5.0
TEAM PLAN or CHARTER TEMPLATE

(Source: FAA’s Team Plan or Charter Guidelines, Revision 1, July 1999)
This template is designed to guide IPDS [Integrated Product Development System] teams through the process of writing a team plan/charter, and to ensure coverage of important topics for high performing teams. 

In order to maintain a common format for all IPDS teams, this template is divided into areas that correspond directly to sections of a team plan/charter.  The following sections are required in a team plan/charter at the Integrated Product Team (IPT) or Product Team (PT) level.  However, subsections can be tailored to specific team requirements or unique mission responsibility.  IPDS integration teams (i.e., IPT ITs [Integration Teams] and IMTs [Integration Management Teams]) will not include sections which are geared to specific products or services since they will be covered in their lower level PT and IPT plans.

Section 1—Purpose

This section serves as an introduction to the plan/charter and generally describes how the team will use the plan/charter. 

Section 2—Background

For those readers not familiar with the team’s specific project(s) or service(s), this section allows the team to summarize the products/services within the team’s purview.  Suggested subsections are as follows:

2.1
Program, Project or Service Description—Provide a brief functional description of the required equipment or service, how the product or service supports the overall NAS [National Airspace System], and where the product or service is in the acquisition lifecycle.

2.2
Organizational Interfaces—Briefly identify the team’s organizational interfaces.  In other words, describe where the team fits within the agency.  In Section 7.0 the team will be asked to discuss in more detail its team interfaces and relationships with other teams, groups, or organizations and how it will manage them.  

2.3
Users/Customers—At a high level, identify the users and customers of the team’s products or services.  Remember that “users” are internal to the FAA and “customers” are external.  A more detailed description of the team’s users and customers will appear in Section 7.0. 

2.4
Special or Unique Circumstances— Identify any special or unique circumstances applicable to the team, and describe why they are unique and what impacts they have on the team.

2.5 Schedule and Funding Profile Overviews—For information purposes, include a top level schedule of ongoing or planned acquisitions showing major milestones as well as the approved funding profile by fiscal year.  
Note:  Since schedule and funding profiles are maintained in programmatic documentation, it is unnecessary to update an IPDS team plan/charter when the contents of Subsection 2.5 change.  See Appendix 2, Plan or Charter Revisions, for a description of when IPDS team plan/charter changes are required.
Section 3—Team Mission and Objectives

The mission statement establishes the purpose of a team’s existence.  A well-written mission sets or reaffirms the team’s belief as to its purpose and links to higher-level organization mission statements.

After the team develops its mission statement, it will identify approximately 3 to 7 high level goals that support the team’s mission.  Goals are generally longer term in nature, taking approximately 2 or more years to complete.  Goals can be related to either programmatic areas or business processes.

From the team’s agreed upon goals, it will develop shorter-term objectives that are critical to team success and that will be used to guide the team in fulfilling its goals.  Team objectives must be written so that they are measurable.  Internal team metrics, which each team will eventually develop and monitor, will be linked directly back to the team’s objectives.  

An example of a team mission, a related goal, and an associated objective are shown below:

EXAMPLE: 

Mission:  To research, develop, acquire, test integrate and implement, quality communications systems to support FAA air traffic systems.

Goal:  To improve team dynamics and performance of team business processes.

Objective:  To reduce the time required for processing NAS change proposals. 

Suggested subsections for Section 3 are as follows:

3.1 Team Mission Statement—This section should include the team’s mission statement.  It should also show how the team’s mission statement links with the appropriate higher level cross-functional organization mission statements (e.g., FAA, ARA, ATS, AVR, ABA, and AHR mission statements). 

3.2 Team Goals and Objectives—Based on the team’s mission statement, identify long-term team goals that are necessary to carry out the team’s mission statement.  There should be a minimum of one objective for each goal statement.  Avoid creating more than 8 to 10 objective statements in order to minimize the administrative burden associated with collecting metrics data for each objective.  (Team Performance Assessment will be discussed in Section 8 of the plan/charter).

Section 4—Team Composition

In this section of the plan/charter identify all cross-functional team members (i.e., stakeholders) required for the team to achieve its mission.  It is important to ensure membership from all necessary stakeholder organizations, including customers and suppliers.  Any areas where the team is unable to obtain adequate stakeholder representation should be documented in Section 9 of the plan/charter.  

If team membership becomes too large to manage as one group, the team should consider dividing the team into core, extended, and support/advisory team members.  Suggested definitions for each category follow:


Core Team Members—Those team members required for conducting team business on a continuous basis.  Core team members are important participants in team decision-making, and are usually also the process owners of the team’s business and work processes. 


