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1. Theological Basis and Strategic Objectives 
The theological basis of risk management is central to the Synod’s Risk Management Policy. 
This is grounded in our understanding of stewardship, legal expectations of the church, 
responsibilities set out in the UCA (Uniting Church in Australia) Constitution and Regulations 
and our organisational structure per the UCA (S.A.) Property Trust Act.  

Risk management within the Synod is a problematic area as it is often perceived as a 
process made in deference to secular values and corporate structures. The reality is that the 
Church exists within a society that has quite specific expectations in these areas. However, it 
is important to acknowledge at the outset that the Synod’s involvement in risk management 
is primarily undertaken out of theological awareness and necessity rather than out of any 
societal expectation. 

In the first instance, our awareness of risk management and our commitment to the 
processes set out in this document relate to our historical and traditional understanding of 
stewardship. The Church acts as steward of its resources which are to be used for the 
mission of God and the continuation of the Church into future generations (in whatever 
shape or form). Caring for those resources is a duty that we accept as the Synod and as 
individual members of the Church. 

Secondly, however, risk management is part of the ongoing conversation within the Church 
about “rendering to Caesar that which is Caesar’s”. As Church we operate in a society that 
has certain legal expectations that we must uphold if we wish to continue to operate within 
that society. We may choose to withdraw from certain areas of the life of our society but until 
we make that deliberate choice it is incumbent upon us to live within the legal rules and 
guidelines of our 21st century society. 

A more in-depth consideration of the theological basis for Risk Management is set out in 
Appendix 1. 

The strategic objective is to apply systematic and consistent risk management 
methodologies across the Synod.  This will enable identification of critical risk exposures and 
improve capabilities for predicting and managing uncertainties. The strategy seeks to 
maximise positive benefits and to minimise any potential negative impact on the 
achievement of objectives.  

The Synod Standing Committee (SSC) seeks to develop an effective risk management 
culture that is consistent with the Church’s values and to engage, as well as to encourage, 
leaders across the Synod to foster the development of this culture. 



Uniting Church SA 
Risk Management Policy 

 

 

4/23 

2. Responsibility  
Responsibility for the sound management of the Synod of South Australia (Synod) ultimately 
rests with SSC. The SSC has delegated authority for risk management to the Resources 
Board (RB), which in turn has appointed a dedicated sub-committee to manage this process. 
This Committee is the Risk Management Committee (RMC).  

The objective of the RMC is to ensure that appropriate risk management is occurring 
throughout the Synod.  On behalf of the Resources Board, the RMC will establish and 
maintain a co-ordinated and systematic process which will provide direction to, and controls 
for, the organisation in regard to Synod-wide risk management.  

In undertaking its role the RMC shall report regularly to the Resources Board and will 
undertake other responsibilities as the Resources Board or Standing Committee shall 
determine.  

 

3. Scope and Purpose 
This policy applies to the activities of the Uniting Church in South Australia Synod. It is 
anticipated that the systems and processes developed in accordance with this policy may 
later be adapted for use by Congregations to assist in their management of risk. 

The purpose of this policy is to: 

• Formally document the approach to, and management of, risk 
• Define the risk culture and risk appetite within the Synod 
• Detail the responsibilities and accountabilities for risk management 
• Establish the framework for identification, assessment, treatment, documentation, 

monitoring and review of risk 
 

4. What is Risk Management? 
Risk can be defined as the “effect of uncertainty on objectives”1 – the impact an event may 
have on the Church’s goals, defined in terms of likelihood and consequence. Any deviation 
from an expected outcome can be attributed to risk – which can be either positive or 
negative. 

Risk Management is the systematic application of management policies, procedures and 
practices to identify, analyse, assess, treat and monitor risk. 

Risks facing the Synod can result from both internal and external factors. This risk 
management policy classifies specific risk exposures into six broad categories which may be 
internally driven, externally driven or a combination of both.  

                                                
1 As defined in the risk management standard AS/NZS/ISO 31000:2009 
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The broad risk categories considered are:  

• Spiritual / Theological 
• Personal 
• Legal Liability and Compliance 
• Operational 
• Strategic and Reputational 
• Financial  
• Property  
• Environmental 

 

5. Policy Statement 
The RMC is committed to adopting best practice risk management principles and therefore 
seeks to align this risk management policy with the standard AS/NZS/ISO 31000: 2009.  

Risk management is focused on identifying, evaluating, controlling and managing risks – it is 
not a negative or constraining concept. It allows the Synod to seek and take advantage of 
opportunities to achieve improved outcomes by ensuring that any risk taken is based on 
informed decision-making, realistic and measurable objectives and sound analysis of 
possible outcomes.   

