Appendix 1


AUTHORITY’S STRATEGIC VISION FOR RISK MANAGEMENT

1. STRATEGY OVERVIEW
The Code of Corporate Governance adopted by Greater Manchester Police Authority incorporates the CIPFA (Chartered Institute of Public Finance and Accountancy) six principles of good governance, one of which is; “Taking informed and transparent decisions that are subject to effective scrutiny and risk”.  Producing and reviewing the GMPA risk management process and strategy was identified as a key action contained within the Authority’s code of corporate governance.
This strategy seeks to outline the risk management process for the Authority.  Through the articulation of clear aims and objectives, it will seek to identify, analyse and prioritise the risks it faces.
The Authority’s risk management aims are to:

· Create an environment where risk management becomes an integral part of the business planning process and embedded into the culture of the organisation;

· Achieve better quality decision making;

· Work with partners and the force to develop awareness and a common understanding of the Authority’s approach to risk management;

· Minimise potential weaknesses by raising the awareness to officers, members and the force, of the impact of major decisions.

The following objectives will ensure that, by developing a systematic approach to risk management, the above aims are achieved:
· To implement effective risk management as a key element of good governance and rigourous performance management;
· To embed risk within the organisation by ensuring risk is considered in all elements of business planning and problem solving;

· To achieve better outcomes for the Authority through improved decision making and targeted risk mitigation and control;

· To engender, reinforce and replicate good practice in risk management.

The Authority’s risk management strategy will be reviewed annually to take account of changes in legislation, government initiatives, best practice and experiences gained.  Any amendments will be recommended for approval by members.

2.
BACKGROUND AND INTRODUCTION

2.1
DEFINITION OF RISK
A risk can be defined as;

 “An event, action or opportunity that could impact on the Authority’s ability to achieve its objectives and to execute its strategies and work plans effectively”
(Audit Commission, “Worth the Risk”)
Risk can only be managed effectively if its nature is properly understood and therefore, only risks which have been clearly identified can be managed.  The need for clarity in risk identification is imperative, if a risk process is to be effectively managed and implemented.
2.2
RISK MANAGEMENT-AN OVERVIEW
Good governance requires that risk management is embedded into the culture of the organisation; with Members and managers at all levels recognising that risk management is part of their job. At the highest level, risk management must be closely aligned to the organisation’s strategic 
objectives, ensuring that there is a clear focus, at the top of the organisation, on those significant risks that would prevent the organisation achieving its key business objectives.

Risk management is a tool for exploiting opportunities as well as a safeguard against potential threats and as such, is increasingly recognised as being concerned with both positive and negative aspects of risk.
  
The aim of this Strategy is to improve the Authority’s ability to deliver its strategic objectives by managing threats and enhancing opportunities.  The Authority will ensure that risk management is used to promote innovation in addition to helping secure existing objectives and mitigating against any threats.

To ensure an effective level of risk management, the CIPFA guidance suggests that Authorities should have a Risk Management Strategy that has been adopted and approved by Members.  This strategy requires the Authority to:

· identify its own corporate and operational risks

· ensure the Force has appropriate arrangements are in place to identify risks to its business and service delivery

· ensure appropriate arrangements are in place to align shared strategic risks between the Authority and the Force
The Authority positively embraces the guidance and aims to ensure that risk management is an integral part of all its activities.
In developing the Authority’s approach to risk management, we have considered the risk management processes adopted by our most similar forces.
3. 
CONTEXT

3.1
NATIONAL CONTEXT
· The Authority has a statutory responsibility to have in place arrangements for managing risks, as stated in the Accounts and Audit regulations 2003 (amended 2006):

“The relevant body shall be responsible for ensuring that the financial management of the body is adequate and effective and that the body has a sound system of internal control which facilitates the effective exercise of the body’s functions and which includes arrangements for the management of risk”
· Risk management is recognised as an important element of good corporate governance.  The CIPFA/SOLACE Framework on Corporate Governance requires authorities to establish and maintain a systematic strategy, methodology and process for managing risk.  They must also report publicly on these arrangements.

