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INTRODUCTION
Welcome to the learning programme
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Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take notes and share information with your colleagues. Important and relevant information and skills are transferred by sharing!

This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!

Programme methodology
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The programme methodology includes facilitator presentations, readings, individual activities, group discussions and skill application exercises.

Know what you want to get out of the programme from the beginning and start applying your new skills immediately.  Participate as much as possible so that the learning will be interactive and stimulating.

The following principles were applied in designing the course:

· Because the course is designed to maximise interactive learning, you are encouraged and required to participate fully during the group exercises

· As a learner you  will be presented with numerous problems and will be required to fully apply your mind to finding solutions to problems before being presented with the course presenter’s solutions to the problems

· Through participation and interaction the learners can learn as much from each other as they do from the course presenter

· Although learners attending the course may have varied degrees of experience in the subject matter, the course is designed to ensure that all delegates complete the course with the same level of understanding

· Because reflection forms an important component of adult learning, some learning resources will be followed by a self-assessment which is designed so that the learner will reflect on the material just completed.

This approach to course construction will ensure that learners first apply their minds to finding solutions to problems before the answers are provided, which will then maximise the learning process which is further strengthened by reflecting on the material covered by means of the self-assessments.

Different role players in delivery process

· Learner

· Facilitator

· Assessor

· Moderator

What Learning Material you should have

This learning material has also been designed to provide the learner with a comprehensive reference guide.

It is important that you take responsibility for your own learning process; this includes taking care of your learner material.  You should at all times have the following material with you:
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Learner Guide
	This learner guide is your valuable possession:
This is your textbook and reference material, which provides you with all the information you will require to meet the exit level outcomes. 

During contact sessions, your facilitator will use this guide and will facilitate the learning process. During contact sessions a variety of activities will assist you to gain knowledge and skills. 

Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take and share information with your colleagues. Important and relevant information and skills are transferred by sharing!

This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!
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Formative Assessment Workbook

	The Formative Assessment Workbook supports the Learner Guide and assists you in applying what you have learnt. 
The formative assessment workbook contains classroom activities that you have to complete in the classroom, during contact sessions either in groups or individually.

You are required to complete all activities in the Formative Assessment Workbook. 

The facilitator will assist, lead and coach you through the process.

These activities ensure that you understand the content of the material and that you get an opportunity to test your understanding. 



Different types of activities you can expect

To accommodate your learning preferences, a variety of different types of activities are included in the formative and summative assessments. They will assist you to achieve the outcomes (correct results) and should guide you through the learning process, making learning a positive and pleasant experience.
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The table below provides you with more information related to the types of activities. 

	Types of Activities
	Description
	Purpose

	Knowledge Activities
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	You are required to complete these activities on your own. 


	These activities normally test your understanding and ability to apply the information.

	Skills Application Activities
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	You need to complete these activities in the workplace 


	These activities require you to apply the knowledge  and skills  gained in the workplace
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Natural Occurring Evidence


	You need to collect information and samples of documents from the workplace.
	These activities ensure you get the opportunity to learn from experts in the industry.

Collecting examples demonstrates how to implement knowledge and skills in a practical way


Learner Administration 
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Attendance Register

You are required to sign the Attendance Register every day you attend training sessions facilitated by a facilitator. 

Programme Evaluation Form 

On completion you will be supplied with a “Learning programme Evaluation Form”. You are required to evaluate your experience in attending the programme.

Please complete the form at the end of the programme, as this will assist us in improving our service and programme material.  Your assistance is highly appreciated.

Assessments

The only way to establish whether a learner is competent and has accomplished the specific outcomes is through the assessment process.  Assessment involves collecting and interpreting evidence about the learners’ ability to perform a task.

To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.

This programme has been aligned to registered unit standards.  You will be assessed against the outcomes as stipulated in the unit standard by completing assessments and by compiling a portfolio of evidence that provides proof of your ability to apply the learning to your work situation.
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How will Assessments commence?

Formative Assessments 

The assessment process is easy to follow. You will be guided by the Facilitator. Your responsibility is to complete all the activities in the Formative Assessment Workbook and submit it to your facilitator. 

Summative Assessments 

You will be required to complete a series of summative assessments. The Summative Assessment Guide will assist you in identifying the evidence required for final assessment purposes. You will be required to complete these activities on your own time, using real life projects in your workplace or business environment in preparing evidence for your Portfolio of Evidence. Your Facilitator will provide more details in this regard.

To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.

Learner Support

The responsibility of learning rests with you, so be proactive and ask questions and seek assistance and help from your facilitator, if required.

[image: image65.png]



Please remember that this Skills Programme is based on outcomes based education principles which implies the following:

· You are responsible for your own learning – make sure you manage your study, research and workplace time effectively. 

· Learning activities are learner driven – make sure you use the Learner Guide and Formative Assessment Workbook in the manner intended, and are familiar with the workplace requirements.  

· The Facilitator is there to reasonably assist you during contact, practical and workplace time for this programme – make sure that you have his/her contact details.

· You are responsible for the safekeeping of your completed Formative Assessment Workbook and Workplace Guide 

· If you need assistance please contact your facilitator who will gladly assist you.

· If you have any special needs please inform the facilitator 

Learner Expectations 

Please prepare the following information. You will then be asked to introduce yourself to the instructor as well as your fellow learners
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	Your name: 

	

	

	The organisation you represent: 

	

	

	Your position in organisation: 

	

	

	What do you hope to achieve by attending this course / what are your course expectations?

	

	

	

	

	


Unit Standards

Unit standards form the basis of all learning in South Africa.

A unit standard is the description of the expected end points or outcomes of learning for which a learner will get credit. The unit standard tells us what it is we want to give recognition for, as well as how well the learner must be able to perform that for which we want to give credit. 

When various unit standards are grouped together, they describe the skills and knowledge required to make up a qualification.

A unit standard is the smallest unit that can be credited to a learner and describes the outcomes in which a learner must prove their competence in order to gain credit on the NQF.

