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PROJECT CHARTER
DEPARTMENT: add dept name
PROJECT NAME: add project name
PROJECT ID: CXX.XXXXXX add project ID using department convention, must be unique

Prepared By: (preparer’s name, typically the PM)
 Date Prepared: add date

Approval of this Project Charter indicates 1) approval of the constraining factor established for this project, 2) an understanding of the purpose and content as described in this document, and 3) agreement with the Scope, Schedule, Budget and Quality of the recommended alternative. By signing this document, each individual agrees that work should be initiated on this project with all necessary resources allocated and commits to fulfill his/her role and responsibilities as described herein. 
	Approver Name
	Position
	Signature
	Date



	(name typed)
	Project Manager
	(signatures to be done at gate)
	

	name typed)
	Department Director
	(signatures to be done at gate)
	

	name typed)
	County Administration
	(signatures to be done at gate)
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[bookmark: _Toc424798557]PROJECT OVERVIEW – The project overview (first two pages of text) are intended to be the summary of where, what, why, benefit, cost, funds & location
[bookmark: _Toc424798558]Background:
The background is a brief synopsis of the when and how the proposed project was identified.




[bookmark: _Toc424798559]Need Statement:
The need statement should outline the need/issue that is to be resolved by the proposed project.




[bookmark: _Toc424798560]Scope Statement:
The scope statement is a brief description of the preliminary details of the work that has to be completed to deliver the project successfully. This includes basic scope parameters such as location and project elements such as length of roadway, building square footage, number/type of recreation fields, length and diameter of pipes, etc.


[bookmark: _Toc424798561]Justification:
The justification is a statement of the reason(s) for the request to dedicate time/money/resources to the project. These reasons can vary from responding to changes in regulations, increasing capacity to meet future needs, replacement of facilities that have reached their useful life, etc.




[bookmark: _Toc424798562]BUDGET MANAGEMENT
[Cost Model attached as Appendix B] – you must attach in the appendix a digitally created copy of the cost model (not scanned)

[bookmark: _Toc424798563]Cost Model Summary and Financial Schedule for Requested Budget
Fill in the chart below to MATCH the cost model. Fill in the appropriate FY dates as needed, put in funding within the correct fiscal year to meet your cashflow forecasting BY PHASE. Provided yearly totals (sum columns) and Phase totals (sum by row). The right most column is from the cost model – provide soft cost % to match cost model calculations. All numbers must match the cost model, schedule, and CAS form.
	Phase
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX
	TOTAL
	Soft Cost %

	Land Acquisition
	0
	0
	0
	0
	0
	0
	%

	Project Development
	0
	0
	0
	0
	0
	0
	%

	Design
	0
	0
	0
	0
	0
	0
	%

	Construction
	0
	0
	0
	0
	0
	0
	%

	Utility Relocation
	0
	0
	0
	0
	0
	0
	%

	Public Art
	0
	0
	0
	0
	0
	0
	%

	Contingency
	0
	0
	0
	0
	0
	0
	%

	TOTAL PROJECT BUDGET
	0
	0
	0
	0
	0
	0
	%


[bookmark: _Toc424798564]Requested Funding Sources
In the chart below, place the name of each funding source proposed, the amount of that source per fiscal year. You can delete or add columns.. 

	Fund Source Description
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX
	TOTAL

	A. 
	0
	0
	0
	0
	0
	0

	B. 
	0
	0
	0
	0
	0
	0

	C. 
	0
	0
	0
	0
	0
	0

	D. 
	0
	0
	0
	0
	0
	0

	TOTAL FUNDING
	0
	0
	0
	0
	0
	0




Estimated Operations & Maintenance Post Occupancy (annual costs)
In the chart below, place the amount and type of O&M costs per year expected. These will start after substantial completion generally, and the initial year may be partial only. This breakdown matches the budget module, you should seek input from the operations group who will maintain the capital asset to fill out this chart correctly. 

