Managing Projects and Change 

An Examination submitted in part fulfilment of the requirements for the 

Degree of 

MASTER OF BUSINESS ADMINISTRATION 

Of 

School of Business Leadership 
UNISA 

Prepared By 

Submitted: March 2011 

Contents | Page Number | 
1. Question 1Analysis of the Performance Management System Project 2.1 Introduction 2.2 Definition 2.3 Overview 2.4 Evaluation of the project using the Six Phase Project Management Model; 2.5 Example of a NPV and payback of the project 2.6 Problem solving process during the project 2.7 Recommendations for future projects 2.8 Conclusion | 5- 14 | 
2. Question 2An illustration of the external Forces to change at ABC Retail 1.1 Introduction 1.2 Why change 1.3 Impact of Globalisation at ABC Retail 1.4 New Technology 1.5 Women at Work 1.6 Changing Legal Framework 1.7 Changing Political Landscape 1.8 Conclusion | 15-19 | 
3. Question 3A report to my manager discussing risk management and contingency planning in relation to a project I have been involved in.1.1 Introduction1.2 Business Case1.3 Definitions1.4 Identify Risk1.5 Impact Assessment1.6 Developing Plans1.7 Ensuring that risks are reviewed1.8 Types of Risk1.9 Methods of Identifying risk1.10 Risk Analysis and Impact Analysis1.11 Contingency Planning1.12 Conclusion | 20-28 | 
4. References | 29-30 | 
List of Figures | Page Number | 
Figure 1 Six Phase Project Management Model | 6 | 
Figure 2 Steps in Problem Solving | 10 | 
Figure 3 Fish Bone Diagram | 11 | 
Figure 4 The four stages of Risk Management | 21 | 
Figure 5 Fish Bone Diagram | 22 | 
Figure 6 Risk Map | 23 | 

List of Tables | Page Number | 
Table 1 Risk Probability and Impact | 25 | 
Table 2 Format of Risk Log | 27 | 
| | 
| | 
| | 

Abbreviations | 
HR Human Resources | 
NCA National Credit Act | 
NPV Net Present Value | 
| 
| 



Question 1: Analysis of the Performance Management Project 

Introduction 
An important skill for a manager is to manage people however one also requires the skills to manage projects. The Six Step Change Management Model is one such model which can be used by project managers to bring necessary changes into the execution of projects. In this assignment I will discuss evaluate of the six phase project management model, give an example of the NPV and discuss how I handled the problems I experienced during the project. Further I will give recommendations for similar or future projects. 

Definition of a Project 
A project by definition is a unique set of non-repeated activities with a starting date, specific goals and conditions, defined responsibilities, a budget, a planning and a fixed end date with multiple parties. 

Overview 
At Foschini, my previous employer I was involved in development of the Performance Management System. The aim was to ensure that there was a fully integrated Performance Management System. The purpose was to streamline the Performance Management process. The project was undertaken by the HR Team and tenders were sought for the system. 

The Six Phase Project Management Model 

According to Cameron (2005) “This model also consists of stages, but, unlike the sequential flow of the project life-cycle, the six-stage model assumes that some stages are carried out simultaneously. In particular, the model (Figure 1) assumes that communications will take place throughout the project. It also assumes that team building, leading and motivation will take place once the project has been defined and continue until it ends”. 

Figure 1: Classic six-phase project management model (Elbeik and Thomas, 1998, p. 14) 