While many operational elements of risk management may be delegated to senior 
management, the risk culture and risk tolerance of the group is established and set through 
the Synod Standing Committee. 

The main risk management policy objectives for the Synod include: 

• Foster a culture which establishes acceptable risk-seeking behaviours and 
communicates appropriate values and expectations of ethical behaviour 

• Create an environment where all personnel assume responsibility for managing risk 
and identifying possible risks in their areas of control 

• Ensure the Synod can effectively maximise its opportunities and minimise its threats 
• Focus limited resources in the most critical areas  
• Facilitate a rigorous and thorough decision making process 
• Ensure the process of managing risk is open and transparent 
• Facilitate continual improvement and enhancement of risk management practices 
• Improve compliance with relevant legislative and governance requirements 
• Encourage a culture which welcomes voluntary disclosure. 
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6. Risk Appetite and Tolerance 
Risk is inherent within all activities of the Church and any attempt to eliminate risk entirely is 
both impractical and inefficient. It is also runs counter to the theological basis of risk within 
the Church context. 

The Church is encouraged to embrace risk where an expected outcome is deemed to 
achieve a missional goal, be for the ultimate good of the gospel or greater benefit of the 
Church. This is balanced by the expectation that the Church will also act as good stewards, 
ensuring that finite resources are not wasted or misused. 

As such this policy establishes the threshold for risk exposure as: 

 

Any risk with a residual classification of ‘High’ shall be considered at the 
upper limit of the Church’s risk tolerance.  

A risk identified as ‘High’ will only be accepted where the RMC has 
determined that no practical treatment plan exists or the cost of treatment 
outweighs any negative impact. 

 

Any risk with a residual classification of ‘Extreme’ will exceed the generally accepted risk 
tolerance of the SSC. 

 
7. Materiality 
In a risk management context the concept of materiality refers to a level or threshold of 
significance that a potential risk exposure can be measured against, creating a reference 
point to help determine which risks may require the greatest attention. 

In setting an appropriate risk tolerance for the Church, consideration must be given to the 
materiality or significance of both financial and non-financial criteria. 

The materiality levels for each ministry centre or department will need to be determined by 
management having regard to the guidelines in Section 14.2. The final materiality levels for 
each ministry centre or department, if different to the organisation’s guidelines, need to be 
approved by the RMC.   

 
 

8. Risk Classification 
Following a risk assessment, as detailed in Section 11, an identified risk will be classified as 
either:  
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  LOW: 

These risks generally pose no threat to the ongoing activities of the 
Church and are insignificant in nature. Risks categorised as low 
would be sufficiently managed via routine procedures and 
departmental processes.  

  MEDIUM: 
Medium risks fall within the accepted risk tolerance of the Church. 
Management will be responsible for actively monitoring and treating 
these risks where appropriate. 

  HIGH: 

High risks are at the upper limit of the acceptable tolerance level. 
These risks will only be accepted where there is no practical 
treatment plan, or the cost of treatment is greater than the likely 
impact of the risk identified.   

Any risks near or above the defined tolerance level will be 
subject to regular reporting and review by the RMC and 
Resources Board. (Section 10.3 – 10.4)  

  EXTREME: 

Any risk assessed as extreme falls outside the generally accepted 
risk tolerance of the SSC.  

Immediate notification and contingency planning is required for 
any extreme risks identified. (Section 10.6) 

 

8.1. Risk status 

Risk assessments are conducted at a ‘point-in-time’, therefore consideration needs to be 
given to the effect that time may have on an identified risk. 

As such, a high or extreme risk may be assigned a risk status of either:  
(Note: Low and medium risks do not need to be assigned a risk status as they will be accepted)      

ACCEPTED: 
The majority of risks that fall within the acceptable risk tolerance of 
the SSC will generally be ‘Accepted’ subject to regular monitoring of 
the risk and any mitigating controls. 

TEMPORARY: 
An assessed risk may be assigned a ‘Temporary’ status resulting 
from a time lag in implementing controls or the prospect of further 
mitigation that can be planned in a structured way. 

PERMANENT: 
Some risks may be assigned a ‘Permanent’ status due to their nature 
or the inability of the Church to effectively transfer or mitigate these 
risks. 
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The RB may choose to accept an ‘Extreme’ risk with a ‘Permanent’ status, however these 
risks must be approved and monitored. A statement of acceptance of these risks by the 
RB must be confirmed on at least an annual basis or if any identifiable change in the 
risk is observed.  

The RB must approve and monitor any ‘Extreme’ risks with a ‘Temporary’ status. These risks 
are required to be reviewed on a regular, ongoing basis until the residual risk rating is 
returned to within the accepted tolerance level.  

