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The paper aims at providing insight to the understanding, application and utility 
of Risk Maturity Models that represent a valid tool supporting risk management 
procedures in organisations. Founded on thorough conceptual analysis of 
available literature and applicative studies, the paper explains the purposes and 
methodology of constructing Risk Maturity Models, and then demonstrates pos-
sible ways of their use with the application of panel data characterising risk 
management practices of sampled Polish companies. The demonstration results 
in pre-mature assessment of risk management practices of Polish companies 
within the selected criteria. 

Dieser Artikel soll einen Einblick in die Verwendung und den Nutzen des Risk 
Maturity Modells geben, welches eines der bedeutendsten Hilfsinstrumente für 
Risikomanagementverfahren in Organisationen darstellt. Basierend auf einer 
gründlichen konzeptionellen Analyse vorhandener Literatur und Studien, erklärt 
der Artikel den Zweck und die Methodik der Konstruktion des Risk Maturity 
Modells, um anschließend mögliche Anwendungen aufzuzeigen. Hierfür werden 
Paneldaten, die die Risikomanagementpraktiken polnischer Unternehmen cha-
rakterisieren, verwendet. Die Ausführungen resultieren in einer vorläufigen Be-
wertung der Risikomanagementpraktiken in polnischen Unternehmen anhand 
der ausgewählten Kriterien. 
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1. Introduction 

Currently, risk management issues grow in importance within both financial and 
non-financial organisations. Undoubtedly, the prime reason for this trend are the 
rapid dynamics and constant hardening of the business environment. A well de-
signed and successfully implemented risk management process is helpful in 
overcoming such obstacles and in providing organisations with a comparative 
advantage over those that do not manage risk.  

Over the past decades, the approaches to risk management evolved to meet the 
growing requirements of use and effectiveness. According to Culp (2002:8-14), 
the discussion of risk management in a corporate finance context is still consid-
ered odd by some companies. In particular, till the late 90’s companies demon-
strated visible lack of understanding of risk management by distinguishing 
‘capital market’ vs. ‘insurance’ perspective of risk management. Since then, the 
revolution of the concept of risk management is progressing, supported by the 
convergence of capital market and insurance market products and development 
of risk management procedure toward a strategic and value-creation oriented 
approach (Culp 2002:13-14). It seems highly important to promote and discuss 
ways in which non-financial companies may implement and then control their 
efforts in managing risk. One of the core problems is how to effectively assess 
the quality of a company’s risk management performance.  

The prime purpose of this paper is to provide a closer insight to the understand-
ing, application and utility of Risk Maturity Models (Hillson 1997; Chapman 
2006). Grounded on a strategic (holistic) approach to manage risk in organisa-
tions, Risk Maturity Models are presented as a valid tool, supporting risk man-
agement procedure by providing so called ‘hallmarks’ of advancement. In the 
research dimension, the paper aims at demonstrating practical application of ex-
emplary Risk Maturity Models to the assessment of maturity of risk manage-
ment practices of sampled Polish companies. The example includes a compari-
son with the maturity of practices recorded in global surveys (AON 2009; AON 
2010).  

In a theoretical dimension, the paper contributes to the existing knowledge and 
literature on risk management by filling the gap in the presentation and com-
parative study of the currently available Risk Maturity Models. In addition, the 
paper offers some extensions within the discussion over utility of Risk Maturity 
Models by providing a general approach to the construction of Risk Maturity 
Models and their linkage with cost-benefit trade-off. In a practical dimension, 
the paper contributes by providing managerial implications of the use of Risk 
Maturity Models. The included example offers a case study of the interpretation 
and classification of chosen characteristics of risk management practices (ob-
served in surveys) in accordance with the levels of maturity included in exem-
plary Risk Maturity Models.  
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The paper is organised as follows. The second section offers theoretical insight 
to the problem by providing the conceptual analysis of the problem of risk man-
agement in a strategic dimension, which is central to the understanding of the 
idea and attributes taken into consideration in the assessment of risk manage-
ment maturity. In section three Risk Maturity Models are discussed by examin-
ing their usage, construction and characteristics. As the problem of Risk Maturi-
ty Models is rarely the subject of deeper and complex academic studies, the ap-
plicative sources (in the form of sources provided by consultants) are also taken 
into account. The fourth section of the paper offers an example of the applica-
tion of Risk Maturity Models (and maturity criteria considered within) in the 
assessment of risk management practices of Polish companies. The fifth section 
concludes the paper. 

