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Title Risk Workshop
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Status OFFICIAL 

Equality Diversity and Inclusion

EDI implications Yes
Slide 4 – SI02 and SI03 relate to attrition and retention which relates to Equality Priority Objective (EPO) of a 
representative workforce. 

Slide 5 – SR01 and SR04 relate to performance trajectories and Scheme rule changes which relate to EPO 
‘Customer service and accessibility’. 

Slide 9 – Roles and responsibilities of the Board and Committees from a social mobility reporting aspect. 

Freedom of Information Act 2000 (FoI)

Paragraph reference FoI exemption and summary 

N/A N/A
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Where we are and ensuring 
collective ownership of risk



1. 2023/24 Strategic Issues
Risk/ 
Issue 
Ref

Date 
raised

Date risk 
revised Short name Description Root cause Consequence Risk 

theme
Secondary 
risk theme
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SI.01 01/06/2021 30/03/2023 Backlog of 
Investigation cases

In 23/24 LeO still has a backlog of 
cases awaiting investigation, after 

'early resolution' but waiting full 
investigation in the pre-assessment 

pool.

• Limited skilled resources  
• Budget limitations 

regarding our ability to 
progress Lean review 
initiative   

• Implementation of 
Scheme Rules changes    

• Corporate attrition

• Attrition
• Lack of trust from 

stakeholders
• Reputational risk

Operation
s

Reputation
al Open 16 20 9

SI.02 01/12/2021 30/03/2023

Staff attrition - 
Corporate and 

Operations roles (other 
than BAU investigators)

Inability to attract, engage and retain 
the right talent and skills at Corporate 

and Operational (other than BAU 
investigators), caused to some extent 

by a lack of flexibility/autonomy 
regarding pay remit and employee 

value proposition. 

• Lack of a competitive 
value proposition

• Buoyant job market

• LeO being unable to 
attract and retain 
staff to do work at 
Corporate and 
Operational level 

• Not being able to 
meet KPIs or business 
objectives  

People Operations Open 20 20 12

SI.03 
(New 
23/24)

30/03/2023 Staff attrition - BAU 
investigators

Inability to attract  appropriate calibre 
investigators with the ability to rapidly 
embed into their role, and to retain 

the right talent after training / 
development investment has taken 

place, to a large extent caused by a 
lack of flexibility/autonomy regarding 

pay remit and employee value 
proposition and concerns around 

workload and targets.

• Lack of skilled resources 
to carry out 
investigations

• LeO is unable to 
meet performance 
indicators.

• Lack of trust from 
stakeholders

• Reputational 
damage

People Operations Open 25 12



2. 2023/24 Strategic Risks
Risk/Issu
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Date 
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Date risk 
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SR.01 01/06/2021 30/03/2023
Failure to meet Business 

Plan's performance 
trajectory

Failure to deliver against performance 
trajectory as outlined in the Business 
Plan, leading to unacceptable customer 
journey time (i.e. the time a customer 
waits for their case to be resolved)

• System outages / short terms 
sickness / other leave / 
unexpected staff not being 
available / compassionate 
leave, etc./ unexpected bank 
holidays.

• Staff attrition
• Proportion of staff (established 

v non-established)

• Loss of credibility from 
stakeholders and confidence in 
LeO’s improvement trajectory

• Attrition
• Lack of trust from stakeholders
• Reputational risk

Operations Reputation
al Open 16 16 9

SR.02

(This was 
SR.05 in 
22/23)

01/05/2022 30/03/2023 Leadership resilience

Lack of leadership resilience at 
Executive Team level as a result of 
pressures or gaps at Executive and/or 
Management level, potentially 
impacting on LeO’s ability to effectively 
deliver on strategic and business plan 
commitments, or to respond to 
emerging pressures and demands.

• Executive and/or 
Management level attrition 

• Challenges of recruiting in a 
competitive labour market  

• Lack of effective succession 
planning for critical roles 

• Lean executive and 
management structure, 
historic resource and budget 
pressures

• Potential failure to deliver on 
LeO’s strategic and business plan 
commitments 

• Prioritisation of delivery on 
commitments or future planning

• Less resilience to respond to 
emerging pressures and 
demands.

• Limitations on future strategic or 
business planning 

• Increased pressure on existing 
leadership, with potential for 
further impact on senior resilience

• Single points of failure or over 
dependence on critical roles 
within senior structure

People N/A Cautious 12 12 9

SR.03 

(This was 
SR.06 in 
22/23)

01/05/2022 30/03/2023

Risk of OLC budget 
variance becoming 

outside of a tolerable 
position (underspend / 

overspend).

Risk of OLC budget variance 
becoming outside of a tolerable 
position (either forecast overspend or 
underspend).  

• Underspend: inability to retain/ 
attract staff,  delays in 
recruitment, higher attrition 
than forecast, impact of 
inflation. 