 
9. Responsibilities 
9.1. The Uniting Church SA Synod Standing Committee (SSC) 

The SSC is ultimately responsible for the risk management practices of UCSA. The SSC will: 

• Approve the Risk Management Policy and any changes as required 
• Approve the Risk Appetite of the Church and make adjustments as appropriate  
• Ensure that the Church’s risk exposure is reasonable at all times 
• Will ensure processes are in place to monitor and manage all extreme risks where 

no treatment plan exists or no practical treatment plan can be implemented  
• Foster a culture within the Church that results in robust risk management principles 

being adopted 
 

9.2. The Resources Board (RB) 

On approval of this policy, the Resources Board is responsible for: 

• Oversight of the risk management process 
• Ensuring the approved Risk Management Policy is implemented across all areas of 

the Synod 
• Regular review of the Risk Management Policy and recommend any changes to 

SSC 
• Monitoring risk appetite and recommend any changes to SSC 
• Oversight of key risks identified in risk assessments and the effectiveness of 

treatment plans implemented for identified risks  
• Regularly reporting to the SSC 
• Approve the acceptance of any extreme risks on either a permanent or temporary 

basis 
 
 
 

9.3. The Risk Management Committee (RMC) 

On approval of this policy, the Risk Management Committee is responsible for: 

• Implementing the requested actions and decisions of the Resources Board or SSC 
• Coordinating the management of risk within the Synod in collaboration with 

Executive Officers including: 
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o Assessing effective mitigation strategies for identified risks, to reduce risk to 
an acceptable level 

o Allocation of resources to the highest priority risks identified 
• Rapid notification to the Resources Board, Property Trust (if required) and the SSC 

(if required) of any assessed risks that breach the approved risk appetite 
• Regularly reporting to the Resources Board 
• Encouraging and fostering strong risk management practices across all aspects of 

the UCSA Synod  
 

9.4. The Executive Officer 

On approval of this policy, Executive Officer (or delegate) is responsible for: 

• Implementing the risk management system for their Ministry Centre 
• Managing their Ministry Centre’s Risk Register including further development and 

improvement of the register 
• Ensuring risk assessments incorporating consultation with key ministry centre 

stakeholders are undertaken and periodically reviewed 
• Developing treatment strategies that seek to mitigate identified risks to an 

acceptable level 
• Ensuring that the RMC is immediately notified of any risks that breach the 

acceptable risk tolerance or have degraded over time 
• Regularly reporting to the RMC 
• Encouraging a culture of voluntary disclosure 
 

9.5. UCSA Staff 

All UCSA staff members are responsible for: 

• Acting in a manner which does not place the health and safety of themselves or any 
other person in the workplace at risk 

• Identifying any areas where risk management practices should be adopted 
• Following all documented guidelines and established policies that seek to minimise 

the impact of risk on the Synod 
• Reporting to the Executive Officer new areas of risk discovered 
• Encouraging a culture of voluntary disclosure 

 
 
 

10. Recording, Reporting and Transparency 
10.1. Managing the Risk Register 

To facilitate the risk management process and to enable appropriate notifications to key 
stakeholders, all identified risks and the assessment of those risks will be maintained within 
the UCSA Risk Register. 
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10.2. Reporting  

Relevant and timely reporting must be produced for the RMC, Resources Board and SSC, 
which will be a combination of: 

• Regular reporting of identified risks 
• Specific event notifications 
 

10.3. Risk Management Committee 

The RMC will be provided with a regular report that details all Medium, High and Extreme 
risks that are currently recorded in the risk register. All low risk items, which will continue to 
be monitored by Executive Officers, will be excluded as they pose nominal threat to the 
operations of Synod. 

 
10.4. Resources Board 

The Resources Board will receive a regular report that details only High and Extreme risks 
recorded in the risk register. The Resources Board has delegated responsibility for all Low 
and Medium risks to the RMC and/or Executive Officers. 

 
10.5. Synod Standing Committee 

The Synod Standing Committee will be regularly updated at its meeting on the outstanding 
High and Extreme risks recorded in the risk register. 

 
10.6. Specific Event Notifications 

If a new risk is identified as an Extreme risk, this becomes an Extreme Risk Notification 
event which will result in that risk being immediately reported to the RMC.  

The RMC will determine whether the identified risk warrants reporting to other Uniting 
Church SA committees/governing bodies.   