	O&M Description
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX
	FY XX/XX

	Utilities
	0
	0
	0
	0
	0
	0

	Supplies 
	0
	0
	0
	0
	0
	0

	Services 
	0
	0
	0
	0
	0
	0

	Capital 
	0
	0
	0
	0
	0
	0

	Personnel Costs
	0
	0
	0
	0
	0
	0

	TOTAL ESTIMATED O&M
	0
	0
	0
	0
	0
	0




[bookmark: _Toc424798565]Map of Project Area with Polygon
 The map can either be placed as clip art in this file, or attached as an appendix at the end (check appropriate box below). The map should provide adequate information to locate the project (major intersection, parcel number, address, etc) and shall also indicate via a polygon any area of proposed ground disturbance. This map will be used to locate the project by GIS, and will also provide information regarding ground disturbance area.
On the next page ☐ or attached as Appendix ☐ is a map of the area associated with this project.  To meet certain Pima County requirements, any project that anticipates ground disturbance must show on this map a polygon of the limits of potential ground disturbance. 


























[bookmark: _Toc424798566]ESTIMATED BENEFITS OF THIS PROJECT
The table below identifies some general benefits that are applicable to most capital improvement projects. The project team, with input from stakeholders and project team members, qualitatively determines the estimated level of benefit that will be most likely achieved as a result of completing the project.
	Benefit
	Estimated Level of Benefit

	
	High
	Med
	Low
	None

	Protects Health, Safety & Property
	☐
	☐
	☐
	☐

	Increases Capacity
	☐
	☐
	☐
	☐

	Meets Regulatory/Mandated Requirement
	☐
	☐
	☐
	☐

	Promotes Economic Development
	☐
	☐
	☐
	☐

	Makes Use of Non-County Funding
	☐
	☐
	☐
	☐

	Reduces Long-Term Costs to the County
	☐
	☐
	☐
	☐

	Rehabilitates/Preserves/Enhances Existing Asset
	☐
	☐
	☐
	☐

	Enhances Environment and/or Cultural Resource
	☐
	☐
	☐
	☐

	Improves System Continuity
	☐
	☐
	☐
	☐

	Meets Master/Long-Range Plan
	☐
	☐
	☐
	☐

	Is Regionally Significant
	☐
	☐
	☐
	☐


[bookmark: _Toc424798567]SCHEDULE MANAGEMENT
[bookmark: _Toc424798568][Cost Model attached as Appendix C] – you must attach in the appendix a digitally created copy of the schedule using the MSP template (not scanned)
Critical Path Tasks and Anticipated Completion Dates
Critical Path tasks are the activities required to achieve the project scope statement, and may be named more specifically than the generic schedule tasks within the schedule (such as a permit submittal to agency deadline or utility relocation deadline). These tasks should match the MSP schedule in appendix C – within the individual appropriate schedule task (e.g.: a permit submittal would be within the Permits (DES) task, and well before the planned completion date to allow review and approval time). Please do not list the major task headings again, these are intended to be key, specific deliverables w/ deadlines.
	
	Critical Path Task Description
	Anticipated Completion Date

	1
	xxxxx
	xxxx

	2
	xxxxx
	xxx

	3
	
	

	4
	
	

	5
	
	


[bookmark: _Toc424798569]QUALITY MANAGEMENT
[bookmark: _Toc424798570]Constraining Factor

The Constraining Factor is the key element that will most affect the success of the project – and therefore is the least able to be adjusted by change. As the project progresses, when decisions need to be made regarding scope, schedule, budget, or quality this selected element will drive the change management process.

For this project, the following one factor is understood by the project team and senior management to be the least flexible to change: 

☐     Scope		☐     Schedule		☐     Budget		☐     Quality

Provide a brief explanation regarding criticality of chosen constraining factor:
(A Very Short explanation of why this factor is critical, to frame future decisions on the project).


[bookmark: _Toc424798571]ALTERNATIVES ANALYSIS
The alternatives analysis section is to list potential different approaches as reviewed and discussed by the project team as potential alternative solutions to meet the needs of the project. Some projects may have proscribed scope as defined by bond or other ordinance resulting in no reviewed alternatives, however the assumptions & constraints will still be required. When a planning phase and 2-1 gate are proposed the alternatives will be generated during the planning process and this section will be filled out at that time, along with the assumptions & constraints.

☐ Viable alternatives have been identified and are described below. 
			OR
☐ Alternatives need to be developed and/or further evaluated in an Alternative Summary and Recommendation to be presented at a 2.1 Gate.
                                               OR
☐ No alternatives are anticipated for this project.

