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Webinar Description: Recap
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§ This webinar explores the discipline of risk management. 

§ The webinar begins by comparing traditional risk management to a 
more holistic approach and explores ‘why’ and ‘how’ risk management 
can support goal setting and planning activities. 

§ The session also explores practical ways that administrators can apply 
risk management principles and insights in their day-to-day work.
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Webinar Outline
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What is Risk? What is Risk Management?

The Evolution of Risk Management

Risk Management, Goal Setting and Planning

Using  Risk Tools

Final Tips and Takeaways
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About Your Speaker
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§ Melanie Lockwood Herman – long-time CEO of the Nonprofit 
Risk Management Center, headquartered in Leesburg, VA
§ Advisor to nonprofit management and governing teams for the past 25 

years
§ Author of 20+ books on risk management topics
§ Graduate of American University(BA) and George Mason University 

School of Law (JD)
§ Enthusiastic volunteer: current board member of Camp Fire, American 

Foundation for the Blind and the National Human Services Assembly
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About NRMC

The Nonprofit Risk 
Management Center

inspires effective risk 
management and Risk 
Champions. 

We help leaders identify 

and manage risks that 
threaten their missions and 
operations, and leverage 
opportunities to take bold, 

mission-advancing risks.

www.nonprofitrisk.org
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What is Risk? 
What is Risk Management?
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What is Risk?
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CONVENTIONAL WISDOM
Risk = harm, loss, liability, lawyers!
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RISK: a future action, event or decision with 
the potential to significantly impact (positively
or negatively) your strategic priorities
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What is Risk Management?
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CONVENTIONAL WISDOM

Risk Management = 
avoiding harm, loss, liability 
and especially…  lawyers!
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What is Risk?
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A potential future action, event or decision with the potential to 
positively or negatively impact an organization’s ability to 
achieve one or more strategic objectives

§ future (versus something happening now)
§ potential significant impact (e.g., mild aftershock vs. earthquake that 

destroys your uninsured building)

What is Risk Management?

§ A discipline for dealing with uncertainty
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Yin & Yang of 
Risk Management
• Prepare for an uncertain future
• Respond to events and 

circumstances that happen
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For what purpose?
“The proper goal of risk management is to build and 

maintain the confidence of stakeholders. That 
combined confidence and trust is often translated into 
much-needed support, financial and otherwise, when 
surprise inevitably hits. It is the essence of resilience.”

H. Felix Kloman

12



7

Possible Risk Categories / Areas of Focus
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§ Staffing and Human Resources

§ Relationships with stakeholder 
organizations and their 
representatives

§ Business Model/Funding 
Structure

§ Vendors + Business Relationships

§ What else?
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The Evolution of Risk 
Management
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The evolution of Risk Management
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Risk Management, 
Goal Setting and Planning
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‘Risk Aware’ is the goal!
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§ What kinds of risks does this activity, program or plan require?

§ What are the assumptions behind our plans? 
§ What is our degree of confidence about those assumptions?
§ How could we be wrong or off track?
§ What is our ‘risk appetite’? (the amount of risk we’re willing to take to 

achieve a goal or strategy)
§ What will we do when we reach that point?
§ To what degree are we ready to face whatever happens? (ready, 

resilient)
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Using Risk Tools
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3 practical risk 
assessment and 
analysis tools:

1. Question prompts
2. Fillable PDFs

3. The Bow Tie exercise
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Programs, services and change

§ What practices or programs are we hanging 
on to, despite their irrelevance, diminishing 
value, or declining participation?

§ What bold moves or changes invoke fear in 
our team?

§ What significant changes in who we are or 
how we operate have been proposed and 
discounted?
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Programs, services and change
§ With respect to a proposed or new 

program or activity:

§ What’s the best possible outcome?

§ What’s the worst that could happen?

§ What do we believe WILL actually happen?

§ To what degree are we prepared for all three 
outcomes? What more should we do to 
ensure resilience, regardless of the outcome?
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Workplace culture 
and values

§ In what ways do our actions fall 
short of our professed values?

§ Is the actual experience of team 
members who work and 
volunteer here markedly 
different from how we describe 
the experience?
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§ https://nonprofitrisk.org/resources/e-
news/ready-set-learn-get-ready-now-for-
whats-next/

Type “Ready Set Learn” in the search box!

Use our Fillable PDFs
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https://nonprofitrisk.org/resources/e-news/ready-set-learn-get-ready-now-for-whats-next/
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Risk 
Event

ConsequencesUnderlying
Conditions

The Risk Bow Tie
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Action-Oriented Bow Tie
(with preventive and reactive controls)

Underlying
Conditions

Preventive
Controls

Reactive
Controls

Consequences

These conditions 
cause risk events 
to occur (or they 
influence the 
timing, 
likelihood, or 
magnitude or 
the risk event).

#2

These strategies 
are put in place 
to reduce the 
likelihood that a 
risk event will 
occur (preventing 
the risk event if 
possible).

#4

These strategies 
are put in place 
to reduce the 
magnitude or 
severity of a risk 
event after it 
occurs (reducing 
fallout if possible).

#5

UPSIDE
These outcomes 
are positive—the 
‘silver lining’ of a 
risk event.

