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Introduction

The following is a list of risks that were determined to be a possible threat to the successful completion of the EDS/FARA Patient Registry.  This document will also provide a strategy for dealing with these risks as they become realized. 

Purpose

The purpose of this risk listing is to help our team identify any possible dangers that could cause the EDS/FARA Patient Registry to either fall behind schedule or fail altogether.  Each risk will be listed along with a magnitude of impact that the risk will have on the project as well as the probability of the risk happening.  This will help prioritize and focus on the particular problems that pose the greatest risk.  This document also attempts to list indicators, which will help to identify problems before they happen.  Each risk listed provides the current mitigation strategy which documents the measures in place for avoid this risk.  Finally, each risk will detail a contingency plan, which will give a clear and decisive plan of action and the person responsible for these actions if a problem occurs.

Risk Management Plan

Risk Summary

The risks detailed in this document are seen as the most prominent risks associated with creating the EDS/FARA patient registry product.  They have all been assigned a magnitude of impact, and a probability of occurring.  These numbers were then multiplied to create an overall risk rating for each risk.  This overall risk is a number between 0 and 10, with 10 representing a very high risk and 0 representing almost no risk.  

Due to the amount of reviews and the degree to which the customer is involved in the development process that we have chosen we have relatively few high risks for this project.  Our main risks deal with the amount of time to complete the project and the overall inexperience of the team with .NET tools.  The average value of all of the identified risks is 4.0.  This is a fairly low overall risk rating for a project of this nature.  A low risk rating for a project is accomplished through creating proper mitigation strategies and contingency plans.

Organization and Responsibilities

The team consists of 4 members:

Tracy Rericha

· Responsible for risks related to team management.

· Responsible for risks related to our business relationships or other interactions with the client or other customer representatives.

Elaine Simone

· Responsible for risks related to quality assurance.

· Responsible for risks related to process and EDS decisions on policy, standards, priorities, or other issues.

Steven Coad

· Responsible for risks related to technical issues such as tools or technology used in providing the solution to the client.

Sandra Morris

· Responsible for time-related risks that may include time pressures, dependencies, or deadlines.
Risk Management Tasks

Risk identification will primarily be handled through an iteration of risk reviews.   These reviews will be performed thoroughly before each deliverable is delivered.  The responsible parties will also be watching for the listed indicators as the project progresses.  Rudimentary tracking of realized risks will be handled in this document.  For this we will track each risk realized individually based on start date, stop date, and status.

Risk Exposure

Table 1 is a listing of the risks that were determined to be a possible threat to the successful completion of the EDS/FARA Patient Registry.  Their detailed specification can be found in the following section of this document.  They have been ordered from highest overall risk to the project to the lowest overall risk to the project.

Table 1: Risk Exposure Table

	ID
	Name
	Probability
	Severity
	Overall Risk

	R13
	Inadequate Amount of Time to Complete the Project
	.9
	9
	8.1

	R1
	Inexperience with .NET Tools
	.9
	8
	7.2

	R12
	Development Environment
	.8
	6
	4.8

	R9
	Inaccurate Progress Tracking
	.6
	8
	4.8

	R2
	Scope Creep
	.6
	8
	4.8

	R11
	Large Amount of Paperwork
	.6
	7
	4.2

	R14
	Inaccurate Scheduling of Meetings
	.7
	6
	4.2

	R5
	Coordination with Stakeholders
	.4
	9
	3.6

	R7
	Stakeholder Review/Decision Cycle is Slow…
	.6
	6
	3.6

	R4
	Group Motivation/Management (Team Morale)
	.5
	7
	3.5

	R6
	Document/Deliverable Version Management
	.6
	5
	3

	R3
	Lack of Domain Knowledge
	.5
	6
	3

	R15
	Bad Weather
	.8
	3
	2.4

	R8
	End User Finds Requirements Unsatisfactory
	.3
	8
	2.4

	R10
	Quality Assurance
	.7
	3
	2.1

	--
	Average
	.6
	6.6
	4.02


Full Risk Specifications

R1. Inexperience with .NET tools

Description

As a team even though we have all had experience with J2EE we have very little experience working with .NET tools.   Therefore this could be a possible risk to our requirements document.