· The Use of Resources Evaluation and the new PA inspection framework, also focuses some of its specific grading criterion around risk and the process in place to control of risk.
3.2
LOCAL CONTEXT

The key benefits to the Authority of adopting a systematic approach to risk management are:
· Increased focus on what needs to be done (and not done) to meet objectives

· More effective targeting of resources

· Better decision making process leading to a reduction in mistakes

· Better management of change programmes

· Supports innovation

· Protects and enhances the Authority’s reputation

· Greater control of costs

· Better governance mechanisms

Risk management requires shared awareness and understanding within the Authority of:

· The nature and extent of risks it faces

· The extent and categories of risks regarded as acceptable

· The likelihood and potential impact of these risks

· The ability to reduce the incidence of impact of those risks that do materialise

Robust risk management requires:

· Regular and ongoing monitoring and reporting of risk, including an early warning mechanism

· An appropriate assessment of the cost of operating particular controls relative to the benefit obtained in managing the related risk

· A review, at least annually, of the effectiveness of the internal controls in place.
4.
GMPA RISK MANAGEMENT PROCESS
4.1 
Overview:

The risk management process:

· Identifies that risks exist

· Assesses those risks for their potential frequency and severity

· Mitigates against those that cannot be avoided and;

· Puts into place mechanisms to absorb the financial or other consequences of those risks which remain.

The diagram below outlines the broad framework for risk management used by GMPA.
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4.2
Risk Identification

· Strategic Risks:

The initial step of the process is to identify the potential risks facing the organisation.  The Authority undertakes this process by using the following methods:   

· Structured discussions with members and officers
· PESTELO Analysis (Political, Economic, Social, Technological, Environmental, Legal and Organisational)
· Benchmarking against other police authorities
Each strategic risk is assessed by members, against the strategic objectives outlined in The Authority's three year Strategic Plan, to ensure that consideration is given to how the risk impacts on the Authority's ability to achieve its business goals.  The process will identify risks against the Authority's four strategic themes and supporting objectives:


Involving People - Improving public involvement in policing and 
community safety issues.
Public Leadership and Governance - Delivering efficient, effective and 
excellent policing service.

Influencing and Collaborating - Working together with partners to   build safer stronger communities in Greater Manchester.

Resources, Skills and Abilities - Strengthen the capacity and capability of the Authority to meet future challenges.


The result of this process will form the basis of a GMPA Strategic Risk Register.

· Operational Risks and Business Continuity Management:

An additional process will identify the key operational risks to the Authority.  These risks will be identified via individual one to one meetings and performance appraisal, team meetings, staff and Member away days, member one to ones and discussions between the Senior Management Team, in an attempt to embed risk into the whole organisation.  This will result in the development of Business Continuity Plan for the organisation, one element of which will focus on the organisation’s specific operational risks.

4.3
Risk Analysis and Evaluation

This involves assessing the probability and impact of individual risks. 

The details from the proposed draft Risk Register are translated into an electronic voting system, which is then used to facilitate risk workshops with Members and strategic managers of the Authority.
The risk is then scored and prioritised according to the likelihood of the risk happening and its impact/severity if it did occur.  Scores are then plotted on a risk matrix.  The highest priority is given to those risks assessed as having a very high likelihood of occurring and a major impact.

	Impact
	4
	8
	12
	16

	
	3
	6
	9
	12

	
	2
	4
	6
	8

	
	1
	2
	3
	4

	Likelihood


Risk Matrix

Multiplying the likelihood score by the impact score generates the overall score for each risk.  Using the matrix above, a score of between 12 and 16 would be considered a significant risk.