A qualification is made up of the following unit standard categories:

Fundamental Unit Standards

Basic life skills such as communication –reading, writing, speaking in a business environment, mathematics, conflict handling, problem solving, HIV AIDS awareness, etc. needed to function effectively in any working environment.

Core unit standards

Unit standards that are required in order for you the learner to get the specific skills and knowledge needed in order to effectively do your job in the workplace

Elective unit standards

These unit standards represent the area of specialisation in the specific industry.  To obtain the Further Education and Training Certificate: Project Management, Level 4 you must achieve a minimum of   136 credits which are made up as follows:

· Fundamental: 56 credits, 41% 

· Core: 66 credits, 49% 

· Elective: 14 Minimum, 10% 

Total: 136 Minimum, 100% 

Articulation Options 

Horizontal articulation is possible with: 

· National Certificate: Management - NQF Level 4 - NLRD 23656. 

· National Certificate: Business Administration Services - NQF Level 4 - NLRD 35928. 

· National Certificate: New Venture Creation - NQF Level 4 - NLRD 23953. 

· Further Education and Training Certificate: Small Business Advising (Information Support) - NQF Level 4 - NLRD 48883. 

· National Certificate: IT Systems Development - NQF Level 4 - NLRD 24294. 

· National Certificate: IT Technical Support - NQF Level 4 - NLRD 24293. 

· National Certificate: Public Administration - NQF Level 4. 

· National Certificate: Risk Management - NQF Level 4 - NLRD 24396. 

· Further Education and Training Certificate: Arts and Culture Administration - NQF Level 4 - NLRD 48818. 

· Further Education and Training Certificate: Management and Administration - NQF Level 4 - NLRD 49129. 

Vertical articulation is possible with: 

· National Certificate: Management - NQF Level 5 - NLRD 24493. 

· National Certificate: Management and Administration- NQF Level 5 - NLRD 49126. 

· National Certificate: Business Advising - NQF Level 5 - NLRD 48886. 

· National Certificate: Business Consulting Practice - NQF Level 5. 

· National Certificate: Public Finance Management and Administration - NQF Level 5. 

· National Certificate: Project Management - NQF Level 5. 
Exit Level Outcomes 

On achieving this Qualification, the learner will be able to: 

1. Work with others to undertake or support the project management activities. 

2. Assist the project manager and/or project team by contributing and participating in planning, execution and control activities. 

3. Provide support to the administration of a project. 

For electives one of: 

4. Supervise a project team of a small project to deliver project objectives.  This unit standard is included in the qualification

OR 

5. Support the project environment and management activities to deliver project objectives. 

OR 

6. Describe and apply specialised technical methods, tools and techniques to a project to deliver project objectives. 

The specific unit standard details of this qualification are as follows:

	U/S No
	Name
	Level
	Credits
	Exit level Outcome

	120372
	Explain fundamentals of project management 
	4
	5
	Assist the project manager and/or project team by contributing and participating in planning, execution and control activities.

	120373
	Contribute to project initiation, scope definition and scope change control 
	4
	9
	

	120375 
	Participate in the estimation and preparation of cost budget for a project or sub project and monitor and control actual cost against budget 
	4
	6
	

	120374
	Contribute to the management of project risk within own field of expertise 
	4
	5
	

	120379 was 10135
	Work as a project team member 
	4
	8
	Work with others to undertake or support the project management activities.

	120382 
	Plan, organise and support project meetings and workshops 
	4
	4
	Provide support to the administration of a project. 

	120385 
	Apply a range of project management tools and techniques 
	4
	7
	

	120376
	Conduct project documentation management to support project processes
	4
	6
	

	120381 (was 10139)
	Implement project administration processes according to requirements 
	4
	5
	

	120384
	Develop a simple schedule to facilitate effective project execution 
	4
	8
	

	120387 
	Monitor, evaluate and communicate simple project schedules 
	4
	4
	

	120383
	Provide assistance in implementing and assuring project work meets quality requirements 
	3
	6
	

	120388 
	Supervise a project team of a small project to deliver project objectives 
	5
	14
	Supervise a project team of a small project to deliver project objectives


UNIT STANDARD 120374

Unit Standard Title 

Contribute to the management of project risk within own field of expertise 
NQF Level

4

Credits

5

Purpose 

Learners accessing this standard will be working as a leader in the context of a small project/sub-project involving few resources and having a limited impact on stakeholders and the environment or working as a contributing team member on a medium to large project when not a leader. These projects may be technical projects, business projects or developmental projects and will cut across a range of economic sectors. This standard will also add value to learners who are running their own business and recognise that project management forms an integral component of any business

Learning assumed to be in place

Learners accessing this qualification will have demonstrated competence in mathematics and communication skills at NQF level 4 or equivalent

Learners accessing this qualification will have demonstrated competence in computer literacy and applicable software at NQF level 4 or equivalent

ID 120373- Contribute to the project initiation, scope definition and scope control

ID 120372- Explain fundamentals of project management
Unit standard range

Project level may include but is not limited to working as a leader in the context of a small project/sub-project involving few resources and having a limited impact on stakeholders and the environment or working as a contributing team member on a medium to large project when not a leader.

