
CONTINUED 

Once you have completed the 

brainstorming and all the yellow 

stickies are on the board, take a 

coffee break! Let your team rest 

in preparation for the next step.

START THE MEETING

Start by stating the purpose of the meeting, which is 
to identify and prioritize risks for your project.

Lay the ground rules and explain the procedure.

Ensure that everyone has sufficient understanding • 
of your project so they can better contribute. 
Describe the project and its objectives, adding 
any information that might be helpful.

Ask the participants: What are all the things that • 
could go wrong with this project?

Ask everyone to write their ideas on yellow • 
stickies (best to request three ideas per person).

One at a time, have all participants read aloud • 
from their yellow stickies and place them on the 
board or the flip chart.

Keep asking for ideas. Encourage people to write • 
down anything and everything that could go 
wrong with the project. Note that every new 
yellow sticky will create new ideas, and this is 
part of the process. Continue to encourage your 
team members to create more risk possibilities. 
Reassure them that there are no bad ideas, and 
that the rest of the process will ensure objectivity.

Keep doing this until it is obvious that all ideas • 
have been captured. 

4

The process of identifying possible risks 

should take about 60 minutes, perhaps longer. 

Don't rush it.

This is the most important step in the process.  

People must have time to brainstorm.

CONTINUE THE BRAINSTORMING

At this point you should have many yellow stickies 
on the board or flip chart, perhaps 50, 100 or 
more.

Make sure they are all readable and 
understandable. If you need to change a yellow 
sticky, you must ask the author for permission 
and clarification. This is very important, as it may 
generate new ideas and add much clarity.
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CLEAN UP YOUR 
BRAINSTORMING

Start by discarding those 
ideas that are obviously 
unlikely to occur; for 
example, “We get hit by an 
asteroid.” But you must ask 
the author for permission 
and clarification — this is 
very important.

Analyze by:

Reviewing the description: • 
Is it clear? Does the team 
understand the risk in the 
same way?

Should there be criteria • 
associated with the risk?

Are there degrees — i.e., different • 
levels to the risk?
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PRIORITIZE BY PROBABILITY

Now prioritize the remaining risks by their 
likelihood of actually occurring.

Start by “eyeballing” the priority — that 
is, at first don't create overly complex 
criteria. 

You can do a second round of prioritizing, 
this one using a more scientific analysis of 
the priority; for example, analysis based 
on a percentage, where each level is 
defined using documented criteria. This 
step is not necessary every time, but only 
when additional accuracy is needed.

Note: This is one of the two priority-
setting steps.
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It's best to use a 

2x2 matrix to 

prioritize. See these 

sections in this 

e-Guide: Karnaugh 

...CONT’D

Example of a   Process (Actual size is 8 1/2”x11”)

This is one of 15 powerful, fully illustrated process to enable you to apply them in your actual projects.

eenntntintitiifyfyfyfyfyifyiyinng possible risks

utt 6060 minutes perhaps longer

All process maps 
also include 
important additional 
information to help 
you apply the process 
with confidence

Note that the 
information is in 
“plain English” to 
enable immediate 
implementation on your 
project

Every step in the 
process is numbered 
sequentially so you and 
your team can follow 
without missing a single 
step



Example: Types of Risk Management to be Performed
In the hypothetical example below, there is a combination of Risk Management Plans due to the complexity of the 

program. Notice that there are more than technical risks to this program; consequently, the need to address other 

areas is very important.

Level of the Risk Management Plan

Types
Program

Level
System

Level
Subsystem 

Level (Module)
Component 

Level

Financial
(Business case)

Product management 
will develop, document 
and present for 
approval a Risk 
Management Plan on 
the financial risks of 
the new product, vis a 
vis the assumptions in 
the Product Proposal.

Marketing 
(Market)

Marketing will not be 
required to develop a 
plan for this program.

Design
(Software, 
hardware)

Engineering will 
develop, document and 
present for approval 
a RMP for all new 
components.

Manufacturing
(Process)

Manufacturing will 
develop, document, and 
present for approval a 
Risk Management Plan 
for the new assembly 
process and for 
outgoing inspection.

Supply Chain
(Suppliers)

Supply chain will 
develop a Risk 
Management Plan 
regarding all our 
suppliers in the Far 
East.