4.4
Risk Mitigation and Control

There are 4 generally accepted ways of responding to a strategic risk:

· Transfer the risk

· Tolerate the risk

· Terminate the risk 
· Treat the risk i.e. take action to control it.
The response will depend crucially on the risk “appetite” i.e. what level of strategic risk the Authority is prepared to tolerate. Following this, a decision must be made to decide what action should be taken and a risk owner identified for each risk.  
4.5
Maximising Opportunities
During the course of the action plan development (outlined above), each risk is assessed in terms of its potential to provide the organisation with an opportunity or benefit.  Within the detailed strategic risk template, there is a specific category which highlights these areas of focus and thus ensures that any benefits and opportunities are considered in the development of all actions or mitigations. 
5.
RISK REPORTING AND MONITORING
The risk reporting mechanism is outlined below:
The Authority’s Strategic risks will be reviewed and scored on a quarterly basis.

Quarter 1: SWOT and policy analysis/scenario planning meeting

Quarter 2: Strategy and resources group (plus Vice Chair of Audit and Inspection Committee)

Quarter 3: SWOT and policy analysis/scenario planning meeting

Quarter 4: Strategy and Resources group (plus Vice Chair of Audit and Inspection Committee)

5.1
Planning Meetings (SWOT and Policy Analysis/Scenario Planning):

This will involve the Chair and Vice Chair of the Authority and the Chair and Vice Chair of Audit and Inspection Committee.  Although these members will score the strategic risks at this meeting, on a bi-annual basis, the meeting will convene quarterly to review and discuss any issues.  Feeding into this meeting will be a scenario planning function, which will enable members to be updated in relation to both internal and external factors which may impact on our strategic risks.  This information will be themed throughout the year and for example, focus on financial issues around budget setting time.

5.2
Strategy and Resources Group:
This group is made up off all the chairs of the Authority’s committees, in addition to both a Liberal Democrat and Conservative Local Authority member to provide political balance and the Authority’s lead member for equalities.  It is a forum which enables any cross cutting or strategic issues to be both identified and fed into the most appropriate committee forum.  
Again, on a bi-annual basis, this group will convene, in addition to the Vice Chair of Audit and Inspection Committee, to both review and rescore the Authority’s strategic risks.  This will happen alongside the presentation of both the Authority’s section business plans and the committee work plans, to enable members to gauge any emerging threats or opportunities and review the strategic risks and priorities, accordingly.

5.3
Officer Involvement:
The senior management team will review the strategic risk register at their meeting which is scheduled prior to the planning meeting.

The strategic manager’s group, which meets monthly, will be updated in relation to the strategic risks at every meeting and managers will be asked to provide updates in relation to their own areas of responsibility in relation to risk.  Not only will this provide managers with an opportunity to update the action plan which supports the strategic risk register, but also feed into the planning process, by feeding in any emerging threats, opportunities or new areas of work focus.  Any actions arising out of these meetings will be filtered down to all staff via the monthly team meetings.

Through this robust monitoring process, it can be seen that members are featured more prominently in the risk management process and strategic risks will be effectively assigned to individual members of staff to ensure ownership and responsibility.
6.
GOVERNANCE AND OVERSIGHT OF THE FORCE

The Force will be asked to report their Strategic Risk Register to the Audit and Inspection Committee on a bi-annual basis.  This will be at the same meeting to which the Authority’s risks are updated, in order that both organisation’s joint strategic risks can be identified and addressed in tandem.
In addition, members will have the opportunity to attend force performance and corporate governance meetings.  This will help to ensure that local information is fed back into the appropriate channels and also ensure a transparent process.
The Authority will ensure that effective analysis of the Force’s Strategic Risk register is undertaken prior to this meeting, in order that members are both well briefed and informed to be able to effectively challenge the Force, where there are any issues of concern.

7.
STRATEGIC RISK ALIGNMENT

In order to best align the Authority’s strategic risks with those of the force, the Deputy Chief Constable will attend a joint officer working group meeting, which will convene quarterly.  This meeting will be attended by key officers from both the Authority and the force and will a practical forum in which to both explore and develop any specific actions arising out of the joint risks which are identified.
The outputs from this group will be reported to the Audit and Inspection Committee on a bi-annual basis.