Similarly any risk assessed as at a higher risk classification than previously reported will 
trigger a Risk Event Notification which will be reported to the appropriate stakeholder as 
outlined below: 

• Low to Medium – highlight in regular reporting 
• Medium to High – notify RMC Chair and highlight in regular reporting 
• High to Extreme – immediately notify RMC Chair 

Under some circumstances specific risks may be observed as degrading over time.  

10.7. Transparency 

A risk management policy of the UCSA will be available on its website – sa.uca.org.au.  
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11. Risk Assessment 
The risk management process will, as far as reasonably possible, follow the risk framework 
set out in the standard AS/NZS/ISO 31000:2009. Accordingly the Synod’s risk management 
process will follow the steps identified in Figure 1 below. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
12. Establish the Context / Defining the scope 
Prior to undertaking a risk assessment it is important to understand the context and scope 
under which any assessment will be conducted. A Synod ministry centre should be able to 
articulate its objectives, strategies and other parameters which are relevant to any risk 
assessment. Fundamentally risk management is about systematically allocating resources to 
ensure that key objectives and targets are achieved. 

Broadly, the context of a risk assessment should consider both internal (organisational) and 
external (strategic) factors together with the purpose of the risk management activity. 

 
12.1. The External Context 

The external context should consider outside influences to the organisation. Such 
factors may include: 
• Environmental (business, regulatory, social, cultural, competitive, financial, political) 
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• SWOT (strengths, weaknesses, opportunities, threats) 
• Key stakeholder (expectations of individuals and groups associated with the UCSA) 
 

12.2. The Internal Context 
The internal context will consider key aspects of the Uniting Church SA including 
impacts on: 
• Culture and Ethos 
• Goals and objectives contained within the UCSA Strategic Plan 
• Structures, functions and key processes 
• Infrastructure 
• Internal relationships 
• Resource capabilities such as people, systems, processes and capital 
 

12.3. Risk Management Context 
The risk management context focuses on the area or activity which is subject to the 
risk assessment. Considerations will include: 
• The particular subject or process being assessed 
• Objectives of the activity 
• Any links to other activities of the UCSA 
• The kinds of risks that the activity will be exposed to 
• Objectives of the risk assessment 
• The assessment approach 
• Reporting and recording requirements 

 
 

13. Risk Identification 
The process of risk identification is best managed by breaking down the subject of the 
assessment, as established by the context/scope, into key categories or topics. 

This policy views the key risk categories as: 

• Spiritual / Theological (grace, faithfulness, ethos, identity, unity) 
• Personal (WHS, performance management, succession planning, etc.) 
• Legal and compliance (contracts, class actions, legislative compliance, etc.) 
• Operational (business continuity, human resources, change management, etc.)  
• Strategic and Reputation (community expectations, dispute resolution, public 

relations, etc.) 
• Financial (capital management, procurement, budgets, etc.) 
• Property (weather events, poor maintenance practices, aging/poor quality 

buildings) 
• Environmental (energy & resource usage, ethical investing, etc.) 

Stemming from these risk areas, a listing of specific risk items and scenarios that relate to 
the assessment can be generated: Risk Area | Risk Item | Risk Scenario. 
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The method used to identify a specific risk will essentially follow a pessimistic question 
framed as, ‘given the context statement, what can go wrong and how?’ 

From this statement we are concerned with: 

• What event could happen? (the risk) 
• How bad will the outcome be? (the consequence) 
• How frequently could this event occur? (the likelihood) 

 

14. Risk Analysis  
Once a listing of potential risks and threats have been identified, they can be analysed in 
terms of how likely each event is to occur (likelihood) and the possible magnitude of the 
effect (consequence). From this initial analysis the level of inherent risk can be determined. 

The risk analysis process is undertaken in two parts: 

• An assessment of the inherent risk  
The risk that would be expected to occur in an uncontrolled environment  

• An assessment of the residual risk  
After assessing controls or mitigation strategies that are currently in place 

 
14.1. Likelihood of Occurrence 

The likelihood of a risk event occurring is a subjective assessment on how often an 
event could be expected to occur. In assessing the likelihood of a risk event occurring, 
any historical losses would be taken into consideration. 