DOWNSIDE
These outcomes 
are negative—the 
harmful results of 
a risk event.

#3
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Risk Event

Misinformation 

about the 

organization’s work 

is spread through 

social media by an 
employee

Underlying Conditions

• Desire of staff to garner public 
support and ‘spread the word’ 
about new organizational 

initiatives

• Lack of social media policies or 
poor communication of policy 

expectations

• Lack of social media training or 
ineffective training of staff

• Failure to limit use of official 
social media accounts to trained 
staff members

• Failure to monitor social media 
and address issues in a timely 
manner

Preventive Controls

• Adoption and dissemination of an 

official Social Media Use Policy

• Basic social media training is provided 

to all staff members

• Communications team vets possible 
authorized staff users of official social 

media accounts

• Advanced social media training is 
provided regularly to authorized users 

of official social media accounts

• Communications team invites other 
staff to participate in social media 

‘takeovers’ after completing advanced 
training

• Communications team conducts daily 

or regular monitoring of social media 
accounts and hashtags related to the 
organization

• Communications team and other 

authorized users post official 
information on official social media 
accounts X times per day/week

Reactive Controls

• Organizational leaders review Social 
Media Use Policy regularly and 
update as needed

• Communications team  regularly 
reviews and revamps social media 
training programs

• Communications team conducts 

regular assessments and provides 
feedback to authorized users of 

official social media accounts 

• Communications team conducts 
debriefings with all other staff who 

participate in social media takeovers

• Communications team consistently 
utilizes social media response 

protocols; protocols are reviewed 

and updated regularly

• Specific social media users 
(employees, volunteers, and 

members of the general public who 
communicate with the organization), 

are contacted directly by the 

Communications team to address 
inappropriate  posts.

Consequences

UPSIDE

• Communications team provides 
opportunities for staff to promote their 

programs and interact with the public

• Staff members bring innovative ideas to 
social media campaigns

• Staff teams proactively handle social 
media complains, and effectively use 
social media to maintain transparency 
and inspire stakeholder confidence 

during crisis events

• Organization garners public support and 
additional funding via social media 
campaigns

DOWNSIDE

• Staff teams are unable to 
monitor/control social media 
comments, resulting in increased 
reputational damage in the wake of a 
crisis

• Staff find social media controls overly 
restrictive; staff choose not to follow 

protocol or simply do not use social 
media to their advantage
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Your turn!
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Risk Event

Underlying 

Conditions
Preventive Controls Reactive Controls Consequences

UPSIDE

DOWNSIDE

Choose one:
- Significant change 

in the invoicing or 
application process 
is met with strong 
opposition or 
frustration

- Circumstances 
make it impossible 
to continue funding 
a State Association
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Final Tips and Takeaways
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Acknowledge what you don’t know
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“The Buddha would tell us that we cannot 

predict and control events; the attempt to 

be the master or mistress of the universe 

will at best make us anxious. But we can 

choose how we respond to events.” 
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#1 - Advance planning
§ What can we do now to better 

understand and prepare for what 
might happen? 

§ What direction can we provide to 
increase safety?

§ What will team members want 
and need to know?

Break it down: focus on the 2 safety tracks

33
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#2 - Response
§ What will we do it “X” happens?
§ What resources will we need to do 

that?
§ What can we do today to make sure 

we’re able to respond quickly and 
effectively?

§ What will we need to know to 
respond effectively?
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Ask more questions!
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§ “In the face of positive 
opportunities, then, and also 
negative threats, my claim is that, 
by revisiting the questions they 
are asking, and asking better 
ones, people arrive at dramatically 
better answers.”
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Engage: conversations about stress + worry
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§ Identify the things that are causing stress for 
members of your team and work together to 
identify solutions

§ Encourage team members to take breaks from 
work and try mindfulness practices (see 
www.mindful.org)

§ Reach out (one on one) to team members who 
seem to be especially stressed or worried 
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http://www.mindful.org/
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Implement your backup plan!
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§ Trained team members who 
can ‘step in’ as needed when a 
colleague is ill or unavailable

§ Reminder that cross-training 
should be a top priority
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5. Courage

Enabling Knowledge 
Creation: How to Unlock the 
Mystery of Tacit Knowledge 
and Release the Power of 
Innovation

1. Mutual trust
2. Active Empathy

3. Access to help
4. Lenience in judgment
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“Research has shown that of all forms 

of human motivation the most 

effective one is progress. Why? 

Because a small, concrete win creates 

momentum and affirms our faith in 

our further success.” 

– Greg McKeown, Essentialism

Take Small Steps
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Resources!
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§ Customizable Hazard-Specific Scenarios -
www.fema.gov/PrepareAthon

§ Fillable PDF Worksheets from NRMC –

https://nonprofitrisk.org/resources/e-
news/ready-set-learn-get-ready-now-for-
whats-next/
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http://www.fema.gov/PrepareAthon
https://nonprofitrisk.org/resources/e-news/ready-set-learn-get-ready-now-for-whats-next/
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Sign up for the RISK eNews! nonprofitrisk.org
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Thank you!
Melanie Lockwood Herman

703.777.3504 |  Melanie@nonprofitrisk.org
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