Extended Team Members—Those team members who are involved in team activities on a part-time basis or who specialize in particular phases of a product/service lifecycle.  Extended team members are free to participate in any team-based activities or decisions where they have expertise or their functional organization has an interest.  It is important to note that extended team members share equally with core team members in the team’s decision making process whenever they choose to participate.


Note: Since they make decisions on behalf of the government, only government personnel can be designated as core or extended team members.

Support/Advisory Team Members—These are team members who support or advise core and/or extended team members in team activities.  Support/Advisory team members can consult with and advise the team, but they do not participate in team decisions.  Typical advisory team members include support contractors, suppliers, and other non-government personnel; as well as government personnel whose functional organizations are already represented by decision-making (i.e., core or extended) team members.

The team can approach the listing of its team membership in two ways: 1) by name, organization, primary area of responsibility, and telephone number in this section of the plan/charter; or 2) in an appendix to the plan/charter with a reference to the appendix in this section.  The advantage to using an appendix is that if changes occur in team membership, only the appendix need be updated. 

Note: If team members are identified by name in an appendix, the organizations that will be represented on the core, extended, and support/advisory teams still need to be identified in this section of the plan/charter.

Suggested subsections for Section 4 are as follows:

4.1 Core Team Membership—List core team membership by name, organization, primary areas of responsibility, and phone number.  Tabular presentation of this information is recommended.  If team member names are listed in an appendix, identify those organizations by name and routing symbol that will be represented on the core team in this subsection.

4.2
Extended Team Membership—List extended team membership by name, organization, primary areas of responsibility, and phone number.  Tabular presentation of this information is recommended.  If team member names are listed in an appendix, identify their organizations by name and routing symbol in this subsection. 

4.3 Support/Advisory Team Membership—List support/advisory team membership by name, organization and phone number.  Tabular presentation of this information is recommended.  If team member names are listed in an appendix, identify their organizations by name and routing symbol in this subsection.

Note:  All high performing teams develop a process for periodically reviewing and amending the list of Team Decision-makers over the lifecycle of the team’s product/ service.  These changes will result in revisions to the team’s plan/charter.  

Section 5—Team Membership Roles

In this section, the team will identify the roles and responsibilities of both the organizations supporting the team, and of each core and extended team member.  If the team has chosen a different team membership division than “core, extended, and support/advisory,” it will identify and explain how team membership is organized, how team members fit into it, and which members have decision-making authority.  The purposes of defining roles and responsibilities for both organizations and individual team members are: 1) to enable the team to identify required functional areas, 2) to match them with specific team members, and 3) to highlight any gaps between the skills/abilities required by the team and those available within the current membership.  

Note: If skill gaps are identified, the team lead will work with the functional organizations in question to remedy the shortfall.  If a remedy cannot be identified, the shortfall will be identified as a need in Section 9 of the plan/charter.

Suggested subsections for Section 5 are as follows:

5.1
Organizational Roles and Responsibilities—Define the roles and responsibilities for each supporting organization identified by the team.  List each organization by name and routing symbol followed by its roles and responsibilities.

5.2 Team Member Roles and Responsibilities— Based on his/her skills, experience and special expertise, for each core and extended team member describe his or her individual roles, responsibilities and individual empowerments.  
Note: The team member’s supervisor/functional manager grants individual team member empowerments.  As trust grows between functional managers and their subordinates on IPDS teams, one would expect increased empowerment for team members in representing and making real-time decisions within the team context on behalf of their functional organizations.  
Section 6—Team Empowerment Boundaries

In this section, the team will identify the specific empowerments it needs, based on its mission, objectives and the level of team member skills and capabilities.  Requested empowerments are enablers for the team to exercise its collective expertise in acquiring quality products or services that meet user/customer needs faster and cheaper.  Along with any empowerment goes an associated acceptance of full team accountability for the use and results of that empowerment.  Empowerment boundaries serve as a limiting factor for the team, since they represent a clear agreement between the team and the approval-level IPD [Integrated Product Development] team on those areas in which the team can operate within their own discretion. 

Before identifying the empowerments it can handle, the first step the team will want to take is to do an assessment of its collective membership capabilities.  After the team assesses its capabilities, empowerment requests will be identified in specific terms to match the team’s capabilities.  

Note:  Since empowerment involves trust between the parties involved, as a team progresses and proves itself over time, one would expect trust levels to increase and team empowerment boundaries to widen.  Such changes will be reflected in team plan revisions.  