Impact

The implementation of the product mostly, but also the technical design could suffer if incorrect requirements are gathered because of inexperience.

Indicators

Subsequent status meetings show that the product is falling behind due to the number of questions about the application.

Mitigation Strategy

Experiment with .NET tools before it is time to implement the actual product.  Study materials that are out there on .NET tools (i.e. online tutorials, books, etc.).  Use EDS mentors and RIT faculty as a resource as well when questions about the tools arise.

Contingency Plan

Have focused meetings as a team about any questions we may have on .NET tools and ask the faculty advisor as needed.

Risk Owner(s)

Steven Coad

Probability   .9
Severity   8
Overall Risk   7.2
Encountered Produce Phase
Current Status Utilizing Mitigation Strategy
R2. Scope Creep

Description

The possibility (or probability) of scope creep is an extremely serious issue.  Scope creep is when the scope of the project is continually broadened, or extended beyond what it actually should be.  This will continue to be an issue as the team continues to meet with the stakeholders and new or different ideas are explored. 

Impact

By increasing the scope the project delivered may not be what the customer actually wants and needs.  Trying to reduce the scope past the initial requirements phase will become increasingly difficult as the timeframe for delivery will remain the same.

Indicators

Schedule overrun.  Usability testing sessions or beta testing that yields responses of additional unnecessary functionality, or the project not delivering what the customer needs.

Mitigation Strategy

Keep the scope extremely limited.  After each interview with different stakeholders review and revise the scope.  Follow a Change Control Process that any changes to the requirements must go through.  The initial baseline of the detailed requirements should consider effort and duration of each of the requirements as well as a phased approach for meeting these requirements.

Contingency Plan

If we find that too many new requirements are being added such that the time constraints cannot be meet then we should start to eliminate low priority requirements with the approval of the customer through our Change Control Process.

Risk Owner(s)

Sandra Morris

Probability   .6
Severity   8
Overall Risk   4.8
Encountered   Not at this time
Current Status   Utilizing Mitigation Strategy
R3. Lack of Domain Knowledge

Description

This risk includes a lack of knowledge in all areas of the domain of Friedrich’s Ataxia.

Impact

Lack of domain knowledge could lead to holes in parts of the requirement specification and an overall lack of understanding of what the product we are developing should do or how it will be used.

Indicators

Indicators for lack of domain knowledge would be constantly changing requirements in one area of our elicitation.  

Mitigation Strategy

Elicitation strategies such as Q & A sessions with our stakeholders (EDS/Jennifer Farmer) will be our most helpful strategy as they are the most knowledgeable in the domain.

Contingency Plan

As soon as any indication of gaps in requirements are found, then a plan should be created to interview all stakeholders that will know more information about that requirements gap so that it can be fixed without any ambiguities left in it.  In other words, to follow the escalation plan outlined in our communication management plan. Also keep Jen, our customer, involved in and close to all business related discussions, and throughout the completion and review of the business design.

Risk Owner(s)

Elaine Simone

Probability   .5
Severity   6
Overall Risk   3
Encountered   Requirements Phase, Design Phase  

Current Status   Utilizing Mitigation Strategy
R4. Group Motivation / Management (Team Morale)

Description

As most of us are seniors it can become hard to stay focused on the task at hand and to ensure that everyone is working productively.  

Impact

Schedule slippage – unmotivated people will not perform at an optimal rate. Bad Group Morale – The group member may hinder the working environment making it hard for other members to work.  Poor Quality – If the members do not feel motivated by the product they will not put a full effort into making the product of quality or take pride in their work.

Indicators

Body Language – During group meetings the group member will appear disinterested and possibly even confrontational.
Poor Performance – The unhappy members work is often late, and of poor quality. 

Mitigation Strategy

Simply try to ensure that everyone’s ideas in the group are heard during group meetings.   Also ensure that everyone is given tasks to do so that no member of the group feels like they are not contributing.  Also allow team members to express problems through the weekly status meetings.