Projects may include but are not limited to all projects including technical, developmental and business related projects

Risks may be a threat or opportunity

Risks may include but is not limited to those within area of health and safety, technical, administrative, environmental, legal compliance, social ecology and management expertise

Risk categories may include but is not limited to Occupational Health & Safety (OHS), technical, quality, performance, project management, legal, force majeure, organisational and external 

Issues are potential risk events that have happened

Policies and procedures may be organisation specified systems, policies and procedures or where these do not exist, accepted industry best practice
Specific Outcomes and Assessment Criteria

Specific outcome 1: Identify and recognise potential risks that could affect project performance.  Risks may be a threat or opportunity
Assessment criteria

Potential, perceived and actual risk events are identified, documented and communicated in consultation with appropriate stakeholders

Triggers, causes, effects and owners are identified in consultation with appropriate stakeholders and recorded in accordance with project procedures

Risk management factors are explained with examples relating to the risk events
Specific outcome 2: Contribute to the assessment of the impact and likelihood of identified risks

Assessment criteria

Likelihood of risk causes are assessed in consultation with appropriate stakeholders and described with examples

Impact of risk effects are assessed in consultation with appropriate stakeholders and described with examples

Potential risk events identified are assessed for impact on the project: Assessment will be in simple terms such as low, medium or high or a scale
Specific outcome 3: Contribute to the development of risk management statements and plans

Assessment criteria

Activities to reduce or stop a risk threat cause arising are identified and documented in agreed format

Activities to recover from a specific risk threat event are identified and documented in agreed format

Activities to take advantage if an opportunity arises are identified and documented in agreed format

The risk threat prevention and recovery activities and opportunity activities are communicated to relevant parties for inclusion in plans and budgets. 

Specific outcome 4: Monitor and control the project risks

Assessment criteria

Potential project risk events are monitored to enable anticipation or recognition of occurrence

Issues arising are responded to and monitored to resolution

Variances identified are reported to higher project authority

Agreed risk responses are implemented in accordance with plans

Lessons learned are documented and communicated to relevant parties

Resolution may include fixing, alternative approach, change or acceptance

Essential embedded knowledge

The need for and benefit of project risk management 

The application of risk management processes, tools and techniques within the field of expertise

The identification and simple classification of project risks

Project risk planning and issue management as applicable to field of expertise and project

Safety precautions necessary within field of expertise and/or project context
Critical cross field outcomes

Identify and solve problems pertaining to contributing to the management of risks and risk assessment.

Organise and manage one`s self and one`s activities in order to have the required risk information available as and when required

Collect, analyse, organise and critically evaluate information required to correctly assess negative and positive events on project objectives

Collect, analyse, organise and critically evaluate information pertaining to the management of risk on a project within own field of expertise

Communicate effectively with others when contributing to the management of risk. 

Use science and technology when assessing and controlling project risks

Demonstrate an understanding of the world as a set of related systems, understanding the impact of risk on the overall success of a project
IDENTIFY RISKS

Outcome 

Identify and recognise potential risks that could affect project performance.  Risks may be a threat or opportunity
Assessment criteria

Potential, perceived and actual risk events are identified, documented and communicated in consultation with appropriate stakeholders

Triggers, causes, effects and owners are identified in consultation with appropriate stakeholders and recorded in accordance with project procedures

Risk management factors are explained with examples relating to the risk events
Risk management

Project risk management includes the processes concerned with identifying, analysing and responding to project risk.  It includes maximising the results of positive events and minimising the consequences of adverse events.

Risk management is a technique to identify risks threatening the success of a project and to initiate action with the aim of avoiding these risks or minimising their consequences.

Risk has to do with uncertainty, probability or unpredictability and contingency planning.

Risk Management is the preparation for possible events in advance, rather than responding as they happen.

It is the formal process whereby risk factors are systematically identified, assessed and provided for. 

Any project organisation is subject to risks. One which finds itself in a state of perpetual crisis, is failing to manage risks properly. Failure to manage risks is characterised by inability to decide what to do, when to do it, and whether enough has been done. Risk Management is a facet of Quality, using basic techniques of analysis and measurement to ensure that risks are properly identified, classified, and managed.

The official definition provided by Professor James Garven, University of Texas at Austin is from the American Risk and Insurance Association: 
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Risk management is the systematic process of managing an organization's risk exposures to achieve its objectives in a manner consistent with public interest, human safety, environmental factors, and the law. It consists of the planning, organizing, leading, coordinating, and controlling activities undertaken with the intent of providing an efficient pre-loss plan that minimizes the adverse impact of risk on the organization's resources, earnings, and cash flows. 

Phases of risk management

In general the phases in the risk management process are as follows:

Risk identification

Risk analysis

Prioritization

Planning processes are as follows:

Risk prediction and estimating

Strategy formulation

Implementation and control

Evaluation

Documentation

The risk management process involves a set of logical steps that are followed to arrive at means of managing the risks and monitoring and resolving them if and when they occur.

A model of the risk management process is outlined below.
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Source: Standards Association of Australia, 1999, Risk Management AS/NZS 4360: 1999

Identify risks

In order to manage risks we have to understand what a risk is. 
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“This is the likelihood that the objectives of a project will not be met or that unacceptable outcomes will arise during a project's life cycle. As well as cost, schedule and performance objectives, elements of risk can pertain to damage and loss, or environmental, political, social or other aspects of a project.”

(www.tbs-sct.gc.ca/pubs_pol/dcgpubs/tbm_122/ABKGLOS-PR_e.asp)

“An uncertain event that, if it occurs, has a positive or negative effect on a project’s objective” ” (Project Management Body of Knowledge, 3rd Edition, 2004)

The most helpful definition is that given by Larry Krantz, Chief Executive of Euro Log Ltd here in the UK. Larry says that 'A risk is a combination of constraint and uncertainty'. We all face constraints in our projects, and also uncertainty. So we can minimise the risk in the project either by eliminating constraints (a nice conceit) or by finding and reducing uncertainty.

[image: image3.png]~s—a-~w03o00

Minimising Risk in
Projects

Uncertainty
Copyrigt cotants como 1 g 1936




The illustration plots uncertainty against constraint. The curved line indicates the 'acceptable level of risk', whatever that may be in the individual case. The risk may be reduced to an acceptable level by reducing either or both of uncertainty and constraint. In practice, few people have the opportunity to reduce constraint, so most focus on the reduction of uncertainty. It is also worth noting from the diagram that total elimination of risk is rarely achieved. So we have to consider how to manage that remaining risk most effectively.

