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What we will learn?

 Introduction

 Risk Management Definitions (AACE TCM)

 The CM’s Role in Risk Management

 Risk Management Plan

 Risk Management Process (AACE TCM)

 Risk Management Process (CMAA)

 Risk Meetings

 Risk Allocation

 Scale



Risk Management Process

(CMAA)
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Risk management process

 Teams in the built environment face many dynamic threats and opportunities

throughout all delivery phases.

 Risks can change and new risks can emerge as a project or program moves into

later phases.

 Examples include differing site conditions, market changes, new

technologies, scope changes, the public’s perception of the project or

program, and weather.

o The potential consequences of these risk events include changes in

cost, schedule, and quality, which all affect successful delivery.
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Risk management process

 Therefore, a CM must understand that risk management is a continuous process to

identify, analyze, respond to, and monitor threats and opportunities

throughout all phases on a construction project or program.

 Risk management processes are iterative and must repeat at regular

intervals throughout the entire project or program.

 The CM should understand and participate in risk management

processes throughout all phases,

even if the team is using a separate risk specialist.
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Risk management process
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Risk management process

 Continuous risk management begins as early as possible (ideally during the pre-

design phase) and follows the processes defined in the team’s RMP.

 Integrating a continuous risk management process will:

 Focus the team on the project’s/program’s requirements and constraints;

 Improve consensus;

 Increase the probability that the team will meet the owner’s cost, schedule, and

quality requirements; and

 Reduce the number of surprises.
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Risk identification

 Risk identification is when a team evaluates a project/program to discover its

potential threats and opportunities.

 These risks relate to scope, cost, schedule, and quality.



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CMAAبر اساس سند مهمی از (استراتژي مدیریت ریسک در طول چرخه حیات پروژه 
مقدمه و مفاهیم اولیه مدیریت ریسک در پروژه هاي صنعت ساخت

92

Risk identification

 Risk managers,

 builders,

 consultants,

 designers,

 insurance companies,

 owners, and

 other stakeholders

may participate.
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Risk identification

 Teams should use

 their judgment,

 lessons learned from earlier projects/programs, and

 outside resources like

 audit forms,

 databases,

 industry publications, and

 Surveys

to help identify possible risks.
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Risk identification

 The risk manager typically facilitates risk identification, which occurs during a risk

meeting.

 The purpose is to identify potential risks as early as possible, ideally beginning in

the pre-design phase.

 Additional meetings should occur throughout the full project/program lifecycle,

but the frequency of these meetings should generally increase as the work

progresses.
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Risk identification

 During risk identification, the risk manager must

1. be objective,

2. make realistic assumptions,

3. collect a variety of well-informed judgments, and

4. understand each risk’s potential impact(s).
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Risk identification

 The team should record each new risk in a risk register.

 A risk register is a tool to organize the information.

 Depending on the team’s needs, the risk register may be a simple

spreadsheet or a detailed database.

 After the team identifies a risk,

the risk manager updates the risk register with

 the name,

 unique identification, and

 a description for that risk, including whether it is an opportunity or threat.

 The owner’s risk register requirements may vary, but this course provides a

possible example of a risk register throughout the remaining sections.
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Risk identification

 If the CM is responsible for delivering risk management services,

the CM facilitates risk identification as defined in the RMP.

 If a separate risk specialist is the risk manager,

the CM should still participate to

1. Understand the project’s/program’s potential risk and

2. Ensure that the team follows the RMP’s process.

 The CM should welcome input from all team members.

For more, see Section 2.
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Risk analysis

 After the team identifies threats and opportunities,

the next step in the risk management process is to analyze each risk to provide

1. The owner,

2. Other team members, and

3. Other stakeholders

with an assessment of each threat or opportunity.
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Risk analysis

 Risk analysis attempts to

1. Categorize,

2. Measure, and

3. Prioritize

risks by their potential severity and the chances they will occur.

 Analysis helps the team see which risks have

1. The greatest potential impact and

2. The highest likelihood.

 Note that some parts of the industry use the term “risk assessment” to refer to

risk analysis (or use both terms interchangeably), but the process is the same.

 The team adds the results to the risk register to create a status for each risk
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Risk analysis

 There are two general types of risk analysis: qualitative and quantitative.