Contingency Plan

If the individual is being particularly counter-productive, we could also involve the project advisor.  Also involve the RIT Faculty Advisor and follow the escalation chain laid out in the Communications Management Plan.

Risk Owner(s)

Tracy Rericha

Probability   .5
Severity   7
Overall Risk   3.5
Encountered   Design Phase, Produce Phase


Current Status   Utilizing mitigation strategy
R5. Coordination with Stakeholders
Description

Coordination with stakeholders is essential to the success of this project. Since it may be hard to schedule the appropriate time needed with the stakeholders it is imperative that each meeting with them is concise and to the point. In addition to this the information gathered from the stakeholders must be distributed throughout the team.

Impact

Deadlines may not be met because the proper meetings may not be able to be scheduled.  

Indicators

Constantly needing to make meeting requests with the stakeholders may indicate that information is not being properly gathered from them or distributed amongst the team.  

Mitigation Strategy

After each subsequent meeting with the stakeholder members of the team will coordinate and combine their individual notes.  The project manager will ensure that everyone has access to the compiled notes so that all team members are on the same page.  In addition, prior to the meeting team members will go over the questions that are going to be asked of the stakeholder prior to status meetings so that redundant questions can be eliminated and missed questions can be identified.

Contingency Plan

The project sponsor will have to be involved to help in creation of this product and to provide another source for customer information.

Risk Owner(s)

Tracy Rericha

Probability   .4
Severity   9
Overall Risk   3.6
Encountered   Requirements Phase
Current Status   Utilizing mitigation strategy 
R6. Document/Deliverable Version Management

Description

There are many documents associated with the process we have chosen.  Therefore it will be difficult to make sure that everyone is on the same page when it comes to the version of the documents.

Impact

If different members are working with different versions of the same documents, errors as simple as incorrect page references or as complicated as overwritten content could occur. Time would be wasted working on merging and updating documents.  Version control is dependant upon the having the needed Development Environment in place.

Indicators

If there is confusion over which is the most up-to-date changes to a document, then it is likely a problem in the versioning.

Mitigation Strategy

We will be using CVS to maintain versioning and version history for all documents related to the project.  If CVS is not in place one person will need to keep track of the current version of the documents.

Contingency Plan

We will elect one individual to be in charge of submitting documents to the repository.

Risk Owner(s)

Elaine Simone

Probability   .6
Severity   7
Overall Risk   4.2
Encountered   Requirements Phase, Design Phase, Produce Phase 

Current Status Utilizing mitigation strategy
R7. Stakeholder Review/Decision Cycle is Slower than Expected 

Description

Because this is a new product and the scope is so open it may take the stakeholders some time to decide what it is they want.  And because we are new at requirements elicitation it may also take us some time to understand what it is the stakeholders want.  

Impact

This will impact the validation process for our requirements.  If the stakeholders cannot provide feedback in a timely manner then we may end up with requirements that don’t necessarily match up with what it is they want.

Indicators

Meetings with the stakeholders begin to show that the stakeholders have trouble deciding what features they do and do not want to see in the product. 

Mitigation Strategy

Decide on the scope of the project early on and use a Change Control Process to control that scope.  Present the customer with options that they can choose from when they become confused over certain issues (i.e authentication strategy, etc.)

Contingency Plan

Make an effort to answer questions so the stakeholders understand the project and its scope.  If the decision cycle slows considerably involve EDS to help with requirements elicitation.

Risk Owner(s)

Tracy Rericha

Probability   .6
Severity   6
Overall Risk   3.6
Encountered   Design Phase
Current Status   Utilizing mitigation strategy

R8. End User Finds Requirements Unsatisfactory

Description

End user ultimately finds the product, requiring redesign and rework.  This may be affected by misunderstandings of the written requirements by the contractor or customer, unwritten customer expectations or requirements, or a specification in which the end user did not have inputs. This attribute is affected by the completeness and clarity attributes of the requirements specifications, but refers to the larger question of the system as a whole meeting customer intent.

