
 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 
 

 
 
 
 

 
The Risk Culture Conundrum  
Instinctively, everyone knows that having a good risk culture (or 
in more general terms, a good organisational culture that 
promotes behaviours aligned with the long-term sustainability of 
the business) is a critical factor to the effectiveness of a risk 
management framework. In practice, however, it can be a 
nebulous concept to define and measure.  

According to Urban Dictionary, 2017, the phrase ‘do it for the culture’ is “usually a statement requesting that 
someone carry out a specific action for the benefit of their shared culture”. 

In the examples above, these rappers are discussing the behaviour of fellow artists who were leveraging the 
work of others without giving due credit. It’s easy to imagine a similar conversation in the corporate setting 
where questionable behaviours and treatments of customers and/or employees are being called to question, 
albeit likely using a different set of colloquialisms. 

‘Do it for the culture’ could equally be used in reference to “a person or a group of people doing something 
that they wouldn’t normally do just because the thing is hyped. Pretty much another way of saying that 
someone’s a follower” (Urban Dictionary, 2017). Knowing that people in your organisation are likely to 
‘follow’ the behaviour of others around them, do you have confidence in the tone setters? And are the people 
setting the tone actually the people you expect? 

 

“I feel like I gotta say something. 
Sh*t aint sitting right with me.” 

Kendrick Lamar, American Rapper 

 

“I feel you bruh, do it for the 
culture.” 

Quavo, American Rapper 
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Risk 
Leadership

• Directors and 
Executives 
influence and 
promote desired 
risk culture.

• Executives and 
managers role 
model 
appropriate risk 
behaviour.

• Employee 
perceptions of 
acceptable 
behaviour align 
with desired 
culture.

Risk 
Awareness

• Employees have 
a sound 
awareness of: 

• risk 
responsibilities 
relevant to 
role;

• corporate risk 
appetite 
principles;

• tolerance 
limits relevant 
to role;

• desired risk 
culture; and

• corporate 
values and 
expected 
behaviours.

Risk 
Transparency

• Risk issues are 
escalated via 
appropriate 
mechanisms. 

• Adequate level 
of challenge on 
risk in decision 
making at all 
levels.

• Risk events are 
swiftly rectified 
and root cause 
analysis 
conducted.

Risk 
Capability

• Adequate 
support from 
risk specialists 
in the risk 
function and risk 
champions in 
the business.

• When breaches 
of risk appetite 
and tolerance 
limits occur, 
effective action 
is taken on a 
timely basis.

Risk 
Alignment

• Individuals are 
rewarded for 
risk based 
decision making 
and positive risk 
behaviors (e.g. 
via incentives, 
promotions, and 
increments).

• Appropriate 
consequences 
are applied for 
unapproved risk 
taking and 
adverse risk 
behaviors.

 

Defining Risk Culture 

Here at Hall Advisory, we look at 5 key areas to help define risk culture: 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Enhancing Risk Culture 

Common approaches currently adopted by financial institutions in attempting to improve their risk 
culture include: 

• Entity specific recommendations arising from independent risk culture diagnostics 
• Executive level risk communications 
• Enterprise risk management training modules 
• Inclusion of risk considerations within performance management, remuneration and 

promotion frameworks 
 
Additional approaches to and extensions of the process for improving risk culture can include: 

• Appointment of additional risk champions or full time risk resources within the first line 
to challenge adverse behaviours and encourage improvement 

• Scenario based experiential learning workshops on enterprise risk management 
• Implementation of small rewards programs to promote positive risk behaviours 

 



Periodic employee engagement 
surveys incorporating questions on 

risk culture
OR

Periodic risk culture surveys of all 
directors, executives and employees 

Interviews with key stakeholders 
that seek to provide context for 

interpreting the survey results and 
formulating recommendations

Periodic Board review of current 
state against desired risk culture 
(as defined) and decision-making 

on any actions required to 
influence and improve risk 

culture

Risk Culture Diagnostics 

Approaches to risk culture assessments are 
understandably wide ranging given the relatively 
new emphasis on this part of risk management. 
While expertise continues to be developed across 
the industry and its regulators, we are likely to see 
numerous approaches being utilised, all touting their 
superiority. It’s important to remember that there is 
no single correct solution! The approach taken 
should be appropriate to the size and complexity of 
the organisation, and relatable to its employees. It is, 
after all, their culture which you are trying to assess. 

Further to this, one cannot underestimate the benefit 
of using many approaches simultaneously, in order 

to triangulate information from multiple data 
sources across various segments of the business to 
paint a more accurate picture of the true culture and 
sub-cultures existing within the organisation.  

Where independent risk culture assessments are 
undertaken, the key priorities are to ensure that an 
adequate balance of survey and interview processes 
are undertaken. The individuals conducting the 
interviews should be appropriately experienced, 
with a personable approach that facilitates trust in 
the confidential discussions and helps to uncover 
deeper meaning in the survey results.

 
The approach recommended to financial institutions by Hall Advisory is the triangulation of the following 
points: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 The individuals conducting the interviews should be appropriately experienced, 
with a personable approach that facilitates trust in the confidential discussions. 

 



Additional layers and extensions of the risk culture assessment process can then be added as follows. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

 

* Artificial Intelligence (or AI) is becoming more sophisticated, with institutions using new and evolving technology to extract 
and analyse data, thus enabling them to identify differences and changes in sub-cultures across the business as well as key 
influencers. Developments have also seen AI used to scan employee emails to identify the tone of language being used across the 
organisation. 
 

Monitoring Risk Culture  

 
 
 
 
 
 
 
 

 

Deep dive file 
reviews and 

interviews on 
decision-making, 
KPI achievement, 
risk considerations Scenario-based 

risk workshops 
incorporating 
risk culture 
assessments 

Independent 
observation of 
interactions at 

Board/Committee 
meetings 

Interviews and 
workshops with 

selected directors, 
executives and 

employees 

Periodic risk 
culture surveys or 

questionnaires 

Use of research 
backed risk 

culture scales 
and/or peer 

benchmarking 

Extension of risk 
culture surveys to 
relevant material 
service providers 

Use of artificial 
intelligence 
methods* 

Layer 1 

Layer 2 Layer 4 

Layer 3 

 Quarterly dashboard of risk culture 
indicators for management and Board 
reporting. 
 

 Inclusion of risk culture considerations 
within internal audit approach, scopes and 
reporting. 
 

 Identification of risk champions to 
challenge adverse behaviour and provide 
qualitative updates on risk culture. 

 

As internal culture can be impacted over time through 
staff transitions, mergers and acquisitions and the 
general growth of an organisation, it’s important to 
periodically check in and monitor shifts in the risk 
culture. 

When in doubt, opt for independent work to remove any 
potential for bias. 