 Qualitative risk analysis categorizes risks based on the team’s judgment about

each risk’s likelihood and severity.

 A qualitative analysis may include preliminary data and the team may assign

numerical values to each risk.

 Meanwhile, quantitative risk analysis further refines this analysis based on

measurable data as the team moves into later phases.

 Quantitative analysis first requires a qualitative analysis,

then the team

1. Uses advanced statistical formulas and

2. Programs to measure the probabilities and outcomes of risk

events.
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Risk analysis

 A quantitative risk analysis may be unnecessary for some projects and programs,

i.e.,

qualitative analysis may be sufficient for some teams to manage threats and

opportunities.

 For example, on a project with a budget less than $50,000, the qualitative

analysis may provide enough detail to effectively manage risk, the schedule

may be too short for a quantitative analysis to deliver value, the owner may

not have the budget for a quantitative analysis, etc.

 The RMP should clarify if a quantitative analysis is necessary.
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Risk analysis

 However,

the CM should generally understand the processes involved in both types of

risk analysis.

When the CM is the risk manager,

the CM should lead risk analysis.

For more, see Section 3.
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Risk response

 After identifying and analyzing a risk,

teams may respond to each opportunity or threat through

design, engineering, and management decisions.

 Risk responses may involve a wide range of actions, including

responses that change scope, schedules, budgets, and quality.
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Risk response

 The risk manager (the CM or risk specialist) will assign a risk to the team member

(or entity) that is best able to manage it.

 That team member becomes the “risk owner” for that risk.

 The risk owner will then develop

1. A risk response plan with

2. A set of action items and related deadlines

to manage the opportunity or threat.

The team will then implement the risk response plan.
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Risk response
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Risk response

 Exploiting responses are actions that ensure that the opportunity materializes.

 Sharing helps another stakeholder take advantage of an opportunity to benefit the

project/program.

 An enhancing response increases the opportunity’s likelihood or impact.

 Finally, accepting means the team will wait and take advantage of the opportunity

if it happens.
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Risk response

 An avoiding risk response removes the threat’s impact on the project or program.

 Mitigating involves actions that reduce the threat’s severity or likelihood.

 Transferring moves the threat’s impact to another entity that is better able to

manage it.

 Lastly, accepting means the team will respond to the threat if it happens.
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Risk response

 Rarely, the team may encounter an opportunity or threat that is beyond the

project’s or program’s scope,

requiring an escalate response.

 Escalation involves assigning the risk to a stakeholder that is in a different part of

a team member’s organization,

such as another department in the owner’s organization.

 That stakeholder is then responsible for their own risk response.
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Risk response

 The risk manager updates the risk register to include

1. Who is responsible for each risk,

2. The risk response, and

3. Any other relevant information (such as important deadlines).

 If the CM is the risk manager, the CM performs this update.

 If the team uses a risk specialist,

the CM should still monitor the risk register and ensure it is up to

date.

For more, see Section 4.
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Risk monitoring

 Remember, risk management is a continuous process.

 As a project or program progresses and

new information emerges,

the team tracks and adjusts risks.

 This risk monitoring must continue throughout all phases because risks may

change or new risks may surface at any time.

 For example, the team may resolve certain threats and opportunities that no

longer have a chance to impact the project/program.

 Details about preexisting risks may also change or

entirely new risks may appear.
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Risk monitoring

 Recall that certain risk events may require changes to scope, schedules, budgets,

and quality.

 However, the consequences of these risk events normally grow in later phases.

 As design and construction progresses,

the project or program’s details become clearer and uncertainty decreases,

but the team has less room in the schedule, budget, etc., to respond

to a risk event.

 Continuous risk monitoring helps the team

1. Respond to changes in the risk environment as soon as possible,

2. Minimizing the impact of threats and

3. Maximizing the impact of opportunities.
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Risk monitoring

 The team follows the RMP and meets on a regular basis to review the risk register.

 These risk sessions occur frequently throughout the project/program,

but generally become more frequent in later phases, such as during each

progress meeting in the construction phase.

 The risk manager updates the risk register to reflect any changes, such as

1. New risks,

2. Any new or updated risk analysis, and

3. Details about risk responses.

1. If the CM is responsible for risk management, the CM leads this process.

2. If the CM is not the risk specialist, the CM should still review and understand any

changes.

For more, see Section 5.



