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PROJECT CHARTER PURPOSE
The project charter defines the scope, objectives, and overall approach for the work to be completed. It is a critical element for initiating, planning, executing, controlling, and assessing the project. It should be the single point of reference on the project for project goals and objectives, scope, organization, estimates, work plan, and budget. In addition, it serves as a contract between the Project Team and the Project Sponsors, stating what will be delivered according to the budget, time constraints, risks, resources, and standards agreed upon for the project.
[image: ]
[bookmark: _Toc67755724][bookmark: _Toc431285846]PROJECT EXECUTIVE SUMMARY
[Replace this text with a high-level description of the goals, objectives, and approach for the project.] Summary derived after completing rest of charter
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[bookmark: _Toc67755726][bookmark: _Toc431285847]PROJECT OVERVIEW
Current PAS is nearing end of life – increasingly difficult and costly to update and/or modify.  Architecture limits integrations with other systems and does not support newer digital technology.  Significant risks to ongoing business operations and staying current with consumer service and product expectations.  Legacy technology has been identified as leading contributor to declining revenue and membership as LifeCo Inc has not been able to stay current with marketplace.  In addition to cost-effective changes to products and services offered, improved customer experience and operational efficiencies should be achieved.  See also PM03, Project Deliverables
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[bookmark: _Toc67755727][bookmark: _Toc431285848]PROJECT SCOPE
[bookmark: _Toc67755728][bookmark: _Toc431285849]Goals and Objectives
	Goals
	Objectives

	Full completion within 2 years
	· Legacy system decommissioned, within 6 months post conv.
· Minimal service disruption at go-live: 98% time and accuracy standards met within 2 weeks of go-live.
· Within budget

	Process integrity on actively sold products
	· Eliminate all manual interventions/workarounds on actively sold products to produce statements and values

	Online customer services tools
	· Addition of secure, online tools to provide policy information and values, and provide self-service functionality
· Promote online services so that 1 year post go-live, 30% of CS inquiries handled online
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	Organization
	Impact to and Participation of Organization
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	Patient/Customer
	Impact to and Participation of Patients/Customers

	
	

	
	

	
	


[bookmark: _Toc431285852]Project Deliverables
	ID
	Deliverable
	Responsible

	PM01
	Project Charter
	Jane, Program Mgr.

	PM02
	Project Plan
	Jane, Program Mgr.

	PM03
	Project Business Case
	Joe, Operations VP

	PM04
	Project Budget
	Jane, Program Mgr.

	PM05
	Project Resource Request
	Jane, Program Mgr.

	PM06
	Communication Plan
	Judy, Marketing

	PM07
	Risk Assessment
	Jim, CRO

	PM08
	Implementation Plan
	Jane, Program Mgr.

	PM09
	Project Assessment
	Jim, CRO

	TST01
	Testing Plan
	Jolene, BA

	TRN01
	Training Plan
	Jerry, Trainer

	<project specific>
	
	

	
	
	

	
	
	


[bookmark: _Toc431285853][bookmark: _Toc67755733]Exceptions to Brand Standards
[Relative to the scope and deliverables of the project, identify all exceptions to existing brand standards established for processes and technology platforms]
· Technology
· Process
· 
[bookmark: _Toc431285854]Deliverables Out of Scope
· Collateral system modifications due to new data structures, except for upfront UW/Application system
· Modifications/Tasks to address future products other than IUL
· Back-end reporting and data warehouse
[bookmark: _Toc67755735][bookmark: _Toc431285855]High Level Project Timeline
	Project Milestone
	Delivery Date
	Deliverable(s) Included

	Project Kickoff
	04/15/25
	Project Team, Project Schedule, Project Scope, Internal Communication Plan

	Phase 1- New Business set-up
	10/15/25
	All active new business policies set-up and tested, staff training completed, claims and policy services functional testing, integration testing


	Phase 1 – Go/No Go
	10/15/25
	Stakeholder decision to go-live

	Phase 1 – Go live
	12/1/25
	Go-live new business

	2 systems year-end reporting
	1/31/26
	Reports from both PAS systems for annual statement and regulatory filings

	Phase 2 – In force conversion
	9/15/26
	All active policies set-up and tested, staff training completed, claims and policy services functional testing, integration testing


	Phase 2 – Go/No Go
	9/15/25
	Stakeholder decision to go-live

	Phase 2 – Go live
	11/1/25
	Go-live new business

	Decommissioned legacy systems
	4/1/26
	Systems and data archived, no further support


[bookmark: _Toc431285856]Estimated Project Costs – 4 years
	Category
	Description
	Cost

	Software
	Applications purchased – testing, data mapping, cybersecurity
	$ 110,000

	Hardware
	New hardware necessary for new PAS
	$ 55,000

	Services
	Internal staff and contracted professional services for project
	$ 1,750,000

	
	Total Capital Investment
	$1,915,000.00

	Software Maintenance
	
	$ 

	Hardware Maintenance
	Infrastructure upgrades $20,000 per year
	$ 80,000

	Subscription/Service Fees
	$125,000 x 4 years plus per $1.20 per month per subscriber over 50,000; BI tools @ $5,000 per year licenses
	$ 592,000