There are two stages in the process of Project Risk Management, Risk Assessment and Risk Control. Risk Assessment can take place at any time during the project, though the sooner the better. However, Risk Control cannot be effective without a previous Risk Assessment. Similarly, most people tend to think that having performed a Risk Assessment, they have done all that is needed. Far too many projects spend a great deal of effort on Risk Assessment and then ignore Risk control completely.

During the first step the project manager and the project team study the available documentation, especially the project scope statement, work breakdown structure, project schedule, project budget and stakeholder analysis and identify any possible uncertain future event that could have an influence on the project objectives. All these possible future events or risks are identified and described.

The risk could be expressed as "We have underestimated the likely duration of task xxx."

Some examples of areas of uncertainty are 

Failure to understand who the project is for
Failure to appoint an executive user responsible for sponsoring the project 
Failure to appoint a fully qualified and supported project manager 
Failure to define the objectives of the project 
Failure to secure commitments from people who are needed to assist with the project 
Failure to estimate costs accurately 
Failure to specify very precisely the end users' requirements 
Failure to provide a good working environment for the project 
Failure to tie in all the people involved in the project with contracts or Documents of Understanding
Risk categories

Occupational Health & Safety (OHS)

According to statistics, these are the major causes of accidents in the workplace:

Unsafe acts            88%

Unsafe conditions   10%

Acts of providence    2%

98 % of all accidents can be prevented as to the causes of these accidents are things people do wrong in the work place.  Following are the basic causes of accidents in the workplace: 

Lack of knowledge/skill, by the worker: the worker was not trained to do his/her job properly and safely.

Improper motivation: The worker is not interested in his/her job.

Physical and mental problems: The worker is not fit to do the job properly or he /she is not capable of doing the job safely. It cannot be expected for a code 14 drivers to perform a brain operation on a patient. The person working in a wood and coal business should be a person who is able to pick up heavy objects and therefore should be a strong person

Attitudes: The attitudes of people often relate to the following:

Home influence

Education and training

Job experience

Personal habits

Mentally and physically unsuited to do the job

Work problems and grievances

Inadequate work standards (no safe working procedures)

Inadequate design (equipment that is not properly designed to do the job

Normal wear and tear (no proper and regular inspection on equipment

Abnormal usage (substantial equipment that is used, like household equipment used for industrial purpose) 

These are some of the risks involved in health and safety.

Technical

Lack of technical knowledge and skills of employees and management

Technical equipment that is not up to standard

Quality

When the quality of the deliverables and products are not as specified in the project scope, the project is at risk.  This could be due a lack of quality management of:

Inputs, such as raw materials

Work processes

Outputs such as products or services

Performance

This refers to the work performance of employees, the performance of equipment as well as the performance of raw materials and supplies.

Do the employees do the work as they are supposed to?

Does the equipment perform as expected or are there delays due to breakage?

Are the supplies and raw materials up to standard or do you have to make modifications to work processes to cope with sub-standard raw materials or supplies that are delivered late?

Legal compliance

All projects are subject to some form of legal requirement, such as:

Basic Conditions of Employment Act

Employment Equity Act

Labour Relations Act

Compensation for Occupational Injuries and Diseases Act, 1993

OHS Act

And various Acts that govern the specific industry, for example the road transport industry and the fast food industry have specific laws and regulations that the project team has to be aware of, as they have to deliver the project while complying with these laws and regulations.

Force majeure

This term has to do with contracts and you have to be aware of the meaning and implications of this term when it applies to your project.

Force majeure frees both parties from liability or obligation when an extraordinary event or circumstance beyond the control of the parties prevents one or both parties from fulfilling their obligations under the contract.  Extraordinary events include:

War

Strikes

Riot

Crime

Act of nature, such as flooding, earthquake, volcanic eruption, tidal wave

Force majeure does not include negligence where, for example, non-performance is caused by rain or storms that were predicted or by another outdoor event such as a demonstration or march that has been advertised.  In other words, if the contractual party was aware that a strike has been called for a certain day, force majeure does not apply.

Organisational

Project management: does the project management team have the knowledge and skills to manage the project?  Will the project be managed and controlled correctly?

Administrative: can the existing administrative system cope with the demands of the project or should new systems be developed and more people be employed?

Management expertise: does the organisation have the necessary management expertise to manage the project or must you look for expertise from outside the organisation?

External

Environmental factors are those mentioned under force majeure as well as other factors such as air pollution, pollution of rivers and drinking water, putting endangered species such as rhinoceros in danger.  Accidental pollution by spilling oil, hazardous chemical and so on are also environmental risks.

Any project that will disrupt a sensitive environment such as the Wild Coast and the St Lucia Wetlands is also at risk from environmental protection groups.

Social ecology: what impact will the project have on the local community?  Will they have to move to another area, will the project disrupt their daily lives, will they welcome the project or be opposed to it, etc.

There are also other external factors such as unplanned electricity cuts or load shedding that can disrupt the work in the project, riots that prevent your workers from coming to work, etc.

Identify triggers, causes and effects

Cause and effect

Once you have identified the risk, you have to find out what will cause the risk and what the effect of the risk will be.  What will cause the risk to happen and what can you do to prevent the risk from happening?  Also, if the risk does manifest, what will the effect of the risk be?

If the risk was sub-standard quality of the product, what can cause the risk?  if you determine the cause to be faulty raw materials, what will the effect be on the project?  A faulty spare for a car can cause an accident, while a faulty component for a computer can cause a loss of information by the client.

If necessary, do a problem analysis to find out what the cause and effect of the risk will be.

Triggers

What event or set of conditions will tell you when this is no longer a risk and is now a reality? When the trigger event occurs or the trigger conditions manifest, you immediately move to your risk management plan.  For example, if a risk was a strike and the union representative informs you that negotiations for wage increases were unsuccessful; this is a trigger, as the next step by the union will be to call for a strike.

It is important to take action according to the risk management plan immediately.

Risk Owner

Who is responsible for monitoring this risk? Usually the PM is the Risk Owner, but it could be that a team leader or team member becomes the owner of the risk.  the owner of the risk has to monitor the risk, watch out for triggers that will indicate the risk has now become a certainty and report this immediately.

