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According to a Gallup Poll, only 2.5% of companies 
successfully complete 100% of their projects on-time. 

If this statement is true, why do you think this situation is a reality? Can you 
imagine how much time and money is lost by companies because 97.5% of 
projects do not complete 100% on time? Mind-boggling!
 
While there are probably many reasons why this situation happens, here is one 
thought as to why 97.5% of companies do not complete 100% of their projects 
on-time. It is because company leadership and/or project sponsors fail to 
properly define and validate the business case for a project and/or fail to 
construct a project charter with adequate information to properly support the 
project. They fail to do their due diligence forcing revisions to project scope; 
budget and time baselines while the project is in process.
 
What can company leadership and project sponsors do to ensure that they get 
their project on-time and on-budget completion rate significantly improved? 
Stick to the SMART principle and ensure your project charter is set up 
correctly. I’ve detailed how to do this in this guide, please read on.
 

Introduction
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The SMART Principle is ideal when it comes to choosing metrics to measure 
results versus plan. They can be specific to a particular industry, market segment 
or product.

Make sure the business case supporting the project has 
been validated and the data supporting the Business 
case is specific, measurable, attainable realistic and 
time-able (SMART).

            stands for Specific

Each project ought to have specific objectives and deliverables that they are to 
achieve and . metrics devoted to tracking achievement of the specific objectives and 
deliverables. When you think about your project objectives and deliverables, make 
sure they are clear in their intent, as well as, the value created in achieving them.

            stands for Measurable

There must be a direct connection between your project objectives/deliverables 
and the metrics used to verify their attainment. The metrics must be as specific as 
the objectives and deliverables. When you think about metrics to measure progress 
against a plan, do not settle for metrics that only tell you if you achieved your 
project objectives and deliverables.  Think about what metrics that can verify 
progress against the plan while your project is in progress.                                                                                           
This will help you make the proper course adjustments as required to bring a 
project home on-budget and on-time.
 
For example, if your objective is to sell 1 million pounds of a new raw material over 
a twelve (12) month period, you can measure the number of pounds sold per 
month, week or day?.

Stick to the SMART principle
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            stands for Measurable

There must be a direct connection between your project objectives/deliverables 
and the metrics used to verify their attainment. The metrics must be as specific as 
the objectives and deliverables. When you think about metrics to measure progress 
against a plan, do not settle for metrics that only tell you if you achieved your 
project objectives and deliverables.  Think about what metrics that can verify 
progress against the plan while your project is in progress.                                                                                           
This will help you make the proper course adjustments as required to bring a 
project home on-budget and on-time.
 
For example, if your objective is to sell 1 million pounds of a new raw material over 
a twelve (12) month period, you can measure the number of pounds sold per 
month, week or day?.

            is for Attainable

Your objective should not be "pie in the sky." Unrealistic project objectives and 
deliverables are not attainable. Metrics used to track such unrealistic objectives are 
useless. For example, if you are tracking contribution margin and the industry 
average is 35%, but you want 65%. Is this really attainable? If not, you are wasting 
your time, money and resources.
 
It is imperative that your project objectives and deliverables be realistic and 
attainable. You want your project to be a success not a failure from the start.

            is for Realistic

This is similar in nature to what I have written above. If you want to sell 1 million pounds 
of a new raw material over a 12 month period, but it takes 24 months to get required 
raw material approvals, it is not realistic. No metric can track an unrealistic objective or 
deliverable.. It only adds to the fiction!

            is for Time-able

If you have a project objective or deliverable, it is a best practice to put a timeframe 
on it to maximize the effort to achieve it. Time is money and money is the life-blood of 
a business, so one of your metrics ought to be related to the timeframe it takes to 
achieve whatever it is that you are striving to achieve. An example is selling $3 million 
in engineering services to a particular client within the next 6 months.

The SMART Principle is ideal 
when it comes to choosing 
metrics to measure results 
versus plan. They can be specific 
to a particular industry, market 
segment or product.
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Here are some key details to consider when creating a project charter.

The Project Charter’s purpose is to formally initiate a 
project and approve it for resourcing. It should contain key 
details from the business case to help the project manager 
and project team to be successful in constructing a project 
management plan. 

What is the purpose of the project?

Every project ought to have specific objectives & deliverables associated with it. 
These objectives and deliverables should clearly define why achieving them is critical 
for the company; what success looks like once achieved and who decides if success 
has been attained. 

It is also important to highlight the key milestones established for the project 
objectives and deliverables, as well as, the overall time frame allotted to achieve them.

Why is it important to understand Project Assumptions, 
Constraints & Risks

A project has three main constraints; Scope, Time (Schedule) and Budget. There are 
assumptions associated with the three constraints that are directly related to how the 
project will be initiated, planned, executed, monitored/controlled and closed. Any 
change to Project Scope, Time and Budget are usually made when the constraints fall 
out of balance.                                                         
 
When the constraints fall out of balance, the assumptions supporting a project have to 
change. Thus it is imperative that the Project Sponsor articulate within the Project 
Scope the known assumptions and constraints that can or may impact the project over 
its life cycle.    
 

