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Purpose and aims

This risk management policy forms part of the Co-op Academies Trust’s internal
control and corporate governance arrangements, covering all aspects of the
organisation’s risk management approach. This document explains the Trust’s
underlying approach to risk management, documents the roles and responsibilities
of the Headteachers, Academy Governing Councils, Central Team, Trust Board and
Trust Board committees. It also outlines key aspects of the risk management
process and identifies the main reporting procedures. In addition, it describes the
process the Trust Board, Audit and Risk Committee, and Academy Governing
Councils use to evaluate the effectiveness of the Trust’s internal control procedures.

In order for the Trust to meet its strategic objectives it is important that risk has a
suitably high profile and everyone recognises the part they play in helping to
manage risk. Risk should not be seen as an ‘add on’ to your role or something that
someone else does. Risk is all around us and part of our day-to-day life and
therefore it is important that each and every one of us can recognise a risk and has
the ability to raise concerns appropriately.

Risk Management is beneficial to the Trust as it:

● helps us to be more flexible and responsive to new and emerging
internal/external demands;

● provides assurance to academy leadership, the Academy Governing
Councils, the Central Team, and the Trust Board and its committees;

● meet the expectations of its stakeholders
● reduces the likelihood and impact of incidents and other control failures;

and
● helps in the achievement of Trust’s key strategic objectives and ensures that

the Trust’s strategic plan is shaped in a risk aware way

Managing risks across the Trust reduces the chance of us having to deal with the
unexpected and ensures proactive management rather than reactive crisis
management. As a publicly funded organisation it is especially important to
manage risk to ensure the best possible use of resources.

This document highlights The Trust’s framework for managing risk and sets out the
process through which risks will be identified, assessed, controlled, monitored and
reviewed.

This policy and any associated procedures, guidance, templates and training, apply
to all Trust Board members, senior leadership team members, management,
governors and staff employed by the Trust, and people representing the Trust such
as contractors and consultants.

All major foreseeable strategic and operational risks will be identified, evaluated,
documented, monitored, and treated in keeping with this policy. A process of
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horizon scanning will be undertaken to identify the risks impacting upon the Trust
as far as this is reasonably possible. This policy does not support person-specific or
asset-specific risk assessments and is instead designed to support safe and
effective operational service delivery from the Board to academy teams, and all
those departments in between within the Trust.

Risk appetite and culture

Risk appetite is a way of expressing our attitude to different types of risk and the
nature of the risks we are prepared to take. Our appetite for risk can vary
depending on the nature of the risk and the prevailing operating conditions or
circumstances.

Our Trust Board, via our Audit and Risk Committee, define the Trust’s risk appetite.
The risk appetite is not absolutely prescriptive but instead provides a number of
underlying component parts that encourage structured thinking. The aim of the risk
appetite is to allow us to reach an informed conclusion as to whether the risk can
be accepted and to what extent.

Our risk appetite is outlined in Appendix A.

To enable translation of the risk appetite into the Trust’s risk scoring methodology,
the risk tolerance is described in our risk appetite matrix, which outlines where a
risk is tolerable and where it is intolerable.

Our risk appetite ratings are outlined in Appendix B.

We will continue to keep our risk appetite statement under review, recognising that
this may be subject to change due to various factors both internal and external that
could shape the nature and extent of the risks we are prepared to take.

How we manage risk

Process and procedure

The Trust has developed a risk management strategy built around a comprehensive
risk management and controls assurance framework/ process as detailed in the 4
step process below:

1. Risk identification

2. Risk assessment

3. Risk management and assurance

4. Risk monitoring, evaluation and review
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Risk identification

The process of risk identification will involve Trust Board members and members of
the Trust’s Central Team working alongside governors, headteachers and
management at academy level. It is recognised that the identification and proactive
management of risk in the early stages of an initiative is far more cost effective than
introducing retrospective interventions at a later date.

When identifying risks consideration will be given to the following factors:

● The Trust’s / academy’s vision, beliefs, values and strategic goals;
● The nature and scale of the Trust and the individual Academy’s activities,

both current and planned;
● External factors that may affect the organisation such as legislation and

regulation, and the Trust’s / academy’s reputation with its key stakeholders;
and

● The operating structure, e.g. functions.

Risks are identified and grouped into two levels:

Trust Level - Corporate and Strategic Risks
Academy Level - Operational Risks

Risks are then grouped into the five standard categories described in our risk ratings
matrix (set out above):

1. Strategic and business
2. Finance and treasury
3. Operations and key stakeholders
4. Regulation and compliance
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5. Brand and reputation

Risk assessment

Each risk will be assessed to determine the likelihood of the risk occurring and the
potential consequence or impact of it occurring.