2. The strategic dimension of risk management practices –  
theoretical insights 

Organisations manage risk as they expect that it will support the value creation 
process, mainly through the reduction of cash flow volatility, financial distress 
costs and the tax burden (Stulz 1996:8-24; Meulbroek 2002:56-70; Smith-
son/Simkins 2005:8-18). In a model version, risk management follows a defined 
sequence of activities (Williams/Heins 1989:18; Hollman/Forrest 1991:49-56; 
Williams et al. 2006:67-86; Ahmed et al. 2007:22-36; Ojasalo 2009:200-209). It 
begins with setting the context of risk management, with regard to the strategic 
objectives of an organisation. The second stage is the risk assessment directed 
towards the identification of risk exposures and on measuring (with qualitative 
or quantitative methods) the frequency and severity of particular risks. The third 
stage is to choose the proper risk response tools that are then implemented. The 
risk management process is an ongoing one, where the constant monitoring aims 
at improving the efficiency of the whole process and the particular activities 
conducted within. 

However, two distinctive approaches to risk management should be identified – 
traditional and strategic. In the traditional approach, risk management is usually 
defined as a process that aims at identifying, measuring and treating exposures 
to potential accidental losses (Williams/Heins 1989:4). It is focused on the nega-
tive impact of risk and – as a consequence – is based on assessing the probabil-
ity of the loss frequency and loss severity. The risk treatment methods are di-
rected either to reducing the loss frequency or loss severity. It is conducted by 
the application of risk control tools (such as risk avoidance, risk prevention or 
risk repression) and financial risk control tools (such as risk retention and risk 
transfer, in particular the insurance risk transfer) (Rejda 2001:12-15; 
Vaughan/Vaughan 2003:16-18). Loss control, claims analysis and optimal in-
surance coverage remain prime areas of managerial concern. 
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The strategic approach to risk management is perceived as an important revolu-
tion of the risk management ideas (Baranoff 2004:58; Chapman 2006:4). A dis-
tinctive feature of strategic risk management is that it focuses both on the down-
side and upside of risk. The risk management process is addressed to support the 
growth of an organisation and is perceived as a process integrated with all other 
areas of decision-making. Thus, strategic risk management is often referred to as 
‘holistic’ or ‘integrated’ risk management (Lam 2003:45; Baranoff 2004:58; 
Hillson 2006:4; Frigo/Anderson 2011:81-88). The integration of risk manage-
ment postulates to perceive the problem of risk in a holistic manner and assumes 
the interdependencies of risk rather than following so called ‘silo’ (that is 
piecemeal) approach.  

The strategic approach to risk management is also based on more advanced risk 
management techniques as compared to the ones used in traditional concepts. It 
addresses both the the advancements in risk analysis techniques (especially the 
application of quantitative analysis and risk-based indexes) and in risk treatment 
techniques. According to Culp (2002:13-14), the latter trend is caused by the 
growing integration between the capital market and insurance market and the 
use of new risk management techniques appearing (such as alternative risk fi-
nance (the ARF) instruments) (Holzheu et al. 2003:16; Hartwig/Wilkinson 
2007:925).  

In the applied sense, the concept of strategic risk management is reflected in the 
International Organization for Standardization (ISO) recommendations. Here, 
risk management is defined as ‘coordinated activities to direct and control an 
organisation with regard to risk’ (ISO 2009:2). It highlights that from a manage-
rial point of view the focus is not on managing risk, but managing an organisa-
tion with regard to risk. Accordingly, the risk management process in ISO ap-
proach is extended. Apart from establishing the risk management context, risk 
assessment, risk treatment and monitoring and reviewing the process, the ISO 
model adds a level of communication and consultation at each stage of the pro-
cess. In particular, the communication and consultation proposes to communi-
cate the scope and the outcomes of the risk management process to all compa-
ny’s stakeholders. Monitoring and review addresses the regular checking of each 
stage of risk management process. Other elements of the risk management pro-
cess by ISO address the achievement of the main goal of an organisation. While 
establishing the context of risk management, an organisation should articulate 
the internal and external parameters that should be taken into account while 
managing risk (as well as the scope and criteria for the remaining steps of the 
process). Risk assessment aims at generating a comprehensive list of risks that 
might influence the achievement of an organisation’s objectives, followed by an 
analysis of their consequences (risk analysis) and comparison with the criteria 
admitted in the establishment of risk management context (risk evaluation). Risk 
treatment is also an ongoing process. Among others, risk treatment aims at as-
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sessing whether the residual levels of risk are tolerable (assuming that residual 
risk is the risk that remains after the outcome of risk treatment) (ISO 2009:14-
20). 

In particular, strategic approach to risk management corresponds with the con-
cept of enterprise-wide risk management (hereafter: ERM) (Walker et al. 
2003:51-55; Liebenberg/Hoyt 2003:37-52; Beasley et al. 2005:521-531; Chap-
man 2006:4; Lam 2006:6; Liebenberg/Hoyt 2011:795-822). The ERM frame-
work highlights two other valid elements of the risk management process: cor-
porate governance and internal control. The corporate governance element ad-
dresses the need to place the responsibility for risk management on the man-
agement board to ensure that appropriate actions (in the holistic sense) are taken. 
It is recommended to establish a separate risk management department with a 
CRO (Chief Risk Officer) as the head who reports risk to the management board 
(Lam 2001:16-22).  