Risk Meetings
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Risk meetings
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Risk meetings

 Generally, risk meetings are frequent but happen more frequently as the project or

program progresses into later phases.

 Risk meetings may be

1. Their own separate meetings or

2. Part of the agenda for a team’s other regularly scheduled meetings (e.g.,

Meetings during pre-design, design, and procurement and progress meetings

during construction).
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Risk meetings

 Each meeting is an opportunity to

1. Identify, analyze, and assign new risks to a responsible party, as well as

2. Monitor risk responses on known risks and provide updates.

 Remember that risk management is a continuous process, so

the agenda for each risk meeting may include

risk identification, analysis, risk response updates, and risk monitoring.

 The risk manager (CM or risk specialist) should lead each risk meeting.

 If the CM is not the risk manager, the CM should still participate
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Risk meetings

 Ideally, the CM joins the project or program during the pre-design phase and

participates in risk meetings throughout all phases.

For more on planning risk meetings, see Section 5.



Risk Allocation
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Risk allocation

 The CM (and risk specialist, if separate) must be aware of the contract provisions

concerning risk.

 All construction contracts have provisions that distribute risk responsibility

among parties.

 Before entering a contract, each party must understand how risk is allocated in the

contract documents.
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Risk allocation

 Some of the most common risk allocation provisions include (but are not limited to):
 Ambiguity or conflict in contract documents;
 Changes and claims;
 Contract time, including liquidated damages, early completion incentives, and no

damages for delay clauses;
 Differing site conditions and pre-construction site conditions;
 Errors and omissions insurance;
 Indemnification and negligence;
 Insurance and waiver of subrogation;
 Notice requirements;
 Payment terms, retainage, pay when paid, or pay-if-paid clauses;
 Responsibility for safety;
 Submittals and approvals;
 Suspension and termination; and
 Weather and force majeure.
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Risk allocation
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Risk allocation

 How the contract documents allocate risk may determine how the team manages

the risk.

 Remember that risk is dynamic, and the team should assign a risk to the party

that is best able to manage it.

 The relationships among the team and responsibilities of each team member

can change depending on the contract requirements,

so the party best able to manage a risk or how the team responds to

a risk may vary

depending on the language in the contract documents.
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Risk allocation
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Risk allocation

 Each delivery method allocates risk differently,

but effective risk management is critical in any delivery method.

 Even if the CM is not the risk manager,

the CM must understand that each delivery method presents advantages and

disadvantages for managing risk,

1. Consider the owner’s risk tolerances, and

2. Help the owner select the appropriate method for the current

project/program.
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Risk allocation

 Figure 3 summarizes some major risk considerations for some of the most common

delivery methods.

 Note that this list includes several popular delivery methods but it is not

comprehensive.

 Other risks may apply to certain delivery methods.

 An owner may also choose a less common method not listed here or a unique

variation that combines elements from multiple methods.

 The CM should advise the owner and apply guidance from the chart below, as

appropriate.
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Risk allocation
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Risk allocation
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Risk allocation
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Risk allocation
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Risk allocation
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Risk allocation
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Risk allocation
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Risk allocation
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Risk allocation

 Consider how the owner’s risk may change in the following examples:

 In design-bid-build, the prime builder usually manages the construction

schedule.

 The owner does not dictate the builder’s means and methods to

avoid the risk of managing the schedule

but also accepts the risk in this method that it may take longer

to reach final closeout than some other methods.
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Risk allocation

 Consider how the owner’s risk may change in the following examples:

 Meanwhile, multiple prime contracting

frequently offers an opportunity to deliver the completed structure(s) sooner

by starting construction before design is complete (i.e., fast-track

construction).

 The owner (or agency CM) can exploit this opportunity by

coordinating the overall construction schedule,

but the owner also accepts the claims risk of managing the

schedule.
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Risk allocation

 Consider how the owner’s risk may change in the following examples:

 Similarly, no two projects have the exact same risks, so the same delivery

method may not always be appropriate for an owner.

 Each project or program is unique (i.e., budgets, schedules, quality

requirements, etc., may vary),

so the CM may need to carefully advise an owner to consider

multiple options.

 Risk is dynamic, which means risk can change from project to project.
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Risk allocation

 Consider how the owner’s risk may change in these examples:

 An owner who is unfamiliar with the design and construction process may have

relatively simple requirements on a small project.

