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0 Introduction
The section numbers and titles below correspond with the numbers and titles of the sections in the template. 
Many of the sections within the charter template contain content that is baselined during project initiation – inception for the remainder of the project. (e.g., Risks, Assumptions and Constraints, Stakeholders, Scope Statement, etc.)

1 General Information
This section provides a specific name to the project and pertinent information about the personnel involved: 
· Project ID (which may be tied to a Feasibility Study Report, a funding code (Captial / Grant, etc.), an IT Service Request or other project authorization documentation from the City of Yuma)

· City of Yuma Website Redesign Project

· The individual(s) responsible for the management of the project (TS Management)

· The agency or department for whom the project is being developed (Customer)

· Start and End Dates

· The criticality or priority rating as assigned by ITS and/or City Administration, which could be used to determine the frequency of status reporting (Weekly, Monthly, etc.)
· Sponsor(s)

· Project Coordinators Manager

· Author of the Project Charter
	Project #
	

	Project Name
	

	Agency / Department
	

	Customer(s)
	

	Start and End Dates
	

	Criticality Rating
	

	Sponsor(s)
	

	Project Coordinator 
	

	Author
	


2 Project Background and Purpose
As it stands currently, the city of Yuma website contains a plethora of information, but in a dated, difficult to use format. There's a shelf-life on any technology, including a website, and it's time the city of Yuma updates their web site design to make it more user-friendly.

The time is right, as there is currently a rebranding underway by the city, highlighted by the United for Yuma campaign, to present the city in a positive light to prospective businesses and residents who may relocate to Yuma. At the same time, the site must also serve the needs of existing residents and businesses in the community.
3 Objectives
In this case, the success of this project will be the launch of a modern website that is easy for visitors to use and simple for city of Yuma staff to maintain.

This project will implement a clean, professional, modern design and leverage the judicious use of modern technologies, including the implementation of social media platforms, to create the best user experience.

The project will stay within budget and deadline constraints, as set forth by this document, from the start of the design phase to the conclusion of training and launch of the actual site.
4 Solution

The city of Yuma needs to contract with a qualified design firm to bring the web site redesign project to fruition. The ideal company will have experience with taking complex information and organizing it in a user-friendly fashion, with clean, crisp design.

5 Scope
We have identified the overall goal of the project as Web Site design and development.

The first step will be to work to develop an outline that will reflect all the pages and features within the site and will be used to organize the new navigation structure of the Web site. 

Step two is to create a design "look and feel" for the home page and one inside content page. 

After a design review and feedback session, step 3 will translate the sketch into HTML, CSS, JQuery, Database code, etc. This is the true development phase of the project. 

Throughout this development phase, there will be continuous communication between the city and the website developer, as the details of each page or each section get worked out. 

Once the development phase is complete, including administrative features and database applications, step 4 is a testing phase by the developer, involving extensive bug testing on special features as well as compatibility testing on multiple browsers and operating systems.

The city then reviews and tests the site and provides feedback, after which the developer then finalizes any modifications based on that feedback. This is followed by training, and finally, taking the new website live.
The city of Yuma website redesign project will include the following elements:

· New design with clear navigation and page ordering

· Content Management System

· featuring a user-admin hierarchy, approval queue and department-specific permissions

· News

· Document Library/archive

· Strong photography to depict the city of Yuma

· Google Searchbar

· Weather module

· Calendar system

· Social Media Integration

· Email Announcement System

· LDAP Authentication

· Interactive PDFs

· Mobile Friendly
· Facebook Commenting System
· Training
6 Schedule

The project should be completed within a 10-week timeframe, from start to launch of the final project.

7 Budget

This section should include the target budget for the project (e.g., Grant, Department or General Funds). It may also describe the planned expenditures per process group, per deliverable, and/or per fiscal year. If known, it is helpful to include the amount of human resources allocated to the project: Full Time Equivalent (FTE). 

8 Complexity

This section is required for projects that are reportable to ITS Management, Agency, Department and/or customers (e.g., Use the ITS Project Status Report).

Understanding the project‘s complexity helps in assembling the right Sponsors, Project Coordinator, and the team, as well as getting the first glimpse of the risks inherent in the project. It also provides the measure for the level of project required by ITS Management.

9 Impact Assessment

Department administration and department heads will need to adapt to the new content management system and approval queue oversight.

Help desk procedures may also need to be updated to reflect the above admin systems.

10 Project Organization

This section should include an high level organizational chart that includes the Project and IT sponsors at the top and the rest of the known project team. This section should also describe how the project governance structure will work. 

Please include both the role and the name of the individual assigned to the role. If the name of the individual is not known, please include the role. All of the starred (“*”) roles should have been previously assigned to individuals during the project selection process. Those names are required. 

· Name, Title – Governance

Sponsor(s)

· Name, Title – IT Sponsor

· Name, Title – Project Sponsor

· Name, Title – Project Coordiantor

· Name, Title – Other Project Members

· Name, Title – IT System/Product Owner(s) (Expert 1, 2, & 3)

Business Owner(s)/Stakeholder(s):

· Name, Title – Business Product Owner(s)

· Name, Title – Administrative Manager(s)

· Name, Title – Other Stateholder(s) – Outside Agency(s)

11 Project Priorities

The Triple Constraint Flexibility Matrix depicts the sponsor constraints for the project. It is intended to articulate the relative flexibility of the Triple Constraint elements. There should be only one constraint for each flexibility level (one “X” per row, one “X” per column). Therefore, if any flexibility level changes, at least one other flexibility level must change. This information provides guidance to the Project Manager and team about the Project Sponsor’s preferences when determining trade-offs in project planning. 

Table 1. Triple Contraint Flexibility Matrix
	Flexibility
	Least
	Somewhat
	Most

	Resources
	
	
	

	Schedule
	
	
	

	Scope
	
	
	


To complete the matrix, it is best to consult with the project sponsor(s) without proposing a draft. When you meet with the sponsor, it is best to start by establishing that all of the constraints are very important. Remind the sponsor(s) that this matrix only specifies the relative flexibility. 

Then, compare the constraints two at a time. Some of the narrative for this dialogue between the Project Manager and the Sponsor may resemble the following:

Project Coordinator: 
“First, of all, I want to establish that each of these constraints is important. Secondly, I want to point out that you’ll have an opportunity to make all of the major decisions for this project. However, when it comes to making the thousands of little decisions that are required to manage the project, I need to understand your perspective on the relative flexibility of these constraints.”

“Generally speaking, if we were forced to make some small compromise on this project, which would you rather we compromise on?:
· Resources or Schedule (Sponsor answers)

· Resources or Scope (Sponsor answers)

· Schedule or Scope” (Sponsor answers)

Complete the matrix according to the answers given by the Sponsor. 

12 Assumptions and Constraints

Assuming that the website will be hosted on a server with an operating system and software packages compatible with the website developer's development apps 

13 Risks

The timeline hinges on both parties – city and developer – meeting established deadlines. A delay in receiving information will result in a delay in accomplishing the project within the time constraints.

14 Runaway Triggers

15 Shutdown Conditions

This section should describe the conditions under which a project should no longer be considered viable and further investment is no longer warranted. Examples include the following:

· Technology obsolescence (can occur in projects of long duration)

· Change in the organization‘s strategic direction

· Pending legislation passes (or is defeated if the project was initiated under the assumption that a particular piece of legislation would pass)

These conditions will be monitored as part of the Controlling processes. 

16 Stakeholders

This section should include the major stakeholders identified in the Stakeholder Register. The process for identifying these stakeholders is included in the Initiating process descriptions. 
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