In addition, the “implications section” in Committee reports, will also provide a forum through which any cross cutting risks can be both identified and addressed.  Again, where commonalities do arise, these will feed into the Strategy and Resources group to be reviewed and re-scored.  The implications section addresses risk management specifically, to ensure that members are clear as to how/whether their decision is linked to a specific risk.
8.
ROLES AND RESPONSIBILITIES
The following table highlights the roles and responsibilities of all those involved, to ensure a robust risk management process:

	The Authority


	As the legal corporate body, GMPA must maintain a sound system of internal control, including a system for the management of risk.


	Members


	Responsible for developing and approving the Risk Management Strategy, the Strategic and Operational Risk Registers and monitoring risks to the Authority and the Force.  In addition, Members should consider the strategy on an annual basis to ensure it reflects the Authority's priorities and keeps the document 'live'.


	Chief Officer/s
	The individual/s who has overall responsibility for ensuring that the Authority complies with its legal obligations with regards to risk management.


	Internal Audit
	To ensure that the Authority maintains a sound system of internal control by identifying any threats for both the force and the Authority in relation to risk and advising on how to address these issues.


	Senior Management
	Ensures that risk management is embedded into the work of the organisation. 



	Strategic Management


	Individuals who are identified as risk owners and will be responsible for monitoring and managing key risks that fall within their area of work.   Managers will ensure through the appraisal process that risk objectives are highlighted and incorporated into staff work plans.



	Chair and Vice Chair of Audit and Inspection Committee
	Involved in the monitoring and development process at all stages.  Chair is lead member for risk.


	Chair and Vice Chair of the Authority
	Involved in the monitoring and development of all stages of the process, with the exception of attendance at actual Audit and Inspection Committee meetings.


	Policy Officers
	To support the risk management process by providing information to enable members to effectively challenge, in their own committees.


	Force Senior Command
	To attend the joint officer meetings and provide information and update, as requested to the most appropriate committee forum.  To embrace risk management as an opportunity for both the force and the Authority.


	Audit and Inspection Committee
	To provide oversight of the force’s strategic risks.  To be involved in the development and oversight of the Authority’s strategic risks through chair and vice chair attendance at planning and scoring meetings.



9.
LEARNING AND DEVELOPMENT

The Committee Self Assessment project is undertaken on an annual basis to both review and reassess the nature, effectiveness and capacity of both individual members and committees.   Members are requested to complete a self assessment for each of the committees they are a member of and this information, alongside the feedback from member 1-1, is used to develop an annual committee governance action plan.  This process helps to ensure that both individual and organisational learning and development needs are identified and addressed.

A similar process is undertaken for staff through both appraisals and team/section learning needs analyses.  Both of these are undertaken on an annual basis.  Specific areas for development have been highlighted and will be addressed through organisational training.

10.
FEEDBACK

A feedback process, to articulate what has happened as a result of the risk management process will be developed, to ensure that members, officers and the force are aware of any changes or improvements made on the back of the risk management process.  This will form part of a wider communications strategy, which will also enable the Authority to provide external feedback to both stakeholders and the public, in relation to improvement and change.

11.
FUTURE DEVELOPMENT AIMS
· To scrutinise the Force to ensure the necessary arrangements are in place to identify risks to its business and service delivery.

· To develop, through the principles and actions outlined in the Authority’s Good Governance Strategy, members’ capacity to both challenge the Force and have an effective input into the development of the Authority’s Strategic Risk register.

· To continue to work with the force to identify and address any joint risks and ensure that effective monitoring and review mechanisms for these risks are in place.

· To ensure that the Authority’s Risk Management process is continually monitored for change and improvement and through this, ensure that the process is updated on an annual basis.
12.
EQUALITY COMMITMENT
GMPA aims to regularly review all documents, policies and procedures to ensure there are no negative equality impacts.  Consultation with stakeholders and the public is an important part of how we achieve this.  If you feel, having read this document that there may be a negative equality impact, please contact info@gmpa.gov.uk 
� Delivering Good Governance in Local Government - Interim Guidance Note for Police Authorities and Forces in England and Wales


� A Risk Management Standard - AIRMIC, ALARM, IRM: 2002
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