While specifying its team empowerment requests, the team will need to review any guidance issued by the IPLT [Integrated Product Leadership Team].  All IPDS guidance issued by the IPLT can be found in the FAST database on the FAA Internet Web site or through contact with the IWG.  Should a team elect to deviate from IPLT guidance, the plan/charter needs to include the proposed alternative and the rationale for the requested deviation.


For each empowerment requested, the team will specifically list the actions and decisions it wants to accomplish autonomously and with full accountability.  Also it will identify the limits to each empowerment.  An example follows: 

In this section, the team may also request waivers from current orders that it perceives to be barriers to acting within its requested empowerments.  It is strongly suggested that the team concurrently coordinate the waiver request with the process owner(s) to ensure open communications among all stakeholders.  

As the team completes this section of the plan or charter, the team leader and members will want to work closely with functional and upper-level mangers to keep them informed of the specific empowerments the team needs and intends to include in its plan/charter.  Remember that one of the traits of high performing teams is the ability to communicate openly and honestly with everyone involved.  Nobody likes surprises!

Section 7—Team Operations Concept

The team will want to develop and document how it plans to operate.  This section permits the team to describe the processes it uses in its operations, as well as identify required relationships with other teams, groups, or organizations crucial to its mission.  

The concept of “team” requires a new set of processes to support the team infrastructure.  High performing teams address and define for themselves the following aspects of team operation: co-location of team members, team shared accountability, team decision-making processes, conflict resolution and problem solving, process improvement procedures, changes in team membership, and potential leadership changes as team projects progress throughout their acquisition lifecycle. 

In addition to team operational processes, it is important for a team to define relationships with other teams, groups, or organizations that have a direct impact on team success.  Suggested subsections to Section 7 are shown below.  Please note that the topic of leadership transition must be covered in Section 7. 

7.1
Co-Location of Team Members—Identify the extent to which the team will, or needs to, co-locate to enhance communications, team interaction, and team mission accomplishment.

7.2
Team Shared Accountability—Define how team members will share accountability for the actions/performance/outcomes/results associated with the team’s mission and internal team processes.

7.3
Team Decision-Making Process—Identify how the team will make decisions.  Consensus decision making is necessary for all decisions in which team stakeholders have an interest.  However, there may be times when other decision-making approaches are more appropriate.  Indicate in this section what type of decision-making approaches the team will use and when.  If applicable, teams are encouraged to use illustrations or flowcharts when describing decision-making processes.  In addition, team decision-makers must be clearly identified in this section if not identified previously in Sections 4 or 5.  Clarity on this point is absolutely essential to enable all team members to understand their decision-making roles.

7.4
Conflict Resolution and Problem Solving—Explain how the team will handle internal conflicts as well as possible external conflicts with other teams or organizations.

7.5
Process Improvement Procedures—High performing teams continually improve.  Explain how the team will monitor, implement, and track improvements to team processes and provide improvement suggestions to process owners outside the team.  

7.6
Changes in Team Membership—Identify the process the team will use to address changes in team membership.  Include additions, reductions, and replacements to team membership.

7.7
Leadership Transition—The AMS [Acquisition Management System] policy allows for transitioning team leadership as a project progresses through its lifecycle.  This section will address the team leadership role and whether it is in the best interest of the team’s lifecycle acquisition mission to transition leadership responsibility when a product/service enters the in-service phase.  Suggested criteria for the team to consider when discussing the feasibility of transitioning team leadership may include any or all of the items listed below.  (This list is not intended to be all-inclusive.  Teams should use their best judgment in determining mitigating circumstances when reviewing and applying appropriate items.)

a.
Leadership qualifications of the team lead (without regard to his or her functional organization).  The leader must have team leadership skills and sound knowledge and understanding of the Acquisition Management System (AMS). 

b. The point in the acquisition lifecycle of the product or service.  In the case of teams with multiple products or services, where each of them is in its lifecycle.

c. The complexity of the product or service.  What impacts will potential Pre-Planned Product Improvement (P3I) development, emerging technology or need for further acquisition have? 

d. Team maturity and operational dynamics.  If the team is working well, it may not want to disrupt a cohesive and effective environment by a leadership change. 

If the team decides it is appropriate to transition leadership, indicate the process to be used for leadership transition and identify when this will occur.  If not, explain why the team did not think leadership transition is applicable or in its best interests at the current time.

