
Project Charters

Tip: If more were done to clarify what was desired up front, there would be fewer false starts by the end.

Overview:  Before embarking on a project, it’s best to wrap some clarity around its definition and what it will entail for all to see.  A project charter is a good way to begin managing agreements between leadership, the project lead and the team.

Goals:

1. Provide common clarity around the scope and desired outcome of a project

2. Manage agreements between leadership and the project team.

3. Offer an initial think-through of how the project might be completed.

Participants:  The project lead and manager.

Procedure:

1. Purpose - In a sentence or two describe the purpose of the project.  The brief explanations should describe specifically what you are trying to achieve.  It should answer “What are we trying to achieve?”

2. Objectives – list some of the measurable outcomes of the project.  It should answer the question, “How will we achieved our purpose?”  What are the signs of success?

3. Deliverables – What are the tangible milestones anticipated along with way? What re the dot-to-dot progress points that can be expected?  Dates add commitment and urgency to the project completion.

4. Team and team resources – The parties and resources needed to analyze, create and carry out the project purpose.

5. Success Factors – The essential elements needed from outside the team to make the project success.  In essence, the team’s solutions will only need these elements o complete its success.

Special Note:  

A manager at our hospital began using the form to formulate her team projects throughout the year.  She was working at home and her curious nephew kept Inquiring about what she was doing.  She took the time to explain the project charter In eight-year old terms.  The nephew used the template as an agreement for cleaning up his room (there was an anticipated payback for this project completion).   Of course his Dad was designated the Inspector of the 'clean' room because he was the softer than mom on what qualified as clean.  Sharp boy.

Sample Charter

Expanding XXX Training

	Purpose 

What are we trying to achieve?  AND Why do we need to achieve It?
	Discover all possible helpful features available in XXX, and develop a training program that addresses the ‘required’ elements for understanding (all users) and those that are customized (select users).



	Objectives

How will we know It was achieved?
	The new XXX process must:

1.
Get XXXs necessary features in use in 100% of clinic users of the system

2.
Establish an assessment as to ‘required’ and ‘optional’ understanding based on impact to the customer experience

3.
Speed and improve XXX screen completion by 10%

4.
100% new hires inserviced with appropriate training.



	Deliverables

How will we achieve It?


	The team is expected to deliver the following:

1.
By __/__, Get with Jennifer to understand all that is available in XXX to guide screen accuracy and completion

ï   Get a total punch list and categorize all-user (required) knowledge vs. select user (optional) knowledge

ï
Obtain understanding what Consultants already propose and add to/modify as appropriate

ï
Test ‘required’ vs ‘optional on a few Managers/schedulers




ï
Set up rollout plan

2.
By __/__, set up training schedule to make this evergreen (refresher for existing staff/efficient means of getting training to new hires

3.
By __/__, the a field-test of the new process in operation and measure % penetration.



	Team and Resources


	ï
Core Project Team members include ...

ï
Action Item coordinator will be Liz.

ï
Martha will assist
ï
Jennifer will provide XXX knowledge



	Success Factors 

What leadership and resources are needed to make this a success? 


	0.
Ms. Big’s declaration that we will all use the ‘required’ XXX features for efficient/accurate screen entry/communication.

1.
Managers’ feedback on what should be universally required and follow-through on the training’s deployment.  Managers’ support to integrate the training.

2.
Jennifer having the time/resources to roll out the training.

3.
A means of communicating new and ‘Did you know?’ features to the XXX users

4.
A means of getting collective feedback from users on problems or best practices so it can be broadcast to those who might benefit

5.
A process owner to take ongoing vital signs of the system use and deployment and take measures to keep the XXX knowledge evergreen.




Project Title

Subheading

	Purpose 

What are we trying to achieve?
	

	Objectives

What are we trying to achieve? And How will we know we got there?
	The new XXX process must:

1.


2.


3.


4.




	Deliverables

What do we do to get there?


