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Elements of today’s 
discussion 

• What, Who, Where, When, Why of 
a culture and a risk culture? 

• How can you know what your risk 
culture is, how can you measure it? 

• How do you change your risk 
culture? 



Culture is a 3rd hand 
metaphor 



What is Culture? 
1. Differentiates one group from another 

– The way we dress 
– What we eat, the way we prepare our food, how 

we eat 
– The language we speak, the way we speak, the 

words we have created 
 
 
 
 
 

2. Provides identity at a collective level 



What is Culture? 
Presence 

Enduring & 
Pervasive  

Pockets of 
sub-cultures 

Impact  

Malleable  



How is a culture formed? 

Human 
Culture 

Long Term 
Goal Directed 

Activity 

Develops over 
Time 

Created and 
Shaped by 
Successive 

Leaders  
Disseminated 

by ‘Followers’ 

Communicated 
through 
‘Rituals’ 

 
Purpose 

 

 
Feedback  

Lag 

 
Value 

Propagation 
  

Strength of 
Power 

Relationships 

 
Habitual 
Activities 

 

Risk  
Culture 
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Primary factors 
 
• What leaders pay most attention to 
• How leaders react to crises & critical incidents 
• Role modeling, teaching and coaching by leaders 
• Criteria for allocating rewards & determining status  
• Criteria for selection, promotion and termination 

Who makes a culture? 



Same industry and target 
market 



Secondary factors 
 
• An organisation’s structure 
• Its systems and procedures 
• The space, buildings and facades it creates or 

occupies 
• The stories & legends about important events and 

people 
• The formal statements of philosophy and policy 

that are issued 

Where do you ‘find’ 
culture? 



Restructuring management 

While Compete 2012 is a long-term change programme, current market conditions 
have made it imperative to move fast to create a leaner, more agile structure 
starting at the very top of our business. 
In December 2008, a third of our managers left the business under a voluntary 
severance scheme. At the same time we redesigned the organisation to promote 
greater customer focus and better governance and leadership. 
This restructuring effort has made us more efficient. It has also helped us identify 
and draw on new talent in the business, helped by the fact that we are now 
encouraging more people to move between functions to gain wider experience 
and find new outlets for their skills. To support greater mobility, we have clarified 
individual and collective roles and responsibilities and now publish accountabilities 
for all of our top managers on our intranet. 

http://www.britishairways.com/cms/global/microsites/ba_reports0809/our_business/strategy7.html
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• Managing [the company] is a pretty full time job and we have developed a 
canny way of doing it that keeps it fresh and lively whatever the company 
does and wherever it is based. 

• At the centre, [the company] provides advisory and managerial support to 
all of our different companies and our specialist Sector teams around the 
world. Our people in London, New York and Sydney offer regional support 
and between us and the Sector teams we manage the interests across the 
whole of the group.  

• Our fastidious number-crunchers get to manage the financial assets in the 
group, our cheeky marketeers and spin doctors get to protect and maximise 
the value of the brand and our touchy-feely people teams ensure [the 
company] is an employer of choice 

• Seeing as the businesses are all so diverse and independent, we pretty 
much practice a collaborative and supportive style of custodianship. Some 
of us would like to wear special uniforms. 

• We give birth to new companies, encourage them to walk, hold their hands 
and then watch them on their way as they become fully-fledged members 
of the family. It can sometimes get quite emotional. 
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When does culture 
happen? 

• All the time  
• Each word 
• Every gesture 
• What happens and 
• What doesn’t happen 

 
• We are a social species – we learn by watching 

others to see what works and what doesn’t 
 



1. How my frontline supervisor behaves and/or how she 
might respond to the same issue; 

2. How my peers are acting; and 

3. My own moral compass.  
 

When faced with an ethics, compliance, 
or risk-related decision, the following are 

considered: 
(and in this order) 

Culture is a unique emergent property of an 
organising system of human activity.  

Its dynamics are not revealed by adding up the 
collective traits of individual members.  



Risk is a human construct 
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But where do the boundaries 
lie? 

