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What’s going 
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department?
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How to Prepare a Project Charter

Part I: Project Name
• Write the official name of the project, the start date, 

and end date. Remember, what makes a project a 
project is that it has a start and end date!

• Establish a realistic timeframe.
• After you complete Part IV Schedule, you might 

want to circle back to Part I and make sure your 
date range still matches.

Part II: Project Organization
• List anyone who will be involved in the project. Are 

there departments outside of yours to consider? 
School staff? External/vendors?

• If you look at the top of each box there is a short 
description of each role. In your toolkit, on the 3rd 
tab, there are more details about Project Roles and 
Responsibilities.
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Part III: Project Details
• Project Description: Write a description of 

the project in simple, easy-to-understand 
terms. This is where you want to put “the 
why.” Include a little bit of backstory for 
context and what the desired outcome is.

• Scope: List what in scope as well as what’s out 
of scope. Being specific about scope will help 
manage expectations.

• Deliverables: List the products or results you 
expect upon completion of the project.

How to Prepare a Project Charter
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Part III: Project Details
• Goals Alignment: State how your project 

aligns with your organization’s Board Goals 
and your IT Department Goals

• Objectives/Success Criteria: Think about how 
you will know if your project was a success. 
For the items you list here, there should be 
some way to measure or have evidence that 
your project was successful. Examples: 
Improved efficiency, improved process, 
increased satisfaction.

• Risks: Make a list of potential risks and 
include how you will mitigate the risk. 
Sometimes doing this helps you identify new 
project needs.

How to Prepare a Project Charter
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Part IV: Project Schedule & Milestones
• Think through the phases and major 

milestones for your project.
• You will not know EVERY task and activity – 

try to gather as much as you can to create a 
realistic schedule and phases.

• Remember to include time at the end to 
close out your project.

• Keep in mind that you will use Part IV to build 
out your project plan later.

How to Prepare a Project Charter
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How to Prepare a Project Charter

Part V: Tools
• Consider which tools are needed for this project. 

You can make these match the tools your 
organization uses. For example, if you are using 
Google Drive, make sure you identify the location 
and who needs access.

When you’re done…
• Meet with your Project Sponsor and review the 

Project Charter
• Obtain authorization to proceed
• Type their name and authorization date at the 

top of the Project Charter; remove ‘DRAFT’
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WHO • Who’s involved, who’s doing the work? Who is this for? Who’s impacted?

WHAT • What is the scope? What are we delivering? What are the risks?
What is the cost?

(WHERE) • Which database, environment, etc.? Which physical location, room, building, 
etc.?

WHEN • What is the project schedule? What are the milestones?

WHY • Why are we doing this project?

HOW • How does this align with our mission and goals? How will we know we are 
successful? How will we communicate (project team, stakeholders, etc.)?

Your well-written, detailed Project Charter
will address a variety of questions.
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Please 
find

this page!
Can you identify

the 10 key activities
of the

Execution Phase?



Key Activities of the Execution Phase
Monitor progress, keep track of the

calendar and milestones

1 Monitor the ___________________ frequently.
Team members should update their status and add new tasks.

2 Check in with ______________________ as needed.
Establish rapport with the team; make sure there are no roadblocks.

project plan

team members

18

budget
Go Live
new
project plan
risks
standup
status
status reports
team members
up / out



Key Activities of the Execution Phase
Plan and conduct meetings,

determine action items and assign next steps

3 Lead _____________ meetings.
Meeting duration and frequency will vary by project.

4 Lead ______________ meetings as needed.
These are typically short daily meetings (15 min).

status

standup
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budget
Go Live
new
project plan
risks
standup
status
status reports
team members
up / out



Key Activities of the Execution Phase
Manage the project

5 Identify _______ activities or adjustments to the plan.
Watch out for scope creep (new scope added after the project starts).

6 Monitor __________.
Quickly address any risks.

7 Monitor _____________, if required.
Track project costs.

new

risks

budget
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budget
Go Live
new
project plan
risks
standup
status
status reports
team members
up / out



Key Activities of the Execution Phase
Communicate the status of your project

8 Prepare and send ______________________.
Capture accomplishments, in progress, what’s next, and risks.

9 Communicate _____ and _______ when needed.
Stay in touch with your sponsor, steering committee, and stakeholders.

status reports

up out
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budget
Go Live
new
project plan
risks
standup
status
status reports
team members
up / out



Key Activities of the Execution Phase
Go Live (Become operational)

10
Prepare for ____________.
Sign off on testing (if needed), conduct training (if needed), send 
communications, conduct Go/No Go meeting, be ready for support.

Go Live
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budget
Go Live
new
project plan
risks
standup
status
status reports
team members
up / out
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Take a look 
at the list…
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For the last 7 months, 
ABC Unified has been 

working on a project to 
implement a new 
budgeting system.

Next month is Go Live. 
The team has been 

working hard, but is the 
system ready? 

Are their users ready? 
Are they?

Go Live = To become operational; the time at which 
something becomes available for use

?Q: What is usually 
your top area of 
focus before the 
launch of a new 
initiative?



Testing and Sign Off

Has user acceptance testing been completed?

Have all issues related to going live been resolved?

Has the appropriate party (Project Sponsor or other) given 
acceptance to proceed with moving the delivered system, 
service or product into production?

If applicable, has your Change Control Board been notified?

Do we have a backout plan, if needed?

Support Team

Have your support staff been trained and/or provided 
documentation?

Are they prepared to provide ongoing support?

If necessary, has the “service” been added to your service 
catalog?

If necessary, has the vendor been notified that their support 
processes need to be engaged?

Do you have a clear plan for “Day 1” support procedures, 
and has that been communicated to the team?

Training & 
Communication

Has training been provided to employees/users, and job 
aids/videos made available?

Has the go live date and other important information been 
communicated to all project stakeholders?

Go Live Checklist (Starting Point)

Go / No Go Meeting
Are we ready?
Is it a go?
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Lessons Learned

What worked 
well?

Where can we 
improve?

What are you 
proud of?
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Stakeholder Survey
We asked for feedback 
from employees after 
each deployment.

What support methods 
did they use?

How do they 
use the product?

Do they think it’s 
easy to use?

Do they understand 
why we did this project?

Are they satisfied 
with our support?



31

Final
Report
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Can you say ‘Yes’ to these?
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Project Management Toolkit
https://epmo.sdcoe.net

Videos
Files

https://epmo.sdcoe.net/
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