 In this example, design-build may best manage the owner’s risk

because most disputes will remain internal design-build team

issues that do not affect the owner.
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Risk allocation

 Consider how the owner’s risk may change in these examples:

 However, on a separate project for the same owner, the owner may not have

clear requirements.

 If the owner is not able to finalize their requirements before design

begins,

design-build on this project may expose the owner to delays, cost

overruns, and quality issues.

 The CM may advise the owner to choose a different delivery method, such as

design-bid-build.
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Risk allocation

 Many factors may influence the owner’s choice of delivery method, including (but

not limited to) the:

 Budget, schedule, quality, functional, and performance requirements;

 Local design and construction marketplace;

 Owner’s available construction management staff;

 Owner’s level of expertise in the design and construction process;

 Owner’s risk tolerance; and

 Owner’s other resources to support the project/program.



Scale
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Scale

 The scale of a team’s risk management processes

1. Must meet the owner’s requirements and

2. Should reflect the scope, size, complexity, and risks of the current project or

program.
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Scale

 Each project or program is unique, so

 the thresholds for categorizing risk,

 level of analysis,

 parties responsible for managing risks,

 contingency amounts, and

 frequency of meetings

may all change.

 For example, recall that an RMP’s length and complexity should be appropriate for

the project/program.
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Scale

 The risk management process’s scale must meet the owner’s requirements, if

applicable.

 Remember that an owner’s risk tolerance will vary, so some owners may have

preconceived requirements regarding risk.

 An owner may have their own definitions for “minor” or “major” risks and respond

to them in unique ways.

 Other owners may manage risk uniformly across their entire construction portfolio,

e.g., always require the team to perform a quantitative analysis or to hold

weekly risk meetings.
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Scale

 When the owner does not have a predetermined scale,

the CM and risk specialist should first consider the team’s overall budget to

determine the risk management process’s scale.

 All projects and programs may encounter risks that could impact delivery.

 However, the range of potential risk events usually grows when a project or

program is larger because there is more complexity.
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Scale

 Teams with larger budgets may manage risks differently

than teams with smaller budgets

because the range of risk events on a large project/program may be many

times greater.
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Scale

 For example, consider the following scenarios:

 The same threat with a cost estimate of $1 million may be a “minor” risk on a

multibillion-dollar program.

 The program team may only perform a qualitative analysis on the threat and

assign it to a junior team member.

 The agenda for the team’s regular semi-weekly or monthly risk meetings would

include any updates about the threat.
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Scale

 For example, consider the following scenarios:

 However, the same multibillion-dollar program may also encounter a “critical”

opportunity that is worth hundreds of millions of dollars.

 This risk would not apply to a small project.

 The team may decide to

1. perform qualitative and quantitative analyses,

2. transfer the opportunity to a senior stakeholder (such as a mayor,

governor, or other elected official who might be better able to manage a

political risk), and

3. schedule daily or weekly risk meetings.
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Scale

 Note that considering cost is the minimum factor when scaling a risk management

process.

 Projects and programs with stricter requirements in other areas may also need a

larger scale risk management process.

 These areas may include (but are not limited to) the schedule, quality, safety,

sustainability, and public impact.

 For example, a project with a sustainability certification requirement

may scale the risk management process based on each risk’s impact on

achieving certification.
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Scale

 The risk manager must

1. Consider the owner’s full scope and

2. Tailor the risk management process appropriately.

 If the CM is the risk manager, the CM is responsible for scaling the

process.

 If the CM is not the risk manager, the CM should advise the owner about

an appropriate scale and monitor the process.
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What we will learn?

 Introduction

 Risk Assessment (AACE TCM)

 Risk Identification (AACE TCM)

 Unique Risks

 Internal and External Risk

 Risk Breakdown Structure

 Risk Register
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Introduction

 Risk identification is when a team evaluates a project/program to

discover the potential threats and opportunities related to

scope, cost, schedule, and quality.

 The risk manager (the CM or a risk specialist) facilitates risk identification during

each risk meeting (also sometimes called a risk workshop),

ideally starting in the pre-design phase and continuing throughout all

project/program phases.