Impact

This will impact the product’s success greatly if it needs to be reworked and redone as well as the elicitation process.  The project schedule could also be affected.

Indicators

Meetings with stakeholders produce confusion and frustration over the product being built and what exactly it will do.  There will be a question of whether it meets the customer’s requirements at all.

Mitigation Strategy

Be aware of what the expectations of the stakeholders are.  Don’t be afraid to ask questions to clarify what specific things the stakeholders are looking for.  Be sure to include questions about the quality attributes of the proposed product.  Employ prototypes to illustrate concepts and to communicate more clearly with the customer.

Contingency Plan

Meet with the stakeholders to discuss the areas that need rework.  

Risk Owner(s)

Tracy Rericha

Probability   .3
Severity   8
Overall Risk   2.4
Encountered   Not at this time
Current Status   N/A

R9. Inaccurate Progress Tracking

Description

Inaccurate progress tracking could result in the project falling behind in schedule due to the fact that it is unclear when things are due.

Impact

We are on a fixed timeline because we have a set amount of time to develop this product; therefore if we don’t make the deadlines then the overall success of the product could be impacted.

Indicators

Primary indicators will be late delivery of the intermediate milestones.  Another indicator can include people questioning when intermediate milestones are actually supposed to be reached.    

Mitigation Strategy

Our first deliverable will include a clearly drawn out project plan, detailing timelines and responsibilities.   After each phase of our development process we will reevaluate the schedule and adjust it if we need to.

Contingency Plan

If it becomes clear that the current progress tracking is inadequate, then the group will need to sit down and find a new system.  This new systems could possibly be a more automated system for keeping track of an individual’s deliverables and notification of them.

Risk Owner(s)

Sandra Morris

Probability   .6
Severity   8
Overall Risk   4.8
Encountered   Requirements Phase, Design Phase


Current Status   Utilizing Mitigation Strategy

R10. Quality Assurance

Description

Upstream quality-assurance activities are shortchanged, resulting in time-consuming rework downstream.

Impact

The quality of the documents could be less than they should be and the overall product’s quality could be affected.

Indicators

The primary indicator of poor quality assurance will be direct feed back from Jen Farmer and other stakeholders during their reviews before each intermediate delivery.  Another indicator may feedback from the professor as he both sits in on meetings and looks at our deliverables.

Mitigation Strategy

Right now our quality assurance consists of the RIT team reviewing and fixing each document before passing it to the stakeholders.  The stakeholders then perform their review of the document before they sign off on it.  After these two reviews the deliverable is considered final.

Contingency Plan

If this current plan fails us, we may need to involve the EDS mentors and/or the RIT faculty coach for ideas on how to fix the problem.

Risk Owner(s)

Elaine Simone

Probability   .7
Severity   3
Overall Risk   2.1
Encountered   Design Phase
Current Status   Utilizing mitigation strategy

R11. Large Amount of Paperwork

Description

The process we have adopted has many documents associated with it due to the many reviews and templates that are used in coordination with the development process.

Impact

Team members may become bogged down by the paperwork aspect issue of the project and lose focus on what the creation of the product.  Overruns in time are possible if not enough time is allocated to also complete finished paperwork.  .

Indicators

Deadlines are missed due to incomplete paperwork.

Mitigation Strategy

A change management system and process will be implemented.  Utilizing a repository for documentation will make it clear to all team members which iteration of a document is the most current version.  It also allows for merging / comparison techniques.  Sections of the documents are to be split between the team members, allowing for a divide and conquer approach and allowing people to focus on their own part.  Review sessions will be conducted in a professional forum to ensure that the documents are correct and that everyone understands them.

Contingency Plan

If it becomes clear that a particular group or person is becoming overburdened then paperwork responsibilities will be reallocated.  

Risk Owner(s)

Sandra Morris

Probability   .6
Severity   7
Overall Risk   4.2
Encountered  Requirements Phase, Design Phase, Produce Phase

Current Status   Utilizing Mitigation Strategy/Contingency Plan

R12. Development Environment

Description

This includes issues with our development environment, which may include excessive noise, problems getting into the team rooms, or access to appropriate development tools.  It is recognized that the productivity of this project is heavily impacted by the need to have access to tools on the SE server so that the website may be updated and version control may be set up.