The problem of placing the responsibility for risk management is nowadays 
highlighted by regulatory bodies and industry initiatives around the world by the 
issuance of risk management guidelines and standards (Lam 2003:53; Chapman 
2006:10-11). Internal control, including policies, tasks, products, behaviours and 
other aspects of an organisation that are taken together to facilitate efficient op-
erations by enabling a response to significant risks, help to ensure the quality of 
internal and external reporting and help to ensure compliance with applicable 
laws and regulations provided by guidelines and standards (ICAEW 1999:7,11; 
Page/Spira 2004:16; IIA 2004:2; Chapman 2006:11,34; FRC 2008:9-10). The 
COSO ‘Enterprise Risk Management – Integrated Framework’ or ‘A Risk Man-
agement Standard’ (AIRMIC/ALARM/IRM 2002; COSO 2004) belong to most 
widely recognised standards. Other examples of ERM standards are provided by 
(Moeller 2007). In general, these standards aim at unifying the terminology and 
the pattern of risk management practices (Moeller 2007:331), remaining aligned 
to the ISO standard, and are usually worked out by institutions promoting vari-
ous risk management initiatives or risk management consultants. The evolution 
of risk management standards follows a response to the legal requirements or 
guidance concerning the whole or an element of the risk management process 
(Young/Tippins 2001:6,9; Graham 2011:12-13). Primarily, the problem of inte-
grating risk management was linked with auditing procedures, it then evolved to 
integrated (holistic) dimension (ICAEW 1999; FRC 2005; Marshall et al. 
2006:393; Fraser/Henry 2007:392). Often, risk management standards, in par-
ticular those within the concept of ERM, are wrongly perceived as the proce-
dures applicable for entities operating in financial sector (Layton/Funston 
2006:2). It is true, that in the financial sector the problem of over-excessive as-
sumption of risk is the main focus and thus the regulatory bodies issue guidance 
addressing the problem of capital adequacy, often providing the clear methods 
and measures the financial institutions are expected to meet. The examples here 
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are the regulations issued by the Basel Committee for Banking Supervision for 
the banking sector, so called Basel Accords (BIS 2004) or the regulations for the 
insurance industry, so called solvency rules (Frey/Karl 2010). However, risk 
management process, in the shape presented above, may be implemented in any 
type of organisation, regardless of its sector and size.  

3. Risk maturity models 

3.1. The idea and construction of risk maturity models 

The strategic approach to risk management requires organisations to properly 
conduct risk management activities and to introduce proper risk management 
practices, especially at the board-level. For these purposes, Risk Maturity Mod-
els are applicable, as their idea and structure allow a logical sequence of imple-
mentation of risk management advancements. Accordingly, such models might 
be used in assessing the current stage of an organisation’s risk management im-
plementation and practice. Risk Maturity Models derive from the idea of Capa-
bility Maturity Models (CMM) (Humphrey 1987; Paulk et al. 1993; Paulk 
2009:5-19; Helgesson et al. 2012:436-437). However, in literature sources, Risk 
Maturity Models remain a rare subject of study. That is why in the remainder of 
this section the presentation of examples will take into account the applicative 
sources as well.  

Risk Maturity Models are believed to provide a generally accepted framework 
of benchmarks useful in assessing the stage of risk management implementation. 
In an academic (theoretical) dimension, Risk Maturity Models are useful in un-
derstanding the degree of sophistication of the risk management process and 
practices, its reliability and effectiveness at each stage. Moreover, Risk Maturity 
Models are useful for organisations that wish to develop or improve their current 
approach to risk management (Chapman 2006:115). Alternatively, Risk Maturi-
ty Models are applicable for rating companies against key competitors or best 
practice.  

Typically, the Risk Maturity Model is structured as a matrix in which the levels 
of maturity are cross-referenced with the attributes reflecting the primary risk 
management practices. Each of the matrix’s field outlines the competences that 
indicate the attained or desired practices. The crucial elements of the structure of 
the Risk Maturity Model are provided in figure 1.  
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Figure 1: The structure of a Risk Maturity Model 

Source: Own study. 

The attributes of Risk Maturity Models reflect the primary risk management 
practices an organisation would establish to develop risk management capabili-
ties. The attributes are typically connected with the content of the risk manage-
ment process (such as identification, assessment, implementation of the risk 
management process), the application of the process and the training of employ-
ees that enables them to understand and implement the process. The attributes 
address the problem of embedding risk management within an organisation and 
also the managerial oversight of the process (OGC 2007:121).   

