2020 Census
Program Management Review

WBS 1.111 - Risk Management

Charles F. Fowler, Process Area Lead

March 8, 2013

United States”

Census

easssssssss Bureau

U.S. Department of Commerce
Economics and Statistics Administration
U.S. CENSUS BUREAU



Presenter
Presentation Notes
Good morning, my name is Chuck Fowler and, along with Karen Piskurich and Maria Birnkammer, we lead Risk Management for the 2020 Census Program.

With the limited time available today, I want to briefly run through some information regarding our Risk Management Process, but I want to allow time to talk about our actual risks.  Burton will join the discussion at that point. 


WBS 1.111 — Risk Management

What drives our investment in Risk Management?
* Risk is unavoidable.

 The size and complexity of the overall National Census program

» Hard deadlines

* QOutcomes of 2020 Census program planning, testing, development, and
implementation are not guaranteed.

Definition of risk management:
GAO (Report #GA0-06-91, December 2005)

The continuous process of assessing risks, reducing the potential that an adverse
event will occur, and putting steps in place to deal with any event that does occur.

Risk Management involves a continuous process of managing—through a series of
mitigation actions that permeate an entity’s actions—the likelihood of an adverse
event and it's negative impact. Risk management addresses risk before mitigating
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Presentation Notes
This is an intro slide that I won’t speak to directly other that to point out that our process recognizes and aligns with the GAO definition of risk management…

That is, a continuous process of assessing risks, and putting steps in place to deal with any event that does occur. 


WBS 1.111 — Risk Management

« The 2020 Risk Management Program aligns with:
— 2010 risk management successes and lessons learned
— Industry best practices

— Risk Management guidelines outlined by the Department of
Commerce and the Census Bureau, at the Enterprise level.

« The 2020 Risk Management Program is a “lifecycle”
approach:

— Began investment in 2020 Risk Management in FY2010

— Rolling approach: Manage risk through the three phases of the
lifecycle

1) R&T
2) Development and System Testing
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In addition to the GAO definition, we also align our process with successes and lessons learned from our 2010 Risk Management work, as well as ensuring we align with the guidelines being outlined by our newly formed Enterprise-level Office of Risk Management and Program Evaluation (ORMPE).

The second bullet points out that for 2020, we take a lifecycle approach to managing risk, focused on each of the planned phases for specific mitigation timing.


WBS 1.111 — Risk Management

Compare the timeframes: 2020 Risk Program vs. 2010 Risk Program

Risk Program Milestone 2010 Census Program 2020 Census Program

PROGRAM LEVEL:

Identified initial program-level risks Summer 2007 Summer 2010

3 years before Census 10 years before Census
Interim Governance — established Decennial Census Governing Spring 2008 -- Census Integration Group N/A
Group served as an interim Risk Governance

Group
Formal Governance -- established the Decennial Census Risk Winter 2009 Fall 2010
Review Board (RRB) 1 year before Census 10 years before Census
Initial Risk Management Plan approved Summer 2008 Summer 2011
Baselined an initial Program Risk Register Summer 2008 Winter 2011
Mitigation plans approved for baselining by RRB Started summer 2008 through summer Summer 2011

2009
Contingency plans approved for baselining by the RRB Summer 2009 through Summer 2010 In Progress, not complete
Began monthly mitigation plan action statusing with Risk Owners [RU{sii{<I@wdo0}] Fall 2011

PROJECT LEVEL: for FY12 Projects:
Initial project risk registers due Fall 2007 Spring 2012

Initial mitigation and contingency plans Fall 2007 Mitigation = Winter 2013
Contingency = In progress

Risk process owners provided training and coaching to Team Fall 2008 through Summer 2009 Winter 2012 and on-going
Leads and project-level risk owners

Formal classroom training delivered None Winter 2012 and on-going
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Presentation Notes
This slide is a comparison of timelines between the 2010 Census Risk Program and the 2020 Census Program.  As you can see, we are seven years ahead with Risk Management this decade as compared to the last Census.  This allows for our full lifecycle program approach.



WBS 1.111 — Risk Management

The 2020 Census Risk Management Process governs
two types of risks: program risks and project risks.

 Program Risks—risks that span the lifecycle of the
2020 Census program and could jeopardize the 2020
Census goals and objectives. They threaten the
success of the program rather than individual tasks.

 Project Risks—risks that could jeopardize the
success of an individual project.
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Our process governs two types of Risks, or two levels, if you will:

Program and Project


WBS 1.111 — Risk Management-- INTEGRATION
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This graphic depicts the hierarchy and integration between the project and the program levels of Risk management.

A quick note, a primary integration tool we use is our developed Risk Management web-based (SharePoint) Home Page.  There is a screen shot of the page in the backup slides.  This serves as a central collaboration tool and user-friendly repository of all things RISK

ADDITIONAL NOTES ONLY

Using same framework for program and project levels.
Each process will track their own risks.
Escalation criteria will facilitate correct management of project risks that need program management.
See flow of information up and down framework to manage risks.
Similar risks across the program/projects will be associated together to build ability to leverage risks management activities across the program.




