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Purpose & Need

A charter documents the agreement between the Sponsor
 and Project Manager over the key elements of a project and phase.  It helps the Project Manager guide the project team efficiently and effectively through the project development process.  It is the first project management document in the suite of project management plans used to identify and control a project’s scope, schedule, cost.  It is also used to identify and meet customer satisfaction requirements.

Many Capital Projects suffer from rework due to scope changes, which lead to schedule and cost overruns.  The charter process is intended to help manage project scope and is expected to reduce rework by eliminating unnecessary scope changes.

The Innovation Checklist is an aid for Project Managers to plan innovative practices into each phase of the project. The checklist (subject to continuous revision) is a list of innovations to be considered when planning each phase of a project.  It is linked to the Capital Project charter process because it should be considered when the charter is written or revised.

Innovative practices are continually evolving.  Use of the Innovation Checklist is intended to communicate the latest resources, processes and tools; to promote the use of these practices, and to capture and share new inventive practices.

Policy

Capital Projects

All new major Capital Projects shall have a charter at the beginning of the PID phase.  This charter shall be revised at the beginning of each subsequent project lifecycle phase (PA&ED, PS&E, and Construction).  All new major Capital Projects shall have an Innovation Checklist completed at the beginning of the PA&ED phase.  A new checklist shall be completed at the beginning of the subsequent project phases.

All existing major Capital Projects should have a charter developed and a checklist completed at the beginning of their next lifecycle phase (PA&ED, PS&E, or Construction).  The charter should be revised and new checklist completed at the beginning of each subsequent project lifecycle phase.

Districts and individual Sponsors or Project Managers may choose to have charters and checklists on other projects . 

Procedure

The Capital Project Charter Process (Attachment A) is provided as guidance for developing charters.  It has been developed and approved by the Statewide Project Management Improvement Team (Attachment D).

A template for Capital Project Charter (Attachment B) has been provided.  The information categories are:

	· Charter Purpose
	· Background

	· Project Purpose
	· Project Phase Objectives

	· Project Description/Scope Statement
	· Project/Phase Constraints, Assumptions, and Risks

	· Phase Deliverables
	· Key Team Members

	· Deliverable Management
	· Approvals


An example of how the template is used is provided as Attachment C.

The Innovation Checklist (Attachment E) has been provided. The most up-to-date version of the checklist will be posted on the Project Management website.  Applicable innovations, planned for the phase, are to be chosen from the checklist or filled in at the bottom and the checklist is to be signed.

Roles & Responsibilities

Deputy District Director, Program/Project Management

The Deputy District Director, Program/Project Management is responsible for assuring that Capital Projects have charters and Innovation Checklists completed, in accordance with this directive.

Project Manager

The Project Manager has overall responsibility for developing and revising the charter and for completing the Innovation Checklists.

Functional Managers

Functional Managers
 are responsible for participating in the charter and checklist process, by being available for discussion and providing information on issues that could impact the project

Sponsors

Sponsors are responsible through System Planning to provide the project purpose and need statement as well as other pertinent information such as success criteria (scope, schedule, cost, customer satisfaction), background, assumptions and constraints.  They are responsible for participating in the charter process and working toward agreement on the charter as well as the checklist.

applicability

Deputy District Directors for Program/Project Management, Project Managers, Functional Managers, and Sponsors.

MICKEY W. HORN

Acting Chief

Division of Project Management 

Process Overview

Description

The Capital Project Charter process defines the key elements of the project.  These include the project’s purpose and need, phase deliverables, and known constraints, assumptions, and risks.  It documents the agreement between the Sponsor
 and Project Manager, who represents the project team.

This process is also used for revising the charter for subsequent project phases.

Objective

The charter process is a method through which the Sponsor and Project Manager can reach agreement on the project purpose and need, objectives, and the specific phase deliverables.  It is a documented record of what is agreed to.

Deliverable

An approved Capital Project Charter for the project phase.

Process Flow
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Approach

The Project Manager’s first step should be to review the existing project information and prepare to interview the Sponsor.  The sponsor is interviewed to determine what their project objectives and requirements are, and to also gain information on constraints, assumptions, risks, and funding.  Next the PM should meet with any key functional unit and the Sponsor to determine if there are any technical issues with the project requirements and also to find out if there are any major project risks (resource, cost, schedule) that should be noted in the charter.