Typically, Risk Maturity Models define four or five levels of progression and 
the quality of the risk management process within each level is described 
through the selected attributes. The levels in the model are gradual, leading from 
the benchmarks of initial or lacking risk management practices to the mature 
ones. Thus, the levels are comparable to the stepping stones for incremental im-
provement that provide a logical route from initial to mature practices (Hillson 
1997:38; OGC 2007:121).  

The progression in risk management maturity is motivated by the growing 
awareness of the business benefits that may be gained by effective risk man-
agement. As a consequence, the higher the level of maturity, the higher are the 
expected benefits of risk management, as presented in figure 2. These benefits, 
however, are often immeasurable, although mature risk management requires a 
set of indicators, optimally tied to value creation metrics (such as economic val-
ue added for example). On the other side, the advancements in risk management 
maturity are followed by an increase of costs as the managerial techniques im-
plied are more sophisticated and require a proper infrastructure.  
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Figure 2: The progression of the risk management maturity and the costs-
benefits trade-off 

Source: Own study. 

For the particular levels of maturity, Risk Maturity Models provide a further de-
scription addressing the competences associated with the attained or desired ca-
pabilities. It deepens the understanding of the following stages of maturity of 
risk management as well as the prime areas of managerial concerns. From that 
perspective, the competences of the lower levels should be perceived as good 
indicators of the prime steps that an organisation should undertake while imple-
menting a risk management process. The higher levels of maturity reflect the 
most advanced managerial practices and competences in the risk management 
process. In particular, the attributes of advanced risk management are good indi-
cators applicable in the assessment of risk management implemented in an or-
ganisation, as they indicate both the fulfilment of procedural requirements and 
the recommended board-level attitudes.  

An application of Risk Maturity Models in examining the current stage of risk 
management implementation may be confusing as it is possible that an organisa-
tion will reach different levels of maturity in each attribute, which makes the 
final judgements difficult. According to Hopkinson (2011:8), the overall as-
sessment is only as high as the weakest among the evaluated criteria. The ra-
tionale for such a scheme of assessment is that the risk management process is 
only as strong as the weakest area. A convincing argument is that a developed 
risk reporting structure at board-level will bring no effects if the risk identifica-
tion and assessment are poorly driven.   
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3.2. The domain features of exemplary risk maturity models  

A few proposals of Risk Maturity Models are provided in the literature as well 
as in the applicative studies of consultants. All available models follow the gen-
eral idea of its construction, with a gradual description of risk management ad-
vancements towards full maturity. These models differ, however, with the num-
ber of levels evaluated and the attributes examined (compare figure 3).  

Figure 3: A comparison of levels and attributes of exemplary Risk Maturity 
Models  

Source: Own study.  
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Hillson’s proposal was published in 1997 (Hillson 1997:p.39) and should be 
considered as the pioneering model. The Hillson’s model is composed of four 
levels addressing four attributes, as presented in figure 3. Hopkinson (2000) de-
veloped the model based on the levels presented by Hillson, but he examined six 
attributes of maturity (in his proposal called ‘perspectives’). Hopkinson devel-
oped two versions of Risk Maturity Models: one applicable for a project envi-
ronment (Hopkinson 2011) and second applicable on a business level (Hopkin-
son 2000). The latter is included in figure 3. Chapman (2006) provides another 
proposal, which is composed of four levels cross-referred against five attributes. 
The AON’s five-level model represents a worthwhile proposal developed by 
practitioners (AON 2010:46-47). The model examines a well-described set of 
nine attributes (originally called ‘hallmarks’). For the purposes of presentation 
in figure 3, the description of the attributes (hallmarks) was shortened. 

Among the models developed by practitioners, one of the earliest was the four-
level model developed in 1993 by the Government Centre for Information Sys-
tems (Chapman 2006:417). The Office of Government Commerce (2007) pro-
vides the example of a five-level model with the Initial, Repeatable, Defined, 
Managed and Optimised levels. Deloitte, similarly, describes a five-level model 
with the Tribal and Heroic, Specialist Silos, Top-Down, Systematic and Risk 
Intelligent levels (Layton/Funston 2006:7). The Deloitte model associates the 
highest risk management maturity level with achieving the risk-intelligence 
state, attributed by embedding risk management to all areas of business activity. 