Alternative 1:
(provide brief description of the alternative)


Alternative 2:
(provide brief description of the alternative if applicable – add as many alternatives as required by your project needs)


Assumption & Constraint Analysis
(The assumption & constraint analysis section will provide any known or unknown factors that can impact the project’s scope, schedule, budget or quality; indicates which alternatives (1, 2, or both) they apply to; and lists the potential impacts perceived. For example, one might make the assumption that, based on experience, obtaining a permit will take X months from the time an application is submitted. The impact is that, if obtaining this permit is on the critical path and the time to obtain the permit takes longer than that assumed in the charter, a recovery plan will need to be implemented in order to keep the project on schedule.) 
	1.  ☐   Constraint (Known)    or    ☐  Assumption (Unknown)	
	      Alternative(s)   1  ☐       2  ☐	

	Description:
(describe the issue)

Impact Discussion:
(provide what impacts will occur if this issue does not occur as planned or expected)





	2.  ☐   Constraint (Known)    or    ☐  Assumption (Unknown)	
	      Alternative(s)   1  ☐       2  ☐	

	Description:
(describe the issue)

Impact Discussion:
(provide what impacts will occur if this issue does not occur as planned or expected)





	3.  ☐   Constraint (Known)    or    ☐  Assumption (Unknown)	
	      Alternative(s)   1  ☐       2  ☐	

	Description:
(describe the issue)

Impact Discussion:
(provide what impacts will occur if this issue does not occur as planned or expected)





	4.  ☐   Constraint (Known)    or    ☐  Assumption (Unknown)	
	      Alternative(s)   1  ☐       2  ☐	

	Description:
(describe the issue)

Impact Discussion:
(provide what impacts will occur if this issue does not occur as planned or expected)




[bookmark: _Toc424798572]


TEAM MEMBER MANAGEMENT

[bookmark: _Toc424798573]Roles and Responsibilities
(Provide the project team members with roles and responsibilities. Team members are selected as those with critical input necessary for the success of the project. Add as many boxes as needed, remove blank ones)
	Member’s Name: (name)
	Affiliation: (Department, title, organization or other identifier)

	Role: (list specific role (expertise) for this project)


	Responsibility: (what key responsibilities with respect to the team are expected to be fulfilled)




	Member’s Name:
	Affiliation:

	Role:


	Responsibility:




	Member’s Name:
	Affiliation:

	Role:


	Responsibility:




[bookmark: _Toc424798574]Summary of Team Member Meeting
(This section documents meetings or discussions held in advance of the Charter and Entry Gate as these are critical to the success of the project, and provide the information contained within the Charter document itself.) 

Check the appropriate box, and either provide attachment or summary below
 ☐  Meeting Minutes are attached as Appendix.
		OR
 ☐  A summary of the Team Member meeting is as follows: 

Date of Team Member Meeting: 
	
Invitees: 	
			
Attendees: 
			
Summary of Meeting Minutes: 
	
Critical Issues and Action Items: 
	


[bookmark: _Toc424798575]RISK MANAGEMENT
[bookmark: _Toc424798576]Assessment of Risks to Achieving Scope, Schedule, Budget and/or Quality
Risk, in the context of project delivery, is an uncertain event or condition, which if it occurs may have a positive or negative effect on the project’s scope, schedule, budget and or quality. The section below identifies potential risks, and evaluates it’s probably of occurring, the potential level of impact, the action type the team will take, and the proposed mitigation strategy that will be part of a recovery plan. Additional definition of the risk can also be provided in the mitigation strategy area below. Definitions for action types: Control: reduce the probability or impact of the risk to an acceptable level; Absorb: project will bear the impact, generally via a cost or time contingency plan; Avoid: eliminate the risk or relax the objective, such as adjusting the design to avoid a negative impact; Deflect: transfer or share risk with a third party, which may involve partnering strategies or elements such as insurance/bonding.