The six phases are: 
Define: In this stage, the requirements that are associated with a project result are specified as clearly as possible. This involves identifying the expectations and objectives that all of the involved parties (stakeholders) have with regards to the project. The costs and timescales are also established at this stage and there is often a feasibility study as well. This stage is complete when the project brief has been written and agreed. 
It was important to identify the requirements as early in the process as possible. Wijnen (2004) distinguishes several categories of project requirements that can serve as a memory aid: 
* Preconditions of the system 
* Functional requirements of the system 
* Operational requirements of the system 
* Design limitations of the system 
Preconditions included legislation, working-condition regulations and approval requirements. These requirements could not be influenced from within the project. Functional requirements are requirements that have to do with the quality of the project result. Operational requirements involve the use of the project result. For example, after a software project has been realized, the number of malfunctions that occur must be reduced by ninety per cent. Finally, design limitations are requirements that involve the actual realization of the project. For example, the project cannot involve the use of illegal materials or copyright materials. 
During the definition phase of the project for example agreements are made. In the project an agreement concerning the browser that would be support the system was greed upon. . All stakeholders were consulted at this stage and a project brief was documented and agreed upon. 
Plan: According to Cameron (2005), an initial plan is developed. Planning is an ongoing activity because the plan is the basis for reviews and revision when necessary, depending on how the project progresses. In this phase a list of tasks was written in order to meet the goals of the project. For example: this main task is Preparation for the Performance Event and below is an example of some of the sub tasks. 
* Create a workspace 
* Complete and submit pre-scoping documents for issues and approval. 
* Supplier request for proposal shortlist developed 
* Supplier workbook completed and submitted for review 
* Issue and receive suppliers NDA’s 
* Agree scope of work and functional owner 
* Complete and submit project review 
* Complete and submit master documents (review documents) 
* Complete and submit pricing worksheet 
* Complete and submit quality checklist 
* Review – Board discussion 
* Review documents by Tender co-ordinator 
* Upload performance management documents 

Team: According to Cameron (2005) the team members are usually involved in developing the plan and are often able to contribute specialist knowledge and expertise. The building of this team and its motivation and leadership also continue until the project is finished. For example the project team at Foschini compromised of individuals from different functional groups (marketing, human resource management, finance, Information Technology) all whom have expert knowledge in their field and were able to contribute based on their experience of performance management in their respective departments. The IT department was able to provide specialist knowledge in terms of the systems functionality. Throughout the project the team leader consistently motivated and encouraged the team, through communication via emails and also through weekly review meetings. This constant communication was maintained throughout the project resulting in the team being committed 
Communications: According to Cameron “communication should take place continuously, both within the project team and between the project team and stakeholders in the project, including anyone who contributes to achievement of the outcomes. Some communications will be through formal reporting procedures but many will be informal”. As mentioned above communication was maintained to project members constantly however communication to other stakeholders like users and senior management lacked. 
Control: According to Cameron (2005) implementation takes place during the control stage (stage 4 in the model). During this stage, the tasks and activities of the team will be monitored against the plan to assess the actual progress of the project against the planned progress. The Gantt chart was followed closely in terms of time scales and the plan of the project. The objectives were also measured throughout the project and the project team also looked at the control of the budget during this stage. At this stage regular reviews were held weekly to revise the plan and any difficulties that may have emerged. The project leader was based in Cape Town at the Head Office and some of the project members were in Johannesburg. This caused a problem which will be discussed latter. 

Review and exit: According to Cameron (2005), reviews were held to evaluate whether all the intended outcomes of the project have been met. This is also important because it enables information to be gathered about the processes used in carrying out the project from which lessons can be learned for the future. For example more regular communication was needed to senior management. The exit from the project ensured that: 
* any outstanding tasks are completed; 
* all activities that were associated with the project are discontinued; 
* All resources were accounted for, including any that remained at the end and had to be transferred or sold to someone else. For example the hardware, budget 

Problem Solving 

During the project many problems were experienced and solutions were sought. These problems were not part of the risk analysis that was identified therefore a problem solving approach was used. The approach that was used is illustrated in figure 2. During this process the project team was involved and their knowledge and expertise was used. Due to this involvement of the project team they had taken ownership of the problems and solutions. The problems that were experienced were as a result of neglect or misunderstanding of project and risk analysis. 
In the beginning the project team faced several technical problems. It was slow and a rigid system and the initialization had many difficulties from the technical point of view. The people working with it had to try to solve the problems in order to get the system working. This was done by the IT department. This took a great deal of their time. This is of course such a phenomenon that can be considered being quite natural in an initialization project of a new system. . Poor communication during the project included two aspects. Firstly, the communication was inadequate to senior management, which means that the some stakeholders do not get all the information they need. Communication to users was omitted. Lack of communication means that the progress of the project management process was not reported regularly and that the final reporting during the project’s closeout was neglected. A systematic problem-solving technique is a method whereby continuous improvement is the leading standard. Thus, problems are controlled and solved systematically by attacking the root cause. 