In all Risk Maturity Models presented in figure 3. it is assumed that at the first 
level an organisation simply does not manage risk. It is unaware of the need for 
risk management and the benefits it may bring. As a consequence, it does not 
develop a risk management framework. Even if any managerial steps are taken 
in this field, they are chaotic, ad-hoc and individually-driven. The following lev-
els of risk management maturity reflect the advancements an organisation may 
undertake in developing and improving the implementation of a strategic risk 
management framework. The second level of maturity is often characterised by 
experimenting with risk management, which means that the organisation adopts 
some elements from more advanced levels. However, it still has limited capa-
bilities to identify, assess, manage and monitor risk. The pre-mature levels are 
characterised by sufficient capabilities of risk management, but an organisation 
still lacks a true integration of risk management with all areas of decision-
making. Also, it does not recognise or implement risk metrics addressing the 
value creation process. At the highest levels of risk management maturity a 
commitment by the management board is evident, especially the efforts of em-
bedding risk management into each aspect of a decision-making process.  

There are a few relevant areas of the board-level commitment that are under-
lined at the highest levels of maturity in risk management. The management 
board should develop the risk management culture, which means that all em-
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ployees are risk aware and all business processes are risk-based. This corre-
sponds with the development of risk management strategy and framework that 
should be constantly reviewed and updated. In addition, risk maturity models are 
useful in benchmarking against best practices. Also, the models raise the prob-
lem of risk management communication. The outcomes of a risk management 
process should be channelled both internally (inside the organisation, to all em-
ployees) and externally (to stakeholders). At the most mature level of risk man-
agement the management board and the key managers possess risk awareness, 
are able to learn from past experience, and continuously master the skills (in-
cluding the external training). Additionally, the management board should con-
duct the effective risk reporting, combined with regular (periodical) review of 
risk (at least for the most significant risks).  

4. The assessment of risk management practices with risk  
maturity models – a case study of Polish companies 

4.1. Data and methodology  

As mentioned previously, Risk Maturity Models represent a useful basis of 
benchmarks reflecting the advancement of risk management practices. In order 
to demonstrate the practical application of Risk Maturity Models for such pur-
poses, this study uses a panel of data characterising risk management practices 
of sampled companies.  

The data characterising sampled Polish companies were gathered by a survey 
conducted by AON Polska – one Polish leading risk management service pro-
vider. The survey aimed at revising risk management and insurance strategies of 
Polish companies and the results were reported by (Słobosz/Ziomko 2009). The 
research in Poland was conducted at the end of 2008 and at the beginning of 
2009 and covered 106 companies operating in non-financial sectors, across mul-
tiple branches, with total revenues above 50 millions PLN. Among the respond-
ents 74% were privately owned, 13% publicly traded and the remaining 13% 
government-owned or not-for profit organisations.  

A similar survey that was conducted globally by AON Corporation (2009) at the 
end of 2008, covering a sample 551 companies, out of which 53% operated in 
North America and 25% in Europe. 37% of the globally questioned companies 
were privately-owned, 56% publicly traded and 7% government-owned or not-
for profit organisations. The global survey covered both financial and non-
financial companies (7% of the respondents of the global survey operated as 
providers of banking or insurance services).  

Taking into account the scope of available data, this study is based on the fol-
lowing methodology. The assessment of risk management practices of Polish 
companies is positioned against the competences of most mature risk manage-
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ment practices according to the Hilson’s model, which are described closely in 
figure 4.  

Figure 4: The attributes and competences of most mature risk management 
practices addressing level 4 (Natural) in Hillson’s (1997) Risk Maturity Model 

Attribute Competences 

Culture 
top-down commitment to risk management (with leadership by 
example), proactive risk management encouraged and rewarded

Process 
risk-based business processes, regularly updated and refreshed, 
routine risk metrics with constant feedback for improvement 

Experience 
all staff risk aware and able to use basic skills, learning from 
experience is a part of the process, regular external training for 
improving skills 

Application 
applied to all activities, risk-based reporting and decision-
making, advanced tools and methods 

Source: Hillson (1997:39). 

In order to provide a background as well as the point of reference for such an 
assessment, the AON’s Polish survey data are compared with the results of the 
global survey.  

From the wide range of data provided by AON’s surveys only a set of risk-
maturity relevant issues are extracted here. With regard to the competences as-
sessed in Hillson’s Risk Maturity Model, data are analysed using three separate 
sub-elements: (1) risk assessment practices, (2) board-level involvement and (3) 
delegation of risk management activities. Then, within each sub-element, a set 
of detailed survey findings are closely considered. The graphic model of the as-
sumed research methodology is outlined in figure 5. 
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Figure 5: The graphic model of the applied research methodology  

Source: Own study.  

The adopted research methodology allows the confirmation of two plausible hy-
potheses on the maturity of risk management in Polish companies:  

(1) Within the evaluated aspects, the risk management practices of Polish 
companies are visibly worse than the practices observed globally, 

(2) With regard to the competences evaluated in Hillson’s model, risk man-
agement practices of Polish companies are generally of lower levels of 
maturity. 