	The team is expected to deliver the following:

1.
By __/__, 

ï   

ï


ï




ï


2.
By __/__, 

3.
By __/__, 



	Team and Resources


	ï
Core Project Team members 

ï
Action Item coordinator will be 

ï
Tem members: 
ï




	Success Factors 

What leadership and resources are needed to make this a success? 


	1.


2.


3.


4.


5.




Projmgmts/amplecharter

Top10 Questions When Creating an AIM Statement

Tip:  If you AIM the wrong, you’ll shoot the wrong thing!

Overview:  When a team is pulling together, one of their first efforts is crafting the appropriate AIM statement.  

Goal:

1. Guides the team effort

2. Provides team focus

3. Launches efforts to solves what needs to be solved.  

Participants: Can be leadership or the team themselves. 

Procedure:  Use the ‘grooming’ questions below in crafting an AIM statement.

1. Does it comprehensibly describe the project purpose or answer, What are we trying to achieve?  
2. Has the significance of the AIM statement been validated?  Do those affected agree this is ‘the’ topic that needs to be improved?  You don’t want to be solving the wrong problem do you?

3. Is the AIM statement specific and explicit enough so that both team members and the staff impacted interpret it the same way?  A good way is to ask them to paraphrase its meaning back and check for variance.

4. Is the magnitude of the AIM statement appropriate for this team and the time allotted to derive an effective solution?  Too big or broad a scope make it hard to collectively focus and solve.  Too small, and its impact, after being solved will seem negligible.

5. Can the AIM statement be measured for its attainment?  Without a reliable measure, its attainment is a guess.  If its measurement is in personal perception, can the wording of the survey be such that everyone reading it understands it the same way?

6. Does the AIM statement have an implied solution imbedded in it?  An AIM statement is more of a problem statement.  A solution in the AIM statement restricts the field of choice on how to solve it.

7. Does the AIM statement have a single focus?  Not that there can’t be two areas of focus, but it may lead to splintering solutions, where you do well on one part and not well on another.

8. Is the AIM statement in line with the departmental and organizational goals?  The stronger the correlation the greater impact it will have.

9. Is the AIM statement adjustable?  This may sound strange, but midway through, the original AIM statement may not be sufficient nor properly directed to solve the ‘real’ problem.

10. Has the AIM statement been validated with its sponsor?  The manager or director who has authorized this team initiative has an obligation to provide guidance that will make the team successful.  Their understanding, input and approval are essential.

The Top 10 Features of Great Solutions



We are full of solutions.  Just not great ones.  Great Solutions take the time to characterize and understand its problem, incorporate the collective creative knowledge of those impacted, then conceptualize those changes needed that will get us from where we are to where we need to be.

 Duke

1. Great Solutions take a significant bite out of the problem; eliminating or minimizing key the causes.

They home in on making a difference to the vital few instead fixing 10% of all the available causes.  Use data or surveys to gain insight on which of the dozen causes are the significant contributors.

2. Great Solutions are validated by the ones who will be affected by their implementation.
Both positive and negative feedback about the solution are great material to retool the solution for further success.  Gain leadership and staff conformation and direction along the way.  “What do you think?” honors the opinion of another.

3. Great Solutions aren’t the first ones you run across.
They stay under creative development until all essential aspects of success are explored.  Try coming up with four possible ways to solve then select the best or take best features from each.

4. Great Solutions are tested in pilot form where possible.

Lessons learned on the little save a lot of headache tackling the BIG. Look to prototype it in a part of the organization.  If this can’t be done, pull a focus group of those who will be affected, share the solution then gain their collective voice in what will or won’t work about it.  

5. Great Solutions look up and downstream for collateral affect.  
Both positive and negative affects are anticipated.  Those outside the department who are in the wake of the change are considered, contacted, and included in the solution development.  A Great Solution in one department can cause a problem bottleneck in the next.  

6. Great Solutions see acceptance as part of the solution.

They surface landmines of resistance along the way and integrate them as part of the total solution.  Perceived benefits from the solution must be evident.  

7. Great Solutions adapt.
Remember that today’s problems were yesterday’s solutions.  The only way to break this cycle is to include re-evaluation as part of keeping the solution in step with reality.  Darwin said, it’s not the smartest are strongest that survive, but those most able to adapt.

