IDENTIFYING AND SUCCESSFULLY MANAGING PROJECT RISKS

A successful electronic health record software implementation project attains its goals and objectives within the triple constraints of time, cost and scope. A “project risk” is any factor that threatens this success. “Risk management” is the process of anticipating and developing a plan to address probable risks. The foundation for risk management is the project plan. Every project plan expresses the triple constraints in the identification of activities and tasks (scope), organized around a schedule (time), that must be completed within an identified timeframe and budget (cost). 
By sharing and examining a wide range of project experiences to date, HIT Supplement grantees can utilize the attached template to get a better handle on identifying, analyzing and controlling the factors that threaten project success. 
The template is organized around the six general categories of project risk:

1) Management: Relates to the management structure (IT Governance) and implementation strategy of the project.
2) Technology: Includes conflicts between actual design and desired functionality, and “bugs,” or software failures to perform as intended
3) Resources: Involves staff rollover, the need for skilled resources, and the reliability and availability of external service providers (i.e., vendors, consultants).
4) Timing (or “slippage”): Issues created by product delivery delays, or missed deadlines along the critical path. 
5) Organizational: Concerns internal sensitivities relating to project support, end-user “buy-in”, internal cooperation and communications. 
6) External: Risks beyond the direct control of the project team caused by external factors such as a grant time frame.

It allows the project leader to look at risks rooted in one or more of these categories in terms of three key components:
1) Risk Identification
2) Risk Analysis and Assessment
3) Risk Response 
It should be used in conjunction with your project plan to identify, analyze and develop a strategy for managing and controlling your project risks.  
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EXAMPLE
	Project Activity/Task (from Project Plan)
	Risk Identification (what are you identifying as a risk, and why?)
	Risk Analysis and Assessment (start with the Category for the risk)
	Risk Response 

	End User Training
	Review of “End-user Training” project plan Activity resources reveals barriers to completing the associated Tasks.
	Category: Resources

1) Description: Training plan relies on six “power users” within the agency staff to support the trainers. Not enough “power users” are emerging.
(Category: Management

This may reflect a deeper project risk related to the category “Management.” The change management strategy may not be supporting staff engagement in planning and implementation.) 
Category: Resources
2) Description: The training plan requires an end-user manual. Vendor provides this but it is generic, not modified to reflect the organization’s software configuration. 

	1) Response: 
a. Review change management strategy and determine if flaws here are the core issue (BY WHEN DATE). 
b. If yes, address as a separate project risk. 
c. If no, develop and implement plan for a small group to receive early end-user training in product software (BY WHEN DATE).

d. Monitor progress
2) Response: 
a. Determine availability of vendor generic manual in electronic format (BY WHEN DATE). 
b. If available, identify and schedule staff resources for modifying to reflect organization’s configuration (BY WHEN DATE).
c. If not available, develop plan to create this material using the paper-based generic manual as a guide. 

d. Monitor progress.
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