Based on the information obtained a draft charter is developed.  A discussion of this draft is then held with the Sponsor with the goal of reaching agreement.  Once an agreement is reached, the charter is finalized and approved.

This same basic approach may be used when revising the charter.

Tasks and Outputs

	

	ID
	Process Tasks
	Task Outputs

	1
	Obtain project information
	Project information is gathered, organized, and available for use.

	2
	Develop the draft charter
	Draft Capital Project Charter

	3
	Finalize and approve charter
	Approved Capital Project Charter


Key Responsibilities

	

	Roles
	Responsibilities
	Tasks

	
	
	1
	2
	3

	Project Manager   (Process Lead)
	Reviewing project information, interviews, discussions with functions, and development of the charter
	R
	R
	A

	Sponsor   (District Program Advisors:  Maintenance, Operations, Landscape, Planning, etc. and  Local Agencies)
	Participate in the process by providing information on project and working toward agreement on the charter.
	S
	
	A

	Functional Manager(s)

	Participate in the process by being available for discussion and providing information on issues that could impact the project
	
	S
	


Legend:
R = responsible, S = support, and A = approve.

Estimated Hours and Duration

	

	Role
	Hours
	Duration

	Project Manager
	8 to 80
	1 to 4 weeks

	Sponsor
	1 to 8
	1 to 4 weeks

	Functional Manager
	1 to 8
	1 to 4 weeks


The Capital Project Charter process is under WBS 100 - Project Management

Critical Success Factors

Developing a successful charter requires good use of the Project Manager’s “people” skills.  The Project Manager needs to listen well and ask the right questions.

It is critical that there is active involvement by the Sponsor and key Functional Managers.  Involvement by both Maintenance and Operations is also desirable, as they are significant customers of the end product, having to maintain and operate the constructed facility.

Specific Tools

Template for Capital Project Charter

References

1996. A Guide to the Project Management Body of Knowledge. 1996 ed. Project Management Institute.

1999. Project Management Handbook. 3rd ed. Caltrans.

Paula Martin and Karen Tate, 1997. Project Management Memory Jogger. 1st ed. GOAL/QPC.

1999. Project Development Procedures Manual. 7th ed., 1st rev. Caltrans:

Chapter 1, Section 4 - Transportation Planning leads to Project Development

Chapter 8, Section 1 - General - Purpose and Need

Chapter 8, Section 3 - Expenditure Authorizations

Chapter 8, Section 4 - Project Development Team

Task 1 - obtain project information

Description

In this task existing information about the project is gathered, reviewed, and organized for use in developing the charter.  It includes interviewing the Sponsor to determine the Sponsor’s project objectives and requirements, and also identifying the key functional units for the project / phase.

Output

Organized, documented project information.

Prerequisites

Before starting this task the Project Manager should be assigned, an Expenditure Authorization (EA) opened, and the project phase resourced.

Procedures and Techniques

The first step in this task is to obtain and review existing information on the project.  As information is reviewed, an effort to fill out the project charter should be made.  This helps determine where information is lacking and is a good method for preparing to interview the Sponsor.  It is also important to discuss the project with your planning units before the interview.

Once this is done, the Sponsor should be interviewed to determine their objectives and requirements for the project.  One technique for interviewing is to use the Capital Project Charter template as a guide for asking questions.  The Sponsor’s responses should be documented in the project charter

Tools

Template for Capital Project Charter

Roles and Responsibilities

	Role
	Responsibility

	Project Manager
	Responsible for obtaining and reviewing project information from the System Planning process.  This includes the purpose and need, success criteria, background information, assumptions and constraints and interviewing the sponsor.

	Sponsor
	Responsible for providing System Planning information on the project and being available for interviews and project team meetings.


Task 2 - Develop the Draft Charter

Description

This task consists of discussing the project information, objectives, and requirements with the key functional units and developing a draft charter.

Output

Draft Capital Projects Charter.

Prerequisites

Before starting this task the Project Manager should have existing project information and should have identified the key functional units for the project and current phase.

Approach and Techniques

There are two ways to approach this task.  In the first method, a preliminary draft of the charter is developed, then used to discuss the project with each of the key functional units.  The second method is to use a team “kickoff” meeting to review the project and draft a project report.  For some projects it may be possible to combine the Sponsor interview with the “kickoff” meeting.