Figure 2: Steps in Problem Solving (Based on Young, 1998) 

Defining the Problem 

During this stage, information is collected about the nature of the problem looking at the following questions: 
* What is the problem? Can it be broken down into smaller parts? 
* Why has the problem arisen? Was it not noticed before 
* When? Is it a reoccurring problem? 
* How? How was your attention drawn to the problem 
* Where? Is the location of the problem significant? 
* Who are there particular people who need to be consulted? 
Based on the example of the communication problem the following was defined. The problem was there was lack of support from senior management due to poor communication. The problem has arisen when project members were questioning senior management involvement and buy in. The problem was reoccurring as they were totally isolated from the project. Senior managers need to be consulted and the sponsor the Human Resource Department needed to be consulted on the problem. 

Identifying possible causes 
A fish bone diagram was utilised to identify the possible causes. This is illustrated in the diagram below. 


Figure 3: Fish Bone diagram 

This diagram assisted in breaking down the problem into more manageable pieces and allowing the project team to generate ideas. 

Collecting Possible Solutions 
Once the fish bone diagram was used and the causes of the problems were identified, possible solutions needed to be sought. This could have been done using the brainstorming method whereby ideas are generated even ridiculous ideas are thrown out. This method allows for quantity of ideas rather than quality and critical comments are not allowed. During the project this method was not utilised. Project member’s ideas were sought but not in a brainstorming session that allows creativity. Some of the possible solutions was involving senior managers in the weekly meetings, coping them on the emails, hold a workshop with senior management. 

Choosing the Best Solution 
When the project team suggested various ideas, the feasibility of the solution was assessed. For example communication via email- will it lead to greater involvement of senior management? The answer was no, hence a combination of involving them in the regular meetings and communication via email. The best solution was chosen. The consequences of implementing them was also analysed in terms of the 3 parameters of project management: time, budget, quality. 

Getting agreement on the chosen Solution 
The project members were in consensus with regard to the chosen solution. This meeting was documented and was sent to the HR department for approval. 

Implementing the solution 
This entailed getting agreements done to ensure effective implementation. An action plan was needed. In the project at Foschini an action plan was not developed and there was no responsible person allocated to the task. It was assumed the project leader will take on the responsibility. The Gantt chart was not updated. 

Example of Net Present Value 
This is based on financial and technical input provided by suppliers with the assumption that the equipment has a lifecycle of 12000 Operating Hours. This assumption has been applied to all calculations | 
| 
Approach: | 
Technical information was gauged from the supplier documents and clarifications with suppliers | 
A discounted Cash Flow Model was employed over the life cycle of each computer based on technical input from suppliers | 
The following are the components of the discounted cash flow model: | 
1. Rental cost will fluctuate according to Prime increases and decreases for Supplier A | 
2. Annual/monthly maintenance cost for each computer | 
NB: Escalated - as per Supplier stipulation | 
3. The tax saving obtained is based on a 25% wear & tear rate; a 28% tax rate | 
4. The residual value of each machine is based on the lifecycle (12 000 Operating Hrs) based on technical assertion | 
5. The present value of these cash flows were obtained by discounting them at a rate of 15% (THE COMPANY'S internal rate of return) | 
| 
Steps performed on all Tenders | 
1. Rental Costs | 
2. Maintenance | 
3. Residual value | 
4. Present value at 15% | 
  | 
| 
Assumptions: | 
1. A discount rate of 15% has been used as this is the latest rate received form finance in respect of projects | 
2. It has been assumed that the servers will operate for 2000 hours a year. | 
3. Assets are written off for the duration of 5(years - Contract Lifecycle) | 

