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Introduction

The enterprise risk management wake-up call

Enterprise risk management (ERM) has been
talked about for years. Yet, in practice, many
programs still amount to little more than
documentation and reporting. While, they may
look reassuring on paper, they are rarely tested
when it matters.

In our conversation with our expert community,
we have seen that gap was exposed brutally
during COVID-19. Supply chains snapped
overnight. Third parties vanished. Decision-
making slowed at the exact moment speed and
clarity were critical. Many organizations learned,
too late, that their risk frameworks were not
built for real disruption.

For our team at CoreStream GRC, that moment
changed the conversation. It solidified our belief
that enterprise risk management must be
moved out of the risk department and into the
boardroom.
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“ERM: A business continuous
process, led by senior
leadership, that extends the
concepts of risk management”

Stanford University qf"‘“fﬁ’?d

The question is no longer whether enterprise risk
management matters. It is whether it actually works.
This guide cuts through the noise to explain what
good ERM looks like today, why traditional
approaches no longer scale and how leading
organizations are putting enterprise risk into
practice in a way that supports real decisions, not
just reports.
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1.0 What enterprise risk
management truly
means for business

What enterprise risk

management truly means
for business

What does ERM look like in
practice?

At its core, enterprise risk management is an
ongoing process for leadership. It's about looking
at where a business wants to go, and what it

Instead we need to consider the principle risks
associated to the business’ key objectives that
will include factors like:

hopes to achieve, and outlining the risk
associated. We've had clients reframe “risk
appetite” to “opportunity appetite” to help
contextualize the importance of risk in business
strategy. From there, there needs to be follow up
on those risks with mitigation plans and
accountability for the risk owners.

This overarching strategic focus of risk means we
must broaden the terms of what traditional risk
categories were labelled as, it's not just; financial
risk or compliance risk.

All material risks that affect strategy, operations,
reputation and long-term resilience.

Enterprise risk management is proactive, not
reactive. It focuses on principal risks aligned to
business objectives and creates shared visibility

Strategic risks such as entering new markets
or launching new products without fully
understanding regulatory, geopolitical, or
execution exposure.

Operational risks like supply chain failures
that can halt delivery and damage customer
trust.

Technology and data risks, from cyber
incidents to poor data quality, undermine
decision-making and business continuity.
People and culture risks, such as over-
reliance on key individuals or weak risk
ownership, that quietly erode resilience over
time.

Reputational risks where incidents, ethical
failures, or third-party actions rapidly damage
brand credibility and stakeholder confidence.

across functions, regions, and decision-makers.

If risk management does not influence decisions,
it is not effective enterprise risk management.
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1.0 What enterprise risk
management truly
means for business

Why “enterprise” is the operative
word in enterprise risk

management

Enterprise risk management is often
misunderstood as traditional risk management,
just scaled up.

That framing is wrong.

Traditional risk asks what could go wrong within
a function. Enterprise risk management is far
more nuanced. It asks how risk behaves across
the organization as a system.

It connects objectives to obligations, risk
appetite to decisions and ownership to
accountability.

This is why enterprise risk
management is not just a

framework. It is an
operating model.
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1.0 What enterprise risk
management truly
means for business

Beyond cyber: how digital
transformation changed risk
forever

For years, cyber risk dominated board
conversations. Today, that focus is too
narrow.

Al, automation and digital transformation
have embedded risk into every process,
product and decision. Al systems introduce
legal, ethical, governance and reputational
risks simultaneously. Third-party
ecosystems extend exposure far beyond
organizational boundaries.

No single team can manage this alone. Risk
is now everyone’s problem, whether they
realize it or not.

Want to hear about how CoreStream GRC
views Al use in the GRC space?

= corestream grc

CoreStream GRC
strategy

Artificial Intelligence
(Al)

Read our Al guide
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1.0 What enterprise risk
management truly
means for business

Why enterprise risk management
should be taken seriously by senior
management and the board

Why is it so important that enterprise risk management is dealt with at such a senior level? Why can
this burden not be shouldered by the compliance and legal departments?

The reason is that today’s risks are interconnected. A third-party failure can trigger regulatory
exposure, operational disruption, reputational damage and financial loss all at the same time.

A recent cyber incident at a major UK retailer shows how quickly risk escalates. A breach at a third-
party supplier shut down online sales for months, disrupted click-and-collect, and left gaps on store
shelves. Customer trust suffered, competitors took market share, and the financial impact ran into
nine figures, with lost sales nearly wiping out half-year profits.

This is why boards now increasingly expect visibility. They want to understand where the
organization is exposed, how risk/ opportunity appetite aligns with strategy and whether
management has control of emerging risk.
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2.0 ERM vs tradition risk
management

Enterprise risk
management (ERM) vs
traditional risk

management

One of the biggest misunderstandings is treating

enterprise risk management as a larger version of
traditional risk management. That framing misses
the point.