Acceptable Risks & 
Worthwhile Mitigations 



Defining the boundaries 
• Risk Management Framework 

• Risk Appetite Statement 

• Risk Management Strategy 

• Risk Management Function 

• Policies, plans, roles, responsibilities, … 



Why opposites are attractive 

Management of Risk  
• Based on positivistic approaches to obtain objective and 

reliable ‘measures’ to inform decision making 

Management of Culture 
• Derived from interpretative approaches to build 

contextual understanding to inform decision making 

 
 
 
 
 
 
 
 
 
 
 
 
 



APRA 
Prudential Standard CPS 220 Risk Management  

Draft - May 2013 
The role of the Board  
12. The Board of an APRA-regulated institution is ultimately 
responsible for the institution’s risk management framework. In 
particular, the Board must ensure that:  
(a)  it defines the institution’s risk appetite and establishes a risk 
management strategy;  
(b)  a sound risk management culture is established and 
maintained throughout the institution;  

 



APRA 
At a minimum, an RMS must: … 
 
(e)  outline the approach … for instilling an appropriate risk 
culture across the institution.  

 





Across Industries 
“Toxic Corporate Culture” “BP’s Culture of Risk” 

“How BP’s Browne Created Culture of Risk, Incompetence” 

Presenter
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The Energy and Climate Change Select Committee..found that companies have been "cutting and pasting" their plans for disasters without tailoring their responses to individual wells.Mason, The Telegraph, March 2011Our organisations are getting more complex. There are many more relationships involved. We are working on projects side by side employees of other companies. The projects are pushing the boundaries of what we have done before but not just technically…



Across elements and levels 
2011  

Safety Goodwill & Reputation 



How can you ‘capture a 
view’ of an organisation’s risk 

culture? 
• Systems perspective – an organised system of 

human activity 

• Organisational Cultural Models – balance 
between being too generic and being overwhelmingly 
detailed.  

• Risk Management best practice – a) 
identifying, b) evaluating, c) controlling or mitigating, d) 
monitoring, reporting and reviewing risk processes  
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• Emergence - Culture self-develops over time 

• Adaptation and evolution - Culture is shaped by the 
organisation’s environment and evolves through 
differentiation and integration 

• Holism - Bounded sub-cultures (requisite variety) connect 
through networks and exist across different levels and 
within functions 

• Feedback loop - culture acts as a reinforcer or a dampener 
to the organisation’s purpose 

Relationship between Systems Theory 
and Organisation Culture Theory 



Design of approach 
• Need to avoid self-assessment  

• Need to be pragmatic – not resource hungry in application (both 
time and cost) 

• Need to be intuitive – verbal, numerical and visual 

• Need to reflect language of context (particular organisation) 

• Need to be able to highlight areas of strong culture, weak 
culture and different culture 
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Risk -  Driven by mainly positivistic approaches to obtain objective and reliable ‘measures’. Culture - Derived from interpretative approaches aimed at building contextual understandingHow do we develop our understanding of this mix of objective numbers and subjective interpretations and how we respond to these ideas.Culture is a unique emergent property of an organising system of human activity. Its dynamics are not revealed by adding up the collective traits of individual members. Need to find out what is the perceived to be right way to behave.Individuals are more open and find it easier to describing ‘collective behaviour’ that is taking place rather than what they, as an individual, might do in a hypothetical situation. Also finer gradations of scale are needed to respond to subjective process of ‘quantifying’ behaviour.Understanding the appropriateness of a culture is also about understanding how it varies across a business. For this we are able to pull data out across different levels of the organisation and different functional areas. Language is contextualised to reduce/remove disassociation from scenario’s presented.The risk management process is also broken down so that elements can be compared to determine effectiveness and identify bottlenecks.



Design of approach 



Case Studies 
1. International Insurance Company – 

diverse staff base, long history, £400m+ 
profit 
 

2. National Insurance Company – static staff 
base, recent acquisition and restructuring 
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National Insurer:  
Spotting Cultural Patterns 

Process focused 
 
People focused 
 
 
 
 
 
Policy focused 



Sub-Culture Insights 



Multinational Insurer:  
Culture by Risk Process 



Making change happen 
• Think about the whole rather than the parts 
• Clear and focused goals - which need to change 

after time 
• Balance 
• Landscaping 
• Ideas and information 
• Systems 
• Sustainability 



Cultures Evolve 
A CFO tweets too much, too soon 

 
• A publicly traded US clothing retailer with stores in 44 states 

 
 
 
 

• The CFO disclosed company info to his followers before it 
went public, thus sharing inside information - a violation of 
long-held SEC regulations.  

• He was promptly fired.  
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Hilary Lewis 
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+44 (0) 1225 660899 
+44 (0) 7714331473 
www.systemicconsult.com 
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