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Bringing risk 
discussions to life 
through `deep dives' 

"THE MAIN OUTPUT IS A SET OF 
RECOMMENDED MANAGEMENT ACTIONS 

FOR DECISION BY THE BOARD" 

   

The Nursing and Midwifery Council has been using 
a structured approach to ensure that risk is considered 
in line with its strategy, says Roberta Beaton. 

   

Roberta Beaton is corporate risk and performance 
manager at the Nursing and Midwifery 

Council, and a member of the Inaitate of Risk 
Management's Charities Special Interest Group 

 

MANAGING RISK often starts and 
ends with updating the organisation's 
risk register in order to demonstrate 
that risk has been considered. A risk 
register provides evidence that risks 
have been identified and logged, and 
that controls and mitigations have 
been assigned. However, the limitation 
of solely focusing on a risk register is 
that it does not evidence that risk has 
been considered within the wider 
context of the organisation's plan or 
strategy. As a result, risk management 
can too easily become a bureaucratic 
process focused on updating individual 
aspects of a risk entry on a register 
without taking a holistic view about the 
implications for achievement of short 
and long-term organisational objectives. 

A way to mitigate this is to provide 
opportunities for your board or audit 
and risk committee to have deeper 
discussions about individual corporate 
risks. At the Nursing and Midwifery 
Council (NMC), we introduced a 
process of "deep dives" into individual 
corporate risks, which are presented 
for discussion to the council (our 
governing body) at regular intervals 
during the year. 

So what is a "deep dive"? It is a 
comprehensive review of an individual 
risk that provides detailed information 
which cannot be reasonably captured 
on a risk register. It presents standard 
risk register information alongside 
additional information such as bespoke 
analysis, incident and performance 
data, assurances, risk appetite, and 
potential implications for delivery of the 
corporate plan. The main output is a set 
of recommended management actions  

for decision by the board (the council 
at NMC) or audit and risk committee. 

At NMC, we focus on the highest 
rated risks first and use the process to 
explore a risk within the context of our 
annual corporate plan. The purpose 
is to challenge the content of the risk, 
the proposed management actions, 
and to consider whether the risk 
remains tolerable. 
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Discussions complement our core 
risk management and reporting 
processes, with benefits being to: 
• Provide your board with an 

opportunity to have focused 
challenge discussions about 
corporate risk topics outside 
of the main risk register reports; 

• Prompt regular review of corporate 
risks, which in turn aids your 
organisation to keep risk management 
discussions live and up to date; 

• Provide an opportunity to use business 
intelligence to support the assessment 
and management of the risk; 

• Provide an additional layer of 
assurance that the board is fulfilling 
its risk management accountabilities. 

Typical outcomes from deep dive 
discussions include requests by the 
board for more analysis to clarify the 
risk and its drivers, the commissioning 
of management actions to manage the 
risk, identification of other related  

emerging risks or interdependencies, 
or delegation of the risks back to 
delivery teams. This is then translated 
back onto the organisational risk 
register and risk management 
processes. 

When considering a deep dive 
I suggest the following questions 

for the board to keep in mind: 
1. Does the board clearly understand 

the risk being presented and its 
potential impact to the delivery 
of the corporate business plan? 

2. Are the mitigations, controls, and 
planned actions adequate to manage 
the risk? Does the board need to 
commission further actions? 

3. Is the level of risk acceptable both 
now and in the future after all 
mitigations and controls are in place? 
If not, what action will you take? 

4. Does the risk have corporate impact 
or should it be delegated back 
to the business? 

5. Are there any opportunities that 
could be exploited? 

6. Overall, do you feel assured that the 
risk is being managed appropriately? 
Is additional oversight required? 

Deep dives are a worthwhile activity 
if you're striving for a way to bring 
risk conversations alive beyond the 
risk register as they present risk 
topics holistically. Of course, risk 
management should permeate all 
types of leadership discussions, but 
it would be naive to think that all risk 
discussions are generated organically 
without a process. Deep dives have 
provided a structured approach that 
works alongside our core risk 
management processes. 
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