Supplier A |   |   |   |   |   |   | 
  | | | | | |   
  | 
CAPITAL COST: | | | | | |   | 
  | Cost Per Server | (these costs are assumed) | | |   | 
  | | | | | |   | 
Capital | R 263,700.00 | | | | |   | 
Battery | R 68,100.00 | | | | |   | 
Charger | R 14,900.00 | | | | |   | 
  | R 346,700.00 | | | | |   | 
  | | | | | |   | 
  |   |   |   |   |   |   | 
ESCALATIONS |   |   |   |   |   |   | 
Finance Charges - Prime + 1.5% per annum | | | | | |   | 
Maintenance Charges | 7.50% | | | | |   | 
  | | | | | |   | 
  | | | | | |   | 
Escalation Costs | Year 1 | Year 2 | Year 3 | Year 4 | Year 5 |   | 
Finance Charges | R 5,622.00 | R 5,622.00 | R 5,622.00 | R 5,622.00 | R 5,622.00 |   | 
Maintenance Costs | R 845.00 | R 908.38 | R 976.50 | R 1,049.74 | R 1,128.47 |   | 
  |   |   |   |   |   |   | 
  |   |   |   |   |   | Grand Total | 
Annual Finance Charges | R 67,464.00 | R 67,464.00 | R 67,464.00 | R 67,464.00 | R 67,464.00 |   | 
Annual Maintenance Costs | R 10,140.00 | R 10,900.50 | R 11,718.04 | R 12,596.89 | R 13,541.66 |   | 
  |   |   |   |   |   |   | 
Sub Total | R 77,604.00 | R 78,364.50 | R 79,182.04 | R 80,060.89 | R 81,005.66 | R 396,217.08 | 
  | | | | | |   | 
  | | | | | |   | 
  |   |   |   |   | |   | 
  | | | | | |   | 
Step 5 Residual value: | 1 | 2 | 3 | 4 | 5 |   | 
Cost | 346,700 | R 346,700 | R 346,700 | R 346,700 | R 346,700 |   | 
Useful life | 5 | 5 | 5 | 5 | 5 |   | 
Depreciation per year | 69,340 | 69,340 | 69,340 | 69,340 | 69,340 |   | 
NBV at year 1-5 | R 277,360 | R 208,020 | R 138,680 | R 69,340 | R 0 |   | 
  |   |   |   |   |   |   | 

The net present value is positive and therefore the project will be undertaken. 

Recommendations 
Many projects evolve through a series of loops of planning, acting, reviewing and replanning. It is important to think of planning as a continuous activity rather than something that can be completed once and used without change for the duration of the project. Expect change and allow scope to change or modify the plan. Action plans need to be completed once problems have been identified and courses of action have been chosen. It is recommended that in future projects that communication between senior management and users be increased to ensure buy in from both parties. The Gantt chart needs to be updated once reviews have been done and changes have been made. 

Question 2 

Introduction 
Change has become a necessity so that business processes can be optimized repeatedly. Change management is a practice that is followed by most project managers and team leaders in an organization to enable changes in that organization. Change could be caused by both the internal and the external forces. This assignment will illustrate the relevance of external forces of change on a leading clothing retailer ABC Retail. The following five forces will be discussed: globalisation, new technology, changing political landscape, women at work and changing legal frameworks. 

Why change? 
Organisations embark on change initiatives to improve customer service, operational efficiency and increased competitiveness. Forces of change external to an organisation are greater than ever before and this is attributed to the changing shape of political, social and technological forces worldwide. 