Likelihood Explanation 
Annual 
Probability 

Frequency 
Guide 

Rare While unexpected it is still technically 
possible < 5% Possibly within 10 

years 

Unlikely Could occur but considered highly 
improbable 5-10% Possibly within 5 

years 

Possible Feasible that an event will occur 10-40% Possibly within 3 
years 

Likely Highly probable in the foreseeable future 40-90% Possibly once a 
year 

Almost Certain Should be expected to occur in most 
circumstances >90% Possibly multiple 

times per year 

14.2. Consequence of Risk 
The impact that an event may have on the life of the Synod can range from 
insignificant to catastrophic. The assessment of consequence is not simply restricted 
to financial loss with both financial and non-financial considerations accounted for. 
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Consequence Materiality Guide 
Insignificant Any impact is not immediately visible / noticeable 

Spiritual/Theological 
• A small number of congregations / members do not celebrate the 

sacraments or read the Bible, pray privately and together, or 
share the faith in words and actions 

Personal • Injuries or ailments not requiring medical treatment 
Legal and 
Compliance • Standard operating procedures not followed 

Operational 

• Minor outage to non-critical systems for a period up to 4 hours 
• Minor ‘human factor’ error which can be quickly and easily 

resolved 
• No noticeable impact on the goals and objectives of the Synod 

Strategic and 
Reputation 

• Internal management review of events – no lasting damage to 
reputation or goodwill or relationship with other faith communities 

• No impact to Church membership 
• No noticeable member reaction 

Financial 

• Financial loss, including unbudgeted costs, project overruns, or a 
missed revenue opportunity that is deemed relatively insignificant 
 

• Synod: Operating activities below $20,000  
Ministry Centre: Below $5,000 

Property • Able to access property and use facilities 
Environmental • Minor breach of ethical investment policy 
  

Minor Generally viewed as limited impact that can be easily remedied 

Spiritual/Theological 

• Systemic problem between Networks or regional gathering of 
Congregations and the Presbytery and Synod 

• A small number of congregations / members operate outside the 
ethos of the UCSA 

• A number of congregations / members do not celebrate the 
sacraments or read the Bible, pray privately and together, or share 
the faith in words and actions 

Personal • Minor injury or first aid treatment required 

Legal and 
Compliance 

• Limited breach of UCSA policies / guidelines / regulations 
• Some external reporting obligations not met 
• Systematic disregard for standard operating procedures 

Operational 

• Minor outage to non-critical systems for a period up to 24 hours 
• Slight degradation of service standards or errors causing 

inconvenience 
• Minor delays to key projects that can be easily resolved 

Strategic and 
Reputation 

• Review of events occurs at Resources Board  - some reputational 
damage 

• Conflict with another faith community 
• Some adverse local media coverage of an event 
• Decline in Church membership by < 5% 
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Financial 

• Typically a once-off cost, normally impacting a single Ministry 
Centre of the Synod 
 

• Synod: Up to 2.5% of budgeted revenue (2016: $207,000) 
Ministry Centre: Up to 2.5% of budgeted MC expenditure 

Property • Unable to access property and use facilities for up to 1 month 

Environmental 
• Contamination of a UCSA property that does not constitute a 

threat to the environment 
• Systematic breach of ethical investment policy 

  

Moderate Noticeable impact / some objectives not achieved 

Spiritual/Theological 

• Presbytery no longer able to ensure the Word and Sacrament are 
made available in every congregation 

• Systemic problem within Presbytery and Synod 
• A small number of congregations / members depart from UCSA or 

close (in an unplanned manner) 
• A number of congregations / members operate outside the ethos 

of the UCSA 
• A significant number of congregations / members do not celebrate 

the sacraments or read the Bible, pray privately and together, or 
share the faith in words and actions 

Personal • Serious injury causing hospitalisation or multiple medical treatment 
cases 

Legal and 
Compliance 

• Systematic breach of UCSA policies / guidelines / regulations 
• Regulatory warnings for non-compliance with reporting obligations 
• Serious complaints lodged 
• Fines received 

Operational 

• Significant outage to critical systems of up to 48 hours 
• Noticeable degradation in service standards / agreed timelines 

resulting in increased complaints and aggravated members   
• Substantial project delays / scrapping of key projects 

Strategic and 
Reputation 

• Review of events occurs at Standing Committee – obvious 
reputational damage exists 

• Formal expression of concern from other faith communities 
• Some adverse coverage on National media 
• Decline in Church membership by 5 – 10% 

Financial 

• A moderate financial issue that may adversely impact the 
programs and service delivery of multiple ministry centres. 
 