Traditional risk management is function-led:
e |IT manages cyber risk
e |egal manages regulatory risk
* Operations manage operational risk

Each team uses its own tools, language, and
reporting cadence. Risks are assessed within silos,
optimized locally, and escalated intermittently.

That approach breaks down at an enterprise scale.

Modern risks do not respect organizational
boundaries. A third-party failure is not just an
operational issue. It becomes a regulatory problem,
a reputational event, a financial exposure, and a
strategic disruption at the same time. When risk is
managed function by function, no one sees the full
picture until it is too late.
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Enterprise risk management starts with a different
premise. It treats the organization as a system, not a
collection of departments. ERM asks how risks
interact across functions, regions, and objectives,
and how those interactions affect the
organization’s ability to execute strategy.

This is why ERM is not about consolidating risk
registers or standardizing reports. It is about
connecting risk/ opportunity appetite to real
decisions, assigning clear ownership, and creating
consistent escalation when exposure crosses
acceptable thresholds.

Traditional risk management focuses on control
within functions. ERM focuses on resilience across
the enterprise.

If risk management does not change how leaders
prioritize, invest, and act, it is not enterprise risk
management. It is just better organized silo
reporting.
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allows organizations
to produce
documentation
without producing
Capabnny
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3.0 ERM done well vs
poorly

Enterprise risk
management done well
vs enterprise risk
management done

poorly

Enterprise Risk Management done well
supports better decision-making. When it is
done poorly, it creates a false sense of
security.

When enterprise risk management is
working, it sharpens decisions rather than
slowing them down. Leaders have a clear
view of the organization’s principal risks,
understand how those risks interact and
can weigh trade-offs in real time. It should
be an ongoing process and one which is
always being amended and updated.

Risk appetite should not be a static
statement on paper. With effective ERM
becomes a practical guide for action,
always evolving and improving.

Read the blog_Stefan

features in
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“There’s no such thing as
a risk appetite, what you
have an appetite for is an

outcome.”
Stefan Gershater
Risk Director
Co-op

In it's most effective state, enterprise risk
management acts as a decision-support
discipline. It helps leadership stress-test
assumptions, surface interdependencies
early and avoid surprises that derail
strategy after the fact. Decisions about
growth, outsourcing, investment, or
technology adoption are made with a
realistic understanding of exposure and
resilience.
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Poorly implemented enterprise risk
management does the opposite.

It produces extensive documentation, which is often not referred to again.

While it may involve presentations of reassuring dashboards and neatly scored risk registers,
these give the impression of control without delivering it.

Many leaders are blindsided as the risks appear managed because they are logged, but in
reality, because they are actively owned, checked up on or mitigated. Warning signals are
buried in reports instead of escalating when timing matters most.

This is the most dangerous outcome of all. Weak enterprise risk management does not
leave organizations blind. It leaves them confident at precisely the wrong moment, which
many realized when the unprecedented event of COVID-19 occurred.
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4.0 Why ERM fails in
practice

What is the reason that
enterprise risk
management fails in
practice?

Enterprise risk management rarely fails because organizations ignore it. It fails because it is
implemented in ways that look robust but are not sustainable to implement long term or do not
hold up when strained.

#1 Unclear ownership of risk

The most common failure is unclear ownership. Even if a company makes an active effort to
ensure risks are identified, discussed, and reviewed, if no one is accountable when exposure
escalates the process can be undermined, particularly because only the board has the
authority to resolve trade-offs between risk, investment, and strategic priorities when
thresholds are breached. While shared ownership sounds collaborative, in practice, it
dilutes responsibility.

#2 Spreadsheet driven risk management

Closely behind is failure caused spreadsheet-driven risk management. Spreadsheets feel
flexible and familiar, but at enterprise scale they fragment visibility, create version control
issues and make it impossible to see how risks interact. They are basic documentation tools,
not governance mechanisms.

#3 A lack of centralized governance

Fragmented governance across regions or business units is another silent failure point. Risk
may be well managed locally but inconsistently applied globally. Blind spots only emerge
when disruption crosses boundaries, which it inevitably does.

Copyright @CoreStream GRC. All rights reserved.
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4.0 Why ERM fails in
practice

#4 Too much conversation, too few conclusions

Another frequent breakdown is overdocumentation with no insight. Many enterprise risk
management programs generate extensive registers, reports, and policies that might satisfy
audit expectations but do little to inform decisions. When leaders cannot quickly see what
matters most and are forced to parse through documentation, enterprise risk management
becomes background noise.

#5 Inflexible technology-first approaches

Organizations buy or deploy pre-made enterprise risk management or GRC software before
they have agreed on how risk is supposed to be managed. The software which is a one-size-
fits-all ends up asking a series of questions the organization cannot answer. The results?

» Digitized and uniform processes but no wide understandings

» Scales inconsistent behavior
« Makes poor decisions and reporting look more structured because they sit in a platform

#6 Company values are not integrated into
processes and embedded in company culture

Finally, enterprise risk management fails when it is not aligned to company objectives. If senior
leadership engagement stops at formal approval and ERM is treated as a compliance
obligation, it quickly becomes a tick-box exercise.