The impact of Globalisation at ABC Retail 
According to Cameron (2005) globalisation is about bring about many changes in an organisation. Gidden’s (1999) postulates that “globalisation is often simply used to describe the extension of a uniform popular culture (and, as a result, uniform brands and products) to all parts of the world. The effects of globalisation are increased competition and increasingly complex and continually changing environment and instability of markets. 
ABC Retail is part of the clothing and retail sector and during the apartheid years this sector was amongst the most protected sectors in the economy. This meant that, anyone wishing to import clothing had to pay a tariff to the government of up to 75% of that item. This meant that local companies like ABC Retail were protected from competition from producers in other countries (principally in Asia). While the Asians could produce cheaper shirts than South African companies, the addition of a 75% tariff would make their products more expensive on the South African market. Since acceding to the World Trade Organisation, South Africa has drastically reduced its protective barriers throughout the economy. This has meant that our clothing and textile sector has had to compete directly with overseas companies. It is estimated that more than 30,000 jobs were lost in the clothing and textile sector between 1997 and 2000 and this number in increased during the years. ABC Retail has restructured and downsized a number of times during this period. Most recently in March 2011, there was a restructuring and total of 20 senior managers jobs were made redundant. At the same time, there are benefits to ABC Retail which operates of the opening up of trade, in the clothing and textile sector. It means that ABC Retail can buy clothes at cheaper prices in bulk: if East Asian producers can provide articles of clothing to our organisation at lower prices, then why should we pay higher prices in order to maintain local production? 
* If we cannot compete with Asian companies in domestic production it will probably mean we also cannot compete with them in other markets. Behind the walls of tariff protection ABC Retail may have become complacent and not geared themselves for international competition. The liberalisation of clothing and textile production may have increased our ability to compete in the export markets, particularly for those clothing products that we are particularly good at making? 
These tariffs and agreements have an impact on ABC Retail as they need to manage the profit margins. Obviously employees whom are retrenched are not convinced of these benefits and ABC Retail as an organisation needs to manage this change process. The effects of globalization are inescapable, eventhough ABC Retail target is mainly only local and a few consumers in Africa. This is because the supply chains need to be increasingly flexible to capture the opportunities in global sourcing, manufacturing, procurement and logistics. And new, cash rich, emerging market competitors are entering the turf of established players.  With global operations of purchasing from Asia they have different cultures and different languages. This affects the strategies within ABC Retail. 
New Technology 
According to Cameron (2005), advances in technology is linked to the emergence of globalisation, since it enables speedy communication which was not possible previously. Pressures from competitors and customers to provide more for less and pressure from management to improve efficiency, reduce cost and improve quality of customer service has resulted in new technology being implemented at ABC Retail. There was a new point of sale system that was introduced called Avenew. This system allowed for speedy service to customers as it was a touch screen and it facilitated new ways of working as it integrated the distribution system as well resulting in a more efficient system. Therefore a retail associate is able to check online if there are any garments of the same size or colour online in real time at other stores. The new system required a total change from the old system. Proper training needed to be given to employees as part of the change initiative. The main reason for the change was to be more competitive especially with rumours of Wal-Mart an international company entering South Africa. This was to ensure that ABC Retail remain competitive with other retailers. 
The internet is also a major influence on organisational change. At ABC Retail there is an online purchasing stem that allows customers to make online purchases. This will have an affect on the culture of the organisation as a technological advanced organisation in South Africa and it provides services and facilities to customers online. This also affects the strategies of the company. The intranet at ABC Retail is used extensively as a means of communication. There is a system called Store Comms which provides instant information to stores on promotions that need to be implemented. This provides the opportunity to gain competitive advantage over existing retailers in South Africa however it presents a challenge for store managers whom are not fully computer literate. Therefore ABC Retail has embarked on an extensive training and development programme whereby store managers are given the necessary skills to do their job, especially with the new technology that is being implemented and introduced in the business. 
Technology creates a lot of opportunities at ABC Retail and the manner in which they do business, however some employees resist the change. They fear the employment consequence. Due to the restructuring at ABC Retail and the flattening of the organisation due to some technological changes there has been a limited number of promotions and therefore individuals need to manage their own careers together with initiatives from line managers and HR in terms of coaching. Very evident at ABC Retail is the staffing structure whereby we utilises more flexible workers called casuals rather than permanent staff. This is evident in the stockrooms at stores whereby previously we had full time staff members and after the integration of the new system whereby employees need to be multiskilled there is no longer a need for a full time stockroom associate. 
Women at Work 
After the 1994 elections, South Africa was declared a democratic country, and women of all races were allowed to work. This created social changes in the transformation of the family system and the working environment. ABC Retail has embraced this and most of the recruits are female employees. Due to women not previously working, there is a greater deal of equity required. ABC Retail has realised the demands of families to individuals and has recently revised the maternity and paternity leave benefits. Women are allowed to take 3 months maternity leave with full pay and during the fourth month they allowed to work from home creating flexibility. ABC Retail still has a challenge of women in senior management positions like directors and at this level they are by no means equal to their male counterparts. ABC Retail has an in-house Montessori they provides female workers the benefit of leaving their children at the ABC Retail Head Office. This poses a challenge for females whom work in stores as the Montessori is based at the Head Office in Johannesburg. ABC Retail has embraced this change and there are no barriers to previously male dominated roles. Females are being considered for these roles for example: regional managers to stores whereas previously this was a male dominated role. 

