The STRATEGIC RISK AND OPPORTUNITY ASSESSMENT MODEL (SROAM)

Introduction

This Strategic Risk and Opportunity Assessment Model (SROAM) model is a modification of the Risk and Opportunity Assessment Model (ROAM) first used by NCR and in the public domain.  It is for internal use only. The model is designed to support the overall process of assessing project viability before committing to develop a project plan and customer proposal. It should be accomplished as part of the Project Strategy.  The model provides a high-level evaluation of the risks and opportunities associated with a project. It should also be reaccomplished periodically with major project/market changes throughout the project to reassess the project viability.  The SROAM is a tool recommended to be completed by the project manager or equivalent, program sponsor and project decision-makers. It will aid the project management team and decision-makers in deciding which opportunities to focus on and which risks must be managed to ensure project success from a macro, strategic level. It should not be viewed as a set of rules or as a substitute for good business judgment.

The Process 

The process for performing SROAM involves three basis steps:

· Evaluating the risk. A series of questions are asked to assess the risk associated with the project. The risk scores are calculated by multiplying the raw score (Risk Probability (P)) times the preestablished Risk Impact (I). The total risk score is then calculated and entered in the space provided at the bottom of the page for each risk question.

· Evaluating the opportunity. A series of 10 questions within the model are to be answered and a score for each is calculated. The questions have been weighted on a scale of 1 (low weight) to 5 (high weight) in terms of their relative importance to each other. This score is calculated by multiplying the raw score (Possible Opportunity (P)) times the preestablished Impact (I). After each question has been scored, a total opportunity score is calculated by summing each of the individual question scores. The total is then written in the space provided at the bottom of the page for opportunity question 10.

· Mapping the opportunity and risk scores to the model. The total scores for opportunity and risk are to be used as coordinates on the matrix provided within the model. The opportunity score is placed on the vertical axis and the risk score is placed on the horizontal axis. Where the scores intersect determines the final scoring of the opportunity assessment. The location of this score on the matrix helps determine the quality of an opportunity and serves as an indicator of the level of risk that will have to be managed in order to ensure project success.

Timing

The questions provided in this tool can be applied to a project at any time during the project development cycle during the early portion of CV1 and later as changes occur. However, the complete process is primarily intended to be used when the project requirements are defined with detail such that a request for proposal (RFP) or similar instrument or project 
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documentation can be generated. The process may be especially helpful when evaluating an unsolicited proposal. As such, the model has been designed so that it should not take more than a few hours for a team to complete and discuss.

Interpreting the Results

After the scores have been mapped to the model's matrix, the project team and sponsors can determine the next appropriate step. Normally, a meeting with upper management is set up to review the opportunity. This meeting, for the purpose of developing a project plan, should include management representation from each of the organizations responsible for performing a detailed assessment/review. These same organizations will ultimately be responsible for project execution. If the project assessment falls outside the area of recommended projects according to the matrix, the project manager and sponsors may search for ways to improve the opportunity and/or mitigate the risk before presenting the opportunity to management. Alternatively, the project manager (and management as appropriate) may conclude that the opportunity should be declined.

Risk Analysis

1.  Management Commitment
Management commitment is a vital factor in the success of a 

project. Committed management will place a high degree of

importance on the project and will make it part of their

business plans. Committed management will apply resources

such as a project manager and staff, as well as a budget to

implement the project. Committed management is less likely

to change or cancel the project and represent a lower risk.

Risk Probability (P):

How committed is Management to the project?

1. Management has assigned personnel and budget.

2. Management has budget for project but has not assigned

 people.

3. Management has assigned personnel but has no budget.

4. Management has not assigned personnel or budget.

Notes:

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	5
	1 2 3 4
	


Risk Analysis

2. Project Schedule
All projects have a set start and completion date. The customer will normally require that the project be completed within a specific time. Typically, 's business cycle, selling season, and other factors drive this. The ability to meet the project timetable requirements is highly dependent on the magnitude of the project, and the availability and coordination of the correct skills and resources.

Risk Probability (P):

How has the project timetable been established? 

1. Project start and end dates are flexible and will be 

established by our project team.

2. Project start and end dates will be mutually

established by the customer and our project team.

3. Project start and end dates have been set by the

customer. There are no incentives/ penalties but changing

the schedule and milestones is difficult and must be

negotiated with the customer.

4. Project start and end dates have been set by the customer and are not changeable. Incentives may exist for meeting milestones and penalty may exist for not meeting milestones.