Tools

Template for Capital Project Charter

Roles and Responsibilities

	Role
	Responsibility

	Project Manager
	Setting up discussions/meetings and developing draft charter.

	Sponsor
	Participating in discussions and meetings.

	Functional Managers
	Participating in discussions/meetings.  Providing input on technical issues that may impact the project.  Agree on draft project charter.


Task 3 - Finalize and approve charter

Description

This task consists of developing the final charter and meeting with the Sponsor to approve the charter.

Output

Approved Capital Projects Charter.

Prerequisites

Before starting this task the Project Manager should have a final draft charter that has been agreed with by the key Functional Managers.

Approach and Techniques

The first step in this task is to make sure that the final draft charter is complete and ready for review by the Sponsor.  Provide the final draft to the sponsor for review prior to the meeting (make sure there is enough time to review it).  The goal of this review is have to final charter for the meeting that is ready to be signed.

At the meeting the Project Manager should go over the charter with the Sponsor prior to signatures, to make sure there is a mutual understanding of its contents.

Tools

Template for Capital Project Charter

Roles and Responsibilities

	Role
	Responsibility

	Project Manager
	Prepare the final draft charter and final charter, setup meeting with sponsor, and sign final charter.

	Sponsor
	Review the final draft charter and then meet with the Project Manager to review and sign the final charter.


	The purpose of a charter is to reach agreement between the Sponsor and the Project Manager by clearly stating the objectives of the project at the beginning of each phase (e.g., PID, PA&ED, PS&E, and Construction).


	Charter Purpose:

	Provide the specific purpose of this charter.
	This charter documents the agreement between (project sponsor) and (project manager) over the key elements of the (PSR, PA&ED, PS&E, or Construction) phase of the above referenced project.

	
	

	Background:

	Provide the history of the project to date.
	

	
	

	Project Purpose:

	What is the purpose of the project?  What was the project selection criterion?

For revisions after the PID phase this should be quoted or referenced from the PID’s purpose and need.
	

	
	

	Project Phase Objectives:

	What are the project objectives (cost, schedule, quality, & customer satisfaction) that will determine the success of the project.
	

	
	

	Project Description/Scope Statement:

	Provide a brief description of the project and the end product the project will construct.

Provide a location map of the project.
	

	
	

	Project/Phase Constraints, Assumptions, and Risks:

	Provide a list of constraints, assumptions, and risks for the project and current phase.  Actual analysis of risks is done in a separate process.

Constraints are items that limit a project team’s options such as schedules, resources, budget, and technology.

Assumptions are those considerations that are considered true, certain, or real for planning purposes.

Risks are discrete occurrences that may affect the project for better or worse.
	Constraints:

	
	

	
	Assumptions:

	
	

	
	Risks:

	
	

	
	

	Phase Deliverables:

	Provide a list of the deliverables for the current project phase.  These should be the significant deliverables that the sponsor will be asked to verify.  Include the Project Management deliverables such as workplan, status reports, etc.
	

	
	

	Key Team Members:

	List the key team members needed for the project.  Identify which are critical to the current phase.  They need not be named, but all key functional units and any special expertise required should be listed.
	
	

	
	
	

	
	
	

	
	
	

	
	

	Deliverable Management:


(Filling out Deliverable Management is Optional)

	Describe the process the project team will take to manage the phase deliverables.  Identify any specific sponsor reviews/ approvals that will be required.
	

	
	


Approvals:


Project Manager:


Date:



NAME

ORGANIZATION


*Project Sponsor:


Date:



NAME

ORGANIZATION

*
Project Sponsors are individuals or groups that represent external project customers by advocating a project or group of projects.  Project Sponsors may be internal or external to Caltrans.  (ref: PMD 001 Project Management Definitions)

	The purpose of a charter is to reach agreement between the Sponsor and the Project Manager by clearly stating the objectives of the project at the beginning of each phase (e.g., PID, PA&ED, PS&E, and Construction).


	Charter Purpose:

	Provide the specific purpose of this charter.
	This project charter documents the agreement between the HB1 program advisor and the project manager to prepare a Project Study Report (PSR) for the Yolo County Route 16 Safety project.

