components of work that support the change, both at the client level and within a service team. Here are a few useful objectives to consider building into your project:

· Requirements gathering process, with a resulting list of client requirements.
· Implementation plan – if you do not know what product or approach will be taken (especially if you will have a procurement process), considering breaking the work into phases. Phase one gathers requirements, phase two implements the solution. In between, you create a plan for implementing the selected solution – this becomes your project plan for phase 2.
· Service definition (see Section 3.6 – Service Transition below for more).

· Handoffs / recommendations to other teams.

· Security – what is your plan for ensuring adherence to campus and divisional security policies and practices?

· Accessibility incorporation – what is your plan for ensuring accessibility for users with disabilities, including the use of accessibility tools?
2.2 Deliverables

A deliverable is any tangible, measurable outcome of a project. An objective may consist of a single deliverable, or it may contain a series of deliverables. 

What are the specific end results, products, or outputs of the project? Include functional specifications and a requirements analysis. List and describe as many deliverables as applicable for each objective. 
Objective 1 – name of objective from Section 2.1
	Project Deliverable
	Work Products/Description

	
	

	
	

	
	

	
	




Objective 2 – name of objective from Section 2.1
	Project Deliverable
	Work Products/Description

	
	

	
	

	
	


Objective 3 – name of objective from Section 2.1
	Project Deliverable
	Work Products/Description

	
	

	
	

	
	


2.3 Out of Scope
List items that may be related, but will not be managed as part of this project. This is a critically important section for any project, as it will allow you to defend your scope throughout the course of the work, by declining requests to work on items that are clearly defined as out of scope.
Consider listing items here that are:

· Not within the control of the project team or project sponsor – there is nothing we can do about that.

· Better off as separate, follow-on projects – we will know more about how to define and scope that work once this project is complete.

· Going to be handled by a separate group or team – we have dependencies or intersections, but another team will take this on.

· Too big and complicated to fit into the time frame and resources available for this project – we would love to do that, but if we put it in scope, we will not hit our deadlines.
3 Project Plan

3.1 Approach and Methodology

How will you complete this project? What is your strategy for completion? What tools will you use? Will you procure or otherwise acquire hardware, software or people services?
3.2 Project Timeline

Using the template provided below or project planning software, indicate the tasks necessary to complete the project. The recommended project planning software is Microsoft Project for Windows or ProjectWizards Merlin for Macintosh <http://www.projectwizards.net/en/>.

	ID
	Task Name
	Start
	Finish
	Duration

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	

	4
	
	
	
	

	5
	
	
	
	

	6
	
	
	
	


3.3 Success Criteria

This is the measurable business value resulting from doing this project. What state must exist for the client to say the project was a success? Address quantitative and tangible business benefits in terms of what will be improved, what problems will be reduced, or what benefit will this be to the organization.
3.4 Issues and Policy Implications

Indicate any dependencies this project may have on or be affected by another project or task.

3.5 Risk Management Plan

Identify any factors that can affect the outcome of the project including major dependencies on other events or actions. These factors can affect deliverables, success, and completion of the project. Record anything that can go wrong. 

Define how risks will be identified and the process for escalation. Identify the expected risks to which the project will be exposed. Assess the likelihood of each risk occurring (probability) and its impact on the project. Outline a plan for managing the risks; include risk-minimization measures and contingency plans for recovery and damage limitation. Rate each risk probability and impact as H(igh), M(edium) or (L)ow.

	Risk Factor
	Probability

(H-M-L)
	Impact

(H-M-L)
	Risk Management Action

	
	
	
	

	
	
	
	


3.6 Service Transition

If this project will change or otherwise impact a previously defined ITS service, describe your plan for transitioning project deliverables into service operations. Service transition includes activities such as:
· The role of the Support Center in ongoing support of the service. Will there changes in direct support, escalation paths, FAQs, or other Support Center activities? If so, how will they be implemented?

· Impact mitigation. Are any impacts anticipated for end users? If so, what is the support plan? Who will actually touch end user machines? Who will communicate the changes? Are there tools / references / checklists that need to be distributed?

· Transitional support. Will additional support be required in the days surrounding “go live” events? Have support organizations (e.g. the Service Team, CRM, or the Support Center) been notified of the anticipated workload? Who is coordinating support during the transition?

· Service management. Are changes required to service level agreements, operating level agreements, or other service processes or artifacts such as public-facing web sites? Who will coordinate and communicate these changes? Is there a service team in place?
3.7 Options Analysis

Describe any alternate options that have been (or will be considered). Are there other approaches to this work that might make sense? What are the “show-stoppers” that make other options less attractive or unfeasible? 
For example, have we looked at:

· Collaborations across the UC system: Examples may include leveraging UCOP procurement processes to obtain better vendor pricing, working with a sister campus to learn from, leverage, or even share services they have built, or seeking system-level funding for a broader project.

· Open source options: are there low cost / no cost alternatives that may be viable? Would the one-time cost savings justify the ongoing support costs?

· Extending or enhancing existing tools or services: Are there viable options in production that might accommodate the requirements of this project? What are the major show-stoppers that prevent utilizing existing tools?
· Product comparisons: What products / tools / services have you already reviewed, and what were your findings? What were the compelling reasons for selecting this approach? 

If your project includes selecting an approach based on requirements gathering, then this section may not be applicable. In that case, consider any alternate overall project approaches, such as doing nothing, collaborating with other campuses, or deferring the work until a more opportune moment.
4 Technical Features

Provide a broad description of the features of the proposed application, database, or technology. If specific products are being considered or have been selected, please indicate. Also indicate whether you technical direction is consistent with campus of UCOP standards.
5 Project Organization and Staffing

Using the template provided, an organization chart, or both, list the roles, names, and responsibilities of individuals that will be involved in the project. If appropriate, include percentage of time and start/end dates. 
Include as appropriate, the project governance. To whom does the project manager report? What group or individuals make recommendation? Who makes the final decisions for the project?

Define a decision escalation process.

	ROLE
	NAMES & CONTACT INFORMATION
	RESPONSIBILITIES
	TIME

	Executive Sponsor 
	
	· Serve as ultimate authority /  responsibility for the project

· Provide strategic direction and guidance

· Approve changes to scope

· Identify and secure funding
	

	Project Sponsor 
	
	· Make business / approach decisions for the project

· Participate in key activities

· Make resources available

· Approve work products, address issues, and approve change requests
	

	Project Manager 
	
	· Report to and receive direction from sponsors

· Manage, review, and prioritize project work plans

· Provide status reports

· Manage project team

· Recommend changes, escalate issues, and mitigate risks
	

	Project Team and Members
	
	Participate in project activities, including planning, implementation of deliverables, and quality control
	

	Advisors and Resources
	
	
	


6 Project Budget
Using the separate MS Excel Project Budget template, estimate the project costs. Include one time and permanent costs for personnel, consulting, hardware, software, and other costs (training, consultants etc.) as applicable.
	Budget Item
	Description
	Budgeted Cost

	One-Time Costs

	One-time item 1
	Description 
	$1

	Total One-Time Costs
	$1

	Ongoing Costs

	Ongoing item 1
	Description
	$0

	Total Ongoing Costs
	$0


7 Appendix A- Additional Information
Additional relevant information may also be included in this request. This information will be used to decide if 1) the project request is approved to move forward to the project charter phase and 2) the project charter receives approval as an approved IT project.

Project Management Group

Information Technology Services

University of California, Santa Cruz

1156 High Street

Santa Cruz, CA 95064

UC Santa Cruz
Project Charter 
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