8. Great Solutions’ long-term benefits are worth the short-term pain to get there.  

The critical mass needs to be convinced of this if you want their whole heart into its success.
9. Great Solutions consider what is forgotten.
They look not only at what’s right about this solution, but what can go awry.  Contingency thinking about what can go wrong is part of thinking about what will go right.

10. Great Solutions come from ordinary people who do extraordinary thinking.

People who have the heart and mind to stay focused until a difference is made.  People seldom fail; they only quit.

Implementation Mentality

Duke Rohe and Jennifer Kaufman  drohe@pdq.net 

Overview:  The right plan creates the right mentality to see it to the end.  Here are some thoughts around implementation that secure success.  Much of it was generated listening in on a cubical neighbor planning her wedding.  If my project implementation were as thorough as her wedding plans, they would sure transition smoother.

Objectives:

1. Illustrate the thinking needed behind implementation.

2. Give a starting point for creating an implementation.

3. Make a project implementation as successful as a wedding.

Materials: A piece of flipchart paper, post-it note pads and pens

Procedure:

Consider the Ideal

1. Prior to implementation planning, have all team members review the ‘Implementation Mentality’ pieces and mark/regard which and how each apply to this project

2. At the meeting give each team member a half-pad of post-it notes and a pen.

3. Have them envision the perfect implementation outcome.  Then write down all the attributes (one per post-it) they would see in a perfect implementation.

4. Post them up on a flipchart headed up as “Perfection”

Define the Steps into an Action Plan

5. Have the team brainstorm (via post-its) the major people, process, equipment, technology changes that need to be put in place (see Implementation Checklist for ideas).  For each major step identify substeps that add clarity in an action plan.  

6. For each step on the action plan, consider the who/what/where/why when that would make it clear.  Place it on the ‘Implementation Plan’ worksheet if seeing the steps over time is helpful.

Ascribe the Implementation Mentality

7. Next, have the team go through the ‘Implementation Mentality’ list and agree on which of the aspects apply to the steps.

8. Alter/adjust add steps to incorporate the ‘Implementation Mentality’ to the action plan.  

9. After all the aspects are exhausted, hold it up to the ‘Perfection’ aspects and see what else needs to be included to come close to insure the chance of success.

10. During the implementation, the team should revisit the ‘Implementation Mentality’ to assure their mentality and the steps are stronger than the resistance that would stop it.

