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CALDERDALE MBC
WARDS AFFECTED:     ALL


AUDIT COMMITTEE – 2nd NOVEMBER 2015  

RISK MANAGEMENT PROGRESS REPORT  2015/16 TO DATE
REPORT OF THE HEAD OF FINANCE 
1. ISSUE

1.1 To update Members of the Audit Committee on progress with  the management of risk for the first six months of 2015/16.
2. NEED FOR A DECISION
2.1
The report is for information to highlight the work undertaken on risk management since the annual report was presented to the Audit Committee in June 2015 and the proposed work for the rest of 2015/16. 
3.
RECOMMENDATIONS
3.1 Members note the work carried out in the management of risk throughout the council in 2015/16 to date.
3.2 Members approve the risk developments proposed for the remaining period of 2015/16 to support the Council in meeting its corporate priorities and ambitions. 
4.
BACKGROUND
4.1      This report is brought to Members of the Audit Committee to update them on the progress made with the management of risk for the first six months of 2015/16 and advise Members of the proposed work for the rest of 2015/16 and beyond.
4.2      A draft of this report was taken to the 20th October 2015 Corporate Leadership Team (CLT) meeting for their information and comment. Where there is an amendment by CLT this is included and identified at the appropriate point within this report.
5.
PROGRESS REPORT

5.1 Corporate Risk Management Support Group (CRMSG)
5.1.1
The CRMSG continually seeks to improve the awareness, management and reporting of risk. The group meets four times a year and consists of the Head of Internal Audit, the Corporate Risk Manager, the nominated risk champions from each Directorate and invited specialists which include representatives from ICT and Business Continuity. A list of the current risk champions and the directorates they represent is as follows for Members information:-
Adults Health and Social Care

Iain Baines



Communities and Service Support
Andrew Pitts



Chief Executives



Martin Blower

Children and Young Peoples

Mark Woolley


Economy and Environment

Mike Terry
 

Public Health




Paul Butcher
5.1.2
The role of this group is to ensure the implementation of the Corporate Risk Framework and Strategy throughout the council, to share best practice, to offer advice and assistance with regard to managing risk and to embed a positive and proactive approach to risk identification and management of those risks throughout all aspects of Council business.
5.1.3
The Corporate Risk Manager also feeds back to the CRMSG meetings information regarding corporate risk working and wider risk involvement to ensure that the group is kept fully informed.
5.1.4
Since the last report to Audit Committee the CRMSG has considered a range of topics including:-

· The appropriateness and review of the Councils Risk Registers.

· Risk training through workforce development.

· Reviewing the main findings from Risk Management Directorate Audits carried out by Internal Audit.  
· The continuous review of risks faced by the Council.

· The role of the risk champions.

· Plans for delivering a risk awareness week across the Council to further raise officer awareness of risk.
· Identifying the council’s responsibilities with regard to the disaster planning insurance liabilities for academies and foundation schools.
· The benefits of the continuing links between risk management and the Internal Audit Plan. 

· Outcomes from the councils peer review and the implications on risk management. 

· New projects, programmes and partnerships which the Council is considering and the risk management processes they have in place. 
5.2  
Corporate and Wider Involvement 

5.2.1
The Council engages with other bodies, such as CIPFA, ALARM (Association of Local Authority Risk Managers) and other local authorities in order to identify emerging risks, best practice and the latest information regarding current risks. This has included collaboration with other neighbouring local authorities to compare and consider risks. 

5.2.2.
The Corporate Risk Manager is involved with a wide range of groups, project and programme boards across the Council and delivers risk awareness training sessions to ensure that the management of risk is fully embedded within the Council and also across all services within each directorate.

5.2.3
In the last six months this has involved:-

· Delivering a presentation on risk awareness to Extended Leadership Team,
· Working with the Head of Finance to deliver a presentation on risk appetite to Extended Leadership Team,  
· Continuing to work with the Procurement Officer and the Insurance Manager to create a managers guide to contracts and introduce training package for new and existing contracts, 
· Continuing to work with Internal Audit through regular meetings to ensure that where there are strategic, partnership or project risks linked to the service being audited then the controls and actions of those risks are audited, 
· Continuing the work with the West Yorkshire Transport Fund and Waste Contract  project and programme groups, 

· Attending the Health and Safety Co-ordinators quarterly meetings to advise the co-ordinators of any specific areas of risk appropriate to Health and Safety.

5.2.4
The Peer Review of the Council  which took place from the 15th to the 18th June identified that ‘A number of people spoke to us about slow decision-making and we can see that given the previous turbulent history of changing political leadership there was a tendency to be risk averse and delegate decisions upwards. It is now timely to reconsider your approach to become risk aware’ and that ‘the Council need to review, refresh and implement a strategic risk register  focussed on the broader risks faced in achieving the councils corporate plan and agreed priorities’. 
5.2.5
The need to review the corporate register had already been discussed by the CRMSG at its February meeting and approved by Corporate Leadership Team and reported to Audit Committee in June prior to the Peer review and the process for addressing this is ongoing. 
5.3
Corporate Risk Management Strategy 
5.3.1 The Corporate Risk Management Strategy which forms the foundation for the management of risk within the Council has been revised to reflect the new strategic risk register and changes in the Councils approach to risk management including new sections on risk awareness and risk appetite, an updated risk assessment section and the CRMSG Terms of Reference are now included as part of the framework.. The revised strategy is attached in Appendix A. 
5.3.2
Risk should be considered as an opportunity and not negative. With the increasing use of risk as part of the council’s culture it is essential that risk is not seen as a negative and that risk awareness and management should be seen as a positive and an opportunity. The strategy identifies the difference between negative and positive risk and how effective risk management is an opportunity to deliver improved outcomes to the community.

5.3.3
The high, medium and low financial values used in the financial impact section of the risk assessment calculation have been revised in line with the reduction in resources available to the council. Due to the existing budget restrictions and the likelihood of continued resource cuts the council’s ability to absorb financial losses is reduced and the revised figures reflect this.
5.4
Strategic Risk Register
5.4.1
The meetings of Corporate Leadership Team and the Audit Committee in June 2015 supported the proposal to create a single streamlined and transparent strategic risk register identifying key risks to the Council.  Consultation has taken place with Extended Leadership Team, various managers within the council and the risk champions. Following the meeting of Corporate Leadership Team on the 20th October the draft register is being considered by Directorates in particular whether risks can be removed, whether the risks reflect the priorities of the Council and a review/update of the controls completed. A list of the current risks contained in the draft strategic register and their net risk score is included in Appendix B for Members information. 
5.5
Risk Awareness, Risk Appetite and the continuous embedding of Risk.
5.5.1
As detailed in 5.2.4 the peer review identified that “the Council was risk averse and that it was timely that we reconsider our approach to risk awareness”. This confirmed the discussions which had taken place at CLT and CRMSG that one of the key areas going forward with risk management is awareness raising through training. 

5.5.2
A new report published in October 2015 by Zurich Municipal in association with SOLACE titled “Pioneers – The 2015 Senior Managers’ Risk Report” reported the findings of Zurich’s discussions with Chief Executive Officers about the rapid change in the way services are being delivered. The report identified that budget reductions are forcing councils to take unforeseen risks in delivering public services and that changes in the way services are delivered require councils to have more diversity in their structures, roles and approach than ever before. With fewer resources, councils need to be less risk averse, if only so that they are still able to deliver core services in five years’ time. This report endorses the   message that we have recently been promoting through Extended Leadership Team and Commercial Thinking.
5.5.3
Councils however are traditionally risk averse with a low appetite for risk and new initiatives such as Commercial Thinking require the council to reconsider its level of risk appetite with a view to taking managed risks to improve our service outcomes. However if the ambition to deliver outcomes through an increased risk appetite is not accompanied by effective risk management  it  could expose the council to risks that it cannot tolerate and this will equally prevent the council delivering it’s outcomes. 
5.5.4
To establish a risk appetite baseline for the council at the 2nd September 2015 meeting Extended Leadership Team were invited to identify their perception of the Councils risk appetite at this moment in time, one year in the future and where they would wish to be in three years’ time. These were then collated to establish a current and proposed future risk appetite profile for the council and the completed appetite pro-forma is included within the Corporate Risk Strategy
5.5.5
Managers need to be aware that when developing the council’s services there has to be a balance between increased outcomes and increased risk to avoid damaging the council. To do this the Council will continue to develop its level of risk awareness to ensure that risks that can arise from an increased risk appetite are identified, managed and monitored effectively. There is a need however when calculating  our risk appetite that no matter how carefully we establish our appetite there is still the possibility of legislation such as unannounced budget cuts being introduced  which will require the immediate re-evaluation of the affected services risks to determine if the appetite has changed.
5.5.6
Corporate Leadership Team also suggested that it would like to see risk guidance being included in reports to Cabinet and that a report would be taken to a future Audit Committee as to what was proposed and how this could be achieved and this guidance will be built into training and risk awareness week.
5.6.
Training
5.6.1
Training on the management of risk is essential to ensure that appropriate officers within the Council are risk aware and able to mitigate and manage risks which they will meet as part of their day to day duties.
5.6.2
As detailed earlier in the report presentations have been provided to Extended Leadership Team covering risk awareness and risk appetite. It is intended to broaden the scope of the Councils  risk training  by ensuring that risk awareness is a key part of future training programmes within the Council culminating in the ‘Risk Awareness’ week early next year. Areas which will be included within the training are through risk awareness gain an understanding of how to acknowledge and define risk and once this is in place how to make fully informed decisions based on those defined risks.

5.6.3
The training will also assist staff tasked with making decisions to calculate the level of risks involved with achieving the potential outcomes gained against the potential lost opportunity. This will enable project or service managers to make a fully informed balanced decision on the most effective course of action.
6.
FUTURE WORK

6.1
As has been identified within the report, future risk management work includes:- 

· Continuing to review, refine and report the new Strategic Risk register. 

· Delivering risk training on a range of topics which include risk awareness and risk appetite to encourage staff to be less risk averse.

· Work with managers to consider their increased risk appetite when working with initiatives such as commercial thinking.

· Delivering a ‘Risk Awareness’ week to raise the profile of risk awareness across the council

7.
CONCLUSIONS
7.1
Risk management continues to be a key part of the Councils assurance and governance framework informing and supporting the Councils Annual Governance Statement. The Council continues to manage the changing risk environment working both within the Council and with other Local Authorities as appropriate to keep at the forefront of risk management. 

7.2
Risk management is dynamic in that risks will continue to change and as a consequence risks continue to be identified, assessed, monitored and reported to Members, Corporate Leadership Team and Directorate Management Teams throughout the year as appropriate. 

2nd November 2015   




 

FOR FURTHER INFORMATION ON THIS REPORT CONTACT:

Lisa Hinchliffe – Head of Internal Audit 


         Telephone 01422-393562

 






        Email: Lisa.Hinchliffe@calderdale.gov.uk

DOCUMENTS USED IN THE PREPARATION OF THE REPORT:

Corporate Risk Management Strategy

Strategic Risk Register 

Audit reports

Minutes of the CRMSG meetings

DOCUMENTS ARE AVAILABLE FOR INSPECTION AT:

Westgate House, Halifax
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1. Calderdale Metropolitan Borough CouncilOur Ambition and Corporate Priorities

Our long-term priorities are set by the vision for Building Ambition for Calderdale. It combines our commitment to the achievement of the vision for Calderdale and an accelerating need for the public sector to reduce expenditure, demonstrate efficiency and value for money, manage demand in services in new and innovative ways, and a clearer recognition of the need to promote Calderdale’s interests in regional collaboration. It also demonstrates a clear reflection of our commitment to driving economic growth, improving the lives of residents and valuing the environment and heritage of the Borough. Building Ambition for Calderdale comprises six long-term priorities. The first four represent external change; the last two represent the internal challenges which will drive external change. 
• Growth: driving economic development and enterprise
• Ambition: raising aspiration and achievement for all our residents
• Resilience: supporting personal, community and environmental resilience 
• Fairness: reducing inequalities and tackling disadvantage
• Efficiency: delivering efficiency and effectiveness in public services
• Sustainability: managing demand and investing for the future
These long-term priorities are delivered through a series of short-term priority outcomes and key delivery mechanisms. Our current priority outcomes and key delivery mechanisms are included in the Cabinet Priorities and Work Plan 2014/15. These priority outcomes are reviewed each year and reflect the need to ensure effective use of resources across all areas. 
2. Calderdale Metropolitan Borough CouncilOur approach to Strategic Risk Management

Public sector organisations are facing unprecedented levels of risk. Issues such as budget cuts, new welfare arrangements, enforced social rent reductions are creating significant challenges for organisations and it is likely that this will lead at the very least to a reduction in the level and quality of service provision with the potential in the future for closures  and  mergers of services. 
In order to deliver best value to our employees, communities and shareholders, we need to understand and manage the risks we face across our organisation. Risks are inherent in all our business activities and can relate to strategic threats, operational issues, need for compliance with laws and reporting obligations all of which may prevent the Council and its partners from achieving the Councils priorities, values, behaviours and outcome.
There is however a real danger that as organisations work to cope with reductions in the level of resources they become increasingly risk averse with a low risk appetite and, as a result, lose sight of their purpose, objectives and outcomes. There is also a risk that the focus on the reductions in resources causes organisations to lose sight of other equally important risks relating to customer service, employee satisfaction and the councils ambition and priorities. 
In this environment an effective risk management framework is essential, which includes having a clear awareness of the risks that will need to be taken in order to achieve important strategic objectives, the organisations risk tolerance and an understanding of the risk appetite required to manage them. The purpose of strategic risk management is to identify those risks which will affect the delivery of services and to put in place effective procedures to minimise, manage and wherever possible remove risks.  

The strategy and framework has been developed to support council staff in the management of the risks we face.  This document sets out the structures, responsibilities and processes within the Council to deliver positive and effective risk management and provides an overview of our approach to strategic risk management
The Council requires its employees to manage risk in a considered and controlled manner and it is policy to encourage managers to identify, understand and manage risk and to learn how to work with risks to deliver greater benefits.  In turn those managers within the Council must understand the risks they face, their causes, how to control them, and their cost. They will manage the Council’s exposure to these risks within reducing resources and within reducing budgets.

3.
What is risk?

3.1
What creates risks
Risk can be seen as the combination of the likelihood / probability of an event and the impact of it occurring. Events with a negative impact represent risks that can prevent the council delivering its priorities, values, behaviours and outcomes or reduce existing service performance.

Risks may originate from the activities of the Council, or from the environment within which the Council operates.  The common feature of risks however, is their potential to reduce the effectiveness of the Council’s activities and/or to increase its costs. Around 80% of risks cannot be insured against or transferred and therefore require overt risk management measures. The management of risk is therefore integral to achieving the Council’s objectives.

In order to deliver value to our community and stakeholders we must understand the types of risks faced by our organisation and address them appropriately. Generally, risks can be grouped into four categories: 

(1) Strategic, (2) Operational, (3) Compliance and (4) Financial & Reporting. 

Once we understand the risks we face it is essential that the risk is assessed using the process outlined in Appendix i. It is critical that the measuring of the risk is not undertaken individually by people who are risk averse or risk takers but with them working as part of a group. If the assessment is risk averse there is a possibility that the controls and action put in place to manage the risk will be too complex leading to the outcomes not being delivered. If the assessment is too risk taking then the risk may still occur preventing the outcomes from being delivered and potentially committing the Council to additional expenditure it cannot afford.

3.3 Risk as an opportunity.


Risk management can either be positive or negative. Negative risk management is where controls and actions are used to reduce or remove a risk which if left unmanaged would prevent the council achieving its objectives.  Positive risk management is where there is the opportunity to use well managed risks to enable the Council to fully achieve or even exceed its objectives. Positive use of risk management allows the Council to undertake activities that have a higher level of risk but through the management of those risks deliver a greater benefit or opportunity. Where risks are identified, understood, and well managed, then the residual risk is reduced. 

4.
Risk Awareness and Appetite 

4.1
Risk Appetite Statement

Councils are traditionally risk averse with a low appetite for risk.  This is partly due to the fact that councils are using public money and there is a reluctance to take risks with it and decision making processes can be complex slowing down innovative thinking. The use of new approaches to how the council delivers services, such as commercial thinking, require the council to reconsider the level of its appetite for taking managed risks to improve our service outcomes. 
The council has risk management processes in place which identify the council’s awareness of its risks and the likelihood of them occurring. This is the council’s tolerance to risk and it is the level of risk tolerance which establishes the acceptable level of risk appetite.  A mature risk appetite is the willingness of an organisation to take or accept increased levels of risk in pursuit of achieving improved service delivery outcomes. Risk appetite acknowledges that the organisation has the capacity and awareness to take on risk and is aware of the risks faced in the delivery of its services. 
To do this the Council has to continue to develop its level of risk awareness to ensure that the risks that can arise with an increased risk appetite are identified, managed and monitored effectively. This will be achieved by increasing the existing levels of risk awareness and ensuring that the council’s levels of risk tolerance are understood by all staff.
4.2 
Risk Awareness and Risk Appetite

Extended Leadership Team were invited to identify their perception of the councils risk appetite for various delivery strands at this moment in time, one year in the future and where we want to be in three years’ time. These were then collated to establish what the councils current risk appetite is and also a proposed risk appetite profile for the council. The completed appetite pro-forma is attached in Appendix ii.
However as a council we need to be aware that with an increased risk appetite there is an incremental increase in the risks which need to be managed. An overly cautious risk appetite that ensures that the council is not exposed to risk can stifle growth and development and prevent effective outcomes. If the ambition to deliver outcomes through an increased risk appetite is not accompanied by effective risk management it could expose the council to risks that it cannot tolerate and this will equally prevent the council delivering it’s outcomes. Managers need to be aware therefore that when they are developing the council’s services there has to be a balance between enhanced outcomes and increased risk to avoid damaging the council.  

Commercial businesses usually have a primary focus and therefore their risk appetite is built round that focus. Due to the complexities of council services we have to consider our risk appetite over several delivery strands such as value for money, regulatory compliance, reputation and safeguarding. It is therefore necessary for our risk appetite to be developed within the context of the councils risk management capability. However the level of appetite can vary depending on the nature of the services supplied and whether the staff who deliver the services are risk averse or risk takers. 

5.
Calderdale Risk Management Framework
5.1
Objectives of the Framework

The objective of the risk management framework is to ensure that the assessment of risk becomes securely embedded in all the Council’s processes at all levels and that risks associated with alternative options are routinely considered as part of the decision making process. Appropriate guidance and training will be made available through the Corporate Risk Management Support Group and Workforce Development  

The framework outlines the process for identifying, assessing, and controlling risks associated with the achievement of the Council’s objectives.  It is a key element of the Council’s overall structure of internal control and corporate governance.  The aim of the framework is to balance the level of risk faced by the Council with the cost and effort necessary to control the risk, and to maintain controls so that the remaining level of exposure is acceptable to the Council.

In recognising the benefits to be derived from effective risk management, it is the Council’s policy that it is fully committed to the management of risks including adopting best practices in the identification, evaluation and control of risks in order to: 

· Integrate risk management into the culture of the Council;

· Manage risk in accordance with best practice;

· Eliminate  or reduce risks to an acceptable level;

· Anticipate and respond to changing social, environmental and legislative requirements;

· Prevent injury and damage

· Raise awareness of the need for risk management.
By adopting this risk management strategy the Council recognises that risk management is a key function in achieving its ambition and corporate priorities and will be delivered by:

· Establishing clear roles, responsibilities and reporting lines within the Council for risk management;

· Providing opportunities for shared learning on risk management across the Council;

· Establishing a mechanism for identifying and prioritising risk areas;

· Reinforcing the importance of effective risk management as part of the everyday work of employees;

· Incorporating risk management considerations into reviews of services;

· Incorporating risk management into the business plans of services; and

· Quality assuring the risk management arrangements of the Council’s programmes and projects on an ongoing basis. 

These policy statements form part of the Council’s framework of corporate governance and internal control and together with the risk management framework they:-

· Explain the Council’s underlying approach to risk management; 

· Document the roles and responsibilities of Elected Members, Corporate Leadership Team, the Corporate Risk Management Support Group, Directorate Management Teams, Service Managers and officers; 

· Outline key aspects of the risk management process.
5.2
Roles and Responsibilities  within the Framework
Elected Members have ultimate responsibility for risk management within the Council and in this context will exercise leadership; consider and adopt current and future risk management policies and strategies; and support and monitor the risk management process though overall responsibility rests with the Chief Executive.

The Corporate Risk Manager will implement the detailed risk management processes and provide support, guidance, and advice on all risk management matters including the training of Members and officers. 
Directorate Risk Champions are responsible for the identification, assessment monitoring, review and reporting of their respective directorate risks through taking part in the individual and peer group review of risks, They will ensure that their Directorate is aware of these risks by undertaking regular briefings to Directorate management/leadership teams.  

A Corporate Risk Management Support Group (CRMSG) is crucial to the implementation of a successful risk management programme. It has a membership which includes the Head of Internal Audit, Corporate Risk Manager, Directorate Risk Champions, and representation from Information Technology. The group’s role is the facilitating, enabling and embedding all aspects of risk management within the council and being the focal point for all aspects of risk management. The group is also responsible for ensuring that risk management from both within and external to the council is considered and where appropriate implemented into the councils risk management processes.

Service managers are accountable for the implementation and maintenance of sound risk management within their areas of responsibility, in line with Council policy and procedures.

All council staff are required to create an environment where managing risk is accepted as the individual responsibility of each member of Council staff.

5.3
Review of the Risk Management  Framework

The Risk Management Framework is reviewed regularly by the Corporate Risk Manager and the CRMSG to ensure its direction and pace is consistent with developments, any changes in objectives and activities, and the results of monitoring carried out.

5.4
Strategic Risk Register. 
This records the identification, assessment and ongoing management and monitoring of the Councils significant risks. The document is reviewed continually by the Head of Internal Audit, the Corporate Risk Manager and the Directorate Risk Champions with risks included or removed as required and the register is formally reported every six months to the Corporate Leadership Team and Audit Committee. 
Although the Corporate Leadership Team has responsibility for ensuring the Strategic risks are managed this function is delegated to the Corporate Risk Manager and the Directorate Risk Champions. Further to this each risk has a lead officer who is required to monitor the risk to ensure that the controls and actions are correct and effective Operational Risks form part of the Strategic Risk Register and these risks are reported to the Directorate Management Team appropriate for the risks Lead Officer. 
5.5
Project, Programme, Performance and Partnership Registers.

As part of the continual process to improve risk management all projects, programmes, performance targets and partnerships are to review the need for a risk register outlining the potential risks faced by that programme, project, etc. when being set up. Where a register is considered necessary then the register will be reported to the appropriate board or monitoring group on a regular basis commensurate with the time span of the project, programme, partnership or performance target. Where a project or programme board considers that a project risk warrants escalation onto the Strategic Risk Register then the project lead will discuss the risk with the directorate Risk Champion and if appropriate take the risk to the next available Directorate Leadership Team for recommendation for its inclusion on the Strategic Risk Register. 
Appendices

Appendix i -  The  Risk  Assessment  Process

The process consists of six components which build up to form a risk cycle
      


  



The key part of any risk management process is the initial identification of risks which would disrupt or prevent the delivery of the Council’s services whether it is the provision of a service to the people of Calderdale, a delivery of a project or partnership or risks to Calderdale staff in the delivery of services.  
In order for the Council to focus on the key risks and establish action plans to mitigate risks all risks were assessed as part of the initial process for identifying significant risks for inclusion in the risk register. 

Subsequent to this all new risks must also be assessed and ranked in terms of their probability of occurrence, timing, and estimated impact on objectives to establish whether they also present sufficient risk to the Council to be included within the Strategic Risk Register.


It is not practical to include all the risks facing the Council on the risk register therefore each risk is assessed to establish how likely the risk is to occur and the impacts on the Council if it does occur. Those risks which are very likely to occur if there was no risk management process in place are included on the risk register for monitoring and mitigating actions.
Following identification of any significant risks which would affect the Council, the risks are scored to establish the level of risk which would exist should there be no controls in place. 

Two factors are used to calculate the level of risk

· The impact of the risk i.e. what happens should the risk occur and what is the effect on the Council and / or its residents. Impacts can be harmful financially, operationally, or reputationally for the Council and the wider community of Calderdale. 

· The likelihood of the risk occurring i.e. how frequently the risk may occur in a given period of time.

The impact and likelihood of each risk is assigned a score of High (3), Medium (2) or Low (1) according to the chances of its occurrence with no controls in place. This establishes the maximum chances of the risk occurring i.e. the gross risk:

	Impact

	Financial
	high
	3
	Financial impact likely to exceed £1.0M;

	
	medium 
	2
	Financial impact between £0.25M and £1.0M;

	
	low
	1
	Financial impact less than £0.25M.

	

	Reputational
	high
	3
	Adverse national media coverage

	
	medium 
	2
	Adverse regional coverage

	
	low
	1
	Adverse local media coverage

	

	Operational
	high
	3
	Failure to provide statutory duties;

	
	medium 
	2
	Significant disruption to provision  of service

	
	low
	1
	Minor/short term disruption to services

	

	Population
	high
	3
	Impacts on people and communities at a Calderdale level

	
	medium 
	2
	Impacts on people and communities at Ward / Locality level 

	
	low
	1
	Impacts for a specific group / community

	Likelihood

	
	high
	3
	Likely to occur each year;

	
	medium 
	2
	Likely to occur in a 5 year time period;

	
	low
	1
	Unlikely to occur in a 5 year period;



If following the risk assessment process it is considered that the exposure to individual risks continues to remain unacceptable then actions to manage each risk should be agreed and recorded against each risk in the appropriate risk register to ensure that the risk is kept under active review, and each action has a responsible officer to ensure necessary work is carried out. Where actions are time limited then a target date for the mitigating action is to be included.

Depending on the likelihood and impact of the risk, and the adequacy of any existing controls, actions or strategies for risk treatment include:

a) Modifying service delivery to remove the risk i.e. changing the way we deliver services so that the identified risk event cannot occur.
b) Accept the risk  as It may well be that the risk cannot be managed so that it is certain not to occur and therefore the control is to have in place sufficient resources to manage the impact of the risk and be prepared to manage the consequences when it occurs.
c) Reduce the risk by changing the way that we deliver the service so that the likelihood of it occurring or the impact it is does occur can be minimised.
d) Transfer the risk by arranging for another party to take over the risk, usually contractually, or through insurance.
e) Ignoring the risk where it is assessed to have minimal impact and/or  likelihood of occurring by having sufficient resources to manage it particularly where the resource need is minimal.
f) Manage the risk by putting in place appropriate internal controls to better manage the outcome.

Once the initial risk assessment and method of risk treatment has been assessed then it is necessary to establish any existing controls which are in place to mitigate the risk.
The current controls, if any, which are in place to manage the identified risks are then evaluated for their ability to mitigate the risk and then the risk is re-assessed for its impact and likelihood taking into account the controls in place.  Assessment should take account of the degree of control over each risk, the cost/income impact and opportunities presented by risks.  The impact on other areas of Council activities should also be considered. This establishes the residual or nett risk.


Action planning needs to be in place to ensure that any remaining risk is managed to an acceptable level and ensuring that where appropriate future actions are put in place to further reduce the risks. These actions should be included within action plans which are both implemented and time limited. 
An integral part of the management of risk is that there has to be continuous monitoring process and regular reporting of all levels of risk exposure, including the managing of any remedial actions to the appropriate leadership teams and Members.

Monitoring of risks, controls and actions should be undertaken continuously by the nominated lead officers for the risk assisted by the Corporate Risk Manager and Directorate Risk Champions to ensure that planned actions are having the desired effects and to assess whether changes are needed.  
The process, of ensuring effective risk management is in place, is monitored by the Head of Internal Audit and the Corporate Risk Manager and then reported to the Corporate Risk Management Support Group.
The Strategic Risk Register  is reported to the Audit Committee on a six monthly update cycle reporting any changes over the previous six months. 


The risk management process is continuous and will carry on evolving due to the changing nature of the Council’s resources and the services we deliver. This evolution will mean that some of the existing risks may be removed / eliminated however the changing nature of the services means that the council will be exposed to new risks and the risk management action plans / control measures and risk appetite will need to be adjusted accordingly.

Appendix ii – Calculating the Council’s Risk Appetite

The 2nd September 2015 Extended Leadership Team (ELT) was invited to identify their perception of the councils risk appetite for various delivery strands detailed below using the levels of risk appetite as defined in the attached table :- 

a.  at this moment in time,
b.  one year in the future and 
c.  where they would wish the council to be in three years’ time. 
These were then collated to establish what the Councils current risk appetite is and also a proposed risk appetite profile for the Council. The completed appetite pro-forma is included below. The level of risk aversion / risk taking varies between people and therefore there were different levels of appetite for each delivery strand. The grey blocks represent the spread of appetite from the risk averse to the risk takers. For instance Financial currently has a perceived range of appetite from ‘avoid’ to ‘open’ depending on the person carrying out the assessment.
	Assessing the Councils risk appetite
	Avoid
	Minimal
	Cautious
	Open
	 Seek
	 Mature

	Financial or value for money?

	· Where are we now
	
	
	
	
	
	

	· Where will we  be in 1 year
	
	
	
	
	
	

	· Where will we be in  3 years
	
	
	
	
	
	

	Compliance or regulatory?

	· Where are we now
	
	
	
	
	
	

	· Where will we  be in 1 year
	
	
	
	
	
	

	· Where will we be in  3 years
	
	
	
	
	
	

	Innovation/Quality outcomes?

	· Where are we now
	
	
	
	
	
	

	· Where will we  be in 1 year
	
	
	
	
	
	

	· Where will we be in  3 years
	
	
	
	
	
	

	Safety & Safeguarding?

	· Where are we now
	
	
	
	
	
	

	· Where will we  be in 1 year
	
	
	
	
	
	

	· Where will we be in  3 years
	
	
	
	
	
	

	Reputation & Credibility?

	· Where are we now
	
	
	
	
	
	

	· Where will we  be in 1 year
	
	
	
	
	
	

	· Where will we be in  3 years
	
	
	
	
	
	

	


	Levels of Appetite

	Avoid
	Avoidance of risk and uncertainty is an key organisational objective but has the risk of failing to deliver outcomes

	Minimal
	Preference for ultra-safe delivery options that have a low degree of inherent risk and only for limited reward potential

	Cautious

	Preference for safe delivery options that have a low degree of inherent risk and may only have limited potential for reward

	Open

	Willing to consider all potential delivery options and choose while also providing an acceptable level of reward (and VfM)

	Seek

	Eager to be innovative and to choose options offering potentially higher business rewards (despite greater inherent risk).

	Mature
	Confident in setting high levels of risk appetite as the controls, forward scanning and responsiveness systems are robust and effective


Appendix iii - Corporate Risk Management Support Group

Terms of Reference 
Purpose of the Group

1. To support the Council in the continuous development of the management of risk.

2. To maintain clear roles, responsibilities and reporting lines throughout the Council for all aspects of risk management.

3. Provide opportunities for shared learning to increase staff awareness of risk management throughout the Council.

4. To embed the importance of effective risk management throughout all areas of the Council to ensure it is seen as part of every ones responsibility. 

5. To monitor the effectiveness of the Councils risk management framework and processes  throughout the Council. 

6. Ensure that the Councils Corporate Risk Management Strategy and Strategic Risk register are current and effective through regular and continuous reviews.

Membership of the Group

1. The group will be chaired by the Corporate Risk Manager and consist of the following:
· Head of Internal Audit 

· Corporate Risk Manager
· Directorate Risk Champions 

· Public Health Service Risk Champion
· Business Continuity representative

· Information Technology representative

Directorate Risk Champions and Representatives are nominated by the appropriate Director. 

Other officers or external specialists will be invited to attend meetings to facilitate the work of the group as appropriate.

Role and Responsibilities of the Group 

A. The Group

1. Ensure that there is a shared awareness and understanding of the nature and extent of the risks faced by the Council through the promotion of the management of risk throughout the Council.

2. Embed Risk Management into the culture of the Council with the aim of promoting Risk Management within: -

a. The Councils Ambition and it’s Values and Behaviours 
b. Programmes, Partnerships and Projects

c. Performance Management

d. Budget Reduction Processes

e. Procurement and contract management

f. Service Plans

g. Service reviews 

3. 
To support Directorates in the use of risk management techniques to reduce or eliminate risks within the council.

4. 
To promote the management of risk throughout the Council.

5.  Anticipate and respond to the potential impacts changing social, environmental and legislative requirements will have on the councils risks.

6. 
Monitor and continuously improve the effectiveness of risk management throughout the Council.
7.  Carry out peer and challenge reviews of the Strategic Risk Register in order to identify any cross cutting risks which are relevant to other directorates or those risks which may require escalating to the Strategic Risk Register.

8.  To assist the Head of Internal Audit and the Corporate Risk Manager in the submission of the annual and half yearly update reports to Corporate Leadership Team (CLT) and the Audit Committee. To consider internal audit reports on Corporate and Directorate risk management to identify areas of best practice and cross directorate issues to be rectified.  

9. To advise the Corporate Risk Manager of any new Directorate projects and programmes so that it can be ensured that risk management is considered as part of each project and programme board meetings.

B.  Head of Internal Audit
1.  To update on an annual basis the Calderdale Code of Corporate Governance with regard to Risk Management.

2.  To be responsible for co-ordinating completion and update of the Strategic Risk Register and for reporting the register to Corporate Leadership Team and the Audit Committee. 

3.
The Head of Internal Audit on behalf of the group will submit an annual report and a six monthly update report to Corporate Leadership Team and the Audit Committee to advise them of proposed changes which have occurred within the Strategic Risk Register and the current state of risk management including development and implementation of new initiatives in risk management across the council. 
C.   Corporate Risk Manager
1. To prepare, publish and keep up to date the Corporate Risk Management Strategy and Framework.

2. To work with Directorate Risk Champions to further embed the Corporate Risk Management Strategy and Framework throughout the Council.

3. To monitor that strategic risk management arrangements in place comply with the Corporate Risk Management Strategy and to report the arrangements in place to the group.

4. To complete the Risk Management Corporate and Strategic Assurance Statement and report the assessment back to the group. 

5. To submit internal audit reports on corporate risk management to the group.

6. To work with the Head of Internal Audit to prepare and submit an annual and half year  update report to Corporate Leadership Team and the Audit Committee to advise them of changes which have occurred within the Strategic Risk Register and Corporate Risk Management Strategy, and to update Members on the progress in the management of risk  including the current and future  development and implementation of new initiatives. 

7. To arrange prepare the agenda and chair the CRMSG meetings 

8. To provide risk management awareness training throughout the Council.
9. To work with project, programme and partnership boards to ensure that the management of risk is considered as part of the boards meetings

D. Directorate Risk Champions
1. To be responsible for monitoring, developing, promoting and embedding risk management as set out within the Council’s Corporate Risk Management Strategy and Framework across their directorates.

2. To attend Risk Management Corporate Support Group meetings, but if unavailable, to send a substitute if they are unable to attend.

3. On the behalf of their Directorate complete the annual Directorate Quality Assurance Statement for risk management.

4. To monitor their Directorates risk management arrangements to ensure compliance with the Corporate Risk Management Strategy and Framework.
5. To be responsible for assisting the Corporate Risk Manager in co-ordinating the completion and update of the Strategic  Risk Register. 

6. To submit minutes of the meetings of the risk group to their Directorate DLT/DMT’s.

7. Directorate Risk Champions will ensure that any agreed action that relates to their Directorate is carried out and that proper and appropriate responses are made.
8. To submit all internal audit risk management directorate reports to the group. 
E.
Business Continuity and Information Technology representative
1. To attend Risk Management Corporate Support Group meetings, but if unavailable, to send a substitute if they are unable to attend.

2. The Business Continuity and Information Technology representatives are to assist the group with subject specific input and advice and also to take risk information back from the group where it has an impact on their services.

Frequency of Meetings
1. Meetings will take place every three months unless otherwise required and the dates of the meetings are to be established at the start of each year.
2. The agenda for each meeting will be set by the Corporate Risk Manager.

3. Agenda and supporting papers will be distributed at least five working days in advance of each meeting.

Governance of the Group
1. Minutes of meetings will be taken, approved at the next meeting of the group and published on the Intranet.

2. Minutes of meetings will be circulated to members of the group within 2 weeks of a meeting taking place.

3. The Corporate Risk Management Strategy and reports issued by the group relating to risk management will be published on the Intranet.

4. The Strategic Risk Register will be published on the Intranet.

5. The results of Internal Audit reports on Corporate and Directorate control of risk management will be presented to the group. 

Training

1. Risk management awareness training will be carried out through in house services and through external advisors. 

Targets and Performance

1. The group’s performance will be evaluated against the submission of reports to Corporate Leadership Team and the Audit Committee. 

Budget

1
There is no budget available to support the group. 

Updated May 2015.

Date approved by the Risk Management Corporate Support Group…14th May 2015

Updated October 2015 for nomenclature changes to Head of Internal Audit and Strategic risk register

APPENDIX B

	Risk No
	Risk Description
	Priority

	Risk 001
	Failure to deliver economic development and enterprise
	

	Risk 002
	Failure to raise aspiration and achievement 
	

	Risk 003
	Failure to support personal, community and environmental resilience 
	

	Risk 004
	Failure to manage future demand and investment 
	

	Risk 005
	Failure to reduce inequalities and tackle disadvantage 
	

	Risk 006
	Failure to deliver efficiency and effectiveness in public services 
	

	Risk 007    
	Diminishing resources prevent delivery of corporate priorities
	MEDIUM


	Risk 008
	Loss of a major partner, supplier or contractor
	MEDIUM

	Risk 009
	Workforce skills do not match those required to deliver priorities
	MEDIUM


	Risk 010
	Crime and Disorder
	MEDIUM

	Risk 011
	Changing demographics and community needs
	MEDIUM

	Risk 012
	Information Security (Failure to secure information)
	MEDIUM

	Risk 013
	Emergency Preparedness and Resilience
	MEDIUM

	Risk 014
	Failure to safeguard young people and children
	MEDIUM


	Risk 015
	Failure to Protect Vulnerable People
	MEDIUM


	Risk 016
	Failure to provide safe and effective learning environment (maintained schools)
	LOW

	Risk 017
	Failure to deliver projects effectively
	HIGH

	Risk 018
	Non-achievement of income
	MEDIUM

	Risk 019
	IT Availability
	MEDIUM

	Risk 020
	Delivering cohesive and resilient communities 
	MEDIUM

	Risk 021
	Physical and Verbal Abuse of Staff
	MEDIUM

	Risk 022
	Impacts arising from a local or national recession       
	MEDIUM

	Risk 023
	Contamination and Pollution
	LOW

	
	
	

	Risk No
	Risk Description
	Priority

	Risk 024
	Increasing energy costs/ restrictions  of supply
	MEDIUM

	Risk 025
	Corporate Manslaughter 
	MEDIUM

	Risk 026
	Building infrastructure management
	HIGH

	Risk 027
	Severe Weather
	HIGH


	Risk 028
	Poor planning for demographic changes resulting in insufficient school places
	LOW


	 Risk 029
	Inability to meet new statutory duties for SEND reforms
	MEDIUM

	Risk 030
	Failure of Commissioned Service (Children’s Centres)
	LOW

	Risk 031
	Insufficient high quality and locally accessible places for all eligible two year olds from September 2014.  
	MEDIUM

	Risk 032
	New integrated intermediate care (including re-enablement)service failing to deliver agreed outcomes
	MEDIUM

	Risk 033
	Demographic Changes/Demand Pressures
	MEDIUM

	Risk 034
	Provider Failure and  market  quality  issues
	MEDIUM

	Risk 035
	Hospital  Reconfiguration and Care closer  to  Home
	MEDIUM

	Risk 036
	Better Care Fund  - delivering  performance  element
	MEDIUM

	Risk 037
	Individual Service Fund Providers  seeking  to  increase  charges
	MEDIUM

	Risk 038
	EDT Review - AHMP Rota Cover
	MEDIUM

	Risk 039
	Budget Control
	MEDIUM

	Risk 040
	Delivering Safer, Cleaner, Greener Services
	MEDIUM

	Risk 041
	Access to Services
	MEDIUM

	Risk 042
	Resourceful Communities
	MEDIUM

	Risk 043
	Reliance on external funding
	MEDIUM

	Risk  044
	Deterioration of the Highway Asset
	HIGH

	Risk 045
	CAFM/TCOS Lack of understanding of what the organisational shape of services will be
	MEDIUM

	Risk 046
	CAFM   Lack of external resources
	HIGH

	

	Risk No
	Risk Description
	Priority

	Risk 047
	CAFM – Lack of internal resources
	HIGH

	Risk 048
	CAFM -  Necessary document reduction is not achieved
	HIGH

	Risk 049
	Corporate projects - Northgate site redevelopment 
	MEDIUM

	Risk   050
	Deterioration of the Non-schools Property Assets
	HIGH

	Risk 051
	Insufficient staffing capacity to deliver Public Health Re-procurement and ensure contracts and oversight are fit for purpose
	MEDIUM

	Risk 052
	Access to interventions for Young People (NEETs in the Town Centre)
	MEDIUM

	Risk 053
	Smoking prevalence remains stable or increases.
	LOW

	Risk 054
	Health Checks (Organisational Risk)
	LOW

	Risk 055
	Health improvement service continuity from the 1st April 2015
	MEDIUM

	Risk 056
	Substance Misuse Treatment Services stability through mobilisation period 
	MEDIUM

	Risk 057
	Overtrade on Sexual Health Service Element of CHFT Contract
	LOW

	Risk 058
	Breast Feeding (Organisation and Population Risk)
	MEDIUM

	Risk 059
	Childhood Obesity
	MEDIUM

	Risk 060
	Adult Obesity
	MEDIUM

	Risk 061
	Sexual Health Procurement.  
	LOW

	Risk 062
	Contracts and oversight are fit for purpose
	MEDIUM
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