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1. Overview
This playbook defines the approach for identifying, assessing, mitigating, and monitoring risks throughout the data modernization program. Proactive risk management prevents issues from becoming crises.
1.1 Risk Management Principles
1. Proactive: Identify risks before they become issues
1. Transparent: All risks visible to appropriate stakeholders
1. Owned: Every risk has a single accountable owner
1. Actionable: Mitigation plans are specific and executable
1. Monitored: Regular review of risk status and effectiveness


2. Risk Categories
2.1 Migration-Specific Risk Categories
	Category
	Description & Examples

	Technical
	LLM conversion accuracy, performance degradation, integration failures, data quality issues

	Resource
	Staff availability, skill gaps, key person dependencies, vendor capacity

	Schedule
	Dependency delays, scope creep, underestimated complexity, parallel project conflicts

	Business
	Requirements changes, stakeholder availability, organizational changes, competing priorities

	Compliance
	HIPAA violations, audit findings, data governance gaps, security vulnerabilities

	Operational
	Production stability, rollback complexity, support readiness, knowledge transfer



3. Risk Assessment
3.1 Probability and Impact Scales
	Level
	Probability
	Schedule Impact
	Cost Impact

	5 - Critical
	> 80%
	> 4 weeks delay
	> $500K

	4 - High
	60-80%
	2-4 weeks delay
	$200K - $500K

	3 - Medium
	40-60%
	1-2 weeks delay
	$50K - $200K

	2 - Low
	20-40%
	< 1 week delay
	$10K - $50K

	1 - Minimal
	< 20%
	< 2 days delay
	< $10K



3.2 Risk Score Matrix
                         IMPACT
                1     2     3     4     5
           ┌─────┬─────┬─────┬─────┬─────┐
         5 │  5  │ 10  │ 15  │ 20  │ 25  │  CRITICAL (20-25)
           ├─────┼─────┼─────┼─────┼─────┤
         4 │  4  │  8  │ 12  │ 16  │ 20  │  HIGH (12-19)
  PROB.    ├─────┼─────┼─────┼─────┼─────┤
         3 │  3  │  6  │  9  │ 12  │ 15  │  MEDIUM (6-11)
           ├─────┼─────┼─────┼─────┼─────┤
         2 │  2  │  4  │  6  │  8  │ 10  │  LOW (1-5)
           ├─────┼─────┼─────┼─────┼─────┤
         1 │  1  │  2  │  3  │  4  │  5  │
           └─────┴─────┴─────┴─────┴─────┘


4. Top Migration Risks
4.1 Pre-Identified Risk Register
	Risk
	P
	I
	Mitigation Strategy

	LLM conversion accuracy below target
	3
	4
	Iterative testing, human review, fallback to manual

	Legacy code undocumented/complex
	4
	3
	SME interviews, code analysis tools, extra buffer

	Key SME availability limited
	3
	4
	Early engagement, dedicated allocation, backup SMEs

	Scope creep from discovered complexity
	4
	3
	Strict change control, contingency budget

	Production data issues discovered late
	3
	4
	Early data profiling, parallel runs, reconciliation

	Performance regression in converted code
	2
	4
	Performance benchmarks, optimization sprints

	Resistance to change from legacy teams
	3
	3
	Change management, training, involvement



5. Risk Response Strategies
5.1 Response Types
	Strategy
	Description & When to Use

	Avoid
	Eliminate the risk by changing approach. Use when risk is unacceptable and alternatives exist.

	Mitigate
	Reduce probability or impact through proactive actions. Most common response.

	Transfer
	Shift risk to another party (insurance, contracts). Use for specialized risks.

	Accept
	Acknowledge and monitor without active mitigation. Use for low-impact risks.



5.2 Risk Review Cadence
1. Daily: Workstream leads review active risks in standups
1. Weekly: Program status includes risk register review
1. Bi-weekly: Dedicated risk review meeting with mitigation owners
1. Monthly: Steering committee reviews critical and high risks
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