4.2. Results and discussion 

4.2.1. Problem (1): Risk assessment practices  

Within risk assessment practices two sub-problems are subject to a closer exam-
ination: the prime methods of (a) risk identification and (b) risk analysis. Polish 
respondents admitted that the prime method used to identify major risk was 
board-level discussion and analysis, which was identified by 62% of the exam-
ined Polish companies. This is a high result as compared to the information pro-
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vided at the global level (18%)1. However, as presented in figure 6, Polish com-
panies tend not to rely on the senior management intuition and experience 
(21%), which differs visibly from global tendencies, where 40% of examined 
companies use this method as the prime one. In Poland, however, such results 
may be partially explained by the relative novelty of risk management and thus 
the shortage of managerial capabilities for proper risk identification. Probably 
for similar reasons Polish companies do not implement business unit risk regis-
ters or key risk indicators worksheets as prime methods (only 8%). Such prac-
tices are more common from the global perspective (28%). Additionally, for the 
purposes of risk identification the questioned Polish companies appointed exter-
nal service providers more frequently as compared to global trends.  

Figure 6: Comparison of risk identification practices  

18%

40%

28%

4%

62%

21%

8%

8%

0% 10% 20% 30% 40% 50% 60% 70%

Board level discussion and …

Senior management …

Business unit risk registers …

External service …

Poland Global
 

Source: Own study based on the data provided in (Słobosz/Ziomko 2009:24; AON 2009:23). 

 

Similar tendencies are observed within the practices of risk analysis provided in 
figure 7. In Poland, the prime method is board-level discussion with the applica-
tion of qualitative methods (40%), whereas globally this practice was identified 
by 12% of respondents. Business unit quantitative analysis and the management 
intuition and experience were applied less frequently as compared to global 
trends, and the appointment of external services providers and advisors is at a 
comparable level.   

                                           
1  In the presentation of results and discussion some answers (such as ‘Do not know’ or ‘Other’) are purposely 

omitted.  
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Figure 7: Comparison of the risk analysis practices 
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Source: Own study based on the data provided in (Słobosz/Ziomko 2009:24; AON 2009:24). 

4.2.2. Problem (2): The board-level involvement 

Management board involvement in risk management initiatives might be reflect-
ed both by the (a) establishment of risk management policy and (b) by the 
board’s involvement in current approaches to risk management in an organisa-
tion. With regard to the first criteria, 75% of questioned Polish companies ad-
mitted that they had totally or at least partially established risk management pol-
icies. This result is comparable with the global survey (where 76% respondents 
have such policies) and indicates that the questioned Polish companies are aware 
of the importance of the risk management and the problem of risk is one of the 
priorities for board-level agendas. However, some significant differences are 
visible when comparing the proportion of companies that established partial or 
total risk management policies. In Poland 47% of questioned companies estab-
lished partial risk management policies and 28% total policies, whereas globally 
these proportions are reversed: 29% of respondents established partial policies 
and 47% total (AON 2009:28; Słobosz/Ziomko 2009:26). Among the Polish re-
spondents, 24% declared clearly that they didn’t establish a risk management 
policy, whereas in the global survey there were 17% (other companies indicated 
that they do not know if such policies are established).  

With regard to the board-level approaches to risk management, 95% of ques-
tioned Polish companies admitted that the board is somehow involved. This re-
sult is comparable with the 89% indications in the global survey. In the Polish 
sample of companies, 5% indicated no board involvement, whereas in the global 
survey – 6% (AON 2009:29; Słobosz/Ziomko 2009:26). Once again, the differ-
ences are visible when comparing the type of board-level involvement (compare 
figure 8). In Poland, 35% of questioned companies admitted that the board sys-
tematically participates in approaches to risk management and 38% indicated 
that the board considers specific business risks. In both of these criteria the 
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global survey indications were at a lower level. Globally, the most frequent in-
volvement is in the form of annual or periodic approval of the approaches to risk 
management (42% of respondents), whereas in Poland only in 22% of ques-
tioned companies involves the board in such a way.  

Figure 8: The comparison of board-level involvement in risk management  
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Source: Own study based on the data provided in (AON 2009:29; Słobosz/Ziomko 2009:26). 

4.2.3. Problem (3): The delegation of risk management competences 

Risk management might be conducted internally, by the establishment of a risk 
management department, or externally, with the appointment of advisors. Thus 
the prime issue is whether the organisation established a risk management de-
partment and if so, how the department functions. If it uses external service pro-
viders (advisors), then the areas of their involvement should be analysed. Re-
gardless of the internal or external organisation of the risk management depart-
ment, from the risk management maturity point of view, it is also important to 
review the policies on risk reporting as well as the prioritisation of risk man-
agement activities.  