Implementation Mentality

Duke Rohe and Jennifer Kaufman 

1. It plans the way from the old way to the new.

1. It plans the worst while expecting the best.

2. It seeks to surface surprises.

3. It puts resistance on the table, then tries to disarm it.

4. It distinguishes between significant and valid.  If it is not significant, it matters not if it is valid.

5. It projects what might go wrong.

6. It protects the implementation’s purposes.

7. It communicates until the ranks are overdosed with what to expect, how to do, what to avoid.  

8. It validates understanding. 

9. It controls essential steps and shows boundaries of steps.

10. It instills a base of trust along the way.

11. It is porous to input on what is going wrong.

12. It is flexible in adapting to what is needed to bring what is planned in line with reality.

13. It hold a vigil during the transition period.  Scanning all frequencies for feedback possibilities.

14. It prepares its staff before putting them on the firing line.  Training is ramped up 

15. It instructionalizes its workplace to speak the right way to do things.

16. It allows for Lead times.

17. It plans for contingencies.

18. It knows the mission critical aspects and protects them with necessary support.

19. It updates its forces on the most recent events.

20. It leaves little for chance.

21. It calls on management to launch, cheerlead, reinforce.

22. It treats the unexpected as part of the expedition.

23. It looks at roadblocks as license to be creative.

24. It employees see-one, do-one, teach-one as part of training.

25. It considers the procurement procedures and times for people, process, technical, equipment needed for success.

26. It looks upstream and downstream to see those potentially impacted and integrates with them accordingly.

27. It makes midcourse corrections to match reality.

28. It provides just-in-time answers to questions.

29. It keeps management apprised of how it can help or what to prepare for.

30. It phases in change at an acceptable rate.

31. It includes celebrations over the smallest success.

32. It considers and personalizes the change to the staff.

33. It includes a way to sustain its gain.
Transition Plan Considerations

Duke Rohe  drohe@pdq.net 

Transition is that space between as-is and to-be.  Between the old way and the new way.  Many a project implementation has gone awry because of failing to plan how to make the transition of the implementation responsive to the needs the systems and people affected.  All plans are good until they hit the reality of those who are affected by them.  Transition planning is the change management aspect of the planning process.  It is putting on a ‘change’ cap to consider worker and the process adjustments as the projects matures from the present to the ideal state.
Objective:  

1. Open up coping consideration for systems of behavior and process during change.

2. Minimize friction from the unexpected.

3. Prepare the implementation team to overcome the forces resisting the change.

Materials: stickie notes, Transition Plan Considerations handout

Preliminary Note:  The biggest resistant to change is lack of ownership by those who have to carry it out.  The more they have their say in the vision, the problem, the solution and the planning, the more they are part of the momentum for change.  Springing a solution on an unexpected workforce is begging disaster.  The degree with which all have their fingerprints of the knife of the change, the more ownership and resolve they will have through the transition period. 

Procedure:  

1. Invite representatives (key) from each function affected by the change.  These would be representatives not only of content and process knowledge, but middle-of-the-road in terms of acceptance to change.

2. Send out ahead of time: the project vision, scope, solution, implementation plan and the Transition Consideration handout.  Require all to be acquainted with them.

3. Start the ‘Transition’ meeting with a statement of focus.  The meeting is primarily to concentrate on elements of ‘change’ that need to be addressed by the system and culture as the implementation rolls out.

4. Special instructions to invitees: ask them to be thinking about how the changes will affect both the early adopters and the late bloomers of the change.  And what would influence each to stay with the implementation until it is fully tested and acclimitated.

5. Review the solution and implementation as planned with all, then apply the Transition Plan Considerations handout to identify elements that need to be addressed.

6. Announce a time limit (one hour) to derive all the transition considerations; so be concise.  As each consideration is announced, assess where the implementation plan, people and processes are as far as navigating the transition period.  

7. Go through the considerations; check for whether this is adequately addressed.  If not, call it out, collectively derive a fix. On stickie note, write the consideration # and its fix.

8. Unknowingly the invitees are now advocates of the implementation.

Transition Plan Considerations
The change plan within the implementation plan.

Before implementation

· The workforce is aware of a clear vision and, the problems with the old way and rationale for change enduring change.

· Stakeholders (those that have ‘skin’ in the change) outside the department (upstream and downstream) are aware of the need for change and what needs to change in their area to achieve the ideal state.

· Management is prepared for a dip in production and staff ‘unrest’ during the transition period. 

· Agree up front how decisions will be made.  What’s in the implementation team’s role, what’s in leadership’s role, etc.

People Considerations

· The bulk of the staff validate the need for change and the vision of the new way to achieve it.  Note:  a chemical company used a crude stick figure drawing to contrast how broken and frustrating the existing way was and how the new system would bring them to a new and improved state. 

· Key positions/infuencers (those requiring the most attention) are identified along with how they might react to the change.  How would they perceive the gain/loss, how will they feel about the change, what might be their reaction to the change, what does the new way need from them and what would help them move through the change.  A plan (even for each) is designed to help them consider the benefit of the change.  Use those of the implementation team to conduct one-on-ones to carry out the dialogue.

· There are ‘open’ airways of communication for staff to talk through the concern or ambiguity of the change (possibly have point persons from the implementation team)

· Distinguish between those who embrace change, those who resist change and those who are waiting to see which side wins.  Concentrate influencing energies on the early adopters and those with the wait-and-see outlook.  The change-resistant clan, although most vocal, will grudgingly follow the other two-thirds moving toward the new vision.

· Determine frequency/mode/message to come out throughout the transition.  Even the fact there is no new is new news to those in transition.  Celebrate early wins, new learnings, etc.