Changing Legal Frameworks 
ABC Retail operates in South Africa and neighboring countries therefore it has to operate according to the Legal Environment of country in which it operates in. 
ABC Retail must operate within a framework of governmental regulation and legislation. 
The major purpose of business legislation include protection of companies from unfair competition, protection of consumers from unfair business practices and protection of the interests of society from unbridled business behavior. The legal environment becomes more complicated as ABC Retail expands within Africa and face governmental structures quite different from those within the South Africa. There is much evidence that existing legal frameworks must be changed.  ABC Retail can not compete in the new global economy and global markets with workplace agreements which have become outdated, costly, and restrictive.  Unfortunately, many organisations are finding it extremely difficult to change existing work practices, to breakdown lines of demarcation and work rules, and to implement necessary human resource and work organisation innovations. For example previously there was the National Credit Act and recently the Consumer Protection Act that was implemented. ABC Retail had to embark on a change initiatives firstly to train all employees in order to be compliant. Secondly to stop previous practices as employees resisted the NCA as it slashed credit approval rates in the business. The NCA required strict measures in terms of documentation required and regulates the credit offered to customers. ABC Retail had to adapt to the changes in the legal environment and ensure compliancy. 

Changes in the Political Landscape 
The political environment includes governmental and special interest groups that influence and limit various organizations and individuals in a given society. The political environment in which the ABC Retail operates (or plans to operate) will have a significant impact on a company's international marketing activities. The greater the level of involvement in a foreign markets, the greater the need to monitor the political climate of the countries business is conducted. Changes in government often result in changes in policy and attitudes towards foreign business. Bearing in mind that a foreign company operates in a host country at the discretion of the government concerned, the government can either encourage foreign activities by offering attractive opportunities for investment and trade, or discourage its activities by imposing restrictions such as import quotas, etc. An exporter that is continuously aware of shifts in government attitude will be able to adapt export marketing strategies accordingly. ABC Retail does trade with Asian countries in terms of clothing that is purchased; therefore they need to constantly be aware of the political landscape in that country. Since ABC Retail depends on Asian countries for purchases it highly subjected to labour disruptions and price controls. 

Conclusion 
The driving forces discussed above has changed the way in which ABC Retail operates. Change is constant and business processes need to be re-engineered to adapted to the external forces to change. 

Question 3 

Introduction 

All projects involve risk. In today's business climate even the well-prepared plans must be flexible enough to meet and overcome unexpected challenges. To quantify and manage risk, successful project managers must thoroughly analyze and quantify risk before and during a project, as well as develop effective response strategies to deliver projects that meet stakeholder demands. This assignment will discuss a project I was involved in, in the Operations Department at Foschini. 

Business Case 
I was involved in a project in the Operations department. The project involved compiling a quarterly newsletter for the first time. This is a short term project. I will also give examples and analyse a long term project that I can be involved in like a system installation. 

According to Nickelson and Siddons (1997) “risk in projects may be defined as an event or situation which can endanger all or part of the project” therefore risk management is important and should inform the estimates of time and effort required for the project. 
Chapman and Ward (1997) gives the following definition of project risk: “The implications of the existence of significant uncertainty about the level of project performance achievable”. The projects expected performance level is defined in the project objectives. The possible loss arising from a decision or the whole project can have two different realizations (Kindler, 1990). First of all, the outcome may actually make the decision maker’s situation worse than it was before. In this case, the loss is called real loss. In a case where the outcome is strictly speaking positive but is less favourable than the decision maker would have expected, it is called opportunity loss. The latter is the one faced usually in projects like we are dealing with. The project results in opportunity loss whenever its objectives are not met. In project environments the project managers should understand the persistent nature of risk. There is always a risk concerned in every decision to be made. However, these risks can be affected by proper risk management. Being aware of the risks gives the decision maker the possibilities to make some corrective actions during the project if needed. 

Definitions 
According to (Wideman, 1992): “Project Risk Management is the art and science of identifying, assessing, and responding to project risk throughout the life of a project and in the best interests of its objectives.” In general, project risk management means improving project performance by identifying, analyzing and controlling project risks (Pitkänen, 1999). Risks are involved in every phase of the projects’ life cycle, and thus continuous management of them is needed to ensure the best possible outcome of risk management. In the best interest of the project risk management needs to be carried out in the following 4 stages. 

