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Lean Project Charter

Project Name:

Dates and Times:

Location/Host Agency:

Final Presentation Date and Time:

Business Objective: Team Member Names Phone Number E-Mail Division/Agency
Sponsor(s):
Team Leader:

Problem/Opportunity for Improvement Statement: —
Facilitator:
Team Members:

Project Scope:

SMART Goal(s):
Guests:

Risks/constraints/barriers:

Objective Measurement (S, %, etc.) Timeframe
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Comment on Text
-   The project scope focuses attention on the
     boundaries and resources of the team’s process
     improvement effort.
-    A scope that’s too broadly defined can lead a team
     to propose solutions that are outside its influence or
     resource capability to implement.
-    On the other hand, too narrow a scope can produce
     solutions with limited (i.e., disappointing) results.
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  -  The problem described should be a known, verifiable, or measurable fact, not a guess or an assumption.
  -  One or more measures indicating the magnitude or extent of the problem.
  -  A description of the impact, consequences, or threat presented by the problem
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Specific—In absolute terms, what will you achieve? 
 - Bad: "Improve customer service…"
 - Good: "Increase service agreement customer retention…"
Measurable—What metric will be used to indicate success? Is it sustainable? 
 - Bad: "…by monitoring our service department revenue…"
 - Good: "…using our existing customer database tracking new/repeat/lost accounts…"
Attainable—Can you realistically do this? Has anyone else even come close? 
 - Bad: "…by 400 percent in six months…" (unless you were horrible at this in the first place)
 - Good: "…by decreasing lost accounts by 18%..."
Reasonable—Can this team do this? Does it have the authority/reach to accomplish it? 
 - Bad: The team is small, isolated and comprised only of in-office clerks.
 - Good: The team includes management, sales, office, technical and the support of senior leadership.
Time-Bound—The goal will be achieved in a specific amount of time. 
 - Bad: No consideration given to timeframe to achieve goal.
 - Good: "…within 12 months of implementing solutions from this Six Sigma project…"
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The Right People
It’s nearly impossible to improve a process, or even see a process accurately, without the right people in the room. Are the people who are the closest to the  work, performing the work and trying to improve it, in the conversation you’re having? Unless your focus is on high-level organizational strategy, any meeting having to do with the value-creating work absolutely must include those individuals closest to the work. Before calling a meeting or assembling a new team, ask yourself: are the right people in the room (no less, no more)? Do you have the roles/positions you need and does everyone understand how they fit into the larger system at play? Ask yourself if there is an IT implication, if yes invite IT staff.  People perform much more effectively when they operate from a systems thinking perspective, or at least have an end-to-end view of the work in the process. 
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Team Sponsor (manager who has ownership in the project): 
Work with the Team Leader and Team Champion to develop the Project Team Charter 
Attend pre-event meeting with facilitator to review the Project Charter, communicate expectations, and set the direction for the team 
Attend Lean Overview Training/”Kick-Off” on first day of event 
Visit team during the week to offer support, provide input as appropriate, and encourage creative thinking 
Assist team in removing obstacles to optimal team functioning, especially if management input is needed for the team to move forward (e.g., identify resource requirements) 
Attend daily report out meetings to redirect and challenge the team if needed 
Attend team’s final presentation on “Celebration Day” 
Attend meetings and presentations on the progress of the team whenever possible 
Offer to serve on future Lean teams 
Educate self and others about Lean principles, practices, and team results 
Advocate for continuous improvement and streamlining of agency processes 
Serve as a role model in the application of lean principles and practices 
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Team Leader: 
Work with the Sponsor and Team Champion to develop the Project Team Charter and identify team members who will add value to the project 
Attend pre-event meeting with facilitator and team to review Project Charter and schedule other pre-event meetings with the team as needed 
Gather the needed materials and do preliminary analyses in preparation for the event 
Ensure team brings suggested materials listed on the agenda to support the Lean event 
Communicates the team’s needs and success to all interested parties during and after the event with the Team Champion’s assistance 
Serve as project content owner 
Ensure all team members are contributing during the event and keep members focused on tasks to complete project deliverables 
Make sure everyone is heard and the team works together 
Support team members in finding solutions – help team use proper lean/kaizen tools 
Develop agenda and lead team meetings following the event 
Follow-up with team members as needed on completion of assigned tasks to achieve one-month, six-month, and twelve-month goals 
Attend team debriefing/progress meeting two months after the event with facilitator and other events as requested 
Ensure the objectives of the event are met 
Work with team members and Champion to provide project-related information to the Agency Lean Coordinator for publication on the DEP Lean Initiative Intranet page 
Lead the team in preparing the quarterly Lean Journey Team Summary and other requested documents for management’s review with the Champion’s assistance 
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 Team “Sensei”/Facilitator: 
A “teacher” - one who has gone before 
Encourage the teams to think and challenge them 
Provide suggestions and direction 
Answer questions and give advice but does not necessarily provide the solutions 
Mentor the team leaders 


PedevillanoK
Comment on Text
Attend pre-event meeting with facilitator to review Project Charter and other pre-event meetings as scheduled by the team leader; participate in the event and follow-up meetings for the duration of the project implementation (let Team Leader know if you are unable to attend at any time); includes members who are considered to be “outside” the process, serve as resources to the team, attend meetings as needed, and provide “constant gentle pressure” 
Equally contribute based on your knowledge of the process 
Have a “can do” attitude and take responsibility to create change 
Ask questions and make suggestions 
Learn how to use tools and techniques of lean analysis and lean implementation 
Learn from the team leaders and ask for help 
Be open to new ideas 
Work together as a team – be respectful of differing viewpoints 
Volunteer for tasks during the event to achieve continuing success in the project 
Participate in the final PowerPoint Presentation 
Participate in and contribute to post-event tasks and activities 
Attend team debriefing/progress meeting two months after the event with facilitator 
Work with Team Leader and Champion to provide project-related information to the Agency Lean Coordinator for publication on the DEP Lean Initiative Intranet page 
Work with Team Leader and Champion in preparing the quarterly Lean Journey Team Summary and other requested documents for management’s review 
Offer to serve as a member of future Lean teams 
Educate self and others about Lean principles, practices, and team results 
Advocate for continuous improvement and streamlining of agency processes 
Serve as a role model in the application of lean principles and practices 
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The objective statement directly addresses the information in the problem statement. Just like the problem statement, the objective statement must contain certain information in order to be effective. A good objective statement contains all the following elements: metric, baseline, and goal, amount of time, impact, and corporate goal/objective. 
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A project objective is a statement that outlines the “what and when” the team will do to achieve the project goal
A clearly defined statement that includes the intended outcome and time frame for the project
Aligned with specific results desired by team
Includes action words to communicate what project wants to achieve 
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As part of the measure selection process, teams should identify an associated measurement unit. The measurement unit should be directly related to the measure selected, as the measurement unit states exactly what will be measured. Examples of measurement units are minutes, hours, dollars, steps, and errors. For example, if the measure is assessing wait time, the measurement unit should be an element of time (seconds, minutes, hours, days, weeks, months, etc.).
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Timeframe for achievement of objective should be stated in days, weeks, months