Notes:

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	4
	1 2 3 4
	


Risk Analysis

3. Project Length
The duration of the project has a bearing on the level of risk associated with it. The longer the project duration, the greater the chance of significant changes occurring. Technologies, personnel, customer environment, and business climate are a few examples of areas subject to significant change as time passes. These changes can pose substantial risk to the project.

Risk Probability (P):

What is the projected duration of the project from the time 

it is initiated to the time it is expected to be completed? 

1. Less than 3 months.

2. Three months to 6 months.

3. More than 6 months, but less than 1 year.

4. One year or more.

Notes:
	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Risk Analysis

4.  Previous Experience

Experience with a previous project, which was similar to this 

one can reduce risk. Determine how many of the project 

requirements can be met using products, technologies, 

and/or skills that have been used by our organization on 

other projects. Consider:

· The skills available at the local level to manage and

 carry out this project.

· How much of the system solution needs to be 

developed as opposed to having been done before 

somewhere within our organization.

· Our experience with the other products needed for the 

solution.

· Our experience with the external suppliers and 

subcontractors required.

Risk Probability (P):

What is our organization's experience with similar 

solutions? 

1. Project is a replication of a previous project managed 

locally.

2. A majority (50% or greater) of the project requirements

 replicate a previous project done by our organization.

3. A minority (less than 50%) of the project requirements

replicate a previous project done by our organization.

4. None of the project requirements can be satisfied using our previous experience.

Notes:
	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	4
	1 2 3 4
	


Risk Analysis
5. Our Participation in Project Definition

Many customers develop project requirements without the participation of those who will develop the project. In this type of situation, those who develop the project may have little or no input regarding schedules, technology, or product selection, etc. The less our organization is involved in the development of the requirements, the higher the risk the project presents.

Risk Probability (P):

Did we have any involvement in the development of the 

requirements? 

1. We developed requirements for the customer.

2. We guided the customer in developing requirements.

3. We were asked for comment after requirements were developed.

4. We had no involvement in developing the requirements.

Notes:

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Risk Analysis

6. Resource Coordination

Most projects that provide a custom solution use the

resources of one or more organizations. At a minimum,

coordination with the customer is required. External and

internal organizations can also include other manufacturers

and/or distributors, professional service providers, and

consultants. The number of organizations involved directly

relates to the amount of risk in the project. The more

resource coordination needed, the higher the risk.

Risk Probability (P):

What is the number of suppliers and/or subcontractors

whose resources will need to be coordinated for this 

project? 

1. Internal and customer only, no other suppliers or 

subcontractors.

2. In addition to the internal coordination and customer

coordination, there are one or two suppliers or

subcontractors needed.

3. Three to five suppliers and/or subcontractors needed.

4.  Six or more.

Notes:

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Risk Analysis

7. Procurement Process Time
As early as possible, the Project Manager and team should identify if external resources are needed.  If they are, the procurement process outlined in the Contract Policy Manual would be followed and time would be needed in the project schedule.

This time requirement presents an element of risk to the project. 

(A request requiring a quick response may not give the bidder the necessary time to do a thorough evaluation of the request. A complex project requiring a bid response (proposal) in 30 days or less could be considered aggressive. Conversely, a simple project requiring a response in more than 30 days could be considered conservative.) The overall procurement process may take from 3 days for a purchase order to over 60 days or more for a competitive contract. 

The shorter the time allowed for the process, the higher the risk.

Risk Probability (P):

Evaluate the time frame allotted for the procurement process.

Is the response time frame: 

1. Not a significant factor? 

2. Conservative?

3. Moderate?

4. Aggressive?

Notes:

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Risk Analysis

8. Technology and Product Maturity

Consider the maturity of the technologies and products to be used in this solution. Many products available today are so widely used that they have been accepted as industry standards. Products that have a substantial field population and have been in use for a year or more are considered mature. These types of products are typically very reliable and pose little risk. Pre‑release and newly released products, or products using leading edge technology, pose greater risks.

Risk Probability (P):

What percentage of the products needed to satisfy the requirements are mature? 

1. All requirements can be satisfied with mature, released products.

2. Very few (less than 30%) of the products will be pre​-released or new products, or products on the leading-edge of technology.

3. Many (30% to 69%) of the products will be pre​-released or new products, or products on the leading-edge of technology.

4. Most (70% and above) of the products will be pre​-released or new products, or products on the leading-edge of technology.

Notes:
	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	2
	1 2 3 4
	


Risk Analysis

9. Geographic Distribution
The geographic distribution of the project adds complexity and risk. The greater the geographic distribution, the greater the risk due to factors such as distance, time zone differential, and language barriers.

