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Case Study: LMS Implementation Project Kick-Off 
Background: The Problem 
Company: TechInnovate Solutions (a mid-sized, rapidly growing software company) 
Problem: TechInnovate's internal training and employee upskilling relied on ad-hoc methods, 
including shared network folders, in-person workshops, and scattered email communications. 
This led to inconsistent training quality, poor tracking of compliance, and high administrative 
overhead. The CEO mandated the selection and implementation of a centralized LMS. 
Project Goal: Select, configure, and launch an LMS within six months to support 1,500 
employees globally. 

 

Phase 1: Formal Project Initiation 
The newly appointed Project Manager, Sarah Chen, recognized the high risk of scope creep 
and resource conflict inherent in a large-scale software implementation. She focused on 
formally initiating the project to secure a solid foundation. 

1. Developing the Project Charter 

Sarah's first and most critical action was to create a Project Charter, which served as the 
official authorization document.2 This document clearly defined the "why," "what," and "who" 
of the project. 

 
●​ Project Purpose/Justification: To improve employee performance, reduce training costs 

by 30%, standardize global training content, and ensure 100% compliance with industry 
certifications. 

●​ High-Level Requirements: Must support single sign-on (SSO), integrate with the 
existing HRIS (Human Resources Information System), and offer mobile access. 

●​ High-Level Risks: Lack of stakeholder buy-in, LMS vendor failure, and data migration 
errors. 

●​ Key Stakeholders: CEO (Sponsor), HR VP, IT Director, Department Heads (SMEs), and a 
representative group of end-users. 

●​ Assigned Project Manager & Authority: Clearly named Sarah Chen and explicitly 
granted her authority to commit resources and make day-to-day decisions. 

●​ Success Criteria: Go-live date met (within 6 months), HRIS integration successful, 
and 90% user adoption in the first month. 

2. Identifying Stakeholders and Securing Sponsorship 

Sarah held individual meetings with the CEO and HR VP to review the Charter, securing their 
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formal sign-off. This ensured visible and committed executive sponsorship—a critical 
success factor for enterprise-wide change. 

●​ Outcome: The CEO became the Executive Sponsor, ensuring the project had priority 
funding and the power to resolve cross-departmental conflicts. 

3. Defining Initial Scope & Budget 

Before vendor selection, Sarah worked with the HR and IT teams to establish a foundational 
scope and preliminary budget. 

●​ Inclusions: Core features (course catalog, tracking, reporting), HRIS integration, and 
data migration for the last 12 months of training records. 

●​ Exclusions: Custom content creation was excluded (to be handled as a separate project 
later), and advanced features like gamification were deemed "Phase 2." 

●​ Budget Allocation: A management reserve was included in the initial budget to handle 
known-unknown risks like unexpected integration costs or vendor negotiation shifts. 

 

The Solid Foundation's Impact 
Because Sarah formally initiated the project, the entire execution phase benefited from the 
clarity and authority established upfront. 

Area of Impact How the Formal Initiation Helped 

Scope Management The clear "Inclusions" and "Exclusions" in 
the Charter prevented the HR team from 
demanding custom mobile features during 
the implementation phase. Sarah could 
reference the Charter to manage 
expectations. 

Risk Mitigation Identifying "lack of user buy-in" as a risk in 
the Charter led to the creation of a 
dedicated Change Management 
workstream from day one, which focused 
on early communication and training. 

Vendor Selection The Success Criteria ($90\%$ user 
adoption, specific integrations) were used 
as non-negotiable evaluation points for all 
prospective LMS vendors, making the 
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selection objective and data-driven. 

Conflict Resolution When the IT Director wanted to pull a key 
resource for another critical task, the 
Executive Sponsor (CEO) stepped in, citing 
the authorized priority of the LMS project 
as defined in the Charter. 

 

Conclusion 
By prioritizing the formal initiation steps—specifically creating and securing sign-off on a 
robust Project Charter—Sarah Chen provided the LMS implementation with a solid, 
authorized, and defined foundation. This upfront effort minimized ambiguity, controlled 
initial scope creep, and gave the Project Manager the necessary authority to execute 
successfully, leading to the on-time and on-budget launch of TechInnovate's new LMS. 