 If the CM is not the designated risk manager,

the CM should still participate to

1. Understand the applicable risks and

2. Ensure the team follows a suitable risk identification

process.
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Introduction

 During risk identification,

teams should welcome diverse input from all team members to identify the

plausible opportunities and threats on the project/program.

Teams must:

 Be objective;

 Collect a variety of judgements;

 Make realistic assumptions;

 Refer to appropriate outside resources;

 Understand each risk’s potential impact(s); and

 Use their well-informed judgment.
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Introduction

 The CM must recognize that all team members have their own knowledge and

experience which can help identify applicable risks.

 The CM

1. Promotes a culture of diversity, equity, inclusion, and belonging among

the team and

2. Welcomes contributions from all team members during risk identification.



Risk Assessment

(AACE TCM)
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Process map for risk management
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Risk assessment

 Once the risk management process

has been planned and

informal agreement or formal approval obtained from all stakeholders,

the team can start working through the next step of risk

assessment.
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Risk assessment

 Risk assessment is typically comprised of three distinct tasks:

1. Risk identification.

2. Qualitative risk analysis.

3. Quantitative risk analysis.



Risk Identification

(AACE TCM)
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Risk identification

 All members of the team should work together to identify asset or project risk drivers

for analysis.

 Risk drivers are events or circumstances that may

influence or drive uncertainty in asset or project performance.

 In this sense, risk drivers can also be considered the ‘cause’ of risk.

 They may be

inherent characteristics or conditions of the asset or project,

perhaps external influences, events, or environmental

conditions ranging from climatic to economic.
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Risk identification

 Checklists or a knowledge base of common risk drivers may be developed and used to

facilitate this risk identification step.

 Checklists and similar tools such as a risk breakdown structure (RBS) are

generally based on

project historical data and can serve as invaluable prompts during risk

identification brainstorming.

Risk drivers can be general or systemic in nature.
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Risk identification

 Empirical research of past project experience is generally required to understand

these drivers.

 For example, research of historical industry data has shown that one of the most

significant project risk drivers is having a poor level of project scope definition

and planning.

 However, other risk drivers may be unique to the asset or project;

therefore, input from the entire project team should be obtained using

creative processes such as brainstorming workshops or other facilitated

risk assessment meetings

in order to reveal the full spectrum of risk perception i.e. systemic,

project-specific, or varying combinations of both.
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Risk identification

 Initially, the output of this step is a list of potential risks.

 Essentially it is the first draft risk register.

 The list should employ a three part risk metalanguage to describe each risk event.
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Risk identification

 These structured descriptions will separate

1. cause,

2. risk and

3. effect.

 An example of a typical risk description using metalanguage follows:

1. “Due to ,

2. there is a threat / opportunity that may occur,

3. which may lead to .
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Risk identification

 Ensuring each risk is explicitly described in this way helps minimize confusion and

can aid the identification process.

 For example, brainstorming may reveal that there are multiple causes behind

one risk and vice versa.

 In addition, having delineated cause and effect,

this will aid risk response planning and the assignment of the most

competent or qualified risk owner.
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Risk identification

 It is during the initial risk identification forums that the team may invest their peak
level of effort for this step,

however, it is important to note that this is an ongoing process.
 Every team member should be empowered to bring for review a new

risk driver, at any stage in the project or asset life-cycle.
 Periodic risk control meetings can facilitate ongoing risk

identification.
 In addition, it is important to remember that risk identification efforts

must focus on risks that matter
i.e. those that can influence project objectives,

irrespective of their
1. Probability of occurrence or
2. Severity of impact.
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Risk identification

 To clarify once more,

risks that matter are essentially areas of uncertainty that can be quantified

and,

if they were to occur,

could have a positive or negative impact on business goals or

project objectives.
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Risk identification

 One last important aspect of risk identification that must be given appropriate

consideration, when identifying risk drivers and populating a risk register,

the risk practitioner must be careful that the following elements are not

mistaken to be risks:

 Issues or problems,

 Causes,

 Effects.



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CMAAبر اساس سند مهمی از (استراتژي مدیریت ریسک در طول چرخه حیات پروژه 
در پروژه هاي صنعت ساخت) Risk Identification(شناسایی ریسک 

21

Risk identification

 For example, an issue is generally a risk that has already occurred.