Risk Probability (P):

What is the geographic distribution of the project as it relates to our locations? 

1. Confined to one office in the United States.

2. Confined to multiple offices in the United States.

3.  Confined to US offices and one overseas office.

4. Distributed globally to all offices.

Notes:

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	2
	1 2 3 4
	


Risk Analysis
10. Project Manager Assessment of Project

The project manager or equivalent should provide an overall assessment of the feasibility of the project. This is the point at which the project manager or equivalent can express an opinion on the likelihood that we could effec​tively manage the risks and satisfy the customer project requirements. The project manager or equivalent may be aware of other risk factors, such as economic or political instability, not yet considered.

Risk Probability (P):

On a scale of 1 (low risk) to 10 (high risk), what is the project manager's overal I risk assessment of our organizations ability to successfully manage this project? 

1. Risk is a "5" or less. 

2. Risk is a "6" or "7."

3. Risk is an "8" or "9."

4. Risk is a "10."

	Risk Impact

(I)
	Risk Probability

(P)

(circle one)


	Total Risk Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Reasons for overall assessment:

Notes:

Total Risk Analysis Score = Sum of Questions 1 through 10.
OPPORTUNITY ANALYSIS

1. Promotes Our Organization's Strategic Direction

Any project if properly executed will promote our reputation and image. However, the more valuable opportunities are those that are consistent with our strategic directions.

1. LIST THE STRATEGIC DIRECTIONS HERE
Possible Opportunity (P):

How many of our major strategies as outlined above are matched by this project? 

1. 50 percent or less. 

2. 51 percent to 66 percent.

3. 67 percent to 75 percent.

4. 76 percent to 100 percent.

Notes:

	OpportunityImpact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Opportunity Analysis

2. Revenue Generated

At this point in the project assessment, exact pricing has not yet been performed. However, an estimate of the amount of revenue expected as a result of the project should be developed. The estimate should include only revenue that will be generated within the scope of the project as defined by the contract during the first 12 months after the project has been awarded. The revenues should include all hardware, software, and service revenues. (Do not include future revenue potential beyond the scope of this project.)

Possible Opportunity (P):
What is the estimated value of the project in U.S. dollars including all hardware, software, and services? 

1. $500,000 or less. 

2. Greater than $500,000, but less than $2.5 million.

3. At least $2.5 million, but less than $5 million.

4. $5 million or greater.

Notes:

	Opportunity Impact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	4
	1 2 3 4
	


Opportunity Analysis
3. Margin Strategy
Estimate the percentage of gross margin that is likely to be realized on the revenue generated by this project. This gross margin should be the aggregate for the project combining hardware, software, and service margins. Ideally, the margin should be consistent with the margin plan for the organization bidding on the project. However, competitive pressures and the need to win may cause us to consider break even or loss on the project. Such might be the case when the project will lead to a high volume of profitable business in the future. (When generating the profit estimate, do not include the margins generated by future revenues beyond the scope of this project.)

Possible Opportunity (P):
How does the projected gross margin for this project compare to the percentage margin goals stated in the annual plan for the organization bidding on the project? 

1. Negatives margins or break even point. 

2. Margins up to 50% of annual plan.

3. Margins greater than 50% but less than 100% of annual plan.

4. Margins equal to or exceeding annual plan.

Example: An organization's annual plan states a 32% GM 

goal for a given year. A project that is projected to generate

up to 16% margin will have an opportunity factor of "2."

Notes:

	OpportunityImpact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	4
	1 2 3 4
	


Opportunity Analysis
4. Future Potential
A project may represent a good opportunity because of the future business potential. The project may provide the means to enter a new account or may be required to protect an existing account. Participation in the project (either in whole or in part) may be required for us to be considered for future business. Consider the need to do this project relative to its effect on the relationship between us and this customer and the potential for future opportunities with this customer.

Possible Opportunity (P):
What impact will successful conclusion of the project have on our future opportunities with this customer? 

1. The project has little or no bearing on future business.

2. Future business is possible as a result of this project.

3. Future business is likely as a result of this project.

4.   Future business is assured as a result of this project; or project participation is mandatory to remain a viable vendor.

Notes:

	Opportunity Impact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	5
	1 2 3 4
	


Opportunity Analysis

5. Provides Added Experience and/or New Skills

Occasionally a project is desirable for the education and/or experience we will gain. Although learning and experience occur on any project, those that will significantly improve the skills of our project team, and/or develop previously nonexistent critical skills, are the more favored projects. Skills such as managing the project, delivering new products and technologies, and supporting the customer are just a few examples.