Risk assessments allow the Trust to identify and manage the risk. The assessment is
conducted by considering the probability/likelihood of the risk materialising against
the impact should it materialise (using the five by five risk assessment matrix).

The following scoring system will be applied to each risk, whereby the risk score
represents the product of the impact score and the likelihood score.

Key: Impact (I) - Severity of impact if the risk should crystallise.
Likelihood (L) - Likelihood that the identified risk might crystallise

Each risk is assessed to determine its inherent risk score – the higher the score the
more urgent the need for the risk to be mitigated. The application of risk mitigation
interventions produces the residual risk score, which either lessens the likelihood of
the risk occurring or lessens its impact if it does.

The residual risk scores are used by the Trust Board and its committees, Academy
Governing Councils, Headteachers and Central Team members to identify the Trust’s
or academy’s major risks.
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The level of risk tolerance may vary depending on the nature of each risk or activity.
The Trust Board will also consider the overall risk profile, i.e. the balance between
higher and lower risk activities. The boundaries and limits will be communicated to
management to ensure a clear understanding of the risks that can be accepted and
those considered unacceptable. This may include identifying “target” risk scores for
certain major risks, to be achieved after actions to further mitigate the risks.

Risk management and assurance

For each of the major risks identified, a designated risk owner is made accountable
for its management. If the risk escalates or reduces, the risk owner may change. This
person will be responsible for identifying suitable mitigations to manage the risk,
and to ensure that any related actions are completed within identified timelines.
Ownership and management of each risk should align with the responsibilities
outlined in the Trust’s Scheme of Delegation.

The Trust Board and its committees are accountable for the oversight of all strategic
and major operational risks, ensuring that plans are in place to manage them
appropriately. This will involve:

● Establishing the effectiveness of the key factors mitigating or controlling the
inherent risk;

● Identifying further actions and resources required to achieve target risk
scores;

● Taking responsibility for monitoring the risk and sources of assurance.

The Academy Governing Council is responsible for monitoring and reporting risks
within each individual academy,

The Trust’s Senior Leadership Team is responsible for ensuring the risk management
policy is implemented and for coordinating risk management activity across the
Trust, including liaison with headteachers in all academies.

Risk monitoring, evaluation and review

Risk monitoring and reporting aims to provide the Trust Board and its committees,
the Academy Governing Councils and the Trust’s Central Team with an accurate,
timely and clear account of the current and projected risk exposure. This in turn
helps management to make informed strategic and operational decisions to ensure
the Trust continues to operate in line with our values, ethics and performance
objectives.

The Trust uses the 4Risk system as its chosen risk register, to record and monitor
risks impacting at both Trust-wide and academy level. Reports taken from the 4Risk
system are presented to the Trust Board and its committees (overseen by the Audit
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and Risk Committee), and the Academy Governing Councils at academy level to
allow for appropriate monitoring and review to take place. The reports allow for
these boards and committees to monitor the management of individual strategically
important risks and to monitor trends in the development and management of risks
over time.

Roles and responsibilities

Trust Board and its committees

The Trust Board’s role is to:

● Set the tone and influence the culture of risk management within the
Trust.
This includes:

- determining that the Trust is ‘risk taking’ or ‘risk averse’ as a
whole or on any relevant individual issue

- determining what types of risk are acceptable and which are
not

- setting the standards and expectations of staff with respect to
conduct and probity

- monitoring the implementation of risk culture across the Trust.
● Determine the appropriate risk appetite or level of exposure for the

Trust.
● Approve major decisions affecting the Trust’s risk profile or exposure.
● Monitor the management of all the Strategic Risks & significant

operational risks via Executive update reports
● Satisfy itself that the less significant risks are being actively managed,

with the appropriate controls in place and working effectively.

The Trust Board is responsible for making a statement about risk management in
theTrust’s annual report and financial statements.

The Trust Board delegates responsibility to the Audit and Risk Committee to:

● Monitor the management of strategic and major operational risks.
● Review and provide guidance on risks determined to be out-with the

defined risk appetite.
● Satisfy itself that all known strategic and major operational risks are

being actively managed, with the appropriate controls in place and
working effectively via risk assurance reports

Academy Governing Councils (AGCs)

The AGC is responsible for monitoring and reporting risks within each individual
academy. Via their schedule of meetings, the AGCs will:
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● Review and provide guidance on relevant operational risks
determined to be out-with the defined risk appetite (see risk appetite)

● Monitor the management of all known risks at academy level, and
make suggestions for suitable mitigations where appropriate

● Satisfy itself that all known risks relevant to that academy are being
actively managed, with the appropriate controls in place and working
effectively

All AGCs are asked to appoint a link governor for risk who, via their academy visits,
can provide support and challenge to academy leaders in the area of risk, and
report back to their AGC during meetings.