Figure 4: The Four stages of Risk Management (Author Unknown, 2011) 

Identifying Risk 
According to Cameron this entails determining which risks are likely to affect the project and document the characteristics. For example in a short term project like the newsletter very little risk analysis is warranted however the newsletter is distributed to the entire organisation and therefore the reputation of the operations department is at stake. Risk indentified in this project will be in a long term project like changing of a system the possibility of operational disruption warrants a larger degree of rick analysis. For example relying of the system engineers to install the new system at a specific timeline, it is important to choose someone with a good reputation. I will likely insist on a pilot first prior to full installation and disruption. When indentifying the risks I will utilise various techniques. I will utilise checklists and in checklist the sources of the risks are listed. According to Kendrick (2000) these sources typically include the project context, other process outputs, the product of the project or technology issues, and internal sources such as human resource aspects. I will also use the cause and effect diagram to make the risks look clearer. An Example is present in figure 5 below. 

Figure 5: The fish bone Diagram 

Impact Assessment 
According to Cameron (2005) impact assessment refers to evaluating the risk to assess the range of possible outcomes in relation to the project and the potential impact on each of these. For example the engineering staff leaving the project at a crucial stage will have a high impact on the project outcome and the possibility is the project will be delayed, new engineers will need to be recruited and briefed on the project again which is time consuming and costly. Hence it is important to ensure that the progress of the project is documented. 

Developing plans 
This refers to having plans in place when risk do materialise and implement them when necessary. For example: if the engineering team leaves, a preventative measure was to document the progress and hand over to the new engineering team. A plan prior would be to source a reliable team that has the competency to take on the project in the middle of development. 

Ensuring the risks are Kept under Review 
This entails that there should be appropriate plans in place to meet the changes in the likelihood of an adverse impact. 

Types of risk 
According to Cameron there are categories of risk. In the project of the system installation the following would be categorised. 
Physical Risks: these are risks beyond the direct control of the project team, caused by external environmental or industry factors. Risk identified: 
* Damage to Blue prints and information 
* Damage to equipment or building as a result if fire of natural disaster. 
Technical Risks:   These are specific technical risks including design omissions, version conflicts, operational failures, incompatibilities or bugs. Risk Identified: 
* Potential incompatibilities exist within current desktop platforms or internally customized applications. 
* Outdated or insufficient hardware exists for running new software programmes.  
* Early adopter's risk - early adoption of new technology will limit the ability to benefit from the experiences of others. 
Labour Risks:  This relates to human resource risks which can involve staff changes, a lack of skilled resources, staff non-performance, or the reliability and availability of external service providers. Risk Identified: 
* Continual resource availability may be compromised during the lengthy project. 
* The loss of key staff to competitors or vendors may occur once they are trained on the new system 
* Staff falling ill, deciding to change their career or participate in strike action. 
Political and Social Risks:   this refers to internal sensitivities relating to project support, sponsorship, internal cooperation and communications. Risk Identified 
* Is the project dependent upon one individual for visibility and support - and what would happen if that person leaves the company? 
* Are project deliverables in alignment with stated company priorities? 
* Are there any political issues that could negatively impact resource availability and cooperation? 
* Are there other competing projects within the company? 
* Could pending organizational changes or policy changes impact the project? 
* Is there support from the users and staff? 
Liability Risk: This refers to legal action or any threats of it because of the system installation. Risk Indentified 
* Is the system illegal or contravenes any government act? (Cameron, 2005) 
Methods of Identifying Risk 
To control risk successfully, knowledge about its existence and nature is necessary (Hamilton, 1996). A risk map gives identification as to where the organisation should concentrate its attention. This grouping of the risks either internally or externally or globally can be illustrated by the risk map illustrated below. This also shows the degree of control needed by the source of risk. 
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Figure 6: Risk Map (Boyce, 1995, pg 38) 
Discussion with these stakeholders about project ideas will be helpful in bringing different perspectives and some stakeholders might identify concerns that represent risks to their interests. This is highly important as it ensures that the point of view and expectations of the different stakeholders are the same. There are other techniques of identifying the risk at the different stages of the project as it may be different from the holistic risk of the project. Each stage must also be considered in detail and plans must be put into place to reduce the risk. Where a risk is identified contingency plans must be put into place. I will discuss contingency plans little later in this assignment 
Risk Analysis and Impact Analysis 
According to Cameron (2005) “risk assessment involves measuring the probability that a risk will become a reality, impact analysis involves measuring the sensitivity of the project to each identified risk”. This is analysis is important for me to utilise as the risk could have a high impact and that aspect of the project will need closer attention. It is important that I ask the following questions to be asked: 
* What is the risk – how will I recognise it if it becomes a reality 
* What is the probability of it happening – high, medium, low 
* How serious a threat does it pose- high medium low 
* What are the signals or triggers that should be looking out for? 
When asking these questions I will document it in the table illustrated below. 
LoW IMPACT | mEDUIM IMPACT | HIGH IMPACT | 
HIGH PROBABLITY | critical | unacceptable | unacceptable | 
MEDUIM PROBABLITY | significant | critical | unacceptable | 
LOW PROBABILITY | minor | significant | critical | 
Table 1: Risk Probability and Impact (Cameron, 2005, pg 41) | 