Organizational Considerations

· Using a convincing business case, gain funding approval necessary endure the change, loss in production during learning curve, training costs etc.

· Performance management systems are altered to incentivize the new roles, behaviors, process, and vision.

· Interdependent departments and processes (needed in the change) are included in the process, people changes.  If their department is to incur cost, added burden or significant change, they are convinced of the benefit to the total organization.  Engage a similar ‘transition plan’ for their area if needed.

· Instructionalize (visual control) the workplace with the new way.  Provide ample training, if possible, allow staff to ramp up to the new way a bit at a time.

· As the system is being implemented, devise a means for staff to feedback difficulties and changes to the system and for the implementation team to appropriately adjust the system.

· Develop an agreement to gain the support and behaviors needed of upper and middle management to add stability during ambiguity.  The implementation team should be gauging the culture and scripting the message along the way.

· Address critical barriers and resistance quickly with short or long term resolution.

Ten Signs of a Good Measure     Duke Rohe, drohe@pdq.net
1. It measures what is important, not just what’s available.
· Measuring what has little meaning can be a great waste.

2. Adapts with the environment to measure reality.

· As the environment changes, it evolves to measure the process or problem intent accordingly.

3. It is representative of the population.
· It considers proportions and differences in location, shifts, weekends/weekday compositions to display the right information.  

4. It drives decisions.  

· It also disappears when it outlives its value.

5. It is valuable feedback at a useful frequency.
· Quarterly feedback can’t correct daily behavior.  

Learning cycle = cycle time to detect + cycle time to correct

6. It costs less to obtain than the benefit it maintains.

· Measurement for measurement sake is a waste.

7. Has good statistical inference.

· It considers variation instead of solely relying on averages.

8. It is strongly correlated with the effect it’s measuring.

· It is sensitive to important changes in the output it is measuring

9. It is given to all who can gain from it and excluded from those who can’t.

· Spam measures are in the way of real work.
10. It is the vital sign of a process or problem intent.

Measures the quality or integrity of the service or output.

	Use this to craft your Project Entry.  

Write up should be sufficient for someone with little knowledge of the area to understand. Provide attachments and context where it helps the reader understand the background story.  Use this attachment to craft the write-up in Word, then copy/paste it into the project database.  Note: saving the documents is highly recommended, as some entries have been lost during entry time.  Delete the RED and enter your data 
Project Title: Essence of your project in a few words (for easy look up)
Department: 
Survey Number: Survey # if applicable
Team Contact Name : 
Contact Phone Number: 5 digit contact #
Contact E-mail address: 


	Questions/Answers
1. What is the project purpose, Aim statement?
Answers the question, “What are we trying to achieve?”  This describes the problem, process to improve and project Aim statement.  
2. What are the main causes of the problem?
Answers the question, “How did you know about the opportunity for improvement?”  This can be listed and/or upload the cause and effect diagram.  Describe how this was idenrtified. (team-generated, survey, data from process, etc.)
3. What was the baseline level of performance? This could include survey results, measurement of perceived causes, and/or a measure of current performance around project Aim or purpose.
4. What was the solution?
Describe the solution enough with supporting detail to allow others to understand what was changed.  Upload any supporting document, flow, etc. that add understanding to the solution.
5. What was (is) the implementation plan?  Detail the steps (with dates) that led to a successful implementation. Example:
Present to staff by Dec 17

Staff input received by Dec 29th
Finalize it by Jan 6th
Post it by Jan 27th 
6. What was the measured improvement of the solution?

Attach the measurement, graph, table, text that indicates that an improvement was made.  

7. How will the improvement be maintained and monitored over time?

Give an explanation for the improvement will be monitored and maintained.
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The Top 10 Presentation Considerations



These tips is for those presentations displaying the fine work of a team project.  Remember the goal is not to tell them what you know, but to get them to go where you want them to go.

 Duke Rohe  drohe@pdq.net
1. Frame your presentation so your audience can be in the same picture.

