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Accountability – My definition

the person who is ultimately held to 
account if an activity or process is not 
delivered. 

The ‘buck’ stops with them. 

In other words – they ‘take the bullet’.



Why is accountability important?



Risk Awareness & Accountability



Impact of unclear accountabilities
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Leadership not sending consistent 

signals on risk appetite

Lack of transparency of risk 

information
Risks not visible in decision 

makingLink between reward and 

appropriate risk taking not clear

Bearers of ‘bad news’ are not 

welcomed

Culture sickness - The Diagnosis



How does this happen?

•Decisions are not based on 
clear understanding of risks

•Risk factors around 
decisions not documented

•No common understanding 
of levels of acceptable risk

•No sanction for poor 
decisions

ISO 400  Film mock up gtf 2009   2

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

ISO 400  Film mock up gtf 2009   2

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

ISO 400  Film mock up gtf 2009   2

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

ISO 400  Film mock up gtf 2009   2

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

)Pz� ���Hzz` OH� ���L ���H�NL �H�RP�N�

•Governance processes are 
‘fluid’

•Accountabilities for risks are 
not tied down

•Risk function seen as an 
‘administrator’ of risk 
information

•Risk awareness is low

•Competency in management 
of risks not recognised as a 
key skill

•People are not rewarded for 
being good at managing risks

•Reward / Sanction not linked 
to effective risk taking

•Risk skills are not valued and 
encouraged

“We manage 
risk intuitively”

“Lets avoid 
bureaucracy”

“Everyone 
knows how to 
manage risks”

“As long as the 
results are 

good, no one 
asks…”



Evaluated Risk Culture

Four key elements of risk culture 
– Tone at the Top

• Risk Leadership
• Responding to ‘Bad News’

– Governance
• Risk Governance
• Risk Transparency

– Competency
• Risk Resources
• Risk Competence

– Decision Making
• Risk Decisions
• Rewarding appropriate risk taking



Process Mapping - example
Mapping risk management 
processes helps define the key 
steps

It defines timelines

It also captures who is 
involved at each step and who 
is ultimately accountable for 
delivering each element

Generate Functional Risk Profile

Review & Approve Functional Risk 
Profile

Identify risks to escalate to 
Corporate Risk Profile

Draft aggregate Corporate Risk 
Profile

Review & Approve Corporate
Risk Profile

Identify risks to highlight to SET

Endorse Corporate Risk Profile

Recommend Corporate Risk Profile 
to Audit Committee

Identify risks to highlight to Audit 
Committee

Accept Corporate Risk Profile

Determine Corporate Governance 
Disclosure to Shareholders

Feed
back

Feed
back

Feed
back

RAG MEMBER

SMT

SMT

RAG 
SECRETARY

RAG

RAG

SET

Process 
Owner

SET

Audit
Committee

Audit Commitee



RACI charting - example
Step Activity
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1 Generate functional risk profile R C C A CI

2 Review and approve functional risk profile C C R A I

3 Identify risks to escalate to corporate profile C CI R A CI

4 Draft aggregate corporate risk profile C C I R A

5 Review and approve corporate risk profile C I I C R A

6 Identify risks to highlight to SET I I R R A

7 Endorse corporate risk profile C AR I I R

8 Recommend corporate risk profile to audit committee A I R R I I

9 Identify risks to highlight to audit committee A I R R I I

10 Accept corporate risk profile I I I I AR

11 Determine corporate governance disclosure to 
shareholders I R R CI A

Roles and Responsibilities

Nomenclature:

Responsible – this person is 
charged with carrying out the task. 

Accountable – this person is 
ultimately held to account if the 
activity is not completed. The 
‘buck’ stops with them. There can 
only be one person or body 
accountable for each task.  

Consulted – this person must be 
consulted before the activity is 
completed.

Informed – this person needs to 
know about the activity, but this 
may occur after the event.



Organisational Design Process

Given an 
understanding of key 
risk management 
business processes 
and tasks required
Given an 
understanding of 
business strategy 
and organisational 
culture
It is possible to 
define key roles 
within the risk 
management 
process

Define Business 
Processes

Identify Key Tasks

Group into Roles

Business Strategy

Define Activities & Attributes 
of Role Holder

Define culture & 
‘Ways of Working’

Describe Key 
Competencies



Risk Policy – defines accountabilities
High level statement of 
Objectives – ‘Why’ and ‘What’

Useful in communicating to 
stakeholders

Defines key elements of 
framework

– Purpose & benefits

– Responsibilities

– Process



Risk Committee – defining accountabilities

Purpose of Committee defined in 

Terms of Reference

Defines role of Chairman for 

CFO as ERM sponsor

Defines role of Secretary for Risk 

Manager as process owner

Defines responsibilities of the 

members

Confirm reporting cycle



Champions
Job Description….

Risk Committee representative for function

local champions of benefits of ERM

Influential member of the team

Enables implementation in practical way

Strong channels of communication (internal and external)

Works with Process Owner to ‘make it happen’

Informed and convinced

Clear buy in to accountabilities

A Successful ‘Active Sponsor’…
Job Description….

Board level representative

Natural salesperson

Influential member of the team

Decision maker

Strong channels of communication (internal and external)

Positioned to secure stakeholder involvement

Informed and convinced



Clear management commitment

Key Success Factors - Draft
Common understanding of shared philosophy, 
simple principles

Create and implement flexible framework

Encourage open discussion and management of 
business risks

Help cross-functional ,understanding of risk 
management decisions

Embed integrated approaches in areas of 
significant business risk

Leadership Behaviours to foster ERM

Risk is part of everyone’s responsibilities

Managing risk is part of ‘business as usual’

Clearly communicating boundaries of acceptable risk 

Encouraging, empowering and supporting team members in 

managing risks

Encouraging challenge and learning from risk management 

judgements

Encouraging discussion and analysis of unexpected results

Securing training and support



What are the key levers of culture?
Risk awareness

Common language

Risk Appetite

Training & Development

Communication and Engagement

Risk Ownership and Accountability

Performance & Recognition
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Example - Making the link
Aligning ERM with performance management and reward 
processes



Board perspective – culture & accountability
"We kept our approach to risk management at AZ 
Electronic Materials simple and focused on what might 
keep us from meeting our business objectives. Working 
with Aon we recognised that it is important to adopt 
sufficient discipline to identify and act on key business 
risks. We were careful however to ensure that the 
process was kept simple. Our culture emphasised the 
accountability of business leaders for managing key 
risks. It was important to embed this thinking within day-
to-day management, working with the existing culture 
and values of the business.“

Ken Greatbatch, Chief Financial Officer



Conclusions
Risk culture and company values determine attitudes to 
accountability

Attitudes drive behaviours on accountability

Clear accountability drives ownership

Ownership drives action

Accountability for risks and risk management is therefore 
a factor of (and a symptom of) corporate culture

Getting this ‘right’ for your organisation is a key building 
block of ERM implementation
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