The establishment of a formal risk management department, with a CRO (Chief 
Risk Officer) as head of the department, is perceived as an indicator of higher 
maturity in risk management. According to AON’s surveys results, among the 
questioned Polish companies only 19% possessed a risk and insurance manage-
ment department whereas in the global survey 78% of respondents declared so. 
In Poland a relevant factor influencing the presence of the risk and insurance 
management department was the sector in which a company operates (the ma-
jority were found in building, chemicals, transportation or logistics) (Sło-
bosz/Ziomko 2009:26). In the global survey, however, the correlation was found 
with the level of revenues – formal risk and insurance management departments 
are more frequent in companies with higher level of total revenues (AON 
2009:34). Concerning the presence of a CRO, among Polish respondents only 
16% admitted that they established such a managerial function as compared to 
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25% of respondents in the global survey. As presented in figure 9, the CRO’s 
functions often include insurance risk management, which means seeking alter-
natives to traditional insurance programs. In Poland 18% of questioned compa-
nies considered creating such a position in the future as compared to 10% of re-
spondents in the global survey. But it is relevant to stress that in Poland 64% and 
globally 62% of respondents do not plan to create such a position at all.  

Figure 9: Comparison of the CRO presence  
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Source: Own study based on the data provided in (AON 2009:33; Słobosz/Ziomko 2009:27). 

These results confirm that although there is a growing interest in risk manage-
ment practices, companies do not feel prompted to establish a separate position 
(the CRO) dedicated to managing risk. In such circumstances, the valid question 
is who is most frequently responsible for managing risk in companies and to 
whom the risk and risk management issues are reported to. In Poland, the re-
sponsibility for risk management is most frequently held by the CFO (38%), the 
CEO or president (30%) or by internal audit (10%). The global survey indicated 
similar results with regard to the responsibility of the CFO (43%) with lower 
indications of the CEO or the president (15%). In the global survey, 9% of re-
spondents held responsible the treasurer and 6% the audit committee. Also, it is 
worth to indicate that 6% of Polish companies held responsible the accounting 
department, with the minor indications of risk committee (3%) and the treasurer 
(2%). As for risk reporting, 40% of Polish respondents report risk to the CFO, 
financial department or treasurer, then 25% to the management bureau and 20% 
to the CEO or the president. However, according to the global survey results risk 
is primarily reported to the CFO, financial department or treasurer with 62% of 
indications (AON 2009:35,37; Słobosz/Ziomko 2009:27). It is worth noticing 
that reporting to the management board, which was in second place in the Polish 
survey, was not indicated in the global survey and should be recognised as a 
specific feature of Polish practices, which can be explained by the practices 
within risk identification and risk assessment analysed above.  
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In the absence of a risk management department, or in order to support the activ-
ity of an existing one, an organisation may turn to external service providers 
(advisors). Such practices are highly valued in Risk Maturity Models. According 
to the AON’s survey results, independent consultants are treated as an out-
sourced support with a comparable frequency (40% both in Poland and global-
ly). However, Polish companies less frequently rely on consultants for project 
works (32% as compared to 71% in the global survey) and on the ongoing basis 
(61% as compared to 71% in the global survey) (AON 2009:38; Sło-
bosz/Ziomko 2009:28). With regard to the leading types of service provided by 
external providers (advisors), in Poland the insurance-linked activities still play 
a dominant role whereas globally it is less important. In table 1, the top five in-
dications of Polish companies are compared with the rank in the global survey. 
In the global survey, however, apart from the actuarial risk analysis and risk 
modelling, the property loss control was indicated as the most frequent service 
provided by advisors (51%).  

Table 1: The top five activities of external service providers indicated by the 
questioned Polish companies as compared to the global trends 

Activity 

Polish results Global results 

Percentage 
of indica-

tions 
Rank

Percentage 
of indica-

tions 
Rank

Independent insurance program  
analysis 

37% 1 35% 6 

Actuarial risk bearing capacity  
analysis and risk modelling 

33% 2 51% 1 

Contract review (including insurance 
contracts) 

29% 3 47% 3 

Captives management 29% 4 46% 4 

Credit risk management 27% 5 34% 7 

Source: Own study based on the data provided in (AON 2009:38; Słobosz/Ziomko 2009:29). 

The fact that Polish respondents are more focused on traditional (that means pro-
tective, insurance-based) approach to risk management as compared to the glob-
al results, was confirmed additionally by the review of the priorities in risk man-
agement. The map of risk management priorities presented in table 2 indicates 
that the questioned Polish companies gave higher priority to insurance buying 
and claims management as compared to the global survey results. In addition, 
they diminish the role of internal risk management communication. What is spe-
cific to Poland, is that the prime driver of business activities within risk man-
agement is the regulatory compliance and reporting, given fourth place in the 
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global survey. However, the priorities of the Polish companies in the next two 
years will more accurately match the pattern in the global survey. The risk quan-
tification, identification and analysis are going to be prioritised. The companies 
clearly identify the need for an enterprise-wide approach to risk management 
and internal risk communications. Also, a sign of a more mature risk manage-
ment practices is shown by the decreasing importance of insurance buying and 
claims management.  