Describe the risk

In business and especially in projects it is important to be precise with language to avoid confusion and misinterpretation.  Risks should be phrased and framed properly in order to be best managed. Risks should identify three aspects;

The circumstances that enable the risk to occur, often the trigger 

The actual risk, or thing that might happen 

The impact of the risk event occurring to the project or business 

Examples of poorly described risks:

We may set the price too high 

Technical resources are not available 

This is a more effective way of describing the risk:

If we raise the prices for products A and C too much, our customers may look around for alternative products that are cheaper and as a result we could lose market share and revenue. 

If technical resources are not available by June 15,  the project’s critical path will be affected resulting in at least a four week delay to launch 

Threat or opportunity?

All risks are not negative – some risks are positive and could provide opportunities for the project as well as the organisation. For example, a risk of greater than forecast customer numbers resulting in higher revenue is still a risk.

Positive risks can be described as opportunities. You can still plan to manage the risk, just in this case to take advantage rather than defend from the risk.

Project teams tend to ignore positive risks.  It is good business practice to explore the benefits of positive risks.  If there is a possibility of attracting more customers than projected by the project, it is a positive risk that still has to be managed.  problems associated with this risk are: stock levels – will we have enough stock, do we have employees to complete the increased orders, will we be able to deliver on time, etc.

The Project Management Institute (PMI) generally acknowledges that positive risks are worth considering.

Features of a risk management system

The features a risk management system needs to have to do its job well include:

A brief description 

A list of impacted stakeholders 

An impact/likelihood assessment 

A priority or importance rating 

An owner who is responsible for the risk management plan 

A description of the risk management plan 

A status (is it being managed, has it been closed?) 

On the pages following you will find:

an example of a risk identification table

a blank risk identification table

Example: Risk identification and description

VENUS PROJECT: LIST OF IDENTIFIED RISKS/OPPORTUNITIES 

	WBS &

Risk No
	Risk/Opportunity Source
	Risk/Opportunity Description
	Possible Effect

	01-01-R1
	Requirement change
	User Requirements. Contracted statement of user requirements (scope) document and analysis findings do not match
	Delay before consensus achieved and pilot project started

	01-01-R3
	Inadequate initial scoping
	Increased Number of Users. Analysis of existing financial system reveals a requirement for the implementation of the Venus package for all the surrounding informal housing areas. The magnitude of this is estimated to be equivalent to the current project 
	Extension/delay of the project or new project (added revenue)

	01-01-R4
	Unforeseen organizational changes 
	Organizational Change. Project Analysis reveals that organizational changes within both the revenue and expenditure functions will have to be made in order for the application to function efficiently. 
	Despite the fact that this is excluded from project scope, any delay in the implementation thereof will impact the project schedule

	01-01-R5
	Poor interpretation of initial scoping 
	Staff Location. The current location of the staff may not be optimal for the implementation of the Venus application
	Delay until staff, network outlay and network points and PC locations optimized, redrafted and approved.

	01-01-R6
	Client organization not fully prepared for system implementation
	Availability of Information. Analysis of expenditure reveals that asset register and vehicle lists are inadequate (e.g. fragmented, non-existent) to implement Venus system
	Delay until information is available

	01-01-R8
	Fear and resistance to change brought about by Venus system
	Resistance to Change. Resistance to project team, reluctance to work with team, slow provision of required information
	Delays, failure to obtain adequate information, delays in signing off deliverables


Notes

1. Row 1. The column headings are outlined
2. Column 1.The reference number in the first column refers to the task number in the WBS

3. Column 2. The source or root cause of the risk or opportunity is described

4. Column 3. The risk/opportunity is described as comprehensively as possible

5. Column 4. The possible effect of the risk/opportunity on the project is briefly described

LIST OF IDENTIFIED RISKS/OPPORTUNITIES
PROJECT NAME:

	WBS &

Risk No
	Risk/Opportunity Source
	Risk/Opportunity Description
	Possible Effect

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


ASSESS THE IMPACT OF THE RISK

Outcome 

Contribute to the assessment of the impact and likelihood of identified risks

Assessment criteria

Likelihood of risk causes are assessed in consultation with appropriate stakeholders and described with examples

Impact of risk effects are assessed in consultation with appropriate stakeholders and described with examples

Potential risk events identified are assessed for impact on the project: Assessment will be in simple terms such as low, medium or high or a scale
Assess risks

During Step 2 the list of risks/opportunities is analysed and assessed.  This is achieved by analysing each identified risk and asking the following questions:

How likely is it that this risk will actually take place during the project?

If the risk event does take place, then what will the impact of the event be on the project?

A number of techniques have been developed to try and illustrate this graphically. The matrix below represents one way of categorising the risks in terms of their impact on the project and the likelihood of the risk taking place. 
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High Probability, High Impact

These are dangerous risks and must be neutralised as soon as possible.  These risks must be mitigated early on.

Low Probability, High Impact

These are dangerous risks which can be avoided with care.  they have to be monitored  and you must have an action plan to stop these risks from interfering with the project.

High Probability, Low Impact

If the probability is high but the impact is low, the risk has to be monitored and action plans developed to contain the risk, if necessary, but the risk is assigned a low priority.

Low Probability, Low Impact

This risk has the lowest priority and very little effort will be made to do anything about it.

Each identified risk is assessed in this fashion. 

Once this has been completed the project manager and the project team then prioritise the risks: 

1. identify and group those risks with a high likelihood and a high impact, 

2. followed by those with a high likelihood and low impact, 

3. those with a high impact and a low likelihood 

4. and finally those with a low impact and a low likelihood. 

This categorisation allows the project manager to allocate a relative importance or priority to the more serious risks in order to focus the management energy on the resolution of these risks. 