• Overspend: impact of 
inflation, lower attrition than 
forecast, unexpected 
regulatory requirements/ costs, 
unexpected increased non-
staff costs

• Reputational damage and lack 
of trust from stakeholders.

• Significant underspend will 
impede on our ability to deliver 
priorities. 

• A significant overspend shows 
lack of budgetary control / 
budget management, leading to 
lack of trust from stakeholders 
and reputational risk.            

Financial Reputation
al Minimal 12 12 8

SR.04  
(New 
23/24)

30/03/2023 Scheme Rules changes

The Implementation and application of 
the new Scheme Rules fails to deliver the 
anticipated improvements in customer 
experience, efficiency and 
proportionality or has an unacceptable 
detrimental impact on any group(s) of 
our customers.

• Key SRs data points and 
impact assessments not 
effectively interpreted and 
assessed.

• LeO's reputation affected.
• Lack of trust from stakeholders

Potential to impact – LeO’s 
reputation, operational delivery 
and organisational strategy. 

• Impacts can be managed / 
mitigated by: ability to vary 
application of Ombudsman 
discretion; review of data

Reputational Operations Cautious 8 4
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Risk matrix guidance 
IMPACT

1
No (or very limited) impact to LeO's 

business or reputation, or to any individual 
customer or stakeholder 

2

Minor impact on LeO's reputation (or that 
of any customer or stakeholder) or very 

short-term (hours) inconvenience to LeO's 
business 

3

Moderate impact to LeO's reputation (or 
that of any customer or stakeholder) or a 
moderate inconvenience (days) to LeO's 

business  

4

Significant impact to LeO's reputation (or 
that of any customer or stakeholder) or a 

significant inconvenience (weeks) to 
LeO's business  

5

Severe impact to LeO's reputation (or 
that of any customer or stakeholder) or a 

significant inconvenience (months) to 
LeO's business  

LIKELIHOOD

1 0-5%
Very unlikely

2 6-20%
Unlikely

3 21-50%
Possible

4 51-80%
Probable

5 81%- 99.9%
Almost certain

5 Catastrophic

5 10 15 20 25

4 Major

4 8 12 16 20

3 Moderate

3 6 9 12 15

2 Minor

2 4 6 8 10

1 Insignificant

1 2 3 4 5

LIKELIHOOD SCALE
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Risks and issues – what’s the difference? 

• A risk is the effect of uncertainty on 
objectives, ie an event which may
happen.

• An issue is something that is 
happening or has already happened 
and is therefore already causing/has 
caused an impact
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3. Proposed change to the OLC risk appetite statement

FY 2022/23

“The Office for Legal complaints (OLC) has an overarching cautious risk appetite 
approach, but with a clear aim of moving towards an open approach over the course of 
2022/23 and 2023/24 as we move closer to a sustainable position in terms of LeO’s 
service. This reflects the need to balance the open risk appetite associated with 
continuing delivery of transformational change (through the implementation of new 
ways of working, implementation of significant Scheme Rule changes, seeking further 
innovative approaches and efficiencies) with the more cautious risk appetite in relation 
to delivering on our recovery plan commitments and trajectories and managing LeO’s 
reputation with customers, service providers and wider stakeholders. This is managed 
alongside a minimalist approach to financial risk.”

Proposed statement FY 2023/24

“The Office for Legal Complaints (OLC) will operate with an overarching open risk 
appetite approach, allowing the Legal Ombudsman to continue to deliver 
transformational change (through new ways of working, embedding significant Scheme 
Rule changes, identifying further innovative approaches and efficiencies) and seek to 
move LeO towards an organisation focused on improvement and learning. The OLC has 
an open risk appetite in relation to operational delivery but continually monitors and puts 
in place mitigations to manage any significant risk to our improvement trajectory, levels 
of customer service or LeO’s reputation with customers, service providers and 
stakeholders. This is managed alongside a minimal approach to financial risk.” 
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The new Strategy and 
overseeing future risk
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4. Risk Management Framework – who is responsible for what?

OLC Board

The role of the Board is to set the strategic direction of the organisation and exercise oversight, support, and challenge 
of the Executive in their management of the organisation, in order to meet objectives. The Board’s role in respect of risk 
management is to support the Chief Ombudsman in their role of ensuring that OLC has in place effective arrangements 
for governance, risk management and internal control.  It is also responsible for setting the organisation’s risk appetite 
and approving the organisation’s risk tolerances. The Board reviews and approves the organisation’s strategic risks / 
issues analysis each year. The Board also reviews and approves this framework, as well as the OLC Governance 
Framework.  