That's a great next step! A formal Project Charter is the cornerstone of project initiation. 
Here are the typical, essential sections found in a robust Project Charter, and what makes 
each section critical for establishing a solid project foundation: 
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Essential Sections of a Project Charter 
1. Project Identification 
This section provides the basic metadata and context for the project. 

●​ Project Title: A clear, concise, and specific name (e.g., "Global Learning Management 
System (LMS) Selection and Implementation"). 

●​ Sponsor: The individual with the authority, funding, and accountability for the 
project's success (usually an executive). 

●​ Project Manager: The person assigned to lead the project team, with the authority 
granted by the sponsor. 

●​ Creation Date and Version: Essential for document control. 

 
2. Project Purpose and Justification 
This defines the "why." It links the project to the organization's strategic goals and outlines the 
problem or opportunity being addressed. 

●​ Business Need/Problem Statement: What pain point is the project solving? (e.g., 
"Inconsistent training and lack of centralized compliance reporting is increasing 
operational risk and decreasing employee efficiency.") 

●​ Project Justification: The compelling reason the project must be done now. It 
explains how the project aligns with business strategy. 

●​ High-Level Objectives: Broad, measurable goals that the project aims to achieve 
(e.g., "Increase employee competency scores by $15\%$," "Reduce annual training 
costs by $25\%$.") 

 
3. High-Level Requirements and Deliverables 
This is the initial, broad definition of "what" the project will create. 

●​ High-Level Requirements: Functional and non-functional needs the final solution 
must meet (e.g., Must support 5,000 users, must integrate with the HR system, must 
be cloud-based). 

●​ Key Deliverables: The high-level products, results, or capabilities that will be 
produced (e.g., Selected LMS Vendor, Configured LMS Environment, User Training 
Plan, Data Migration Complete). 

 
4. Scope Definition 
This is crucial for managing expectations and preventing scope creep. It draws the boundary 
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around the project. 

●​ Inclusions: What the project will deliver (e.g., LMS selection, technical configuration, 
initial data load, integration with HRIS). 

●​ Exclusions: What the project will not deliver (e.g., Custom development of new 
course content, integration with the existing payroll system, implementation of Phase 2 
features like gamification). 

 
5. Project Success Criteria 
This defines how the stakeholders will measure whether the project was successful. These 
should be SMART (Specific, Measurable, Achievable, Relevant, Time-bound). 

●​ Success Metrics: (e.g., "System go-live date is within the planned 6-month timeline," 
"End-user satisfaction score is $85\%$ or higher one month post-launch," "All data is 
successfully migrated with less than $0.5\%$ error rate.") 

 
6. High-Level Budget and Resource Allocation 
This section secures the necessary financial and human resources required for the initiation 
and planning stages. 

●​ Preliminary Budget: The approved upper limit for the project's cost, often broken 
down into major categories (e.g., Vendor Licensing, Internal Labor, Consulting). 

●​ Management Reserve: A contingency fund included for risks that are known to exist 
but whose specific impact is unknown. 

●​ Assigned Resources: Initial team members or departments committed to the project 
(e.g., Full-time Project Manager, $50\%$ dedicated time from IT Analyst). 

 
7. Major Risks and Assumptions 
This addresses the known uncertainties that could impact the project. 

●​ High-Level Risks: Potential threats or opportunities (e.g., "Risk of key HR resource 
leaving the company," "Potential for vendor contract negotiation delays," "Risk of low 
user adoption due to poor change management."). 

●​ Assumptions: Factors taken for granted that, if proven false, would invalidate the 
project plan (e.g., "Assumption that the current HRIS supports a standard API for 
integration," "Assumption that sufficient internal subject matter experts (SMEs) are 
available"). 
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8. Stakeholder List and Authorization 
This is the official sign-off that formally initiates the project. 

●​ Key Stakeholders: A list of all major internal and external individuals or groups 
affected by or having power over the project. 

●​ Approval/Authorization: Signatures from the Project Sponsor and often other key 
executives (like the CFO or head of the primary business unit). This signature grants 
the Project Manager the authority to proceed. 

By completing these sections and securing the signature of the Sponsor, the Project Manager 
transforms an idea into an officially recognized and authorized project, providing the 
necessary solid foundation for planning and execution. 
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