	
	

	Background:

	Provide the history of the project to date.
	Route 16 has a history of accidents between Brooks (PM 18.5) and I-505 (PM 31.7).  The District has performed multiple 3-year traffic studies, which identify higher than expected accident rates.  A majority of the accidents involve vehicles running off the road or rear ending other vehicles.  The University of California, Davis performed a traffic study on the corridor for an 11-year period ending in 1997.  They identified 855 accidents during that time frame. There have been a number of public meetings and newspaper articles written on the route.  

	
	

	Project Purpose:

	What is the purpose of the project?  What was the project selection criterion?  How does the project support the Department’s Strategic Plan?
	The purpose of the project is to reduce the number and severity of accidents on Route 16.  A safety evaluation was performed on the route and the Traffic Safety Index number triggered this project. The project will support the Departments’ Vision of providing “California with the safest, best-managed seamless transportation system in the world.”

	
	

	Project Phase Objectives/Success Criteria:

	What are the project objectives and describe the criteria that will determine the success of the project.
	· Cost - Alternatives must be within dollar constraints listed under the constraint section of this document or additional funding identified.

· Schedule – Approved Project Study Report by 9/01/01.

· Quality – Project alternatives should reduce accidents by 30%.  Project alternatives to improve the curve (PM 21) in segment 1 should reduce accidents by at least 30%.  A before and after traffic accident study will be completed to determine if severity and number of accidents have been reduced.

· Customer Satisfaction – Project alternatives must be supported by local communities.

	
	

	Project Description/Scope Statement:

	Provide a brief description of the end product the project will construct.

Provide a location map of the project.
	It is proposed to widen the roadway from 24-feet to 40-feet to provide standard 8-foot shoulders.  A proposed curve improvement (PM 20.95), structure replacements at Taylor Creek (PM 19.8) and Lamb Valley Creek (PM 27.8), and alternatives to improve flood protection East of Esparto will also be studied.  It is proposed to break this project into 2 segments.  Segment 1 will be from Brooks to Capay.  Segment 2 will be from Esparto to I-505.

Location Map Attached

	
	

	Project/Phase Constraints, Assumptions, and Risks:

	Provide a list of constraints, assumptions, and risks for the project and current phase.  Actual analysis of risks is done in a separate process.

Constraints are items that limit a project team’s options such as schedules, resources, budget, and technology.

Assumptions are those considerations that are considered true, certain, or real for planning purposes.

Risks are discrete occurrences that may affect the project for better or worse.
	Constraints:

	
	· Segment 1 - $12 Million for Construction and Right of Way

· Segment 2 - $30 Million for Construction and Right of Way 

	
	Assumptions:

	
	· This project may be funded by multiple State funding sources (HB1, HA 42, HA 21 monies).  Local, private and/or STIP monies may also be used.

· The limits of this study will not include the town of Esparto or an Esparto Bypass.

	
	Risks:

	
	· Project Scope 

· Permit Projects in area

· Minor Projects in area

· Local Support

· Transportation Concept Report is not final

	
	

	Phase Deliverables:

	Provide a list of the deliverables for the current project phase.  These should be the significant deliverables that the sponsor will be asked to verify.  Include the Project Management deliverables such as workplan, status reports, etc.
	· Workplan for Project Study Report

· Traffic (Accident) Report

· Project Study Report and Preliminary Environmental Evaluation Report

	
	


	Key Team Members:

	List the key team members needed for the project.  Identify which are critical to the current phase.  They need not be named, but all key functional units and any special expertise required should be listed.
	Traffic Operations
	Advance Planning

	
	Traffic Analysis
	Yolo County

	
	Design South
	Project Engineer

	
	Environmental
	Hydraulics

	
	Right of Way
	Maintenance Engineer

	
	Surveys
	Maintenance Field

	
	Regional Planning
	Construction

	
	ESC
	Scott Jackson (R/W Eng.)