Possible Opportunity (P):

What is the value of the experience and skills to be gained from this project? 

1. Little improvement in existing skills is expected because the project team is very experienced.

2. Significant improvement in existing skills will be gained by the project team members.

3. Little improvement in existing skills is expected, but some new skills and expertise will be developed.

4. Significant improvement in existing skills, and new skills and expertise will be developed by the project team members.

Notes:

	OpportunityImpact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Opportunity Analysis

6. Resource Utilization

A project may be highly desirable if it makes good use of our resources and assets that are currently, or are projected to be, under‑utilized. Even a project that might otherwise be declined may be desirable for its positive impact on our resource and asset utilization. The impact of the sales, project management, and support personnel, and the use of lab facilities and equipment, should be considered. Evaluate current resource utilization and the number and types of projects currently under way. Consider how senior management would react to requests for additional resources.

Possible Opportunity (P):

What impact will this project have on our resource and asset utilization? 

1. Project will drain significant resources allocated to other projects.

2. Project will drain some resources allocated to other projects.

3. Project will have a normal impact on resources.

4. Project will make use of currently under‑utilized resources.

Notes:

	Risk Impact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Opportunity Analysis

7. Customer View of 

A project involving a customer who favors us before the project has been proposed (for reasons other than price) is highly desirable. Customers may prefer us for any number of reasons, including our technology, reputation, past experience, industry commitment, and so on. Of course, they may favor the competition for the same reasons. Consider the number of competitors vying in this product market for our members.

Possible Opportunity (P):

How does the customer view our organization when compared to the competition for this project? 

1. Customer favors the competition and is negative toward us on this project.

2. Customer favors the competition and is neutral toward us on this project.

3. Customer is neutral toward all potential vendors on this project.

4. Customer prefers us for this project.

Notes:

	OpportunityImpact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	2
	1 2 3 4
	


Opportunity Analysis
8. Product and Service Content
Most projects will require some products and/or services by other suppliers as subcontractors. An ideal project is one in which all the products and services are provided by our 

organization, and there are no subcontractors to manage or 

third‑party products to provide.
Possible Opportunity (P):

What percentage of the revenue will be generated by our 

products and services? 

1. Less than 50% of the project revenue will come from 

our products and services.

2. 50% to 70% of the project revenue will come from

our products and services.

3. More than 70% but less than 90% of the project

4. 90% or more of the project revenue will come from

our products and services.

Notes:
	Opportunity Impact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	2
	1 2 3 4
	


Opportunity Analysis
9. Development Cost

Every project has development costs associated with it. The amount of development costs varies greatly. Some projects are largely a replication of an existing project. In other projects, a significant amount of planning and even a demonstration of the system (including a benchmark) are required. Projects with little development costs are more desirable. Examples of items that increase the level of development costs include:

· Additional local resources beyond those normally assigned to a similar project.

· A benchmark system may need to be constructed.

· Other product(s) may need to be acquired for evaluation before the requirement is better understood and good requirement documentation generated.

· Resources from other organizations are required.

Possible Opportunity (P):

What is the estimated level of development costs for this 

project? (Use the items listed above as a guide.)

1. High. (All of the above apply.)

2. Moderate. (Three or four of the above apply.)

3. Low. (One or two of the above apply.)

4. Minimal development costs is expected. (None of the

above)

Notes:

	Opportunity Impact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	1
	1 2 3 4
	


Opportunity Analysis
10.  Project Manager Assessment of Opportunity

The project manager or equivalent should provide an

overall assessment of the need to win the opportunity. This

is the point at which the account manager and the project

manager can express an opinion on the need to win based

on the more intangible aspects of the opportunity. Perhaps

they are aware of other opportunity factors not yet

considered.

Possible Opportunity (P):
On a scale of 1 (low need) to 10 (high need), what is the

account manager's overall assessment of the need to win

this project business? (Briefly describe reasons below in 

space provided.) 

1. Need is a "5" or less.

2. Need is a "6" or "7." 

3. Need is an "8" or "9."

4. Need is a "10."

	Risk Impact

(I)
	Possible Opportunity

(P)

(circle one)


	Total Opportunity Score

(IxP)

(Multiply first two column numbers)

	3
	1 2 3 4
	


Reasons for overall assessment: 

Notes:

Total Opportunity Analysis Score = Sum of Questions 1 through 10.
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