 A proactive risk management process should have permitted the creation of an

appropriate risk response ahead of time and

a good risk register should acquire a number of occurred risks as the

project evolves but,

if for some reason this does not happen, it is more appropriate

to record and manage such problems in an issue log.

 Failure to do so will unnecessarily burden the process, curtailing the potential benefits

that could have otherwise been enjoyed as a consequence of a more proactive

approach.
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Risk identification
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Risk identification

 To further illustrate what a risk is not, let us consider poorly defined scope.

 This is not a risk per se but a cause.

 Such a cause will drive numerous risks and effects that, ideally, should be

individually isolated, explicitly defined and quantified.
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Risk identification

 In the case of systemic risks, such as poorly defined scope,

it is worth noting that because the resulting risks are unlikely to be

individually identifiable,

it is likely that the risk(s) may only be defined in general terms, and

the subsequent effect only quantifiable at the bottom line.
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Risk identification

 Finally, late delivery and schedule overrun is not, for example, a risk but an effect.

 The effect is often what team’s have in mind when they enter a workshop so

the risk practitioner can perhaps seize on this and use it to their benefit.

 When brainstorming,

it is often useful to build off an effect that is widely appreciated and work

backwards by seeking to elicit every potential risk driving the effect in

question (e.g. risk of delayed procurement),

subsequently asking the team to identify all potential causes of

the identified risk (e.g. poorly defined scope).



Unique Risks
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Unique risks

 All team members must understand that each project and program is unique, so the

applicable risks to the owner, other team members, public, etc., may vary.

 For example, a program’s critical components may rely on a new construction

material that no team member has used before.

 In another example, the team may be unfamiliar with the surrounding

community.
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Unique risks

 Teams should evaluate risks from earlier projects/programs,
but must recognize that risk events could materialize in new or unexpected
ways.
 In other words, the way that something happened before on another project

or program is not necessarily how it would happen again.
 Projects/programs that use

 same delivery method,
 type of construction, etc.,

may encounter similar risks,
but there are usually some specific differences.

 For example, a cybersecurity threat on one project could cause minor
delays and cost overruns, but the same threat could cause a separate
project to fail.
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Unique risks

 Whether or not the CM is the risk manager,

the CM must encourage the team to

1. keep open minds and

2. consider unique risks

during risk identification.

 The CM and risk manager (if a separate entity) should review lessons learned

from earlier projects and programs to understand

how and when those risks may apply to the current project/ program.



Internal and External Risk
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Internal and external risk

 During risk identification, the team must consider factors that are both inside and

outside of the team.

 An internal risk is an opportunity or threat that comes from within the team.

 The team usually has at least some control over an internal risk.

 Meanwhile, an external risk is an opportunity or threat that comes from outside

the team.

 The team usually has less control over an external risk,

so the range of possible risk responses is usually more limited.
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Internal and external risk

 For example:

 A project team may identify an opportunity for the owner to

provide certain long lead equipment and materials to expedite the

construction schedule.

 This opportunity is an internal risk because it only involves the team

and is within the team’s (i.e., the owner’s) control.
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Internal and external risk

 For example:

 Meanwhile, a project team may also identify an external risk of a global

pandemic that stops all work for days, weeks, or months.

 The threat would come from outside the team and there would be almost

nothing the team could do to

avoid, mitigate, or transfer the threat to the project schedule.
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Internal and external risk

 Risk identification should include all possible external risks, even if an external risk

is outside of the team’s control.

 Identifying external risks helps the team understand the project’s or program’s

risk profile.

 Furthermore, early identification of an external risk that is outside of the team’s

control could still be critical for successful delivery.

 If the team must accept an external risk,

the “accept” risk response might plan the steps in advance that the team

could take to manage the risk after the external risk event happens.

For more on risk responses, see Section 4.



Risk Breakdown Structure
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Risk breakdown structure

 As a team identifies the risks they may encounter,

the team may reference a document called a risk breakdown structure (RBS).

 An RBS is an optional tool for some teams, while other owners may

require it.
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Risk breakdown structure

 An RBS is a risk identification aid that shows a general hierarchy of risk categories

starting with

1. Most general categories of risk and

2. Each category’s associated sub-categories.

 An RBS sets a baseline to help team members think about and identify applicable

risks.

 An RBS may also be a useful tool to communicate risks to a general audience, such

as the public or end users.

 However, an RBS usually does not define specific risks.

