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STATEMENT

A risk is any factor that may potentially interfere with successful completion of the project. A risk is not a problem -- a problem has already occurred; a risk is the possibility that a problem might occur. By recognizing potential problems, the project manager can attempt to avoid a problem through proper actions.

Project risks are identified and carefully managed throughout the life of the project. It is particularly important in the planning stage to document risks and identify reserves that have been applied to the risks.

Risk identification consists of determining risks that are likely to affect the project and documenting the characteristics of those risks. No attempt should be made to identify all possible risks that might affect the project, but anything likely to occur should be included in the analysis.

Risk identification is the responsibility of all members of the project team. The project manager is responsible for tracking risks and for developing mitigation strategies and contingency plans that address the risks identified by the team. Sometimes a risk identification “brainstorming” session can help in the initial identification process, mitigation strategies and contingency plans.  Such meetings help team members understand various perspectives and can help the team better understand the “big picture.”

OBJECTIVES

· Develop consistent methods and tools for the Risk Management process.

· Establish roles and responsibilities of all participants in the process.

ROLES AND RESPONSIBILITIES

The following table depicts the roles and responsibilities of all participants in the Risk Management process.

	Process
	System Support Staff
	IT Manager
	Users
	Project Manager
	Project Team
	ISMT
	BPD Resolution Committee
	Project Sponsor
	Agency IPO Steering Committee

	Risk Management
	Identify Risks


	Identify Risks


	Identify Risks

Develop Mitigating Strategies

Develop Contingency Plans
	Identify Risks

Develop Mitigating Strategies

Develop Contingency Plans

Monitor Risk Status

Report Risk Status 
	Identify Risks

Develop Mitigating Strategies

Develop Contingency Plans
	Identify Risks

Develop Mitigating Strategies

Develop Contingency Plans
	Identify Risks

Develop Mitigating Strategies

Develop Contingency Plans 

Monitor Risk Status
	Identify Risks

Monitor Risks Status
	Identify Risks

Monitor Risks Status




PROCESS

This process enables tracking risks that can impact either the resources or schedule of a project.  All risk management documentation will be maintained in the project library.

RISK  PROCESS

Risk identification begins in the early planning phase of the project.  A Risk Management Worksheet is started during the planning phase.  Then, as scheduling, budgeting, and resource planning occur, the worksheet is updated to reflect further risks identified in the planning.

At project startup, the Risk Management Worksheet is reviewed again, and any new risks are added to it.  As the project progresses, members of the team identify new risk areas that are added to the Risk Management Worksheet. 

Risk identification is a recurring event; it is not performed once and then set aside.  Risk identification, management, and resolution continue after project initiation throughout the life of the project.  New risks are developed as the project matures and external and internal situations change.  Trigger dates can be included in the schedule for tracking risks.

When probability of a risk increases, or when a risk becomes a reality and the project manager must deal with a real problem, replanning occurs.  At this point, the project manager and project team develop strategies that assess the impact of the problem.  This replanning results in budget, schedule, or resource changes for completion of the project.

To properly implement a contingency plan, a reserve is usually required where dollars and/or time are held by a project manager to apply to the execution of a contingency plan.  Without maintaining a reserve, the project manager is forced to go back for additional time or dollars for every risk as it becomes a problem.  It is far more desirable to maintain a level of reserve where problems can be dealt with from within the original budget and schedule of the project. 

There are some situations where nothing can realistically be done to prevent or deal with a risk. In this case, the project must be managed in such a way that the probability of the event occurring is minimized. If the event does occur, the project manager must replan the project and include the effect of the problem.
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Solar Risk Management

	No.
	Risk/Threat
	Business Priority
	Risk Management Strategy
	Status

	
	
	Risk Category
	Impact
	Occurrence Probability
	Exposure (Rank)
	Mitigation Activities
	Contingency
	

	
	
	
	
	
	
	
	Trigger
	Activities
	

	
	
	
	
	
	
	
	Condition
	Date
	Schedule
	
	

	General Risks
	
	
	
	
	
	
	
	
	
	

	1.
	Not enough project resources
	R/S
	1
	1
	1
	· Hire contract programmers

· Obtain funding for contractors
	Project schedule does not show getting done in timeframe required.
	On-going
	
	· Put out a statement of work for a contract programmer
	· Hire Project Programmer as of 5/1/2002

· The agency provided SIP money $118,000, the Division provided General Fund money $94,000 and Johns Swannack provided special projects money 65,000.

