Professors’ note: This is an example of excellent Risk Analysis for Latinitas after a couple meetings with Angie working on requirements and making a decision to find an open source solution. They have not yet decided on CiviCRM at the point in their work for this example. 

Project Risk Evaluation for a CRM Latinitas with an Open Source Solution
	Factors affecting project risk
	Rating *
	Comments

	1. Characteristics of the organization
   a. Has stable, well-defined objectives?
	+1
	Latinitas has a clear mission statement and objectives.

	   b. Is guided by a strategic plan for 

        information  resources (SPIR)?
	-1
	Does not have a SPIR—only requested a “donor database.”

	   c. Proposed system fits strategic plan and
       addresses organizational objectives?
	+1
	Goal of system to increase donations and efficiency of operations for interns and volunteers.  

	   d. Executive sponsor of the proposed system has
       adequate authority to fund project scope? 
	+1
	As Board Secretary Angie has full authority to improve system support for Latinitas. 

	2. Characteristics of the information system
   a. Model available/clear requirements?
	-1
	No model – Angie is verbally telling us what she would like, rather than relaying a clear and consistent processes.

	   b. Automates routine, structured 

       procedures?
	-1


	No Structured Procedures—Angie is still figuring out organization basic procedures.

	   c. Affects only one business area?  (No

      cross-functional or interorganizational links?)
	-1
	Affects volunteers, interns, board, and Donors.

	   d. Can be completed in less than three  

       months?
	0
	Probably, we can find a reliable open source solution that is easy-to-learn. 

	   e. Uses stable, proven technology?
	0
	We hope to find an open source solution that has been used many times.

	   f.  Installation at only one site?
	+1
	We will choose a host for a web based system.

	3. Characteristics of the developers
   a. Are experienced in chosen development methodology?
	0
	We have course work but no experience with a phased development process from start to deployment.

	   b. Are skilled at determining functional

      requirements?
	0
	We have course work but little experience with real clients.

	   c. Are familiar with technology and

       information architecture?
	-1
	Not w the open source software nor with a commercial hosting site (must find & set up)

	4. Characteristics of the key client: Angie
   a. Have business-area experience?


	+1
	Angie has been working with Latinitas for a while

	   b. Have development experience?


	+1
	Angie has development experience in her full time job.

	   c. Are committed to the project?


	+1
	Angie is very committed 

	5. Characteristics of the board, donor, volunteer & intern users:
   a. Have business-area experience?
	0
	Most volunteers and interns have some experience working for Latinitas, as do past donors, but not potential donors.

	   b. Are committed to the project?
	+1
	Angie says board members, past donors, volunteers and interns are mostly committed to Latinitas and so are likely to cooperate with system process.

	Total Points
	+1
	

	* + 1 = yes;  0= maybe;  -1 = no
	
	


Risk Reduction Strategies a CRM Latinitas with an Open Source Solution
	Factors
	Risk Reduction Strategies 

	1. Organization


	Since Latinitas has a clear mission statement and objectives, our main strategy to keep organizational risk low is to work closely with Angie to be sure the system we create meets their organizational objectives.  If we are unrealistic about finding an open source solution that can handle all the project requirements, we might want to meet with Latinitas board members as well as Angie to reset priorities.



	2. Information

    System
	The greatest risk for this project is that the Latinitas board does not have set procedures in place for the board members for running events, managing interns, managing volunteers, soliciting donors, and thanking donors.  

We need to interview Angie for all procedures and then document those and review the process plan with Angie and as many active board members as possible. We need buy-in for the processes, so we need to assure them that we understand their goals and will do our best to find software that can facilitate their chosen processes.

The risk is especially high if we cannot find an open source solution that closely aligns with their preferred process. Two of us will focus on the software solution choice while two of us focus on the requirements. We need to involve Angie and active board members in the selection process so they understand any trade offs between ease-of-use, ease-of-setup for Latinitas, and our ability to complete the work with a tested, database with the Latinitas data up-to-date. 


	3. Developers
	None of us has experience with any open source solutions, so we hope to find freeware with an excellent track record and a user forum with lots of tips.
Each of us will become expert in one or two of the modules so that we can deliver the maximum functionality with complete tested data and training docs for future board members, without each of us having to learn all the functionality.  

Our goal is to find modular software so a Latinitas volunteer can expand the functionality in the future. We will create focused docs for this volunteer and work with her before we deploy, so we know she understands the docs. The main goal for the docs will be for the current tech-volunteer to be able to train a future tech-volunteer.  (Angie told us she would check with the high school teachers who recommend interns to see if a high school student might be interested in this tech support role.)


	4.  Users -- Angie
	Angie is completely involved and committed so our only risk reduction strategy is to involve her in all our decisions, keep her informed about progress, and gain her feedback ahead of our deadlines so we can adapt as needed.


	5.  Internal and External users: the board, donors, volunteers and interns users
	Angie will provide a list of contacts for each external user group. The team member working with each module will contact the relevant user for review of our work to gain feedback ahead of our deadlines so we can adapt as needed.

 


The “Risk Analysis” block on the Resources web page provides links to templates, examples, and reading. Slides are linked to Day 8 on the Schedule web page. 

