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Project Charter Sample
Mythical Industries

IT Asset Management

Best Practices Development

Project Charter

Prepared by:

Example Document

Project Background

Mythical Industries recognizes there is value in managing its IT assets.  Although a centralized asset repository has been created in our ERP system, the database is not used by many IT support groups.  The individual work groups maintain their own spreadsheets and databases, which satisfy their individual business needs.  In addition, several of the individual work groups are investigating asset management tools, which serve their independent needs.  New requirements being generated by security & risk management initiatives are dictating the need for consolidating and improving IT asset management processes.
<<VENDOR>> is an industry leader in asset management practices and is being asked to assist Mythical Industries in developing more comprehensive asset management practices.  <<VENDOR>> has developed a framework of IT Asset Management (ITAM) best practices, based upon a model specification in several different process areas.  <<VENDOR>> will assess Mythical Industries’ current ITAM environment and practices and create a roadmap with Mythical Industries to achieve the desired future state.  <<VENDOR>> will work with the Mythical Industries core asset management team to organize the initiative and carry it through the activities defined in this charter.
A project charter meeting was held on January 2nd, 2008 to organize the project.  The following representatives participated in the meeting:

Mythical Industries

· Software IT Asset Manager

· Hardware IT Asset Manager

· Project Facilitator

· Manager, Supply Chain Management

· Program Manager, IT Asset Management

<<VENDOR>>

· Vice President, Best Practices

· Vice President, Program Development

Project Objectives

The Business Objectives to be achieved are as follows:

· Ascertain the current state of IT infrastructure asset management practices as contrasted to industry best practices;

· Specify the desired future state and define the steps necessary to implement the discipline of ITAM including new and reengineered policies, processes, technology, and people;

· Develop a business case necessary to understand the costs and benefits of such new implementations

· The IT Security & Risk Management initiatives are dictating a rapid improvement in the manner in which Mythical Industries manages its IT assets.  An internal audit has identified a critical dependency for ITSRM, which is the ability for Mythical Industries to identify hardware and software assets in the environment with a predictable accuracy and certainty.  

· Concern about gross inaccuracy of IT asset inventory information has been raised and must be addressed for Mythical Industries to be able to ensure that all purchased equipment is installed and tracked, in accordance with IT governance and compliance controls.

· Develop a comprehensive set of ITAM functional and data requirements for all internal customers such as Network Operations, User Administration, IT Service Desk and Desktop Technical Support.

Project Scope

Currently, hardware and software accountability and business practices are distributed within the organization.  A broad definition of assets that includes any intelligent devices or with an initial purchase price over $500 was used to provide a broad boundary for the investigative phase of this project.  Assets were not exempted from this review, regardless of original purchaser, operating system, function or current responsible department.  Refinement of the asset scope will be evaluated in this project and recommendations made for the asset scope for subsequent initiatives will be made.  

Geographic scope encompasses all Mythical Industries locations, although available information on some locations will be limited during the initial investigation due to time constraints and historical autonomy.  

Project Deliverables

This section defines the deliverables that are to be produced by this project.  These deliverables are defined in the Statement of Work and are repeated here for clarity.

1. <<VENDOR>> will provide Mythical Industries with a template for defining current and future asset management practices.  

2. <<VENDOR>> consultants will review a Mythical Industries developed description of the Current State to ensure that the description is complete based on information provided to it by Mythical Industries.  

3. Based on its analysis of the Mythical Industries’ Current State <<VENDOR>> consultants will develop and deliver a detailed recommendation for Mythical Industries’ desired Future State (the “<<VENDOR>> Recommendation”).  

4. The <<VENDOR>> Recommendation shall include a detailed description of the steps required to move Mythical Industries from its Current State to the Future State.

5. The <<VENDOR>> Recommendation shall include a business case scenario to justify the cost of implementing the new asset management processes necessary to achieve the Future State, which may include the need for implementing new or additional IT asset management tools.

6. <<VENDOR>> will assist Mythical Industries in developing business and technology requirements for identifying and implementing best practices for IT asset management, conducting trials or evaluations of discovery tools and asset management tools, proposing recommendations for discovery tools and asset management tools 
based on <<VENDOR>>’s analysis of Mythical Industries’ Current State; provided, however, the decision of which of the discovery tools and IT asset management tools to use shall be the sole decision of Mythical Industries, and developing a framework of criteria that Mythical Industries can use to manage its technology selection process.