	2.
	Sufficient resources, e.g., ITS resources, not available at right time
	R/S
	1
	1
	1
	· Develop WBS and Schedule that includes resource needs and timing.

· Communicate resources needs with appropriate staff.

· Get resource commitments from appropriate staff. 
	Loss of resources

Harry Nabors has accepted a position with AS
	On-going

11/19/02
	
	· Work with TIS manager to get appropriate resources assigned.

Bob Zych will be the project liaison with TIS until a replacement is secured.
	

	3.
	Short timeframe to complete work
	S
	1
	1
	1
	· Develop WBS and Schedule that includes resource needs and timing.
	Fall behind schedule
	On-going
	
	· Request additional resources to get back on schedule.
	

	4.
	Lack of resources available for development of the WBS and near-term project activities due to Legislative duties, Solar Project, Venture Project, and normal work duties
	S/R
	2
	3
	6
	· Communicate concerns to management

· Use business liaisons to conduct initial tasks then reviewed by project team.
	Program staff not available to do scheduling activities
	On-going
	
	· Work with Project liaison to determine other resources available to do work.
	

	5.
	Resources not dedicated to project
	
	
	
	
	· Work with system manager to determine availability of staff

· Work with staff to let me know when they are being pulled off to work on other activates
	
	On-going
	
	
	Continues to be a risk. Monitoring progress

	6.
	Resources leaving project
	R
	1
	2
	2
	· Work with IT Systems manager to obtain a replacement

· Negotiate time with other staff to help keep project on track
	Staff leaves project

· Sue Gordon accepted new position with AS

· Holly Burch on maternity leave

· Holly Burch working part time.
	On-going

5/29/02

9/15/02

1/2/2003


	
	· Find replacement staff

· Rework schedule

· Identify new resources

· Negotiate with Sue Gordon to help with architect consulting during requirements gathering.

· Janie will pick up the requirements gathering activity that would have been assigned to Holly.

· PM will pick up some of the work tasks that would have been assigned to Holly
	· Schedule has been reworked for development only still need to look at testing and implementation

· John Swannack is looking for replacement

· Sue Gordon assisted with 50 hours of time during the period Holly was on maternity leave. 



	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	Specific Risks
	
	
	
	
	
	
	
	
	
	

	1.
	Dependency on Venture Project
	S

N/A
	2

1
	1

1
	2

1
	· Continual status monitoring

· Use another program already on Venture for testing or for implementation.


	· Venture design for cosmetology does not support accurate reconciliation of money.

· It also does not have an easy means of providing Solar with the necessary information for the renewal.
	On-going

12/20/02
	
	· Work with program manager and project sponsor to determine to determine direction 

· Develop alternatives

· Decide on alternative

· Implement alternative


	· Alternative selected was to try and complete the needed changes to Venture before Solar goes live.

· If that is not possible only license the single cosmetologists

	2.
	Dependency on MLS system
	S


	2
	1


	2


	· Continual status monitoring
	MLS falls behind schedule
	On-going
	
	Work with program manager and project sponsor to determine to determine direction
	

	3.
	Lead time and coordination with Moore Business Communication (4 ½-5 months)
	S
	2
	1
	2
	· Work with Moore to get new forms and Solar requirements in place.
	Moore isn’t ready
	6/30/02
	
	Make a decision wither to delay project implementation
	Moore renewals were ready on June 6, 2002. No longer risk.

