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1. Purpose & Overview
This Risk Management Plan defines how risk management activities will be structured and performed for Project Alcatraz, the installation and qualification of a new SMT production line at Falcon Electronics' main manufacturing facility. It defines the methodology used to populate and maintain the companion Risk Register, which is the working, living tracking tool used throughout the 4-month installation period (September 1 – December 31, 2026).
2. Roles & Responsibilities
	Role
	Responsibility

	Project Sponsor (Angélica Navarro)
	Approves risk thresholds, contingency reserve use, and escalations beyond the Project Manager's authority

	Project Manager (Ricardo Palacio Serra)
	Owns the Risk Register, facilitates identification/analysis, and tracks responses through closure

	Risk Owners
	Individual owners assigned per risk (e.g., Facilities Engineer for utility risks, Quality Manager for qualification risks) — accountable for monitoring and executing the response plan

	Risk Review Board
	Monthly steering committee of the Sponsor, Plant Manager, and Project Manager, reviewing high-severity risks

	Project Team
	Identifies and reports new risks as they emerge during installation and qualification


3. Risk Categories (Risk Breakdown Structure)
	Category
	Examples for This Project

	Technical
	SMT equipment integration, MES/ERP data integration, ESD and contamination control

	External
	Equipment vendor delivery and customs/import timelines, customer (AutoDrive Systems Inc.) requirement changes, IATF 16949 audit outcomes

	Organizational
	Facilities permitting and utility upgrade timelines, staffing availability for installation and training

	Project Management
	Schedule compression against the fixed 4-month window, coordination across Facilities/Quality/IT workstreams







4. Probability & Impact Definitions
Probability Scale:
	Score
	Rating
	Definition

	1
	Very Low
	<10% chance of occurring during the project

	2
	Low
	10–30% chance of occurring

	3
	Medium
	30–50% chance of occurring

	4
	High
	50–70% chance of occurring

	5
	Very High
	>70% chance of occurring



Impact Scale (by objective, relative to this project's baselines):
	Score
	Rating
	Schedule (4-month window)
	Cost ($1.85M budget)
	Quality

	1
	Very Low
	No impact to milestones
	Negligible
	No impact on FPY/qualification

	2
	Low
	<3 days slip, absorbed in schedule
	<3% budget (~$55K)
	Minor rework, no FAI impact

	3
	Medium
	3–7 day slip to a milestone
	3–7% budget (~$55K–$130K)
	Delays qualification by <1 week

	4
	High
	1–2 week slip; threatens Dec 31 close
	7–15% budget (~$130K–$280K)
	FAI/customer qualification at risk

	5
	Very High
	>2 week slip; misses customer start date
	>15% budget (>$280K)
	Line fails qualification / FPY target


5. Probability & Impact Matrix and Risk Scoring
Risk Score = Probability × Impact (1–25). Severity thresholds used in the Risk Register:
	Risk Score Range
	Severity
	Typical Response Approach

	1 – 6
	Low
	Monitor; accept or apply low-cost mitigation

	7 – 14
	Medium
	Actively manage; assign owner and response plan

	15 – 25
	High
	Escalate; requires Sponsor/Steering Committee visibility and a documented response plan





6. Risk Response Strategies
Strategies for Threats:
	Strategy
	Description

	Avoid
	Eliminate the threat or protect the project from its impact

	Transfer
	Shift ownership of the threat to a third party, e.g., vendor penalty clauses, insurance

	Mitigate
	Reduce the probability and/or impact of the threat

	Accept
	Acknowledge the risk; no proactive action unless it occurs

	Escalate
	Refer to the Sponsor or Steering Committee to manage


7. Risk Register Structure (Companion Spreadsheet)
The Risk Register is maintained as a separate, living spreadsheet (Risk_Register_Alcatraz_Falcon.xlsx), containing the fields defined in the standard Vitruvio Risk Register template: Risk ID, Category, Risk Description, Date Identified/Identified By, Probability/Impact, Risk Score/Severity, Response Strategy, Response/Mitigation Plan, Owner, Status, Trigger/Early Warning Sign, Residual Risk, and Last Updated.
8. Contingency & Management Reserves
Contingency Reserve (for identified/known risks):
USD $100,000 (approximately 5% of the total project budget), held by the Project Manager and released against specific identified risks in the Risk Register upon Sponsor notification.
Management Reserve (for unknown/unforeseen risks):
USD $55,500 (approximately 3% of the total project budget), held by the Project Sponsor and released only for risks not anticipated in the current Risk Register.
9. Risk Review & Reporting Cadence
	Activity
	Frequency
	Participants

	Risk Register Review
	Weekly
	Project Manager, Risk Owners

	High-Severity Risk Escalation Review
	Monthly (or ad hoc for High severity)
	Sponsor, Plant Manager, Project Manager

	Risk Register Update / Refresh
	Bi-weekly
	Project Manager




10. Escalation Thresholds
Any risk scoring 15 or above must be escalated to the Project Sponsor within 48 hours of identification or re-scoring. Specifically for this project: any confirmed equipment delivery slip beyond 2 weeks, or any facility permitting delay affecting the October 31 installation milestone, must be escalated immediately regardless of computed score.
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