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managers use in risk management start with identifying as many risks as possible. Once the
risks are identified, each risk is analyzed so that the project team can concentrate their atten-
tion on the most critical risks. Analysis always consists of a qualitative or judgmental
approach and sometimes also includes a quantitative approach. In the final risk manage-
ment process, the project team decides how to respond to each potential risk. Once all
of the risk management planning has initially been accomplished, the response plans are
incorporated into the overall project management plan. Changes may need to be made to
the schedule, budget, scope, or communication plans to account for certain risks. These
risk management planning processes are covered in this chapter. Risk management also
includes meonitoring and controlling the risks according to plan. These are covered, along
with ongoing risk planning, in Chapter 14, Determining Project Progress and Results.

On agile projects, while eatly risk planning, assessment, and response planning is similar
at a high level, more detailed and timely risk management occurs in three places: in planning
each subsequent iteration, in daily stand-up meetings, and in retrospectives at the end of
each iteration.

10-1 Plan Risk Management

Plan risk management is “the process of defining how to conduct risk management
activities for a project.”! To plan for project risks, a project manager must first under-
stand the project’s objectives. A project manager develops this understanding initially
by realizing what project success in general is and then by understanding the specific
priorities of the most important project stakeholders, as discussed in Chapter 5.
Exhibit 10.1 summarizes current project success research results.

The first set of general project success measures is meeting agreements. This includes
meeting the technical requirements while not going over the cost and schedule agreements.
The second set of project success measures focuses on the project’s customers. Specifically,
did the project result meet the customers’ needs, was the project result used by the custo-
mers, and did it enhance the customers’ satisfaction? The third set deals with the future of
the performing organization. The specific measures in this area vary, but essentially they ask
whether the project helped the performing organization. The performing organization is
“an enterprise whose personnel are most directly involved in doing the work of the
project.”” Typical measures here include market share, new marlets and/or technologies,
and commercial success of the project output. The final set of project success measures deals
with the project team. Did they become better and more dedicated employees?

EXHIBIT 10.1

PROJECT SUCCESS MEASURES

. Meeting Agreements
Cost, schedule, and specifications met
+  Customer’s Success
Needs met, deliverables used, castomer satisfied
. Performing Organization’s Success
Market share, new products, new technology
«  Project Team’s Snccess
Loyalty, development, satisfaction

Source: Timothy J. Kloppenborg, Debbie Tesch, and Broderick King, “21st Century Project Success Measares: Evolution,
Interpretation, and Direction,” Proceedings, Project Management Institute Research and Education Conference, July 2012,
Limerick, Ireland.
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EXHIBIT 10.8

TYPE OF REVIEW

PROJECT RISK REVIEWS
QUESTION

Charter

Stakeholder register
Communication plan
Assumptions
Constraints

WBS

Schedule

Resource demands

Touchpoints
Literature
Previous projects

Peers

Senior management

1s there clarity and common understanding in each section?

What could upset any of them?

Where could poor communications cause trouble?

Can you verify that each assumption is correct?

How does each consiraint make the project more difficult?

What risks can you find going through the WBS item by item?

What milestones and other merge points might be troublesome?

At what points are certain people overloaded?

‘What difficulties may arise when some project work is handed off from
one person to another?

‘What problems and opportunities have been published concerning similar
projects?

What projects and opportunities have stmilar projects in your own
organization expertenced?

Can your peers identify any additional risks?

Can senior management identify any additional risks?

10-2¢ Understanding Relationships

Project managers can also seek to identify risks by learning the cause-and-effect relation-
ships of risk events. One useful technique is a flow chart that shows how people, money,
data, or materials flow from one person or location to another. This is essentially what
the team does when it reviews the project schedule, provided it looks at the arrows that
show which activities must precede others.

A second method of understanding risk relationships is to ask wiy a certain risk
event may happen. This can be accomplished through root canse analysis, which is “an
analytical technique used to determine the basic underlying reason that causes a variance
or defect or risk. A root cause may underlie more than one variance or defect or risk.”'®
A simple approach fo roof cause analysis is to simply consider each risk one at a time
and ask, “Why might this happen?” At this point, since many potential risks have prob-
ably been identified, project teams do not spend a large amount of time on any single
risk, If necessary, the project team can perform more detailed root cause analysis of the
few risks that have been designated as major risks during risk analysis.

One more type of relationship project managers like to understand is trigger condi-
tions, or “an event or situation that indicates a risk is about to occur.”™* A trigger can be
specific to an individual risk, such as when a key supplier stops returning phone calls,
which may jeopardize their delivery of materials,

10-2d Risk Register
The primary output of risk identification is the risk register. When complete, the risk
register is “a document in which the results of risk analysis and risk response planning are
recorded.”'® At this point (the end of risk identification), the risk register includes only the
risk categories, identified risks, potential causes, and potential responses. The other items
are developed during the remainder of risk planning. An example of a partial risk register
is shown in Exhibit 10.9.

The risk register is a living document. As a risk is identified, it is added. More infor-
mation regarding a risk can be added as it is discovered. As risks are handled, they can
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