 An RBS is only a tool to help teams identify risk.
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Risk breakdown structure

 The example in Figure 4 shows a common way for an RBS to categorize risks, but it

is not comprehensive.

 Teams may have different risk categories or display the RBS in a different

format.
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Risk breakdown structure
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Risk breakdown structure

 An owner’s RBS requirements will vary.

 Some owners

1. May have their own RBS,

2. Require the team to provide an RBS, or

3. Have no RBS requirement.

 If an owner requires an RBS,

the contract documents should define the RBS requirements.

 If the contract documents require an RBS but do not define what the team

should include in the RBS,

the CM or risk specialist should find or create an RBS with the

owner’s and team’s input.

The CM/ risk specialist should also update the RMP to include the selected RBS.
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Risk breakdown structure

 Teams that have an RBS should use the RBS as a guideline to

identify risks, not a comprehensive list of all possible risk categories.

 An RBS is a starting point to help the team think about risk,

but risk is dynamic so no RBS will show every possible category of

risk.

 If a project/program uses an RBS,

team members may still identify valid risks that do not

correspond to a category on the RBS.
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Risk breakdown structure

 A CM must remember to be objective, collect a variety of judgments, and make

realistic assumptions.

 When the team identifies new risks,

the CM and risk manager (if using a separate risk specialist) should always

consider them even if they do not match the RBS.

 The risk manager (CM or risk specialist) may update the RBS as the

project/program progresses

but should refer to the RMP and owner’s requirements.

 If the CM is not the risk manager, the CM should still monitor

this process.



Risk Register
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Risk register

 Recall that a risk register is a tool the team should use to record and organize each

new risk.

 A risk register may be a simple spreadsheet on smaller projects or a detailed

database on larger projects/programs.

 Unlike an RBS, a risk register includes specific information about each

risk the team may encounter (or has encountered).



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CMAAبر اساس سند مهمی از (استراتژي مدیریت ریسک در طول چرخه حیات پروژه 
در پروژه هاي صنعت ساخت) Risk Identification(شناسایی ریسک 

45

Risk register

 A risk register is the team’s risk management body of knowledge.

 The risk register logs all the opportunities and threats that the team identifies for the

project/program.

 Teams may refer to risk registers from earlier projects and programs to see

1. What previous teams identified and

2. How they may apply to the current project/program.

 For this reason, the risk manager (CM or risk specialist) should

1. Retain and

2. Properly store

the risk register for future use after the project/program is

complete.
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Risk register

 Only the CM or the risk specialist should modify the risk register and

any changes should include a date and summary.

 The CM/risk specialist must also archive all previous versions.

 To accomplish this, a best practice is to

1. Use a main file and

2. Save a separate backup file

each time the CM/risk specialist updates the risk register.
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Risk register

 After the team identifies a risk, a risk register must include:
 Risk description:

 A statement that explains the risk in a “Cause, Risk, Impact” format that
helps the team understand the risk;

 Risk ID:
 A reference number that is

1. unique to each risk,
2. permanent, and
3. usually follows a sequential numbering system,
4. but some teams may choose to add other numbers or letters to the

ID,
such as letters that show when the risk event is most likely to
occur;
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Risk register

 After the team identifies a risk, a risk register must include:
 Risk name:

 A brief, easy-to-understand name that
1. Compliments the risk description and
2. Helps team members quickly understand the risk; and

 Threat or opportunity:
 A field that shows if the risk is

1. A threat which has the potential for
i. loss,
ii. damage, or
iii. any other undesirable event,

2. An opportunity which has the potential to
i. reduce costs,
ii. save time, or
iii. improve quality
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Risk register

 If the team uses an RBS,

a field showing each risk’s RBS category would also be appropriate at this

point.
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Risk register

 Figure 5 presents a partial risk register based on a hypothetical project.

 The sample demonstrates the types of information a team may include

at the risk identification stage.

 Note, the risk register in Figure 5

references the RBS from Figure 4,

but an RBS would not necessarily apply to all projects/programs.

 An RBS would also not necessarily represent

all the possible categories of risk because risk is dynamic.

 On an actual project or program, a risk register would include more risks

than in this example.

 Figure 5 should also contain additional fields/columns

which this course will introduce in later sections.
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Risk register
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Risk register
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