Project Approach

Stage 1 – Project Initiation

Agenda with action items

	Activity

	Principal Responsibility
	Follow up action items

	Project approach and Best Practice Process Overview.  Will include anticipated steps for project and how the framework will be adapted to meet Mythical Industries need


	<<VENDOR>>


	Discussion of template (Deliverable 1) and best practice structure as foundation for recommendation document (Deliverable 4).  Develop acceptance criteria for deliverables



	Summarize Project Scope, including organizations, locations, asset types


	Mythical Industries
	Discussion of interview schedule

	Document Project and process history.  Identify relevant ITAM history (such as previous audits, issues, Sarbanes-Oxley Compliance project, etc)


	Mythical Industries
	Information to be used to seed follow on planning session

	Document Mythical Industries business objectives for the project
	Mythical Industries and <<VENDOR>>
	Will be incorporated into Project Charter to be developed by <<VENDOR>>



	Discuss risk factors, assumptions, constraints, and pre-requisites and their affect on project success


	Mythical Industries and <<VENDOR>>
	

	Discuss critical success factors (staffing commitment, executive commitment, work hours, environment)


	Mythical Industries and <<VENDOR>>
	

	Discuss and agree on project tools such as:

· Define progress reporting, project review, and escalation policies for the project.  

· Identify signature authority for interim deliverables

· Identify likely risks, their impacts, and mitigation strategies and control


	Mythical Industries and <<VENDOR>>
	

	Interview core ITAM staff


	<<VENDOR>>
	Foundational questions, many will be asked to other interviewees



	Discuss Interview schedule for the rest of the key players


	Mythical Industries and <<VENDOR>>
	


Stage Activities

1. Develop Project Charter and present to Mythical Industries core team for acceptance.

2. Review feedback and update Project Charter as necessary

3. Obtain client approval on Project Charter

4. Create project schedule ( Microsoft Project )

Stage 2 – Discovery and Assessment

Asset Management Due Diligence consists of a balanced review of the business practices associated with assets (the IBPM model) and the cultural, historical and technical characteristics that are unique to Mythical Industries.   Interviews will be conducted to obtain information from the primary sources wherever possible.  Each person interviewed will be given the opportunity to make suggestions and recommendations on the direction of the project and subsequent initiatives as well as provide information on their areas of expertise.  

Candidates for interview will be selected by the Mythical Industries ITAM team, who will be interviewed themselves as well as participating in the data gathering.  It is suggested that interviews cover resources from the following technical areas:


Technical Architecture


Process / Work Flow Documentation


Asset Inventory



Desktops



Servers



Printers



Other Devices



Midrange



Mainframe



Network



Software



Operating Systems



Other

Secondary Meetings and Interviews

	Activity for Meeting


	Principal Responsibility
	Follow up action items

	Interview key individuals identified by the core ITAM team.  
	<<VENDOR>>
	Questions will be based on the IBPL model and will reflect insight gained from core team



	Reconvene with core team as appropriate for feedback and questions


	<<VENDOR>>
	

	Any time not consumed by interviews will be used to consolidate notes, prepare for the next interviews


	<<VENDOR>>
	

	Brief wrap up meeting for status and next step review


	Mythical Industries and <<VENDOR>>
	Action items will include any questions that require further research or conflicting information was given.


Follow on Data Collection

	Fact Finding Activity 


	Principal Responsibility
	Follow up action items

	Locate and review appropriate documentation, particularly policies that provide enforceable language for asset management practices.  
	ITAM team and <<VENDOR>>
	Present findings to senior management to determine scope of acceptable solutions



	Collect documentation and information on the diversified asset life cycle processes as broadly as possible in order to estimate the effort for standardization per asset category.


	ITAM team and <<VENDOR>>
	Incorporate into business case and project plan

	Investigate current systems and ongoing initiatives regarding those systems in order to uncover opportunities for savings as well as solution options for ITAM recommendations


	ITAM team and <<VENDOR>>
	Incorporate into business case and project plan


<<VENDOR>> will review Mythical Industries documentation of the current state.  