Risks are often assessed by project team members who have prior experience in a particular area, but bringing in experts can also add value. In fact as most risks have to be assessed by rule of thumb as they are estimates of future behaviour and events the more subject matter expertise you can bring to bear the better.

The Insurance industry uses historical information and sophisticated models to work out how likely you are to be robbed or die of a heart attack. IT and Business projects are not yet at this stage of sophistication and I am not qualified to speak for the building industry. However, there are many reports and studies published on the internet and elsewhere that show common risks and how frequently they occur. And the number of reports increases each month.

You can also look at corporate archives to see what common risks occur where you work. For example is there a risk the deadline is too close and you don’t have time to deliver good quality? Are you the hundredth project in that circumstance where you work?

At the end of the day most people today rely upon their personal experience to assess likelihood of a risk eventuating. You should use yours too, but be aware of its limitations. When you get the chance you can search the internet, your companies documents, your colleagues memories and other places for common risk factors and their likelihood of occurring. The wisdom of many can do a great deal to help you avoid risk. 

Step 2 of the process is now complete and a list of prioritised risks is in existence.

On the pages following you will find:

a table containing examples of risks that have been assessed

a blank risk assessment table
Example: Prioritised Risks

VENUS PROJECT: PRIORITISED RISKS 

	WBS &

Risk No
	Risk/Opportunity Description
	Risk Likelihood
	Risk 

Impact

	01-01-R3
	Increased Number of Users. Analysis of existing financial system reveals a requirement for the implementation of the Venus package for all the surrounding informal housing areas. The magnitude of this is estimated to be equivalent to the current project 
	High
	High

	01-01-R5
	Staff Location. The current location of the staff may not be optimal for the implementation of the Venus application
	High
	High

	01-01-R6
	Availability of Information. Analysis of expenditure reveals that asset register and vehicle lists are inadequate (e.g. fragmented, non-existent) to implement Venus system
	High
	Low

	01-01-R8
	Resistance to Change. Resistance to project team, reluctance to work with team, slow provision of required information
	Low
	High


Notes

1. Row 1. The column headings are outlined
2. Column 1.The reference number in the first column refers to the task number in the WBS

3. Column 2. The source or root cause of the risk or opportunity

4. Column 3. The likelihood of the risk taking place during the project is estimated and recorded

5. Column 4. The impact on the project in the event that the risks do take place, is recorded

The risks are then listed in the order of their severity - as shown in the table above.

PROJECT NAME: 
PRIORITISED RISKS 

	WBS &

Risk No
	Risk/Opportunity Description
	Risk Likelihood
	Risk 
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DEVELOP RISK MANAGEMENT PLANS

Outcome 

Contribute to the development of risk management statements and plans

Assessment criteria

Activities to reduce or stop a risk threat cause arising are identified and documented in agreed format

Activities to recover from a specific risk threat event are identified and documented in agreed format

Activities to take advantage if an opportunity arises are identified and documented in agreed format

The risk threat prevention and recovery activities and opportunity activities are communicated to relevant parties for inclusion in plans and budgets. 

Risk Control 

Risk control has three elements, as follows: 

Mitigate Risks. 

Take whatever actions are possible in advance to reduce the effect of Risk. It is better to spend money on mitigation than to include contingency in the plan. 

We can mitigate risks by reducing either the probability or the impact. Remember that we identified the risk by seeking uncertainty in the project. The probability can be reduced by action up front to ensure that a particular risk is reduced. An example is to employ a team to run some testing on a particular data base or data structure to ensure that it will work when the remainder of the project is put together around it. The technique of building a pilot phase of the project is an example of risk mitigation. Unfortunately it often fails, because the team works closely with the pilot user group, and then thinks that all the problems are solved for the roll out. This is rarely the case. 

Plan for Emergencies. 

For all those Risks which are deemed to be significant, have an emergency plan in place before it happens.  

By performing the risk assessment, we know the most likely areas of the project which will go wrong. So the project risk plan should include, against each identified risk, an emergency plan to recover from the risk. 

As a minimum, this plan will name the person accountable for recovery from the risk, the nature of the risk and the action to be taken to resolve it, and the method by which the risk can be spotted. A risk which has been mitigated may still be a significant and dangerous risk. These will require emergency plans 

Elements of risk control
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Measure and control risks

Track the effects of the risks identified and manage them to a successful conclusion. 

We have shown these elements as three separate branches of the same tree. This is correct, but it is important to remember that the process is in fact an iterative one, and the Risk Assessment is only completed when the Assessors and Project Manager are satisfied that any undetected risks are now insignificant.

Respond to risks

During this step each risk is analysed and a decision is made as to what risk strategy is to be followed and who is to be given the responsibility to manage the risk in the event that it should come about.

Once this analysis has been completed then the risk response plan has been formulated.  

The response to risk on a project can include one or more of the following response strategies:

Accept the risk

A risk response strategy that indicates that the project team has decided not to change the project management plan to deal with the risk, or is unable to identify a strategy/strategies to deal with the risk

In cases where the risk is considered unworthy of effort to manage it can be accepted. This may occur in instances where the risk is so unlikely to occur as to not warrant attention, or where the impact is insignificant in the content of the business and project’s environment.

Avoid the risk

Avoiding is a risk response strategy that indicates that the project team has decided to change the project management plan in order to eliminate the risk or protect the project objectives from its impact. Avoid the risk by removing the potential risk through taking precautionary measures, which at extremes can mean cancelling the project.

Generally this involves relaxing the time, cost, scope or quality objectives.

Mitigate/reduce the risk

Mitigating the risk is a risk response strategy that deals with project threats and seeks to minimise the likelihood or the impact of the risk to below an acceptable level.

What are you going to do to make sure that the risk does not get triggered? Essentially: how are you going to control the risk? This has to be discussed with your stakeholders.

Transfer the risk

A risk response strategy that seeks to transfer the impact of the threat to a third party, together with ownership of the response.  Usually this means insuring against a risk occurring, but can also include getting the business owner/sponsor to take accountability for the risk outside the scope of the project.