Impact

This risk could lead to the failure of the product if the team cannot find a place to work and doesn’t have access to the tools it needs.

Indicators

Meetings and project progress is stalled due to lack of availability of meeting rooms or a poor access to the needed development tools.

Mitigation Strategy

At this time all team members have installed on their machines most of the development tools that will be needed for this project.   In addition, all team members will install this software on their personal machines so that the ability to have access to the team rooms will not be a problem.   

Contingency Plan

Alternate places to meet can be used if needed such as the individual team member’s homes or the library.  Team members will work hard to ensure that everyone understands and has installed the needed development tools.   If it is necessary the RIT team will approach the RIT Faculty Coach for help with getting the need tools from the SE department.  The SE department head may be involved if the problem becomes severe.

Risk Owner(s)

Steven Coad

Probability   .8
Severity   6
Overall Risk   4.8
Encountered  Requirements phase, Design Phase, Produce Phase


Current Status   Utilizing Mitigation Strategy/Contingency Plan

R13. Inadequate Amount of Time to Complete the Project

Description

Only 20 weeks is allotted to development time for the project.

Impact

The overall success of the project could be affected if an inadequate amount of time has been given to complete it.

Indicators

Deadlines start to be missed due to the project’s development taking longer than expected.

Mitigation Strategy

Continuously track the progress of the project and come up with a schedule up front that will be modified at the close of each phase of the development cycle.  Scope creep will be limited by defining it early on in the requirements process and implementing a change control process to control it.

Contingency Plan

The RIT team with the help of the faculty advisor will work harder and increase the number of hours put into project work.
Risk Owner(s)

Steven Coad

Probability   .9
Severity   9
Overall Risk   8.1
Encountered Design Phase
Current Status   Utilizing Mitigation Strategy

 R14. Inaccurate scheduling of meetings

Description

Meetings must be scheduled accurately allowing for everything to be discussed but also in a way that does not permit them to go over.

Impac

If meetings go over it may become difficult for the students and/or the stakeholders to meet the demands that they have upon their time which do not relate to the product.  If the problem becomes severe enough they may find themselves rescheduling activities that they had planned that had to be cancelled due to the meeting.  This may take away from the other time they had planned to spend working on the project.  Long meetings may also lead to a lack of motivation.

Indicators

Meetings start going over without time to discuss all that was scheduled to occur.   

Mitigation Strategy

Have a defined agenda for the meeting and schedule the length of the meeting accordingly.  Appoint a facilitator for the meeting whose job is to make sure that the meeting stays on track and makes a note of the time.  If there seems to be a need for more discussion on a topic than we have allotted this discussion will be taken offline or another meeting will be scheduled.

Contingency Plan

Rotating the job of facilitator or splitting up the task amongst two members of the team may help to mitigate this risk.  Therefore one member of the team would be concerned with the time and one member of the team may be concerned with making sure the meeting sticks to the agenda.

Risk Owner(s)

Tracy Rericha

Probability   .9
Severity   6
Overall Risk   5.4
Encountered  Requirements Phase, Design Phase, Produce Phase


Current Status   Utilizing Mitigation Strategy

R15. Bad Weather

Description

Since the project is done over the winter quarter in Rochester bad weather may pose as a significant risk.

Impact

If bad weather occurs meetings could be cancelled and would need to be rescheduled.

Indicators

Bad weather occurs leading to the cancellation of a day’s meeting.

Mitigation Strategy

Hold meetings via teleconference so that bad weather will not interfere.  If the meeting is scheduled to be visually heavy in nature then an alternate time should be provided at the time the meeting is scheduled should bad weather occur.

Contingency Plan

An alternate meeting time or a teleconference should be scheduled.

Risk Owner(s)

Elaine Simone

Probability   .8
Severity   3
Overall Risk   2.4
Encountered  Requirements Phase
Current Status   Utilizing Mitigation Strategy

