Tactical Planning Project Charter
Purpose: To be completed for EACH project meeting the Tactical Planning Transition Process criteria.
* indicates those items that must be filled out
	*Title:
	Microsoft Exchange Re-Architecture 

	Project Number:
	08-621
	Old Project Number: For continuing projects only
	08-305

	*Sponsor:
	Tom Dopirak
	*Lead:
	Kern/Dugas

	Sponsoring Directorate:
	ISAM 
	Style: (Identify project as delivery or discovery or activity review)
	Delivery

	

	*1.0 Purpose of Project: What are the goals/objectives of this project?  Why are we undertaking it?  What is the problem/opportunity?  What is the benefit?

	This project will re-design the Microsoft Exchange architecture to include high availability, recoverability, and scalability.

	

	2.0 Deliverable: What outcome will the project produce?  What are the desired results?

	An evaluation of Exchange email options to improve availability, recoverability and scalability.  An implementation that meets requirements defined at the start of this effort. 



	3.0 Approach Strategy:  List tasks/milestones, task sequencing, estimate task duration, owner.

	Task/Milestone Description
	Est. End Date

mm/dd/yyyy
	Task Owner

	Requirements Document 
	7/5/2007
	Dugas

	Product research and evaluation
	9/1/2007
	Haas

	Recommendations and communications
	9/15/2007
	Kern

	Order hardware and software
	11/1/2007
	Haas

	Installation, configuration, internal team testing
	2/1/2008
	Haas

	Comp Services Pilot testing and internal expansion
	5/1/2008
	Dugas

	DSP customer communication and rollout
	7/1/2008
	Dugas


	4.0 Stakeholders: List the direct stakeholders whose work will be directly affected by the deliverable of this project, and specify their role (team member, customer, etc.).

	Exchange Users (Customers)
UES - Communications (Team member)

DSP – Requirements definition, testing, customer roll-out (Team member)

Comp Services – Tester

ISAM – Architect and Implementation

	List indirect stakeholders who will need to be aware of this project but will not work on this project (other division staff, other customers).

	ISO – Security evaluation and considerations
VPO – Evaluation and approval


	*5.0 Resources and Costs
	

	Capital Resources (Provide as much detail as possible about server, quantity, type and cost)
	

	Capital Item
	Estimated Cost

	SAN space (estimate 500GB for data and logs) $20/GB – Internal charge
	$10,000

	2 – High-performance servers (Dell) with HBA’s - $10,000/ea  - 1 server should be covered by  refresh plans
	$20,000

	2 – Front-end servers (Dell) - $5,000/ea – 1 server should be covered by refresh plans
	$10,000

	Exchange AV software (depends on number of users)
	$2-$5,000

	Exchange utilities/tools (replication, backup, clustering, defragging) – very rough estimate
	$2-$5,000


Person/Group (Provide as much detail as possible about FTE and duration)

	Person/Group (FTE)
	Duration

	ISAM (Product Review, evaluation, installation, implementation, internal testing, operational documentation, team communications) (5 days/month – 12 months) 
	12 months

	DSP Group (Requirements gathering, team reviewer, user rollout, external communications) (3 days/month over 12 months)
	12 months

	UES (Documentation and communication) (3 days over 1 month)
	1 month

	CompServices Beta testing (
	40 hours


E&GO Resources (Maintenance contract, software license, training, consulting)

	Item
	Cost

	A/V maintenance
	$1000/year

	Exchange Training – continue to have two Exchange qualified admins (covered out of existing budgets)
	

	Microsoft Premier Support (a possibility, but not strongly recommended) - $55,000/year
	


	6.0 Risks: List risks to completing the project on time, within budget and within scope: resource limitations, aggressive deadlines, budget, technology uncertainties, liability, other constraints?

	· Unexpected user impacts (outages) or potential data loss during conversion (low)
· Products may not work as advertised.
· Performance of iSCSI on High I/O requirements

· Additional user maintenance outages

· Schedule pressures reducing testing

· Recommendations may not align with other division projects (e.g. backups)

· Unclear customer expectations (SLA)

  

	

	*7.0 Dependencies (Please mark every directorate on which your project depends.) On whom or what is the success of this project dependent? What other projects or groups, systems or networks or support interfaces, facilities, software, release processes, etc. 

	VPO
	Evaluation and Approval

	ADI
	

	FFPO
	

	UES
	User Documentation and Communication.  DSP – Documentation, testing

	ISO
	Security review 

	NG
	

	ISAM
	Evaluation, design, implementation, operations

	AC
	

	Qatar
	

	PPMO
	

	

	8.0 Success Criteria: How will we know we are successful? How can we measure success?

	Increased reliability, availability and expandability at an affordable cost.

Minimal customer impacts

Clear communications about expectations

Operational and user documentation

Well communicated team effort.
Transition to production system
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