Keep in mind that you must manage your response to the event (risk), not the event itself.

Risk management plan

Whichever option you pick for your risks you should have a detailed action plan against the risk which includes

Who is responsible for managing the risk 

What is going to be done to manage the risk 

When are the major work activities to manage the risk going to start and end 

How the risk will be managed as a result of this management plan – that is the planned outcomes of the risk management plan 

List of possible project risks

	External risks

· Political

· Environmental impact

· Social impact

· Business

· Financial

· Inflation

· Currency changes

· Tax laws

· Interest rates

· Regulatory (Unanticipated government intervention)

· Supply of raw materials

· Environment issues

· Design standards

· Production standards

· Site location

· Product or Services - Sales or export

· Pricing

· Completion (Failure to complete)

· Supporting infrastructure by others

· Design or execution

· Contracts due to bankruptcy or receivership

· Financial support to end of project

· Due to inappropriate project

· Due to political unrest

· Unexpected side effects

· Environmental

· Social

· Natural hazards

· Market

· Availability of raw materials

· Cost of raw materials

· Demand including customer user rejection

· Economics

· Competition

· End value on market

· Willingness of buyers to honour purchase agreements

· Impact of sales effort


	Internal (Non Technical) risks

Schedule delays due to:

· Regulatory approvals

· Labour shortages/stoppages

· Material shortages

· Late deliveries

· Unforeseen site conditions

· Owner/operator scope changes

· Design inadequacies

· Inadequate planning

· Lack of coordination of isolated skills

· Senior staff changes

· Accident or sabotage

· Startup difficulties

· Unrealistic scheduling

Cost overruns due to:

· Schedule delays

· Procurement strategy

· Pay negotiations

· Work force inexperience

· Lack of understanding of how parts fit together

· Contractor claims

· Underestimating

· External factors

·  Financial

Cash flow interruption

Internal (Technical) risks

· Changes in technology

· Design errors/omissions

· Insurmountable technical obstacles

· Performance

· Quality

· Productivity

· Reliability

· Technical failure

· Risks specific to project technology

·  In creating

· In operating

Legal

· Licenses, Patent rights/infringement, Legal/regulatory uncertainties, Contractual failure, Force Majeure

Other, including Terminations, Critical personnel shortages, Long lead items, Weather, Productivity, Claims, Labour strikes, Unforeseen events, Unexpected outcomes, Natural disasters


Source: Hiltz, MJ. 1998. Project Management Handbook of Checklists. 

Example: Risk Response planning

VENUS PROJECT: RISK RESPONSE PLAN

	WBS &
Risk No
	Risk/Opportunity Description
	Discussion
	Decision/
Strategy
	Responsibility
	Budget

	01-01-R3
	Increased Number of Users. Analysis of existing financial system reveals a requirement for the implementation of the Venus package for all the surrounding informal housing areas. The magnitude of this is estimated to be equivalent to the current project 
	· Should be regarded as a market opportunity to extend the project, rather than a risk.
· Currently out of scope due to contract for 100 users.

· Need is apparent and very evident.

· Isolate from current project and market as a separate contract.

· Best option – install as an extension after current project. 

· Saves on manpower
	· Accept risk

· Ensure client is aware of this as an exclusion

· Market as an extension to the project
	· Project Manager (PM) educate client

· Project director market extension
	· No funds from existing project budget

· Funds to be allocated from marketing budget

	01-01-R5
	Staff Location. The current location of the staff may not be optimal for the implementation of the Venus application
	· Network and workstation planning has already been done.

· Re-location of staff is a client responsibility.

· There is still sufficient opportunity to re-locate staff members after scheduled hardware and network infrastructure has been signed off by client
	· Reduce and transfer risk

· Insert conditions in applicable sign off documents – after sign-off all changes will be subject to change control at a time & materials cost.


	· Project Manager (PM)

· Hardware team leader
	· No funds from current budget.

· Insist on a change request

	01-01-R6
	Availability of Information. Analysis of expenditure reveals that asset register and vehicle lists are inadequate (e.g. fragmented, non-existent) to implement Venus system
	· Client is responsible to gather this information and sign it off. 

· If risk materializes, the correction thereof will require concerted effort from the client and re-work to enter data

· However, the risk of non-compliance will influence (delay) the Bull implementation schedule
	· Reduce and transfer risk

· Inform client of information requirement

· Minute information roles and responsibilities

· Agree any extension will be charged according to time and materials
	· PM
	· No funds

· Insist on a client change request

	01-01-R8
	Resistance to Change. Resistance to project team, reluctance to work with team, slow provision of required information
	· Client members can follow this course due to fear of the unknown

· Risk can affect schedule of analysis and pilot and cause unnecessary re-work
	· Reduce risk

· PM to inform/brief and educate client members on all applicable levels via initial briefing and selected progress reports thereafter.

· Influence client members to acknowledge that it is in their interest to provide adequate information

· Monitor situation regularly
	· PM - briefings

· All Bull team leaders to monitor
	· Allocate a management reserve of 5 days during each phase of the project for delays due to this factor


Notes

1. Row 1. The column headings are outlined
2. Column 1.The reference number in the first column refers to the task number in the WBS

3. Column 2. The description of the risk/opportunity

4. Column 3. A brief analysis of the risk

5. Column 4. The risk management strategy to be followed for the risk. Note the following:

5.1.1.1. The strategy is recorded – Accept, avoid, reduce, transfer

5.1.1.2. Specific tasks are allocated 

6. Column 5. The responsible members of the project team are identified.

PROJECT NAME:
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MONITOR AND CONTROL PROJECT RISKS

Outcome 

Monitor and control the project risks

Assessment criteria

Potential project risk events are monitored to enable anticipation or recognition of occurrence

Issues arising are responded to and monitored to resolution

Variances identified are reported to higher project authority

Agreed risk responses are implemented in accordance with plans

Lessons learned are documented and communicated to relevant parties

Resolution may include fixing, alternative approach, change or acceptance

Monitor the risk

Initial risk management plans are never perfect.  Practice, experience, and actual loss results will necessitate changes in the plan and contribute information to allow possible different decisions to be made in dealing with the risks being faced.