WBS 1.111 — Risk Management

C
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Division/Office

. 20RPO Chief

° 20RPO Program Management Area Lead (WBS 1.0)
° 20RPO Systems Engineering and Integration Area Lead (WBS 2.0)
° 20RPO Operations Area Leads (WBS 3.0 -8.0)

Representative from the Office of Risk Management and Program Evaluation
(ORMPE)

Representative from Budget Division, Administration Directorate

° Representative from Information Systems Support & Review Office (ISSRO),
Information Technology Directorate

° Representative from the Research and Methodology Directorate

° 20RPO Risk Process Manager (meeting facilitator)
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Governance is the responsibility of the chartered 2020 Census Risk Review Board
(RRB).

Role
Chair/Decision
Maker
Advisor
Advisor
Advisors

Advisor

Advisor

Advisor

Advisor

Advisor


Presenter
Presentation Notes
Governance is the responsibility of the 2020 Census Risk Review Board.  

This slide shows the RRB Membership, which has cross-directorate representation including the IT Directorate, Administration Directorate (Budget), R&M Directorate, and the ORMPE.


WBS 1.111 — Risk Management

Accomplishments:

» Developed and completed formal classroom training for all process users,
in addition to on-the-spot coaching. We hold a weekly facilitated Risk
Users Forum to answer questions and help facilitate project-level risk
management.

« Established a Risk Management SharePoint web-based homepage (see
back-up slide for a home page screen shot), which serves as a one-stop-
shop for all things RISK for both program and project level.

» Delivered Enterprise Level risk metrics for the Census Bureau balanced
scorecard report.

Near-term Project Focus Iltems:

 To provide feedback on project mitigation activities and to facilitate the
confirmation of risks when the handling option is to transfer.
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Some recent accomplishments of note:

Administered formal classroom training to our stakeholders.  Also, we offer and administer on-the-spot coaching and risk support as requested -- ongoing.

We also have started a weekly Risk Users Forum where project risk managers and owners can come and discuss various topics, as well as create a communication vehicle between process owners and users.  It’s an  open forum for help and discussion.


WBS 1.111 — Risk Management

Challenges:

 The lack of a more sophisticated risk management tool that
Integrates with our schedule and the schedule management
process

Risk Highlights:

e Risk integration (to ensure themes are identified and handled
accordingly)

« Consistently and timely identification of new risks

e Development of timely mitigation plans for new risks
 Development of timely contingency plans
« Timely risk mitigation action statusing

* Following escalation process
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A current challenge is the lack of a more sophisticated risk management tool that integrates with our schedule.  We have recently entered into an MOU with ORMPE to use and test their proposed Enterprise Risk Module.

(Part of their Enterprise Project Management Software—EPM—which is micrsoft product and won’t interface with our schedule tool Primavera.)

So, this remains a challenge in helping better link mitigation actions to a baseline schedule.


WBS 1.111 - Issue Management

Project Description:

The process that facilitates decision-making and resolution of
realized risk, problems, or events that require resolution.

Recent Accomplishments:
« Established the governance for issues management

o Established a forum for discussing and working towards
resolution of identified program-level issues

« Developed issue management training
Near-term Project Focus ltems:

e Continue to identify and raise issues to the Risk Review
Board to monitor and resolve.

* Provide classroom training to the projects.
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Issues Management is also governed by the Risk Review Board.

Highlights include initial rollout of our Issues Database (repository for issue tracking and documentation) and the establishment of a meeting forum for discussing and working towards resolution of identified issues.


WBS 1.111 - Issue Management

Challenges:

Getting staff to not only use the formal issue management
process, but to also see the value in using a formal
process to identify, resolve, and document issues.

Risks:

e Sensitivity to public display, perception of not able to
solve problems

 Reporting burden adds to workload, perceived as no
value added

 Process acceptance and use
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WBS 1.111 — Risk Management

What do we worry about right
now?
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WBS 1.111 — Risk Management (Cont.)

Probability

February 2013 Risks

ol

Med. 44% 7

oo [ 5
2020 Census Program-Level Lifecycle Risks N
(4 Red, 7 Yellow, 5 Green)
WBS Risk ID Name Prob Imp
1 1.105 LC-016 Policy 5 4
2 1.106 LC-005 Requested Funding for FY13 5 4
3 1.104 LC-018 Trade Agreement Act 4 4
4 1.105 LC-015 Program Lifecycle 4 4
5 1.11 LC-007 Skillset Shortage 3 4
6 2.101 LC-010 Cross Program IT Solutions 3 4
7 1.104 LC-011 Flexible and quick ACQ Process 3 3
8 1.106 LC-006 Requested Funding for FY14 2 4
9 1.106 LC-001 Cost Models and Projections 2 4
10 1.106 LC-002 Cost Goal 2 4
11 1.106 LC-003 Early Estimates Impact Design 2 4
12 1.108 LC-012 External Stakeholder Support 3 2
13 1.109 LC-008 Resistance to PM/SE and Accountability 2 3
14 2.101 LC-009 Requirements Engineering 2 3
15 1.106 LC-004 American Community Survey Funding 1 4
16 1.105 LC-017 Data Access 2 2
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WBS 1.111 — Risk Management (Cont.)