There are 3 levels of probability that will occur and 3 levels of risks. Minor risk does not cause considerable trouble and will represent a small financial sum for example: lack of support from top management eventhough there is buy in. Significant risk can involve operation issues for example: existing hardware incompatibility to new software being installed. Critical risk can bring about significant material and human damage and signify a major financial exposure. This risk can damage the achievement of the project objectives for example: lack of commitment from project team resulting in time delays. Risk potentially affects cost, time and performance or a combination of these parameters and according to Carter, (1994) risk should be measured according to these parameters. After having identified and considered both the risk and probability of each specific risk the table points out where attention most needs to be directed (Boyce, 1995) (Cameron, 2005) (Carter, 1994). 
Strategies for dealing with Risk 
In order to control risk there must be a plan in place. This involves clarifying responses for each identified risk and developing actions that will reduce the threat of the projects objectives. There are a variety of strategies for dealing with risks such as: 
* Risk avoidance: this entails finding ways to eliminate the risk completely. In certain situations the costs might overweigh the benefits, and this could mean not taking the project at all. For example: the costs of developing the system and implementing the system might overweigh the benefits. 
* Risk reduction: this is very important and looks at reducing the risks probability and impact. This can be done through technical tests to ensure the functionality of the system. Regular interviews can reduce the likelihood of the system being unacceptable. 
* Risk Protection: some risks can be protected for example taking out an insurance for the hardware in the event of theft. 
* Risk management: “for example making use if written agreements in areas of potential disagreements” (Cameron, 2005) 
* Risk transfer: this entails finding partners to undertake some of the risk and impact. For example – outsourcing the writing of the software to an external body, so they can take responsibility for the task and they have more experience than the small IT department at Foschini. 
A risk log can be used to compile a list of the indentified risks together with the assessment of the probability and the impact and the plan on how to reduce the risk. It provides a framework for the necessary actions to be taken and decisions to be made. The risk log is illustrated below in figure. I have given examples potential risks. 
Risk | impact | probability | action | 
Engineering team leaving the project at critical stage | High | Low | Find reputable experts in the field and secure a provisional contract with them as a backup or getting the project team to sign a contract of liability for the project (risk protection) | 
Lack of resources – IT infrastructure | High | Low | Secure resources needed prior to start of project- find a funding base to make the purchases of IT equipment (risk avoidance) | 
Staffing – commitment | High | Medium | Meeting with the stakeholder prior to explain importance and constantly engaging them in the project and the value of the new system (risk Management) | 
Table 2 : Format of a Risk log | 

Contingency Planning 
Contingency planning is having plan and actions in place in the event that risk occurs. The risk log illustrated above has the framework for the action to be taken. The contingency plan should aim to keep the project on track in terms of the 3 parameters: time, cost and performance. For example if the risk affects the cost, software is incompatible and requires additional resources to continue with the system development and installation a contingency plan must be developed which might be increase the budget by finding a secure funding base. 
Conclusion 
Importantly in a project the risks must be identified assessed and prioritized. This assignment provided the framework of risk management and contingency planning in relation to a project I chose I would be involved in. should this framework be followed here will be very little failures in project management. Managing project risks and developing contingency plans to keep projects on track are critical competencies for today's project managers. 
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