Risk Tables
	1. Risk Name:  Risk Description/Name

	Probability:
	High ☐
	Med ☐
	Low ☐
	Impact:
	High ☐
	Med ☐
	Low ☐

	Action:
	Control  ☐
	Absorb ☐
	Avoid ☐
	Deflect ☐

	Mitigation Strategy: Provide text that elaborates on the potential risk, impacts, and strategy proposed for recovery if occurs



[bookmark: _Toc205970822]
	2. Risk Name:

	Probability:
	High ☐
	Med ☐
	Low ☐
	Impact:
	High ☐
	Med ☐
	Low ☐

	Action:
	Control  ☐
	Absorb ☐
	Avoid ☐
	Deflect ☐

	Mitigation Strategy:




	3. Risk Name:

	Probability:
	High ☐
	Med ☐
	Low ☐
	Impact:
	High ☐
	Med ☐
	Low ☐

	Action:
	Control  ☐
	Absorb ☐
	Avoid ☐
	Deflect ☐

	Mitigation Strategy:




[bookmark: _Toc424798577]COMMUNICATION MANAGEMENT
[bookmark: _Toc424798578]Proposed Gate Meetings
Gate meetings are scheduled for key project milestones, to confirm with all stakeholders that the project is on track, and shall continue to move forward as agreed upon at the meeting. Longer, complex, multi-departmental, political or other similarly difficult projects may require more gate meetings than smaller straightforward projects. All projects are required to have both a 1-1 Entry Gate and a 5-1 Close Out gate. Provide best estimated gate dates; these will be tracked but can be adjusted per the needs of the project. A project manager can call an unanticipated gate meeting at any time, if the project has issues or elements that would benefit from a formal stakeholder milestone meeting to resolve prior to moving further.

For this project, the following gate meetings are proposed: 
										Proposed Date
☐	Gate 1-1 Entry Gate	(date)	
☐	Gate 2-1 Project Development	(date)	
☐	Gate 3-1 Preliminary Design	(date)	
☐	Gate 3-2 Construction Documents Ready for Contractor Selection	(date)	
☐	Gate 4-1 Ready to Issue Letter of Construction Acceptance	(date)	
☐	Gate 5-1 Close Out	 (date)

[bookmark: _Toc424798579]PROCUREMENT MANAGEMENT

Proposed Project Delivery Method
Please use the Project Delivery Method Selection Tool and add to the appendix of this charter.
[bookmark: _GoBack]There are a variety of project delivery methods for procurement related to capital improvement projects.  The traditional method of project delivery is design-bid-build.  However, there are a number of alternative project delivery methods (APDM).  If an APDM is proposed, per Pima County Board of Supervisors Policy D29-1, the Department must justify the selection of the alternative delivery method. Currently, this is initiated with the use of the new Project Delivery Method Selection Tool. Correctly select either Vertical Construction or Horizontal Construction tool when using. Fill in the results below, including the score, the method as provided, whether this is on the border between two different methods, and your recommendation (which should generally match the tool). If this recommendation is different, you must fill in the Justification with supporting reasons for the change. Finally, if externally managed, a congregate “program” project, or if this is to be determined at a later gate, then use the appropriate check box in lieu of the tool.


	Total Score
	Selection Method via Tool
	Borderline
	Recommendation

	(1 – 33)
	(type of delivery)
	Choose an item.	(should generally match tool response)



Provide Justification for selected procurement delivery method.
	If other recommendation is used…, coordinate w/ Procurement in advance.



If externally managed, a multiple project program, or a 2-1 Gate will determine the delivery method, indicate below:
☐           Managed/Delivered by Others
☐           Multiple Project Program, will use many smaller JOCs to deliver
☐           To be Determined


APPENDICES
[Attach legible pdf attachments after the Project Charter has been converted to pdf format.]

[bookmark: _Toc424798581]APPENDIX A – Map with Polygon
[Can be embedded in Charter or as Appendix]


[bookmark: _Toc424798582]APPENDIX B – Cost Model
[Attach legible Cost Model]

[bookmark: _Toc424798583]APPENDIX C – Microsoft Project Schedule
[Attach legible MSP Schedule]

[bookmark: _Toc424798584]APPENDIX D – Team Member Meeting Minutes
[Can be embedded in Charter or as Appendix]


[bookmark: _Toc424798585]APPENDIX E - CIP Program/Phase Maintenance Request Form
[AKA CAS form. The data on this form must match the data in the Project Charter]
*Note: Not all sections of the Project Charter format are applicable to all projects. To insure all sections have been completed as needed, do not delete any sections from this document. If a section is not applicable to the project, simply type “Not Applicable”. See “Guidance for Preparing a Project Charter” and “Checklists for Project Charter & Gates” for additional information. 
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