Service
 (Service and 
repairs)

Service will develop, 
document and present 
for approval a RMP for 
depot-level service.

Example of a   Template (Form) (Actual size is 8 1/2”x11”)

This is an example of the over 18 template included in the e-Guide.  Every template (form) has a “companion” 
version, which is fully fillable so you can use them in your projects.

The example below has been reduced in size from its original 8 1/2 X 11”.

Types of Risk Management to be Performed

Every template has a hyperlink, you simply 
“click” and you are transferred to an actual 
form (template) within the same document.

You can now enter your information and 
share the form (template) with your team 
around the world



HIGH PROBABILITY

LOW IMPACT

HIGH PROBABILITY

HIGH IMPACT

LOW PROBABILITY

LOW IMPACT

LOW PROBABILITY

HIGH IMPACT

The y axis shows a scale for the 
probability of a risk happening. 
Notice the 0 to 10 scale, which is the 
recommended approach. The x axis 
depicts the impact; i.e., the damage to 
your product if the risk were to happen. 
Here the scale is also 0 to 10, 10 being 
the maximum impact.

RISK 1

RISK 3

RISK 5

RISK 2

RISK 4

RISK 6

This example demonstrates a team 
effort to prioritize risks associated with 
building a new house.

Notice the upper right quadrant where 
the most important risks are mapped 
— those risks have the highest possible 
impact and are most likely to happen.

Examples: Karnaugh Map 2x2 Matrixes

Each of the four corners represent the 
maximum value for at least one of the axes. 
In this case, the maximum (10) refers to the 
probability of the risk happening.

When the scales are the same (0 to 10), then this 
quadrant contains the most important risks; i.e., 
those with very high probability of happening 
and the most damage if they were to happen.
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Severe weather 
stops construction.

Siding material is 
not sufficient.

Price of materials 
increases by 30%.

Contractor 
declares 
bankruptcy.

The foundation 
settles and 
collapses.

Strike by 
construction 
workers.

Severe weather 
stops construction.

This quadrant is the most 
important, because the risks 
are likely to happen, and there 
will be serious consequences if 
they do happen.

This is the “don’t care” quadrant. 
Items in this area are not likely to 
happen, and even if they do, the 
consequences will be miniscule.

Example 1: PI Matrix

Example 2

Example of a   Tool (Actual size is 8 1/2”x11”)
This is one of 16 powerful tools contained in the e-Guide.  Every tool is fully explained, plus a completed example is 
included. 

The example below has been reduced in size from its original 8 1/2 X 11”



One Risk with Two or More Possible Consequences
In some instances, one risk can have two or more possible consequences. This is yet another reason for clarity in 

describing risks. It becomes essential; for example, consider the ramifications of two team members talking about the 

same risk, but having two different consequences (impacts) in mind. Everyone must describe the risk using the protocol, 

to ensure absolute clarity.

The risk that our software is vulnerable to 

security attacks.

Causes us to fail the acceptance test with our 

main customer, and thus the loss of a very 

large order.

Session in Germany Bill A.

The risk that our software is vulnerable to 

security attacks.

Causes a major change in architecture, which 

results in a six-month delay to our rollout 

plan, and the loss of $1,000,000 in sales.

Session in France Bill A.

The probability that our main supplier in 

Singapore goes out of business due to poor 

financing.

Causes a disruption in our JIT process, 

thus shutting down our manufacturing plant 

for three weeks.

First session Bill A.

Example 1

Consequence or 

impact?

In risk management, 

we always talk 

about the impact 

that a particular risk will have on 

your project.

Impact is the negative effect 

that a risk has on the successful 

completion of your project.

Consequence is another word for 

impact. Use either one.

In FMEA, the preferred term is 

“consequence.”

Example 2-A Example 2-B

Examples: Using Yellow Stickies to Document Risk

Fully Illustrated Example (Actual size is 8 1/2”x11”)

This is one of 20 actual examples contained in the e-Guide.  We include several examples of the same tool or 
application to help in your specific application. 

Note that we include 
additional information 
with every example to 
ensure clarity and ease 
of use

other reason for clarity in

Our examples are not 
“hypothetical”.  They 
are extracted from 
real experiences.


