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B1 - Te Tarai Vaka Cook Islands 
Assessing and Managing Activity Risk Guideline 

Overview 

This document provides guidance on assessing sources of risk to an Activity, determining the level of 

individual risks, calculating the overall Activity risk profile and managing Activity risk, including when 

they may eventuate and become issues to be escalated and carefully handled. 

It is intended for use by Activity Managers (or equivalent) as they assess and manage risk throughout 

the Activity lifecycle. 

Creating an Activity Risk Register 

The purpose of creating a risk register is to identify and enable effective on-going management of the 

risks relating to a given Activity. It should hold the main risks that the Activity Manager should monitor 

and/or manage in order to achieve the planned results. 

The identification of risks will be based on information contained in documents such as a Concept 

Note, an Activity Design Document or analyses or informal information received from other agencies. 

It is not intended that the Risk Register simply repeat all the risks which are already recorded in 

planning documents, or to imply that risk management is solely the Activity Manager’s responsibility. 

Rather, the Activity Risk Register complements information on risk which is found in such documents 

by: 

 Capturing all the most important risks that the agency needs to monitor and/or manage in order to 

achieve planned results 

 Requiring Activity Managers to consider which of the risks identified by others could be 

appropriately managed (or partly managed) by another agency  

 Adding those risks which are unlikely to be included in documents produced outside of  the 

agency (e.g. those relating to the  capacity of the other agencies, or due to sensitivity e.g. risks 

around relationships) 

 Requiring that mitigation strategies be clearly articulated of the agency and others, and 

 Calculating the profile of individual risks and the overall Activity risk rating according to a scale 

which contextualizes the Activity within the overall delivery of the Cook Islands national and sector 

plans and strategies.   

Steps 

This table outlines the steps for creating an Activity risk register. 

Step Action 
1 For every Activity (except individual Fund activities and scholarships) the Activity Manager creates a 

risk register using the Activity Risk Register template during the concept 

and design stages of Activity planning. The Activity Risk Register should be comprehensively 

developed alongside the Activity Design Appraisal document template. 

 

2  The Activity Manager uses the Potential Sources of Activity Risk list (page 4) to help identify Activity 

risks. A maximum of 10 risks may be identified for each Activity, but there may be only one. 

The Activity Manager records the following details for each risk: 

 The risk event (see table on page 5) 

 The cause of the risk event 

 The effect of the risk event 
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 Is it a threat or opportunity 

 The objective  

 Probability of the risk occurring 

 Impact of the risk  

 The risk rating (see step 3) 

 Response to manage the risk (a specific action that the person responsible can control) 

 Monitoring of the risk and who is responsible i.e. the Activity Manager. 

3 When the Activity Manager assigns a risk probability and Impact score, they then place an “X” in the 

relevant box on the risk matrix. 

4 The Activity Manager is the ‘risk manager’ and is responsible for alerting and discussing with their 

HOM or Steering Group any risks rated High (or above). 

 

5 Risk registers should be reviewed and monitored regularly. 

 

Managing Activity Risk 

The risk rating of each Activity at the time of Design Approval is used to determine contractual 

arrangements including conditionality around funding; the frequency and level of detail of reporting; 

and payment. The risk rating therefore translates into on-going contract and life-cycle Activity 

management. 

An Activity with a low risk rating will typically have lower requirements.  In contrast, an Activity with a 

high risk rating e.g. an Activity run by a new agency will require detailed reporting and closer 

monitoring. These 'risk treatment' details are set out in the Risk Register and contract/Grant. 

Beyond the regular contract management responsibilities related to each Activity that mitigate risk and 

manage for results (contract milestones, payment conditions, Annual Reviews, independent 

evaluations etc.), Activity Managers are also required to alert their HOM and update the Risk 

Register whenever the risk environment changes. Regular briefing and file notes should be 

considered to support timely and appropriate risk treatment. 

Activity Managers must also ensure they monitor Activities initially rated as low risk, including low 

value Activities that may not have an entry in the Risk Register at their outset. A Risk Register will 

need to be established during the lifecycle of the Activity if an updated risk assessment by the Activity 

Manager results in a higher risk rating.  

If a risk eventuates and becomes an 'issue' for active management, the Activity Manager must 

immediately alert their HOM or manager. 

Reviewing the Risk Register 

This table outlines the steps for reviewing and updating an Activity risk register. 