The owner of each risk should be responsible to the project manager to monitor his risk, and to take appropriate action to prevent it from going on, or to take recovery action if the problem does occur. 

Monitoring and controlling risks is an ongoing process.  As the project is rolled out new risks may arise and the likelihood and impact of risks change.  All the risk categories have to be monitored continually.

The likelihood of risks occurring is bigger at the beginning of the project.  This is due to the relative uncertainty that exists at the beginning, compared to the end of the project.

Early on in the project the likelihood of risks occurring is much greater due to the relative uncertainty compared to the end of a project. 

The impact of risks also changes during the project’s lifetime.  a risk of rain, for example reduces during the winter when no rain falls (or summer if you are in the Western Cape) and other risks emerge.
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A project’s success factors also change over time. For example building a soccer stadium may acquire a success factor of dealing successfully with suppliers of transport for employees.  Once the transport arrangements have been negotiated, the risks associated with dealing with these stakeholders will change as their importance and influence changes.
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As well as monitoring existing risks you will have the opportunity to monitor for new risks. Have new opportunities for risk come up as a result of changing environment or scope? Has the project’s business case or relationship with the rest of the world changed?

Specific things you can do to help monitor risks include:

Risk Owners: Ensure all risks have an owner.  When risk owners have to deal with the results of the risk occurring it will motivate them to pay attention to the risk. 

Risk Meetings: Have formal risk review meetings where people have time to stop and think about risks. Time may cost money but often risks can be much more expensive that they first appear. You can also schedule low likelihood and impact risks to future dates. 

Triggers: Identify triggers for reviewing risks. If a risk is minor today but will become important if something occurs, look out for the something. 

Another important feature of a risk management system is that it is used. The system needs to be looked at and the items reviewed and monitored. If you are designing your own make sure it is clear and useable. 

Update plans: Risk analyses results and management plans should be updated periodically. There are two primary reasons for this:

1. To evaluate whether the previously selected security controls are still applicable and effective, and 

2. To evaluate the possible risk level changes in the business environment. For example, information risks are a good example of rapidly changing business environment. 

Respond to issues

An issue is a potential risk that has been triggered.  As soon as the trigger for a risk appears, the owner of the risk has report the matter to the next level and take the action that is detailed in the plan.

As soon as the plan of action is implemented, the implementation must be monitored until the issue has been resolved.  This means that you have to check that the action you are taking is resolving the issue.  If not, report the matter to the next level as corrective action has to be taken. 

Identify and report variances

A variance is the amount by which something changes or is different from something else.  For example, a variance in the price of cement can be higher or lower than the price budgeted for.

The price of materials is usually calculated on the actual cost at the time the budget is done.  This price is called the Standard Materials Price and the price at which the material is purchased is called the actual Materials Price.  to calculate the difference, use the following formula, where Vmp is the materials price variance:

Vmp = (Actual Unit Cost - Standard Unit Cost) * Actual Quantity Purchased 

When the Actual Materials Price is higher than the Standard Materials Price, the variance is said to be unfavourable, since the Actual price paid on materials purchased is greater than the allowed standard. The variance is said to be favourable when the Standard materials Price is higher than the Actual Materials Price, since less money was spent in purchasing the materials than the allowed standard.

Whether the variance is favourable or unfavourable, any variance has to be reported to the next level in the project hierarchy.

Variances can include:

variances in labour costs

variances in sales

variances in usage of materials

variances in the quality of the product, etc.

Implement risk response plans

As soon as the trigger of the risk appears, the risk management plan must be implemented – in other words, do what the plan says you should do.

the appearance of the trigger as well as the implementation of the plan must be reported to the next level of authority.

Document and communicate lessons learnt

When a project risk becomes a reality the contingency plan is implemented and monitored.  Once the risk has been resolved, a report has to be done in order to advise stakeholders of the effectiveness of the plan: 

did the plan resolve the risk or did the plan worsen the impact of the risk?

what lessons did you learn from the implementation of the risk plan?

what could have been done differently to resolve the risk

Make sure that you describe the following:

The risk as well as the action plan

how effective the plan was and how difficult or easy it was to implement

what other approaches could have been followed to resolve the risk

what impact the action plan had on the project

make recommendations as to whether the contingency plan should be accepted for future similar projects, or changed

Communicate with stakeholders

The entire risk management process, from risk identification, risk assessment, the risk response plan as well as the procedure for monitoring risks has to be presented to the stakeholders for their discussion and approval.

Once a risk has occurred and the response plan has been implemented, this must also be communicated to the stakeholders.

Formative assessment All outcomes and criteria

Individual activity

Contribute to the management of project risks for the project that you have volunteered for.

Identify, document and communicate potential, perceived and actual risk events

Consult with stakeholders to identify triggers, causes, effects and owners and document these in line with company procedures

Explain risk management factors with examples that relate to the risk events

Consult with stakeholders to assess the likelihood of risk causes.  Describe the risk causes with examples.

Consult with stakeholders to assess the impact of risk effects.  Describe these using examples.

Identify potential risk events and assess their impact on the project as low, medium or high

Identify and document activities to reduce or stop a risk threat cause

Document these activities

Identify and document Activities to recover from a specific risk threat event

Identify and document activities to take advantage if an opportunity arises

Communicate the risk threat prevention and recovery activities and opportunity activities to all relevant parties so that they can include the activities in the plans and budgets

Monitor Potential project risk events to enable anticipation or recognition of occurrence

Respond to issues that arise and monitor issues to the resolution thereof

Identify and report variances

Implement agreed risk responses

Document lessons that were learnt and communicate these to management

Attach all relevant documents, signed by the manager or the person in charge of the project, as proof that this is your own work and that your activities were done in line with the procedures of the organisation.
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