• Synod: Up to 25% of budgeted revenue (2016: $2,700,000) 
Ministry Centre: Up to 10% of budgeted MC expenditure 

Property • Unable to access property and use facilities for up to 6 months 

Environmental • Release of pollutants to sensitive areas 
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Major Material impact on activities of the Church / Key objectives not 
achieved 

Spiritual/Theological 

• Exclusion from the SA Council of Churches 
• A number of congregations / members depart from UCSA or close 

(in an unplanned manner) 
• A significant number of congregations / members operate outside 

the ethos of the UCSA 

Personal • Life threatening injury or multiple serious injuries causing 
hospitalisation 

Legal and 
Compliance 

• Serious criminal activity detected within the organisation 
• Regulatory investigation for non-compliance with policy / 

exemptions / concessions 
• Multiple third party claims received 
• Personnel fined (civil action)  

Operational 

• Interruption to critical systems for a period of up to 5 days 
• Failure to achieve some operational goals 
• Systematic poor performance of key staff across multiple ministry 

centres 
• Some missional goals and objectives compromised  

Strategic and 
Reputation 

• Forces closure of a major facility 
• UCSA brand considered impaired 
• Decline in Church membership by 10 - 25% 
• Significant issues raised on the floor of Synod 
• Extensive adverse national media coverage  
• Exclusion from ecumenical bodies 

Financial 

• A significant impact on the mission of the Church with many goals 
and programs unable to be sustainably funded 

• Synod: Up to 75% of budgeted revenue (2016: $8,100,000) 
Ministry Centre: Up to 50% of budgeted MC expenditure 

Property • Unable to access property and use facilities for more than 6 
months 

Environmental • Significant long term environmental harm 
  

Catastrophic Critical impact on Church life / No objectives achieved 

Spiritual/Theological • UC ministry in SA at risk of concluding an unhealthy way 
• SA Presbytery and Synod facing forced wind-up 

Personal • Death or multiple life threatening injuries 

Financial 

• Critical impact of the life of the Church which may cause forced 
restructures and result in ineffective mission funding for many 
years 

• Synod: Greater than 75% of budgeted revenue (2016: 
$8,100,000) 
Ministry Centre: Over 50% of budgeted MC expenditure 

Legal and 
Compliance 

• Major class action against the Church and/or associates 
• Royal commission investigation 
• Personnel jailed (criminal action) 
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Operational 

• Loss of critical systems, data loss or corruption that invoke the 
Synod’s Disaster Recovery Plan 

• Failure to achieve all operating goals and objectives 
• Operational activities are fundamentally unsustainable 

Strategic and 
Reputation 

• Forced closure of multiple facilities 
• Decline in Church membership by more than 25% by an event  
• Church members overwhelmingly devastated by an event 
• Reputation of the Church / leadership is permanently damaged 

Financial 

• Critical impact of the life of the Church which may cause forced 
restructures and result in ineffective mission funding for many 
years 
 

• Synod: Greater than 75% of budgeted revenue (2016: 
$8,100,000) 
Ministry Centre: Over 50% of budgeted MC expenditure 

Property • Abandonment of property, or demolition & re-build of building/s 
required 

Environmental • Large scale irreversible environmental harm caused by Church 
activities 

 

 

15. Risk Evaluation 
Once all risks have been analysed and assigned a likelihood and consequence rating, each 
risk can be appropriately categorised using the following Risk Matrix. 

 

  

 

 

 

 

 

 

 

 

 

The ultimate goal of risk management is to assist with the allocation of scarce resources 
towards the highest priority or critical risk areas of the Church. The aim should be to look at 
credible scenarios and not simply the worst possible case, if this is ultimately extremely 
unlikely. 
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A worst possible case may provide an indication of the upper limit of a potential loss and 
thereby provide a useful input into setting insurance loss limits, however it will not provide a 
useful or meaningful way of prioritising resource allocation across the organisation. 

 

16. Treatment of Risks  
If an assessed risk has an inherent risk rating of Medium, High or Extreme, further analysis 
is required to determine whether any controls or other mitigating factors exist that would 
result in either the consequence or likelihood of a risk event being reduced, potentially 
producing a residual risk rating that is different to the initial inherent risk rating.    

 

Tip: a common error is to reduce both the likelihood and potential impact of a risk, when 
controls in place only reduce one of these risk descriptors. 

 

Controls and mitigation strategies should be based on the following two principles: 

• Systems-based controls are more reliable than human processes  
People may get busy or bored which can result in inconsistencies. 
 

• Preventative controls are more desirable than detective controls 
It is usually less work and more cost effective to stop something from happening 
than detecting and correcting a problem after the event. 