Step Action 

1 The Activity Manager reviews and updates the risk register when: 

a) Seeking authority to proceed to the design and implementation stages of the Activity Cycle 

b) Planning the contract 

c) Providing input into an Activity Monitoring Assessment 

d) Preparing a Progress Report 

e) The Activity Annual Report Risk Management section has changes from the previous year’s 

report 

f) Anytime there are formal or informal repots from other agencies or partners, a Technical 

Advisor or from stakeholders that indicate a change in the risk profile 

2  The Activity Manager records: 

a) The review date 

b) The type of review and/or the reason for it 

c) Confirmation that their HOM or manager has reviewed any high risks. 
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Potential Sources of Activity Risk 

This table lists possible sources of risk to an Activity. It is intended to help Activity staff consider the 

full range of risks that Ministries, Agencies and SOE’s may be responsible for managing. The 

examples are provided for illustration only, and are not exhaustive. 
 

Source of Risk Example 

Economic  Economic issues such as interest rates, exchange rates or inflation 

adversely affect plans. 

Legal and Regulatory  Laws or regulations may limit scope to act as desired 

Environment and Climate 

Change 

 Climate change and/or environmental issues constrain Activity 

Implementation 

Political, Governance and 

Security 

 Political change in the Cook Islands or development partner (if 

relevant) requires change of objectives 

 Security concerns impede Activity implementation 

Force Majeure  Activity implementation disrupted due to drought or Cyclone 

Public Health  Health concerns impede movement of Activity personnel within or 

between islands 

Construction  Key staff unable to attend work due to transport delays or fuel shortage 

Organisational 

Government  Processes delay Activity planning and/or implementation 

 Unclear division of responsibilities between Ministries, Agencies and 

the implementing agency 

 Insufficient organisational capacity results in inadequate attention to 

Activity/contract management 

 Agencies do not have the capacity to undertake an appropriate 

appraisal of the Activity 

 Cook Island Government reputational concerns limit scope to act as 

desired 

Implementing Agency 

Government  Agency lacks personnel with appropriate skills to implement Activity 

and report to OPSC/MFEM, the IC or NSDC 

 Turnover in key personnel 

 Agency does not have sound policy protections in place for working 

with vulnerable groups 

 Information about agency capacity is unavailable 

 Agency has a weak financial management system 

 Poor reputation of agency discourages stakeholder engagement in the 

Activity. 

Contractor  Contractor lacks the capacity to deliver agreed milestones to an 

acceptable standard 

 It is difficult to recruit a suitable contractor to undertake an assignment. 

Financial 

Corruption, Fraud or Theft  Funding paid in advance to agency is misappropriated 

 Funding is used for purposes other than those specified in the contract 

Budget  Activity resource requirements change 

 Activity budget is not sufficiently detailed 

 Activity budget not aligned with Activity design 
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Source of Risk Example 

Development Practice 

Coordination  Failure to coordinate with other agency and partners reduces 

effectiveness and incurs unnecessary transaction costs for the agency 

 Negotiating the different processes and priorities of multiple agencies 

involved impedes Activity planning and approval 

Modality  Third Party Activities reduces ownership and leadership from the 

implementing agency 

 Technical Assistance inadvertently fills an in-line position which 

reduces the sustainability of the Activity 

Activity Logic  Design based on flawed or inadequate information Activity has 

unachievable or impractical objectives 

 Assumptions on which Activity design is based are not articulated 

and/or not sound 

Innovation  Opportunity to use new approaches embarked upon without sufficient 

identification of risk 

Technological  Technology failure (e.g. IT system) prohibits operation as planned or is 

otherwise insufficient to guide decision-making 

Monitoring  Monitoring not given sufficient priority 

 

 

Activity Risk Rating Matrix  
 

The matrix below provides guidance to agencies responsible for determining the relevant probability 

and impact of a particular risk, thereby reaching an appropriate risk rating. The rating of a risk is 

determined to be very low, low, moderate, high or very high, based on the combination of its 

probability and its potential impacts.  
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Likelihood 
Level Description 

Very High Is expected to occur in most circumstances 

High Will probably occur in most circumstances 

Medium 50/50 that it might occur at some time 

Low Could occur at some time 

Very Low May occur only in exceptional circumstances 

 

When identifying risk it is important to specify the risk correctly.  As a guideline for identifying risk, use 

the following risk statement structure to help fill in the appropriate risk columns on the risk resister: 

“Because of the cause or condition that is true, a risk event may occur, having an effect on either a 

cost, quality, scope or time objective. 

Overall Activity Risk Rating 

The overall Activity risk is determined by the highest individual risk that is identified. If, for example, 

the highest individual risk is medium then the overall Activity risk is also medium. 