Trust Senior Leadership Team (SLT)

The CEO and the COO are responsible for ensuring that the terms of the risk
management policy are implemented. The CEO, COO and wider SLT are
responsible for developing a sound culture of proactive risk management across the
Central Team and the academies.

The specific roles and responsibilities include:

● Annually review the approach to risk management and approve
changes or improvements to key elements of its processes and
procedures.

● Ensure that the Trust manages risk systematically, economically and
effectively

● Provide an overview summary report on the Strategic Risk Register to
the Audit and Risk Committee at each of its scheduled meetings.

● Review the Risk Appetite annually and make recommendations for
approval to the Audit and Risk Committee and Trust Board.

● Monitor, evaluate and update the Trust’s Strategic Risk Register at
least once a term

● Satisfy itself that all known risks are being actively managed, with the
appropriate controls in place and working effectively via risk
assurance reports

● Preparation of contingency plans in those areas that are considered
high risk.

● Support the Audit and Risk Committee and Trust Board in the
development, implementation and review of the risk management
approach

● Ensure risk management and its processes are disseminated and are
embedded throughout the Trust.

● Set expectations that relevant Central Team and academy-level staff
will complete relevant training in the area of risk management to
ensure that knowledge and skills remain up to date and ensure that
suitable training is provided.
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Headteachers

The Headteacher, through their leadership team, has responsibility for ensuring that
the risk management policy is implemented within their academy. The Headteacher
will provide a regular report on risk management to their Academy Governing
Council.

Where risk exceeds the defined risk appetite, the Headteacher must highlight the
risk to their Academy Governing Council and via relevant Central Team channels.

Specific roles and responsibilities include:

● Disseminate the details of the approach and allocate responsibilities
for implementation of actions and management of controls where
relevant

● Ensure that relevant staff complete risk management training
● Share relevant information with others
● Identify any risk management issues and share with relevant leader
● Provide feedback to Trust SLT on their experience of implementing

the approach and their perceptions of the effectiveness.
● Ensure that the approach is implemented across their academy.

Training

All relevant Central Team and academy level staff will be required to undertake risk
management training.

The training will be delivered via workshops, online seminars and one to one
support as appropriate. Those identified with increasing responsibility for risk and
reporting may be required to attend additional specific risk training.

External references

Charity Commission guidance on Charities and Risk Management

https://www.gov.uk/government/publications/charities-and-risk-management-cc26

Education Finance Authority

https://www.gov.uk/government/collections/academies-funding-payments-and-com
pliance

Department for Education: Academy Trust risk management guidance
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https://www.gov.uk/government/publications/academy-trust-financial-management-
good-practice-guides/academy-trust-risk-management

Policy review

This policy will be reviewed by the Trust Central Team and subject to the approval of
the Trust Board or a designated committee once every three years.
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Appendix A - High level risk appetite: Statement and metrics
Strategic and Business Finance and Treasury Operations and Key Stakeholders Regulation and Compliance Brand and Reputation

Definition: The risk that our Trust does not have a
‘fit for purpose’ strategic plan aligned to its core
educational purpose, and that this is isn’t
supported by appropriate business plans,
resulting in a risk to our core purpose, reputation
and financial stability.

Definition: The risk arising from financial and
treasury mismanagement including maintaining
adequate access to liquid funds, in terms of
working capital and capital funding.

Definition: The risk that the Trust academies fail to
deliver the expected educational service/
performances for our key stakeholders (staff,
pupils, parents, local communities, LA, and the
DfE) resulting from inadequate or failed processes,
people and systems or from external events
outside the control of the academy or Trust.

Definition:The risk that the Trust breaches the letter
and spirit of relevant laws, regulations, codes of
practice, good governance, or standards of good
sector practice resulting in financial detriment,
reputational damage, failure to safeguard and
educate our pupils and/or failure to continue to
operate as a multi-academy trust.

Definition:The risk of damage to our Trust
reputation, brand and image as perceived
by our external and internal stakeholders as
a result of our conduct and performance or
external issues.