 

 

 

 

 

 

 

 

 

 

 

 

For each risk scenario analysed, the existence of any controls or mitigating factors need to 
be evaluated for effectiveness. The strength of any controls will be rated as: 

PREVENTATIVE 

(System-based)  

PREVENTATIVE 

(People-based)  

DETECTIVE 

(System-based)  

DETECTIVE 

(People-based)  

Desirable 

R
el

ia
bl

e 



Uniting Church SA 
Risk Management Policy 

 

 

19/23 

Control 
Rating Key Characteristics Examples 

Strong 

• All major risk control components are high quality, 
robust and consistently applied  

• The control process is well documented, regularly 
communicated and actively monitored 

• Provides a high level of assurance – usually a 
combination of preventative and detective controls 

• Delegations of authority 
• Preventative & detective systems 
• Induction training on the risk area 
• Separation of duties 

Moderate 

• Some controls are in place but elements of the 
process are not reliable  

• The control process may not be documented 
and/or actively monitored 

• Provides a moderate level of assurance – usually 
detective controls only  

• Management reviews 
• Detective systems 
• Regular reconciliations 

Weak 

• Limited or no risk controls have been 
implemented 

• Any controls that may exist are generally 
unreliable, inconsistently applied, undocumented 
and unmonitored. 

• Provides a low level of assurance. Attention is 
required to avoid, transfer, reduce or control the 
issue 

• Policies and procedures  
• Governance structures 

  

Within this policy there are essentially five possible responses to a Residual Risk: 

• Accept the risk 
The acceptance of any risk must be an informed decision based on the likelihood 
and consequences of a particular event. A risk may be accepted because the 
Residual Risk is deemed low, or because the cost of additional treatment may 
outweigh the likely consequence of the risk 
 

• Mitigate the risk to an acceptable level 
Additional risk mitigation controls may be applied to an identified risk in order to 
bring that risk back within the acceptable risk tolerance of the Church. 
 

• Transfer or diversify the risk 
Commonly risks are transferred to other parties via contracts or insurance policies. 
The cost of entering into a contract or taking insurance cover must be evaluated 
against the likely impact of the risk. 
 

• Avoid the risk altogether 
In some cases it may pay to simply avoid the risk altogether which could be 
achieved by exiting a market or withdrawing a service. 
 

• Eliminate the risk 
While most desirable it is also the most unlikely. This is rarely an option as total 
elimination will likely be cost prohibitive or in fact give rise to another risk exposure 
that didn’t previously exist. 
 

16.1. Cost of Risk 
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When designing additional controls to further mitigate an assessed risk, the cost of 
implementation must be considered. Risk management should aim to reduce the total cost of 
risk, conceptually summarised as: 

 

Cost of Risk = Losses + Administration Costs + Risk Controls + External Advice + Indirect Costs + Insurance 

 

To be economically viable, if a new risk control adds to the cost of risk, the value of potential 
losses must fall by at least the cost of the new control. 

This policy seeks to allocate resources in an efficient manner. As such if a risk can be 
treated cost effectively and produce tangible benefits over and above the cost of the 
treatment, then the treatment should be applied. 

 

17. Monitor and Review 
A key component of this policy is a continuous review process for both the risk management 
program itself and the identified risks. 

At a minimum the RMC will review the effectiveness of the risk management program and 
policy on an annual basis. 

Risk assessments should be refreshed at least quarterly, paying particular attention to any 
risks that have deteriorated over time or any new risks that have been identified. The 
reporting of any risk assessments is outlined in Section 10. 

 

18. Communicate and Consult 
Throughout the risk management process all key stakeholders need to be informed and 
consulted to achieve the best possible outcomes. To embed a risk aware culture within the 
Synod, all parties need to be aware of and have input into the policies and processes of the 
Church. 

This will be achieved through: 

• Regular and timely reporting to key stakeholders 
• Staff training and workshops 
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19. APPENDIX 1 – Risk Management and the Synod of South Australia 
 

19.1. Our Theological Basis 

Risk management within the Synod is a problematic area as it is often perceived as a 
process made in deference to secular values and corporate structures. The reality is that the 
Church exists within a society that has quite specific expectations in these areas. However, it 
is important to acknowledge at the outset that the Synod’s involvement in risk management 
is primarily undertaken out of theological awareness and necessity rather than out of any 
societal expectation. 

In the first instance, our awareness of risk management and our commitment to the 
processes set out in this document relate to our historical and traditional understanding of 
stewardship. The Church acts as steward of its resources which are to be used for the 
mission of God and the continuation of the Church into future generations (in whatever 
shape or form). Caring for those resources is a duty that we accept as the Synod and as 
individual members of the Church. 

Secondly, however, risk management is part of the ongoing conversation within the Church 
about “rendering to Caesar that which is Caesar’s”. As Church we operate in a society that 
has certain legal expectations that we must uphold if we wish to continue to operate within 
that society. We may choose to withdraw from certain areas of the life of our society but until 
we make that deliberate choice it is incumbent upon us to live within the legal rules and 
guidelines of our 21st century society. 

 
19.2. Risk Management within the Church 

Risk management is part of our life as Church in two important ways.  