	4.
	New merchant ID for Solar is not available
	S
	2
	2
	4
	· Work with State Treasurer to get a merchant ID

· Monitor progress for getting merchant ID
	· Merchant ID is not available for Solar
	5/1/2002
	
	· Escalate risk to project Sponsor

· Work to get a test credit card so the project can continue while securing a production merchant ID
	· Merchant Id was secured for Solar

	5.
	QA and Production environment are different. Can cause failures in production because they don’t show up on QA
	S
	3
	2
	6
	· Test system in QA thoroughly

· Raise issue to IT management about the two environments
	· Failure in production

· TIS are setting the QA environment so that it will match the production environment more closely.
	On-going

1/21/02
	
	· Identify failure reason and fix

· Escalate to project Sponsor and IS AD if failure impacts implementation date

· Purchase digital certificates for QA environment so we can test through the fortress.
	· Purchased digital certificates



	6.
	June 30 deadline—renewal notice mailing timing.
	S
	3
	3
	9
	· Work schedule in parallel (planning and design)

· 
	· Develop Schedule work with Division management to identify the resources 

· Delay implementation
	3/1/02
	
	
	· Project Delayed implementation until Sept/Oct

· Identified additional resources to pay for contractor

	7.
	Credit card fees were not considered in Project budget
	R
	1
	1
	1
	· Review budget package for project budget
	· Credit card fee cost not transferred to project budget
	4/29/02
	
	· Recalculate expected credit card fee amount

· Determine if there is enough money in the budget to cover credit card rees

· If not escalate risk to project sponsor
	· With the addition of funds the project will be able to cover the credit card fees. 

	8.
	Agency standard changes to using UDL files for database connection.
	S
	1
	1
	1
	
	Agency changed standard
	5/7/02
	
	· Define plan for implementing UDL files in Solar

· Use common wrapper in solar code
	UDL is in place

	9.
	Agency change to look and feel of web pages
	S
	1
	1
	1
	
	Agency changes look and feel standards
	6/10/02
	
	· Determine plan for changing Solar web pages to new look and feel

· Review schedule for impact. 

· Implement changes
	New look and feel was implemented for Sept 9th  release of Solar

	10.
	New production implementation window standard wet
	S
	3
	3
	9
	
	Can only install systems during the maintenance window once a week
	8/21/02
	
	· Raised issue to IS AD. Concerning the difference between maintenance and new system

· Developed a plan to implement in the given installation windows

· Raised the issue with IS AD that the word did not get out that installation of new systems can be done outside the maintenance window
	We were successful bringing up the Solar system in the maintenance windows.

	11.
	Implementing .Net
	S
	2
	3
	6
	· Reduce the number of modules that will be done in .net.

· Get agreement from Holly to pick up some tasks so that the training schedule does not affect schedule.

· Monitor schedule.
	Solar gets behind schedule
	On-going
	
	· Drop training for .net, see if staff can participate or audit in later class.

· Holly work more then ½ time to keep Solar on schedule.
	

	12.
	Cosmetology Revenue Issues may cause delay
	S
	3
	3
	9
	· Migrate cosmetology to have one license with four endorsements. 
	Cosmetology is not migrated in time for Solar 2
	5/15/03
	
	· Put filter on renewal notice runs to only let cosmetologists with a single license go through. This would accommodate about 80%.
	

	.13
	Cycle 4 migration is delayed
	S
	2
	3
	6
	Evaluate methods to get us back on schedule
	Cycle 4 not implemented on time
	3/1/03
	
	· Work with Venture project manager on actions that can be done to keep Solar work on time. 
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	


Legend

	Risk Category Descriptions
	Impact
	Occurrence Probability
	Exposure (Rank)

	Category
	Level
	Value
	
	
	

	Resources
	High
	3
	Greater than 3 month delay of schedule
	Very likely greater 70%
	Impact x Occurrence Probability =Rank

	
	Med
	2
	1-3 month delay in implementation
	Proable:30-70% probability
	

	
	Low
	1
	1 week to 1 month delay in implementation
	Unlikely: Less than 30% probability
	

	
	
	
	
	
	

	Schedule
	High
	3
	Greater than 3 month delay of schedule
	Very likely greater 70%
	

	
	Med
	2
	1-3 month delay in implementation
	Proable:30-70% probability
	

	
	Low
	1
	1 week to 1 month delay in implementation
	Unlikely: Less than 30% probability
	


The Department of Licensing has a policy of providing equal access to its services.  If you need special accommodation, please call (360) 902-3600 or TTY (360) 664-8885.
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