	
	Environmental
	

	
	
	

	
	

	Deliverable Management:

	Describe the process the project team will take to manage the phase deliverables.  Identify any specific sponsor reviews/ approvals that will be required.
	· Kickoff Meeting

· Public Meeting

· 30% Presentation to District Management

· 60% Preliminary Draft Circulation and Review

· Public Meeting

· 90% Draft Circulation to Management

· 95% Circulation for Signature

· 100% Complete

	
	


Approvals:


Project Manager:


Date:



(Name)

District 3 Project Manager


*Project Sponsor:


Date:



(Name)

District 3 HB1 Program Advisor

· Project Sponsors are individuals or groups that represent external project customers by advocating a project or group of projects.  Project Sponsors may be internal or external to Caltrans.  (ref: PMD 001 Project Management Definitions)

Location Map:
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The Statewide Project Management Improvement Team (SPMIT)

The SPMIT is chartered by the Program Manager for Project Management.  Its aim is to improve project management practices in Caltrans. The SPMIT is divided into several “project teams”, each of which addresses one aspect of project management.  Team member are appointed by Division Chiefs or Program Managers.

Each SPMIT project team develops processes and procedures that are reviewed, revised and approved by the full SPMIT.  Information on the SPMIT and its processes is at http://onramp.dot.ca.gov/hq/pmpweb/pmi/pmi_home.htm. 

Members of the Project Charter Process project team:

James Davis – North Region, Project Manager and lead author

Rob Richmond – Project Management Program, staff support

Jim Shepherd – Engineering Service Center

Paul Gennaro – Central Region, later Project Management Program

Brent Soulis – Project Management Program

Reviewers (the full SPMIT, as of January 2001):

District 1

Charlie Fielder

Friday Ululani

District 2

Kathleen Paris

District 3

Wayne Schnell

James Davis

North Region

Dave Kelley

Kim Schutz

Mike Bauer

District 4

Berna Sunman

Chun Tsung

Issa Bouri

District 5

Tim Gubbins

District 6

Jim Hammer 

Abdul El-Dahabi

Andre Schokrpur

Anthony Mcdowell

Kevin Reisz

Central Region

Carl Haack

Ihab Abouelfittouh

District 7

Dennis Snyder

Lan Saadatnejadi

Richard Chiang

Roger Yoh

Rose Casey

Sam Ekrami

Tad Teferi

District 8

Ayda Homsi

Chee Ong

George Morhig

Helena Sullivan

John Marcinek

Khalil Saba

Mark Lancaster

Nassim Elias

Phillip Reynolds

Randy Mayer

Robert So

Syed Raza

Teddy Okoye

Wil Ochoa

District 9

Bart Delacruz

Craig Holste

District 10

Andy Miller

Dale Jones

Mark Robinson

District 11

Allan Kosup

Ann M Fox

Greg Gastelum

Janet Schaffer

Ramon Ruelas

Tim Allison

District 12

Ahmed Abou-Abdou

Bob Bazargan

Leo Chen

Nasser Ghanbariami

Accounting Service Center

Susan Robertson

Construction Program

Elizabeth A Dooher

Jim Cotey

Larry Rouen

Osama Hassoun

Design Program

Jim Deluca

Marcia Arrant

Engineering Service Center

C Major Hill

Jim Shepherd

John Adam

Ofelia Alcantara

Matthew Hunter

Environmental Program

Henry Bass

Margaret Buss

Planning Program

Tom Neumann

Helen J Rainwater

Gary Stout

Pat Weston

Right of Way Program

Eric Blankenburg

Barry Cowan

Traffic Congestion Relief Program

Ross Chittenden

Traffic Operations Program

Adam K Fong

Project Management Program

Jack Boda

Rick Guevel

Mary Frederick

Paul Gennaro

Capital Project Skill Development

Amir Taba

Steve DiGrazia

James Monroe

Terry Murphy

Program Mgmt. Support

Matthew E Bailey

Project Cost Analysis & Statistics

Gregg Magaziner

Ira Ofsink

Lam Nguyen

Linus Motumah

Rob Richmond

Proj. Mgmt. Process Improvement

Arjun Joseiph

Barbara Monday

Brent Soulis

Donald F Abraham

Mohammad Maljai

Nigel Blampied

Omar Elkhayat

Proj. Mgmt. Systems Implementation

Bruce Roberts

Dick Norris

Jill Meyers

Mark Rayback

Paul Lukkarila

Steve Maan

Zoe Bayar

Project Workload & Data Management

David Youmans

Guy Paulsell

Rita Encinas

Esparto to I-505


Segment 2





Total limits of Rte 16 Widening





Brooks to Capay


Segment 1











� As defined in PMD 001 Project Management Definitions


� As defined in PMD 001 Project Management Definitions





� As defined in PMD 001 Project Management Definitions


� Ibid.
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