Stage 3 - Solution Development

Develop recommendations for Future State. The <<VENDOR>> team will next lead the ITAM team through the steps of analysis, decomposition and brain storming to develop the list of recommendations and specific goals that will be used to summarize of findings.  Solution development will focus on the people, technology, policies and processes that are seen as essential for the ongoing success of ITAM to deliver the services that meet the needs of organizational and IT goals for Mythical Industries.

· Conduct facilitated planning sessions with key Mythical Industries participants for each Key Process Area (KPA) in scope, as well as from the business issue perspective in order to build robust solutions with alternative paths where appropriate.

· Document high-level roadmap based upon output of planning sessions.

· Present roadmaps

· Define solution architecture

· People

· Policies

· Process
· Technology, including existing tools and recommendations for new functionality 

· Develop prioritization

· Formalize project plans based-upon workshop outputs

· Present plans for preliminary approval / modification

Validate recommendations of scope, purpose, direction and nature of the solution with senior management prior to business case development.

Stage 4 - Business Case Development

· Develop Business Case Process

· Define business case boundaries / scope

· Detail primary business-drivers

· Identify Stakeholders and Approvers

· Interview Executive Sponsors to obtain hot-buttons and solidify support

· Develop detail criteria, value components

· Conduct financial analysis

· Developing supporting rationale and evidence for financials

· Present business case and findings

Stage 5 - Technology Sourcing and Selection Process

· Develop functional criteria and characteristics grid to provide a starting point for Mythical Industries vendor selection.  The functional items will be weighted based on Mythical Industries needs and requirements as known at the time and as recommended in the Findings.

· Participate in planning sessions where existing tools are presented as alternative solutions, along with discussion of integration strengths/weaknesses/costs.

· Assist with RFP as needed

· Assist with trials and evaluations as needed

Project Organization
A.  Project Organization for ITAM Planning Phase
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Critical Success Factors

1. The business case deliverable must be complete and compelling with sufficient support to justify the investments to implement the ITAM recommended roadmap.

2. Recommended solution must be prioritized to meet the requirements set forth by the information technology security and risk management team.

3. Recommendations must include a short term set of initiatives that will provide cost savings in order to fund the continuing effort.

4. The ITAM roadmap must be viewed not only as managed portfolio of initiatives, but also as a long-term strategy that continues to be evaluated through its benefits to Mythical Industries.

5. Executive management must be committed to support the initiative.  This support must include commitment to policy development and enforcement.

6. The efforts must include a communication plan that effectively informs and persuades all Mythical Industries of the rationale and benefits that are to be realized.

7. An education plan must be developed to ensure that the appropriate skills, knowledge and awareness of policy and ability to perform responsibilities.

8. IT assets must be centrally managed.  With the appropriate level of training and planning, centralized processes and procedures can be performed by a distributed organization and will result in a common set of information being managed.

Project Assumptions and Constraints

1. Scope and responsibility for IT Asset Management is currently not well defined in terms of the enterprise.  This scope must be documented and defined through Mythical Industries policy and actively supported by Mythical Industries executive management.

2. Recommendations must take advantage of existing systems and processes wherever possible and practical, e.g. existing ERP system, warehouse systems and HR system.

3. Financial impediments are significant in that budget constraints and cost savings are a driving influence for the project and yet may restrict the choices for implementation, or will at least impact the prioritization.

4. There are overlapping processes in place that will have to be consolidated and changed in order to obtain the savings required from life cycle management.  Some of the processes will be difficult to change, due to history, culture or scope of authority.  For instance, chargeback may cause issues for life cycle process compliance.

5. Significant efforts are underway within many organizations in Mythical Industries that may impact or be influenced by this project.  It is a possible risk that an expenditure or effort will hinder either this project or the other because of the speed with which progress is required.  For this reason, communication through frequent meetings and information sharing must be prioritized.    

6. Mythical Industries historically has placed an emphasis on tools and technology and the success of this project must incorporate policy, process and people changes as well as a systems approach.

Change Management Plan

This plan defines how changes will be managed throughout the life of the project.  The purpose of the Change Management Plan is to define a process that implements any necessary changes that occur during the life of the project, while managing and maintaining control over the change.