7.8
Relationships with Other PTs/IPTs—This section should specify the PTs/IPTs that the team must interact with in order to effectively accomplish its mission, goals, objectives and/or teams with which there may be some reciprocal programmatic impact.  For each organization identified, explain how the team will ensure the proper interface, interaction, and integration of activities.

7.9
Relationships with Higher Level IPDS Teams — Explain the team’s desired relationship and interaction with its applicable IMT and the IPLT.  In addition, the team should address its recommended procedures and/or mechanisms for reporting team progress and communicating with the leadership teams.  Remember receiving specific empowerments from a higher level IPDS team does not obviate the necessity for an ongoing communications process between the team and higher level IPDS teams and members’ functional organizations.

7.10
Relationships with Functional Organizations—Describe the team’s relationship with functional organizations that impact the team or have a stakeholder interest in team outcomes, especially those functional organizations that provide members to the team.  Items such as communications with, and keeping functional organizations informed should be covered here.

7.11
Other Relationships—Specify any user/customer organizations, suppliers, or other groups that the team needs to interact with to effectively carry out its mission, goals and objectives.  For each organization identified, explain how the team will ensure the proper interface, interaction, and integration of activities.

Section 8—Team Performance Assessment

One of the characteristics of high performing teams is their attention to continuously improving how they function as a team and how they conduct their team’s programmatic business.  To be able to do this, a team must have a means of measuring its processes to see: 1) how well it is doing its job, and 2) what areas need team focus for improvement.

In this section, the team will record those key areas of performance it thinks need to be measured and assessed in order to continuously improve.  These areas for potential metrics, to be stated as “Candidates for Internal Team Metrics,” will address both how the team functions and its progress toward achieving the team goals and objectives stated in Section 3 of the team plan/charter.  The candidates for metrics list should be comprehensive and include any metrics the team is already using, either on its own or due to some requirement originating outside the team.  

Note: The internal team metrics discussed here are to serve as a “tool” for each team’s internal use in improving team performance and growth.  Thus, the results will be “team confidential.”

Shortly after approval of its Team Plan/Charter, a team will begin working toward implementing its internal team metrics.  At that time, the IWG will provide the team with a standard, ready-to-use team process metric.  The IWG will also provide the team with further information, guidance and assistance for developing any additional metrics the team feels it needs.

Section 9—Team Support Requirements

This section will be used to document unmet team support requirements that need outside assistance.  Any shortfalls identified here should include proposed remedial actions, as well as any adverse impacts on the team mission if not remedied.  The higher level IPDS team approving the team plan/charter (either the IPLT or one of the IMTs) will consider these requirements and take action as appropriate. 

Note:  Approval of a team plan/charter by a higher level IPDS team does not imply that all team support requirements identified in Section 9 will be satisfied.  
Suggested subsections are as follows:

9.1
Support Contractor Requirements—If the team requires additional contractor support (CS), indicate in this section: the extent of CS resources required, the role CS resources will play, costs associated with this support, and the required duration.

9.2
Facilities—Identify any additional facility requirements the team may have including office space and conference rooms.

9.3
Training—In this section, identify any training shortfalls the team has and document proposed training opportunities to address the shortfalls, including the cost of such training.  

9.4    Other Resources—Identify any additional resources that the team requires to fulfill its mission.

Section 10—Appendices

Teams are encouraged to use appendices for any team plan/charter content that is likely to change on a recurring basis, thus preventing numerous revisions to the body of the plan/charter.  Also, any other information the team feels will support and establish its mission and responsibilities can be included as an appendix.  

As information for reviewers, the team should include an appendix to the plan/charter outlining its program/project budget as well as a separate appendix to include the latest program schedule(s).  Information in these appendices should augment and enhance summary level cost and schedule information already provided in Section 2.  However, as with Section 2, it is unnecessary to update this information in the team plan/charter when it changes.

EXAMPLE


Empowerment:   Program Documentation Empowerment—Except as noted below, the Rainbow PT is empowered to develop, approve and update, as necessary, all Rainbow program documentation including, but not limited to:


Program planning documentation 


System/equipment/software specifications


Configuration management requirements and plans


Acquisition management documentation


Contract deliverables 


Organizational coordination requirements per FAA policy will be identified and documented as part of the documentation requirements definition process.


Limit:  The following documentation will be prepared/updated by (or with the participation of) the Rainbow PT for review/approval by the designated higher authority:


Acquisition Program Baseline 


Long Range Resource Allocation Planning Data 


Inputs to AUA/ARA/FAA planning documents as required
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