Risk Trend Distribution by Program Area for FY13 Q2
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WBS 1.111 — Risk Management

BACKGROUND SLIDES
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WBS 1.111 — Risk Management

Risk Management Process Alignment with Enterprise Solutions

« Aligns with the Bureau’s
Office of Risk Management
and Program Evaluation
(ORMPE) and

 The Department’s Office of
Program Evaluation and Risk
Management (OPERM)

4 Operating Unit
/' J Goals & Objectives )

Program
GCoals & Objectives

Project
Goals & Objectives
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I want to recognize that since the Decennial program implemented its first formal risk management process in 2008, we’ve seen the creation of Enterprise-level Risk Management offices within the DOC and the BOC.  The Office of Risk Management and Program Evaluation (ORMPE) within the Bureau has worked closely with us and vice versa.  We assisted during their risk tool requirements development process and build out.

Decennial has just signed an MOU between the two division (ORMPE and the 20RPO) to have Decennial test their Enterprise Risk Management tool and process.  We plan to use their proposed process and tool to facilitate and manage risks in Decennial for several months and provide feedback.  User acceptance testing, if you will.  We look forward to this integration and collaborative development effort.  This current time in the decade is also a Research and Testing phase for our Program Management processes.   


WBS 1.111 — Risk Management

2020 Census Risk Management SharePoint Homepage — provides central facilitation and coordination

site Actions - b B

.

2020 Census RPO

Field Tests

Risk Management (1.111) » Home

Use site to collaborate on PM project Risk Management

Program Management (R1)

Systems Engineering & Int (R2)

Operations (R3-RE8)

Ilikelt  Tags &
Motes
Search this site... F=] (7]

Surveys
Sites
Risk Management

Issues Management

Project Management

Released Documents

Libraries

20RPO Wiki Library
Team Documents
Project Risks
Program Risks
Risk Reports
Project Training

Lists
Announcements
Useful Resources

Risk Review Board
Attendees

OPS Project Risk
Register

PM Project Risk Register

SE&I Project Risk
Register

PMR Risks and
Challenges

Mitigation Activities

Recycle Bin
£ &l site Content

2020 Census Risks

» Program Risks
= Project Risks

Risk Management (1.111)

2020 Census Risk Management manages the process
that identifies, analyzes, and tracks risks related to
achieving program objectives.
assesses the probability that these risks might occur or
turn into issues and will estimate the potential impacts if
they do.
monitors risk mitigation and contingency plans.

Furthermore, the process

Lastly, this process defines, implements, and

Upcoming Due Dates for Project Teams

January 31

FYy12
FY1i2 February 15
FY12 February 28
FY12 March 29
FY13
February 15(90-
day review)
FY13 March 22nd (120~
day review)
FY13 April 30
FY13 May 17
FY13
May 31
FY13 June 28

Mitigation handling options and actions must be in
team’s register.

Must conduct first rewview of risk register —Ratings,
justifications, effectiveness of mitigation actions

Document in risk register whether Yes or No for
contingency plan for each risk

Contingency worksheets completed

Drafted Risk statements drafted

Ratings and justifications

Mitigation handling options and actions must be in
team’s risk register

Must conduct first rewview of risk register; Ratings,
justifications, effectiveness of mitigation actions.

Document in risk register whether Yes or No for
contingency plan needed for each risk

Contingency worksheets completed
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Team Members

Karen Piskurich - Project Lead - x39423
Maria Birkammer - Support - x35618

Reference Documents
2020 Census Risk Review Board Charter
2020 Census Risk Management Flan

Available Training
Froject Risk Mitigation Training

Risk Discussion Board
Submit/\Wiew a Topic

Documents Out for Review

2020 Census Roles and Responsibilities
for Risk Management

Meetings
Rizk Review Board Meetings




WBS 1.111 — Risk Management (Cont.) --
APPROACH

The 2020 Risk Management Program is iterative and designed to be
performed continuously throughout the development and
iImplementation of the 2020 Census Program.

I Assessment |
. Identified Prioritized
Identify | gisks Analyze | gisks Plan
Risks | Risks Mitigation
« Early identification .
New . X Risk
Risks » Structured analysis and planning Mitigation
» Consistent assessment and management Plans
| Mitigation |
Reassess Assess Mitigate
Exposure | rrogress | Effectiveness | Mitigation Risks
Reports Actions
Issues
L 2 Contingency
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