Let them get to know you.  Who are you, what do you do, why your topic is important.  Start with what you want to share with them.  What was happening to get you to embark on this project.  What is the purpose or aim of the project as a result

2. Share the hiccups, difficulties, challenges along with the glory.
Most projects aren’t all glitter.  And the things you ran into and how you dealt with them add both realism and lessons learned to their understanding.

3. Tell them your story.
People like laid-back story telling.  How you navigated.  How you formed, stormed, normed and got worn.  Speak of it as an expedition with struggles, surprises, thrills and a summit.  The more informal yet professional, the better.  Speaking from your own person allows humor and fun to flow naturally.

4. Script it out.

Great stories that give you all the content in the designated time happen by design.  Consider your 20-minute presentation time as prime real estate…how do you best want to use it?  What are the salient points and who will cover each.  Write it out, bullet it out, whatever works best for you to relay what the audience needs to hear.  

5. Remember: there is a see-world and a be-seen world.  
Arrogance and nervousness are in the be-seen world.  Understanding and sharing are in the see-world.  Try to read the audience for understanding and you won’t think about you.

6. Consider variety.

Presentations ought to be enjoyed; not endured.  Change the pace, break up the segments, alternate speakers, invite questions along the way to clarify and recalibrate.  Mix it up every 4 minutes.  This was our problem, this is how we knew it, this is what we proposed, this is how it was implemented, these are the results, and this is how we will maintain the gain.  

7. Give the pertinent facts.
If there is detail and qualifications that will reinforce the integrity of the study and analysis, provide graphs, alternatives considered.  How you go there is as important as what it looked like when you got there.

8. Always give advice of what you would do different next time.  

These might be the lessons they wont have to learn the hard way

9. The best you can do is the best you can do.
After you’ve prepared, your best is all they are looking for.  Nothing else is expected.  As Les Brown put it: You share what you know, but you impart who you are.

10. Have a great beginning and a great ending.

You may want to write it out.  Thank them warmly.  Drive home a final point.  Leave them with three points.  And they’ll appreciate you shared.

PDCA Coaching  Duke Rohe drohe@pdq.net
PLAN

Look at the Aim Statement.  Use SMART technique to evaluate it (single-focused, measurable, achievable, realistic, timely).  Narrow enough to make a specific difference yet broad enough to allow multiple solutions to be created.  Is it clear, does it describe ‘What are we trying to accomplish’?  If not have them elaborate.

Look at the Cause and Effect Output.  It need not be in a diagram.  Does it make sense?  Does it line up with the Aim Statement?  Which cause(s) did they select? How do they know they were the significant (did they measure or validate it with staff?  If there is only one cause, their brainstorm was hardly a drizzle.  Get more. If there were many, did they indicate which ones were the most significant?  Again, how did they determine they are significant?

Look at the Measure for Success.  Does it measure the cause being corrected?  If it is a survey, does it align with the Question about Survey Question tool?  Is the measurement representative: coverage among the population, between shifts?  Did you wait sufficient time for learning curve, acclimation, and steady state to occur prior to taking a measure?  

DO

Look at Solutions.  Do the solutions address the key cause(s).  Can it be tested by prototyping?  A controlled pilot can give a lot of information.  Did you get input from staff as to what will work or not work about the solution?  Could the solution be modified to increase value or success?  Have up and downstream effects of the solution been evaluated?  Can a conservative guesstimate be derived of the benefit and burden?  

CHECK

Look at the Success.  Poster time!  Can a true picture of the project benefit be summarized?  Are the measurements that can be taken of the specific change put in place? (It may not affect the original survey results, but can a more focused question show its benefit).  Even if you don’t have good baseline measures, you can run a post survey: Is it better with the change, Is it more available or more helpful than before the improvement?  Make your measure sensitive to the change put in place.  Integrity is important here.  Even if you learned that your change didn’t change anything, you learned what not to do next time.  Got pics of people or workplace before and after...storyboard them.  

ACT

Look at Sustainability:  Every implementation degrades over time there is not improvement and monitoring over time.  How will you insure the change keeps its intended benefit?  How will you detect it?  What are methods to correct it?  How will you make it
�









