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Enterprise Risk Management –
Key Elements

Articulated framework and process
 Why and how we will assess risk
 Key roles, responsibilities, and authorities

Criteria
 Risk appetite (willingness to accept uncertainty in order to 

earn a return, improve, learn, grow, etc.)
 Risk measures (Impact, likelihood, strength of controls) 

Enterprise-wide application
 Application to key risks
 Integration into key business processes

Reporting
 Key risks, status, mitigation strategy, forward-look

Conversations

Prioritization





Lessons we should 
have learned from COVID

 Include less-obvious, indirect risks
 Expand the horizon
 Consider a “second punch”
 Look at opportunities, competitive 

advantages
 Learn lessons the right way 

 not just “what did…” but also “what if…”



Two-thirds of economy is  trade

75-80% of exports  are to the US

US$1 trillion per year

Exports  to the US make up ¼ of GDP

1866 (and before)

1987



Enterprise Risk Management – Key Elements

Articulated framework and process
 Why and how we will assess risk
 Key roles, responsibilities, and authorities

Criteria
 Risk appetite (willingness to accept uncertainty in order to earn a return, 

improve, learn, grow, etc.)
 Risk measures (Impact, likelihood, strength of controls) 

Enterprise-wide application
 Application to key risks
 Integration into key business processes

Reporting
 Key risks, status, mitigation strategy, forward-look



General Approach

 Impacts:
 1st order:  trade of goods and services
 2nd order:  local economy, markets
 3rd order:  responses from stakeholders (Gov’t, community, customers)

      (Build Scenarios; Extend Horizon)
 Impact on Risk Appetite
 Impact on Risks (amplification)
 Upsides and opportunities



Large-ish Not-for-Profit Community 
Service Organization
 Funded 80% by government and 20% by 

charities, other
 Effects of the “shock:”

 1st order:  cost and availability of supplies and services

 2nd order:  general economic downturn; reduced 
development

 3rd order:  government policy reaction

 Impact on risk appetites:
 Financial

 Modernization and Technology

CASE #1



Regional Co-Op (retailer)
 Member-owned
 Effects of the “shock:”

 1st order:  cost of commodities, availability of materials 
and supplies

 2nd order:  reduced consumer spending; changes in 
consumption patterns; credit risk

 3rd order: long term changes in consumer behaviour

 Impact on risk appetite:
 Much more sensitivity and focus on volatility in 

operational performance

CASE #2



Provincial Regulators (industrial, healthcare)
 Effects of the “shock:”

 1st order:  access to some materials and services

 2nd order: 
 impact on revenues (fees)

 labour market impacts

 3rd order: impacts on government policy ***

 Impact on risk appetite:
 Tightening of operational performance, throughput

 Generally more agility required

CASE #3



Natural Gas and Electricity Utility
 Strategic direction to enable transition from 

gas to electricity, support high growth in 
community

 Effects of the “shock:”
 1st order:  availability and cost of specialized 

materials and equipment

 2nd order:  impact on community economy, growth

 3rd order:  pace and priority of migration from gas

 Impact on Risk Appette:
 Much greater uncertainty re organic growth

CASE #4



Mid-size University
 Strategic direction was to shift from undergrad to 

a higher research focus
 Effects of the “shock:”

 1st order:  use of and access to service providers; 
research partnerships

 2nd order:  employment markets

 3rd order:  research focus and funding; provincial 
directives re sourcing etc.

 Effect on Appetite:
 Doubling-down on the strategy

CASE #5



Lessons Learned
 Changes in the risk constellation

 1st-2nd-3rd order impacts
 1st:  immediate and obvious effects

 2nd: indirect effects (economy, markets, etc)

 3rd:  stakeholder response/reaction

 Use scenarios
 Stretch the horizon
 Lenses:  impacts on risk appetite and on known risks
 Engage Board, stakeholders
 Look for competitive advantage



Questions?



Thank You!



Connect with me. 
Rob Quail
e: rob@robertquailconsulting.com

/company/robert-quail-consulting
/in/robquail
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