Risk Appetite Statement

The Trust will:
● Create a viable and sustainable business

which delivers an outstanding provision of
education services for our pupils and
students in line with the Co-op, DfE,
parent, and staff expectations

● Ensure we have access to sufficient capacity
and resources to deliver the required
educational services and support

● Seek to demonstrate our Co-op values,
principles and Ways of Being in all that we
do including the development of our staff
and pupils, and the growth of the Trust

The Trust will not:
● Take decisions that will put the Trust’s long

term financial stability, reputation or our
brand at risk

Risk Appetite Statement

The Trust will:
● Take appropriate, prudent financial

assumptions, commercial judgements and
be transparent in our financial reporting

● Deliver ‘Value for Money’ (VfM) across all
procurements processes and be
transparent in our reporting

● Follow the recommendations of the ESFA’s
Good Practice Guide for treasury
management and maintain appropriate
liquidity to meet short term cash flow
needs

● Utilise the use of our resources effectively
and in compliance with the Trust’s financial
regulations

The Trust will not:
● Place deposits/investments with

counterparties outside the Trust’s
Investment Policy

Risk Appetite Statement

The Trust will:
Provide systems and educational services to
serve the needs of our key stakeholders in a
way that meets or exceeds relevant
guidelines and regulations
Provide the appropriate training, support,
and tools for our staff to do their work
effectively
Listen to our staff, pupils, parents and wider
communities and act in relation to matters
affecting our academies and local
communities
Ensure we are inclusive and reflect the
communities we serve, and society more
widely

The Trust will not:
● Advocate policies and procedures that will

bring harm to our pupils, staff, and third
parties

Risk Appetite Statement

The Trust will:
● Ensure regulatory compliance in a way that is

consistent with our Co-op values, principles and
Ways of Being

● Ensure that our decisions aim to comply with
relevant laws and legislation

● Ensure we agree to our strategic obligations,
make sound decisions in the interests of our
staff, pupils, parents, and communities, and do
what we say we will do

The Trust will not:
● Compromise the safeguarding and health and

safety of our staff and pupils

Risk Appetite Statement

The Trust will:
● Put the safeguarding and success of

our staff and pupils at the centre of
everything we do

● Reflect our Co-op values, principles
and Ways of Being in the decisions we
make, our activities and our
communications

● Ensure that our staff understand our
strategy and values and understand
the vital place they hold within the
Trust

● Ensure we are seen as a good
employer, that retains and develops its
staff

The Trust will not:
● Place any consideration above the

safety and welfare of our staff and
pupils

Risk Appetite Metrics
● Delivery of our planned academy growth
● Increase in the number of good and

outstanding academies
● Positive education progress metrics

Risk Appetite Metrics
● Balanced academy budgets
● Meeting the Trust’s Reserves Policy
● Maintaining Trust liquidity (cashflow) levels
● Funding Trust capital programmes in line

with Policy

Risk Appetite Metrics
● ‘Your Voice’ survey
● Ofsted assessments
● Pupil assessment and tracking data
● Pupil attendance and behaviour
● CEIAG destinations
● Community engagement including public

consultations
● Wellbeing indices
● Staff attendance data

Risk Appetite Metrics
● Regulatory fines, penalties or other statutory

breaches/costs
● Notices of non-compliance from ESFA / Ofsted
● Internal and external audit outcomes

Risk Appetite Metrics
● ‘Your Voice’ survey
● Number of new academy conversions

and successful free school bids
● Relationships with partner

organisations including DfE (including
Regional Schools Commissioners and
ESFA) and LAs
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Appendix B - Risk appetite ratings

Rating

Scale

Trust Tolerance for
Uncertainty

Willingness to accept
uncertain outcomes or

periodic variation

Trust Philosophy
Overall risk-taking

philosophy

Trust Choice
When faced with multiple options,

willingness to select an option that puts
objectives at risk

Trust Trade-off
Willingness to trade off
against other objectives

Open 5 Fully anticipated Will take justified risks

Will choose option with highest overall
impact for our academies, staff, pupils

and students, subject to financial
viability, and meeting the Trust financial
constraints whilst accepting a possibility

of failure

Willing

Flexible 4 Expect some Will take strongly
justified risks

Will choose to put at risk, but will
manage impact Willing under right conditions

Cautious 3 Limited Preference for safe
delivery

Will accept if limited and heavily out-
weighed by benefits Prefer to avoid

Low 2 Low Extremely conservative Will accept only if essential and limited
possibility/extent of failure With extreme reluctance

Averse 1 Extremely low
“Sacred”;

Avoidance of risk is a
core objective

Will always select the lowest risk option Never
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