	Training
	Contracted services and materials
	$ 100,000

	Travel
	To vendor HQ, remote staff in person periodically, OT dinners
	$ 75,000

	
	Total Operational Expense
	$847,000.00

	
	Total Estimated Cost
	$2,762,000.00
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[bookmark: _Toc67755737][bookmark: _Toc431285857]PROJECT CONDITIONS
[bookmark: _Toc67755738][bookmark: _Toc431285858]Project Assumptions
· Dedicated staff during term of project will be identified and will remain consistent throughout the project life
· Implement out-of-the box functionality, unless modification approved by Executive Team/Steering Committee
· Governance with routine project updates and project variances reviewed by Executive Team/Steering Committee
· No large enterprise projects will be initiated during the project
· The vendor will manage all infrastructure and services (SAAS model)
[bookmark: _Toc431285859][bookmark: _Toc67755739]Critical Success Factors
· Executive sponsorship 
· On time new business Go Live, with full online services.
· Minimal variance to service standards at Go Live 
· Overall improved operational efficiencies realized within 1 month of Go Live
· Business growth of XX% in the next 12 months
[bookmark: _Toc431285860]Project Issues
Priority Criteria
1 − High-priority/critical-path issue; requires immediate follow-up and resolution.
2	 − Medium-priority issue; requires follow-up before completion of next project milestone.
3	 − Low-priority issue; to be resolved prior to project completion.
4 − Closed issue.

	#
	Date
	Priority
	Owner
	Description
	Status & Resolution

	1
	[mm/dd/yy]
	
	
	[Issue 1 description]
	[Replace this text with Status and Proposed or Actual Resolution.]

	2
	[mm/dd/yy]
	
	
	[Issue 2 description]
	[Replace this text with Status and Proposed or Actual Resolution.]


[bookmark: _Toc67755740][bookmark: _Toc431285861]Project Risks
	#
	Risk Area
	Likelihood
	Risk Owner
	Project Impact-Mitigation Plan

	1
	[Project Risk]
	[High/Medium/Low]
	
	[Replace this text with a description of the Mitigation Plan.]

	2
	[Project Risk]
	[High/Medium/Low]
	
	[Replace this text with a description of the Mitigation Plan.]


[bookmark: _Toc67755741][bookmark: _Toc431285862]Project Constraints
· [Replace this text with a description of a Constraint.]
· [Constraint 2]
· [Constraint 3]
[image: ]
[bookmark: _Toc67755742][bookmark: _Toc431285863]Project Structure Approach
This project will be staffed and organized to ensure necessary resources are available to achieve intended outcomes. The structure enables accountability, transparency and responsive decision-making.  

Section 7 defines the roles and responsibilities within the project.  Empowerment and scope of project management and staff is defined within the roles and responsibilities.  

Once the project plan, timeline and budget have been established (collectively ‘the Project’), staff will work to achieve the Project goals.  

The Steering Committee will meet regularly to review status and assess variances.  If negative variances to the Project cannot be overcome, then project plan change recommendations will be developed and escalated for approval.  Changes may include reductions and/or increases to scope, budget, and timeframe. 
  

	#
	Tollgate / Stage Gate
	Date
	Milestones|Deliverables
	Required to Proceed

	1
	Design Stage
	
	Stakeholder consensus for readiness/sign-off
	Yes

	2
	Data conversion
	
	99% of data converted via programming
	Yes

	3
	Testing Stage
	
	Stakeholder consensus for readiness/sign-off
	Yes

	4
	Training Stage
	
	Stakeholder consensus for readiness
	Yes

	5
	Go/No Go Decisions
	
	Stakeholder consensus for readiness
	Yes
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[bookmark: _Toc67755743][bookmark: _Toc431285864]Project Team Organization Plans
	Project Team Role
	Project Team Member(s)
	Responsibilities

	Executive Management
	CEO, E/S/VP Operations
	· Assure execution of the project is consistent with mission, vision, values, and strategic objectives of the organization
· Provide the project budget
· Review and final approval of project change orders escalated by the Project Steering Committee

	Project Steering Committee
	[Consider who are the primary stakeholders – for admin systems consider CMO, COO, CIO, CRO/Audit, CFO/Controller, and Actuarial]
	· Provide line of business expertise and oversight to the project
· Control project scope, budget and schedule through formal review and approval of  project change orders
· Review and approve the resolution of project-level issues

	Project Sponsor/Steering Committee Chair
	[Names]
	· Maintains project alignment with strategic plan
· Project level decision making relative to requirements and design
· Scope Management
· Escalates project issues to Steering Committee and Executive Management
· Ensure line of business resources are available to the project
· Project Evangelist

	Project Managers 
	[Names]
	· Schedule Management
· Budget Management
· Vendor Management
· Resource Management
· Project Communication
· Project Reporting
· Identify and escalate project-level issues for Project Sponsor and Steering Committee review
· Risk assessment and mitigation
· Preparation of change orders documenting impacts to schedule, budget, and scope

	Technical Lead
	[Names]
	· Provides subject matter leadership and coordination
· Identifies and resolves issues
· Subject matter decision making
· Leads requirements and design activities related to technical aspects of the solution

	Functional Lead
	[Names]
	· Provides subject matter leadership and coordination
· Identifies and resolves issues
· Subject matter decision making
· Leads requirements and design activities related to functionality of the solution

	Team Members
	[Names]
	· Provide subject matter expertise
· Contribute to the development of requirements
· Contribute to design of the solution
· Participate in the testing of the solution
· Support training and implementation activities
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	Milestone
	Deliverable

	[Name of Document/Reference]
	[Description with available hyperlinks]
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Prepared by	
Project Manager
Approved by	__________________________________
Project Sponsor

__________________________________
		Executive Sponsor

__________________________________
Client Sponsor
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