First, since its very beginnings, the Church as the community of followers of Jesus has been 
called to take risks. In the Uniting Church, for many years part of our public face (our 
branding, it would be said today) was the catchphrase: “Risking the Way of Jesus”. Under 
that catchphrase we were called to radical discipleship that ultimately put all we are as 
Church “at risk” as we sought to be faithful to God’s call and the directions for our life that 
were necessitated by that call. Whilst the catchphrase is not as prominent as it once was, 
the implications are just as real for us today. 

Within that context, risk management is undertaken in various ways as different bodies 
within the Church seek to live a lifestyle that reflects such a call to radical discipleship. 
Decisions are made and directions are followed that result in a cost to the Church and to the 
individuals involved. The planning around those decisions is part of the risk management 
that is undertaken on behalf of the Church. In that context, risk management does not mean 
that new directions should not be followed. Rather it is decided that the risks to be 
confronted are worthwhile confronting for the ultimate good of the gospel or the life of the 
Church or individual disciple. The weighing up and ultimate acceptance of those risks is part 
of the Church’s understanding of risk management at the broadest level. 

Secondly, risk management has a more specific meaning within the Church. As the Uniting 
Church has increasingly found itself making decisions with implications in areas of finance, 
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employment, insurance and property, a more formal process of risk management has 
developed along the lines of risk management procedures that have been followed by other 
organisations within our society. Whilst this aspect of risk management is a more “business-
oriented task” it is not dissimilar to what has been described above. The decisions that the 
Church has sought to make in these areas of its life have always been in the context of 
discipleship. Finance and property in the Church, for example, are not ends in themselves. 
They are merely tools that enable us to be the followers of Jesus within our society. They are 
there to support mission and to enable discipleship to be lived out in a broad sense. Again, 
risk management does not imply that risks ought not to be taken but it provides procedures 
that ensure that the risks that are taken are taken intentionally because the missional goal is 
deemed to be worth the risk. 

Within that broad context, risk management has three components: 

1. Giving the Church and its councils confidence to identify and pursue new 
opportunities for strategy and mission; 
 

2. the management of risk at a very general level that may have an impact on the life 
of the Church because of the financial cost that has to be paid, or the reputational 
risk to the good name of the Church, which arises in situations where decisions 
incur a pastoral cost or where situations of abuse arise;  
 

3. the necessity that is incurred by the legal compliance that we are to work within as 
an organisation that deals in areas of finance, property, insurance, human 
resources etc. 

Whilst these components are separate, these have major impacts on the life of the Church. 
Unless they are managed appropriately the Church faces the very real risk of wasting the 
resources for which we are responsible for no missional benefit, of breaching pastoral 
responsibilities or of breaching legal and ethical expectations that could result in serious 
financial and structural penalties. In some cases, not only would hefty fines need to be paid 
for non-compliance but we could quickly be stripped of the authority to act in areas of 
mission, finance and property or as an employer.  

 
19.3. The Synod’s role in Risk management 

Risk management rightly belongs within the oversight of each area of the Church. The 
Presbytery, Congregations and all other bodies that are part of the Church necessarily must 
undertake appropriate risk management as part of their stewardship of the resources to 
which they have access. 

However, the Synod has a particular role over and beyond that of other bodies. This comes 
about for three reasons:  

1. Clause 32 of the Constitution of the Uniting Church states that the Synod “shall 
exercise executive, administrative, pastoral and disciplinary functions over the 
Presbyteries within its bounds…”. This statement is repeated in Reg 3.5.11 
(although the word “over” becomes the phrase “in relation to”). The implication of 
this is that there are some “executive, administrative, pastoral and disciplinary” 
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functions that can best be handled centrally by the Synod.  
 

2. All Church property is vested in the name of the Synod’s Property Trust and the 
Trust is the legal body that ultimately bears the brunt of any property or legal 
action taken in the name of Church. Whatever body has the more specific 
stewardship oversight of resources, the Property Trust has an ultimate 
responsibility. 
 

3. Even in the case of those bodies within the Uniting Church which are separately 
incorporated, these bodies often operate under the name and our logo of the 
UCA. Whilst they may have very effective oversight of the risks that are relevant to 
their function, the good name of the Church requires that the risk management 
processes of these bodies feeds into the overall risk management structure of the 
Synod. 

For these reasons, the Synod itself needs to have oversight of risk management at the 
broadest level. Each body shares the responsibility and some of those bodies will undertake 
their own, very rigorous risk management procedures but ultimately the Synod must share 
the responsibility. Cooperation is needed from all Church bodies to ensure that even where 
appropriate procedures are followed by a particular church organisation, the Synod is aware 
of the processes undertaken and any risks that are evident. 
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