Uncontrolled changes during the life of the project can be extremely disruptive.  Lack of clear and effective process for evaluating and tracking change requests, analyzing potential impacts of a change, and implementing change can result in cost and schedule overruns and a failure to meet expectations.

Mythical Industries has a Project Management Office with documentation and processes for conducting projects that should be referenced for the ongoing initiatives.  At a minimum, an effective change management process ensures:

· Scope, schedule, and cost control.

· Visibility of scope and cost changes.

· Effective team communication.

· Clear roles and responsibilities with regard to managing changes.

· Effective interface to configuration management.

· Consistent quality of deliverables and meeting Customer expectations.

· Consistent decision-making regarding the implementation of change throughout the life of the project.

Change Management Process

1. The project team members will document the requirements for the change.

2. Assess the impact to rest of the project in terms of scope, schedule and cost.

3. Obtain estimates of cost from change if vendor or contractors are impacted.

4. Change requested is presented to the project sponsor and stakeholders.

5. If approved by the Project Sponsor, the Project Charter and schedule are then updated and communicated to all project contacts.

Risk Management Plan

The risk management plan provides a mechanism for the project team to identify risks, analyze their impact and plan on how to minimize their effect.

	Risk Identified
	Analysis
	Mitigation

	1. Getting the project done quickly enough
	The time is right to get the attention of the Information Technology Security and Risk Management team members.  If the project does not result in an implementation of the key recommendations in the required timeframe, security objectives will be impaired.


	Coordination with security and risk management team at the business case development level is required.  A single document should be proposed.  

Meetings to analyze existing systems and processes must  include security team.

	2. Cultural Resistance  
	Examples have been cited where employees consciously avoid or go around known processes.  For example, some employees avoid asset identification by classifying equipment as “test or evaluation” hardware.  This done as a convenience, to avoid charge-backs or sometimes even as an act of defiance.

	Including process participants and owners wherever possible will at the least provide information on the issues, if not eliminate them.  Frequent communications and sanity checks will play an important role.  The Transformation project is already building a change in the culture that this project should work with and benefit from.

	3. Tool Focus versus Business Focus 
	Asset management is a discipline, not a technology.  This is a very common misperception.  Although the technology is essential to support the discipline, maintaining a tool focus will have the result of bypassing necessary process and policy development work to be successful.
	This will be a major culture change to Mythical Industries because asset management means a database to most people.  In order to change this view, the project plan will feature policy consolidation and promotion as a key initial step. 

The ITAM team will be trained in functional characteristics necessary for IT asset management so that tool review will have a business perspective.




Communication Plan

The project team defined the following approaches to communication of project information, status and success:
	Plan Element
	Description
	Frequency
	Responsibility

	Project Status
	Project Status report
	2 weeks
	Project Manager

	Project Stakeholders
	Stakeholder communications through conference call
	2 weeks
	Project Manager

	Project Control Book
	A project control book will be created and distributed to team members.  Key documents will be kept in them as well as the shared web portal server.
	As needed
	Project Team members

	Elevator Pitch
	Grass roots technique for everyone to use to explain what they are doing why they are doing it and what benefits will result.
	All the time
	Everyone

	Corporate Intranet
	Post a brief awareness message about ITAM on the Intranet scrolling message marquee.
	When anyone launches their browser
	ITAM Communication Coordinator

	Monthly Newsletter
	An article will be developed describing the ITAM initiative and its expected results
	 May 2005
	Technical Writer

	Shared Document Server
	A shared web portal server has been established to contain all project documents and communications:

 http://intranet/itamportal


	May 2005
	Technical Specialist




Elevator Pitch

The project team developed the following elevator pitch:

The goal of the IT Asset Management Initiative (ITAM) is to build a strong program that supports the entire life cycle of Mythical Industries’s Information Technology assets.  
We are focusing on the policies, processes and technology that the organization needs to create a single ITAM repository, processes and discovery tools.  This will help us to make better strategic decisions throughout the organization.  
Our ITAM team has a critical role to play in reducing security risks, planning technology upgrades and recovering from disasters. 
We will gain a lot from managing and tracking IT assets such as staying in compliance with licenses and negotiating better deals with vendors. 
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