ERM only works when it is visibly connected to strategy, performance, and outcomes
leaders actually care about.

Want to learn 3 strategic steps to integrate vales into your governance, risk and compliance?

Read the value-

based GRC blog
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4.0 Why ERM fails in
practice

What does enterprise risk management
maturity look like at enterprise scale

Enterprise risk management maturity is not binary. Most organizations sit somewhere between
fragmented and properly embedded, whether they acknowledge it or not.

Early-stage, underdeveloped enterprise risk management is reactive and siloed. Risks are
captured inconsistently, ownership is unclear and reporting is largely backward-looking.

More developed programs introduce coordination. Common taxonomies emerge, ownership
improves and risks are assessed with greater consistency. Enterprise risk management
becomes more visible, but still often sits alongside the business rather than deeply within it.

Mature enterprise risk management is embedded. Risk considerations inform planning,
investment decisions and performance discussions. Leaders triage risks and focus on principal
risks rather than getting lost exhaustive lists. They also revisit risks continuously as conditions
change.

What progress actually looks like is not more data, but better focus. In fact, most mature
organizations resist overengineering. They simplify, prioritize and align enterprise risk

management tightly to strategic objectives, accepting that not every risk requires the same
level of attention.

What is the role of technology in
enterprise risk management?

Of course, technology is essential for enterprise risk management at scale, but it is not the
starting point.

Effective ERM software should enable clear ownership, consistent workflows, and
enterprise-wide visibility. It must reflect how the business actually operates, not force
teams into artificial structures that exist only inside the tool.

Tools alone do not fix governance. Value-based GRC requires ERM to be embedded into
culture, processes, and day-to-day decision-making. Without that foundation, technology
simply accelerates existing weaknesses.

Integrated GRC platforms matter because they reduce fragmentation. When risk, compliance,
audit, and policy operate on shared data and common structures, organizations gain
consistency across regions and functions. This is what allows ERM to scale without
collapsing under its own complexity.

Book a workshop
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5.0 Role of ERM in
regulation

What is the role of
enterprise risk
management in regulation
and regulatory scrutiny?

Regulators are no longer satisfied with Of course, documentation still matters, but

assurances that risk frameworks exist. only when it reflects reality. Under

They want evidence that risk is governed scrutiny, regulators look for alignment

effectively in practice. between stated policies, actual controls
and real decision-making behavior. ERM

Good enterprise risk management provides the connective tissue that makes

supports regulatory confidence by that alignment visible.

demonstrating reasonable oversight,
clear accountability and structured
escalation. It shows not just that risks are
identified, but that they are understood by
senior management, owned, monitored
and acted upon.
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6.0 The future of ERM

The future of enterprise
risk management

Enterprise Risk Management
Client References for
Michael Rasmussen’'s Report

= corestreamgrc
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Read the preview
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Enterprise risk management is moving away from
static, periodic assessments toward continuous risk
oversight.

Dynamic monitoring, analytics and real-time data
are enabling earlier identification of emerging risks.
However, the heat is also being turned up for
leadership. Boards are demanding clearer evidence
of accountability and control, not just quarterly
summaries. At the same time, regulators are paying
closer attention to how organizations govern risk, not
just whether frameworks exist.

In this context, ERM is no longer optional. But it must
be practical, scalable and embedded into how the
business actually operates.

As Michael Rasmussen, GRC 2020 founder and
pundit observed in his enterprise risk management
solution perspective for CoreStream GRC, effective
enterprise risk management requires moving
beyond disconnected reporting toward a model
where risk becomes “a dynamic, intelligence-driven
discipline embedded in daily management,”
enabling leaders to align objectives, exposure, and
action in real time.

This shift from integration toward orchestration,
where objectives, risk, obligations, and
performance move together across the enterprise, is
explored in detail in Rasmussen’s enterprise risk
management solution perspective, based on direct
conversations with organizations using CoreStream
GRC to modernize how risk informs decisions.

Want to hear more about the independent third-party
review of our enterprise risk management solution?
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Our closing message: Execution is the
differentiator

Enterprise risk management does not succeed because an out-of-the box
framework is adopted. It succeeds when execution holds under pressure.
Done well and planned strategically, enterprise risk management becomes a
competitive and governance advantage. It sharpens decision-making,
strengthens resilience and builds confidence with boards, regulators and
stakeholders. The organizations that lead will not ask whether enterprise risk
management exists. They will ask whether it actually works, and whether it is
ready for what comes next.

Book a workshop with our GRC experts

Book a workshop

PAUL CADWALLDER
GRC Strategy Director

+44 7909 807103
paul.cadwallder@corestream.co.uk @

LIONEL MATSUYA
Head of Client Solution Design

+44 7917406113
lionel.matsuya@corestream.co.uk @
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