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Why have a Risk Manager?  Each process requires someone with experience and knowledge to ensure that the process is planned, implemented and carried out effectively and efficiently.  This is true of Program Manager, Quality Manager, Systems Engineering, Financial Manager, and many other program disciplines.  It is no different for risk management.  If risk management is to be done effectively and efficiently, there must be someone to coordinate and facilitate it just like all other critical processes.  The risk manager will ensure that consequences of program risks will be properly reflected in performance impacts, schedule impacts and the all important cost estimate.  
As we developed the ASC risk management process it was apparent that almost none of our programs had a dedicated risk manager.  Some programs said it was the responsibility of the Director of Engineering for the program.  Others said it was the Contractor’s responsibility or the Program Manager.  While others and this is the worse situation, didn’t know who was responsible.  The risk manager must be familiar with the major functional risk management areas and be able to fully implement them.  Those major risk management areas are: 

Risk Planning is the process of developing and documenting organized, comprehensive, and interactive strategies and methods for performing risk management.  Risk planning includes a plan to identify and track risk areas, develop risk mitigation plans, perform risk assessments to determine how risks have changed, and plan for adequate resources. 

Risk Assessment is the process of identifying and analyzing risks to increase the likelihood of meeting performance, schedule, and cost objectives.  It includes risk identification and risk analysis.  Risk identification is the process of examining the program, processes, requirements, and critical technologies to identify and document risk areas. Risk analysis is the process of examining each identified risk, isolating the cause, and determining the impact.  Risk impact is defined in terms of its probability of occurrence, its consequences, and its relationship to other risk areas or processes. 

Risk Handling is the process that identifies, evaluates, selects and implements options in order to set risk at acceptable levels given program constraints and objectives.  This includes the specifics on what should be done, when it should be accomplished, who is responsible, and the cost impact.  The most appropriate strategy is selected from these handling options and documented in a risk handling plan.  There are several risk handling options at the discretion of the program manager.  
Risk Monitoring is the process that systematically tracks and evaluates the performance of risk handling actions against established metrics or indicators throughout the acquisition process and develops and executes further risk handling options as appropriate.  
The Risk Manager is responsible for and maintains the program risk management process for the program.  The responsibilities of the Risk Manager include:
· Develop and maintain the program risk management plan.  
· Keep an eye on the health of the risk management process.
· Ensure that the risk management process is integrated with other processes, such as systems engineering, financial management and the overall program management process.
· Ensure that the risk management process, especially the risk assessment results, is linked to the program’s master schedule/plan.
· Ensure that the risk management process is properly implemented across the entire program, the program office, the prime contractor, the major subcontractors, suppliers and vendors.
· Maintain a liaison with the customer or user.  Ensure that their risk management expectations can be and are satisfied.  
· Ensure that the roles and responsibilities of individuals/groups within each organization are clearly defined.
· Ensure that all functional managers and/or involved offices or organizations are participating in all aspects of the program’s risk management process.
· Establish and monitor the process and means for effective two-way communications between all team members (program office, prime contractor, subcontractors, suppliers, vendors and the customer/user).  

· Ensure that risk management process is consistent across the entire corporate organization
· Keep risk awareness at a high level throughout the program.
· Schedule and conduct program corporate risk assessments. 
· Select, develop, and maintain risk assessment tools and methodologies. 
· Facilitate risk discovery meetings and assist in the identification of risks.

· Assist in the determination of handling options and the selection of metrics to monitor critical risks.

· Maintain a risk management information database and associated documentation. 
· Ensure that the risk management information database is current and accurate. 
· Monitor the development and status of risk handling options and contingency plans. 
· Coordinate the accomplishment of program process risk assessments.
· Collect and distribute summary or overview data on risk assessments and status. 
· Facilitate any required dialogue and action on high impact risk items. 
· Provide a program wide interface for all risk-related issues. 
· Develop and provide all risk management training.
If the other functional leads can keep up with these responsibilities you may not need a risk manager, but it is very unlikely that they can.  
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It’s your call.  
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Jeff Robinette is a systems engineer in the Aeronautical Systems Center Engineering Directorate.  He is an active member of the International Council on Systems Engineering (INCOSE), a member of the INCOSE Risk Management Working Group, a contributor and editor for the DAU Risk Management Web page and a technical expert in risk management and risk assessments.  He is a co-lead in developing and implementing risk management at ASC and has spent the last nine years as a risk management expert for ASC.  He also is the developer of the Probability/Consequence Screening (P/CS) software used for risk discovery and risk assessments.  He holds a Bachelors of Science Degree in Systems Engineering from Wright State University and a Masters of Science Degree in Electrical Engineering from the University of Dayton.  He has also attended the Air Force Institute of Technology and George Washington University for specialized training and postgraduate study.
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