How to create a successful project 
charter for every project: 
Incorporate key details of the 
business case in the project charter
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Who are the  Project Stakeholders and Why are they Important?

A Project stakeholder is anyone who will benefit from the outcome of a project and/or 
who may have an impact on the outcome of the project. They can be from within the 
company or outside of it. A project Manager needs to know who these people are and 
what are their expectations for the outcome of the project.                                                                                                                                              
 
In writing a Project Charter, a Project Sponsor has an inherent responsibility to make 
sure he or she identifies all known Project Stakeholders. This will help the Project 
Manager and Project Team to develop working relationships with each Project 
Stakeholder to the benefit of the project and its outcome.

 

How will the project be resourced from a Human Resource 
standpoint?

Projects need qualified human resources to run. They may come from inside the 
company or be contracted from outside the company. The Project Charter should outline 
how human resources are to be requested, requisitioned and acquired so the Project 
Manager has clarity on how he or she must obtain them.
 
It should also be clarified in a Project Charter what authority the Project Manager has to 
hire, fire, discipline, release and train the human resources assigned to his or her project 

 How will Equipment & Raw Materials be acquired for the project?

Projects need capital equipment and raw materials to run. They may come from inside 
the company or be contracted from outside the company. The Project Charter should 
outline how equipment and raw materials are to be requested, requisitioned and 
acquired so the Project Manager has clarity on how he or she must obtain them.
 
It should also be clarified in a Project Charter what authority the Project Manager has to 
acquire, utilize and release capital equipment and raw materials for their project 

 

Likewise, there are potential risks that can or may impact Project Scope, Schedule or 
Budget that may be known or unknown to exist at the time the project scope is written. 
At the onset of the project, a project sponsor needs to describe what risks they 
perceive to exist or may not exist that could impact project outcome. This information 
gives the project manager and project team guidance on how to identify, validate and 
plan for potential risks over the project life cycle. 

For example, if your objective is to sell 1 million pounds of a new raw material over a 
twelve (12) month period, you can measure the number of pounds sold per month, 
week or day?.
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A Project stakeholder is anyone who will benefit from the outcome of a project and/or 
who may have an impact on the outcome of the project. They can be from within the 
company or outside of it. A project Manager needs to know who these people are and 
what are their expectations for the outcome of the project.                                                                                                                                              
 
In writing a Project Charter, a Project Sponsor has an inherent responsibility to make 
sure he or she identifies all known Project Stakeholders. This will help the Project 
Manager and Project Team to develop working relationships with each Project 
Stakeholder to the benefit of the project and its outcome.

 

Who is responsible for establishing a Final Project Budget?

All projects need a budget to be planned and executed. Without money there can be 
no project. A Project Charter ought to include 
a preliminary project budget which will be refined by the Project 
Manager and Project Team.
 
The preliminary project budget contained within the Project Charter ought to describe 
how much money is being allocated to the project; Who has the authority to disburse 
funds from the budget; What is the process to request funds be disbursed; What is the 
process to access contingency and managerial funds if they are part of the project 
budget.
 
With this information, the Project Manager and Project Team will verify if the 
preliminary project budget should cover all project costs or if revisions are required 
to establish a more realistic project budget. Their job is to bring forth to the Project 
Sponsor a budget for final approval which will become the benchmark for how the 
project will be financed.                                                                
 
The more accurate a Project Sponsor is in creating a preliminary project budget, the 
more accurate the Project Manager and Project Team will be in creating a final 
project budget for approval by the Project Sponsor.

The information in this paper is by no means universal to every project that will ever 
be launched in the history of project management. It is offered as a basic tool for a 
project sponsor to use when they write a project charter. Tailor it as you see fit.

The ability of a project to achieve its objectives and deliverables is directly related to 
how thorough the project sponsor is in providing a well-constructed project charter. 
The devil is in the details and the devil first shows itself in the Project Charter.

 

A solid project charter helps the 
Project Manager and Project 
Team to create a detailed project 
management plan that will result 
in successful project closure 
on-budget and on-time. 
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What I am suggesting is only a fraction of what company leaders and 
project sponsors can do to complete 100% of their projects on-time 
and on-budget. Each project is different and charted to produce 
unique objectives and deliverables, but the root of where all projects 
originate is with company leadership and project sponsors.  
              
Company leadership and project sponsors own the quality of information that directly 
affects project initiation and planning. The more robust their work is up-front in the 
project, the greater the chances for the project manager and project team to 
complete the project as planned, on-time and on-budget.
 
Want to learn more about how your company can improve its project management 
performance with auditing, training, coaching and contracted project management 
services? 

Contact True North PMP Consulting Incorporated at: 
rich@truenorthpmpconsulting.com or 248-760-6564. 

We are here to help you become more profitable and competitively differentiated in 
your market space.

Next steps
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