Audit, Risk and 
Assurance 
Committee 

(ARAC)

The Audit and Risk Committee (ARAC), oversees the OLC's risk management processes, governance and financial 
control framework. ARAC provides assurance to the OLC Board on the risk management framework including risk 
identification, mitigation and management along with an agreed risk appetite structure.  As indicated in the ARAC 
Terms of Reference, they periodically review risk assurance reports from the Executive and provide advice where 
weaknesses are observed

The Chief 
Ombudsman

Accountable to the OLC Board for the effectiveness of the system of internal controls at LeO, including the adequacy of 
governance and risk management arrangements in the organisation. The Chief Ombudsman has ultimate responsibility 
for ensuring that LeO has in place an effective overall system of internal control. This includes having in place effective 
governance and risk management arrangements, which reflect wider good practice.

Executive Team 
(ET)

Executive Team (ET) members are required to support the Chief Ombudsman in discharging governance, risk 
management and internal control responsibilities in their respective parts of the organisation. Executives are 
accountable to the Chief Ombudsman for the reporting of all relevant risks in their respective areas, and the adequacy 
of risk mitigation activities to reduce gross risks to residual risks levels that are within OLC Board risk tolerance parameters.  
ET provide an essential bridge between the strategic risk decision-making process and the overarching governance of 
OLC’s risk management strategy. ET consider the strategic risk recommendations made by MT and make their own 
determination of what proposals to take to Board.

The Executive Team are accountable to the OLC Board for the management of the organisation and for the effective 
delivery of the OLC scheme rules. The ET are supported by a tier-lower Management Team. 

Head of 
Programme 

Management & 
Assurance

Facilitate LeO’s risk management and risk reporting activities across the organisation. The Head of Programme 
Management & Assurance is responsible for ensuring that LeO’s corporate governance system of internal control and 
Risk Management Framework are robust, kept up to date, adhered to, proportionate and fit for purpose in supporting 
informed decision making and the delivery of the organisation’s strategic aims. 

Risk Manager
The Risk Manager has responsibility for ensuring risks are identified, monitored and reported in the organisation as part of LeO’s 
corporate performance reporting arrangements, supporting the Head of Governance to ensure the requirements in line with 
the Risk Management Framework are being correctly applied.
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6. Current risk reporting to ARAC

• Risk Assurance is presented as a snap shot of the ARAC dashboard which 
went live in Q4 of 22/23. 

• The Risk Assurance report details updates on strategic risks and issues, which 
includes detailed narrative on controls and their effectiveness. 

• The Risk Assurance report details the mitigations (current and future) and 
whether these have been determined as ‘effective’. This is included to assure 
that the Executive have a firm grip on managing risk continuously throughout 
the year, with regular reviews and updates – see screenshots on slide 11.  

• In response to the ARAC Effectiveness Review Action Plan, LeO now produce 
internal deep dives which are presented to ARAC twice a year. The first deep 
dive on Business Continuity was presented in May.

• Clear visibility of progress made on risk management as part of the 
‘moderate’ GIAA audit opinion in Q3 of 23/24 which recognised significant 
progress on risk. 

• Robust tracking of audit actions, providing rationale for closed / overdue 
actions on a quarterly basis. All Executive Team actions are tested internally 
by the PM&A function before formal closing and this is shared with ARAC and 
GIAA.

• Current reporting includes risk tolerances and risk metrics aligned to 
performance metrics which provides visibility of areas of improvement or 
concern. 



11

Example of Effectiveness of controls:

Example of Strategic risk update:

6. Current risk reporting to ARAC
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5. Current risk reporting to OLC Board

• Risk and audit narrative as part of the Chief Ombudsman Executive 
Report – this highlights key movements in strategic risks and/or issues, audit 
plan progress and escalations from business unit risks. 

• ARAC update from the Chair of ARAC.  ARAC reviews LeO’s risk 
management and assurance on a regular basis, including scrutiny of risk 
identification, mitigation and management, and provides assurance to 
the OLC Board on the risk management framework

• Shift to quarterly performance reporting, which aligns to risk tolerances 
and appetites following agreement at last year’s OLC Board Strategic Risk 
Workshop. 

• Narrative provided on a monthly basis via the ‘Agreed Data Set’ on 
movement of strategic risks, issues and audit actions. 

• Annual OLC Board workshop – discussing and agreeing risk appetite and 
strategic risks and issues for the financial year.
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Questions for the Board

• Do you feel you have sufficient strategic oversight of risk? 
• Do you as Board members feel you receive the appropriate level of 

risk assurance? This would include information on key controls, 
assurance, and future actions for strategic risks

• Are there any gaps?
• What would Board like to see more of or done differently in terms of 

risk reporting to ARAC and/or Board?
• How do Board members think they should oversee risk as we enter 

a new strategy period?
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Appendix 1
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Risk appetite guidance (1/3)

Note: Risk appetite positions as defined by the orange book:
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Risk appetite guidance (2/3)
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Risk appetite guidance (3/3)
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Appendix 2
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4. Roles / Responsibilities Framework (Management of 
Risk in Government)
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4. Roles / Responsibilities Governance Framework (PHSO)
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