Table 2: A map of risk management priorities  
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Priority ranking the in  
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Regulatory 
compliance 
and reporting 

1 2 ↓ 

Risk identifi-
cation, quan-
tification and 
analysis 

1 1 ↔ 

Risk identifi-
cation, quan-
tification and 
analysis 

2 1 ↑ 

Managing 
risk on an en-
terprise-wide 
basis 

2 2 ↔ 

Insurance 
buying 

3 6 ↓ 
Loss control/ 
prevention 

3 3 ↔ 

Loss control/ 
prevention 

4 4 ↔ 
Regulatory 
compliance 
and reporting 

4 4 ↔ 

Managing 
risk on an en-
terprise-wide 
basis 

5 3 ↑ 
Insurance 
buying 

5 6 ↓ 

Risk  
financing 

6 5 ↑ 
Risk commu-
nication – 
internally  

6 5 ↑ 

Claims  
management 

7 9 ↓ 
Risk  
financing 

7 7 ↔ 
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Emergency/ 
contingency 
planning 

8 8 ↔ 
Emergency/ 
contingency 
planning 

8 8 ↔ 

Risk commu-
nication – 
internally 

9 7 ↑ 
Claims  
management 

9 9 ↔ 

Risk commu-
nication – 
externally 
with stake-
holders 

10 10 ↔ 

Risk commu-
nication – 
externally 
with stake-
holders 

10 10 ↔ 

Source: Own study based the data provided in (AON 2009:31; Słobosz/Ziomko 2009:28). 

It is worth pointing out that the Polish ranking is more dynamic as compared to 
the global one, where only two business activities are planned to be re-
prioritised and the other kept at the current level. This should be perceived as a 
proof that in Poland risk management is growing in importance and it is still in 
the phase of experimentation. Companies are currently learning how to conduct 
effective risk management and how to prioritise business activities conducted 
within.  

4.2.4. Problem (4): The assessment of maturity of risk management practices of 
Polish companies 

The above revised risk management practices of Polish companies allow to as-
sess their risk management maturity. For that purpose, these practices are posi-
tioned against the four attributes and the related competences indicated in the 
Hillson (1997) model. The results of this positioning are outlined in table 3.   
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Table 3: The assessment of maturity of risk management practices of the exam-
ined Polish companies with the application of Hillson’s (1997) Risk Maturity 
Model attributes and competences 

Attributes Practices of lower levels  
of maturity 

Practices of higher levels  
of maturity 

Culture  diminished role of the inter-
nal risk communication  

 rare risk management de-
partments (and the CRO po-
sition)  

 the expected change of pri-
orities within risk manage-
ment 

Process  only partial risk manage-
ment policies implemented 
(the risk management does 
not cover all areas of deci-
sion-making) 

 board-level discussions and 
analysis within risk identifi-
cation and risk assessment  

 a systematic participation of 
the management board in 
risk management activities 

Experience  commitment of consultants 
for traditional risk manage-
ment activities (which indi-
cates that the strategic 
meaning of risk manage-
ment is diminished) 

 

Applications  risk responsibility and risk 
reporting – does not reflect 
the global trends and the 
importance of management 
bureau  

 a low frequency of the ap-
plication of business unit 
risk registers or key risk in-
dicator worksheets (which 
indicates the low applica-
tion of advanced risk man-
agement tools) 

 an application of both quali-
tative and quantitative 
methods of risk assessment 

Source: Own study.  

The analysis revealed some practices indicating low levels of risk management 
maturity. With regard to the culture of risk management, the surveyed Polish 
companies diminish the role of internal audit communication, which was of low 
priority among the most important risk management activities. Also, most of the 
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surveyed Polish companies do not have a risk management department, not to 
mention a dedicated risk manager as a leader of risk management practices. Fur-
ther, the implementation of risk management policies is only partial and the use 
of external service providers is mostly focused on traditional risk management 
activities (with the leading role of insurance-linked services). As for the applica-
tions attribute, the surveyed Polish companies differ visibly from the global re-
search results with regard to both the practices of risk responsibilities and risk 
reporting. Instruments such as risk registers or key risk indicators are also rela-
tively infrequently applied, which is partially balanced by the application of both 
qualitative and quantitative methods of risk assessment.    

A higher level of maturity, however, was indicated by the expected change of 
risk management priorities, that will more accurately match the patterns fol-
lowed in global research. Also, the board-level commitment indicates mature 
practices because most of the surveyed companies admitted the managerial in-
volvement in risk analysis as well as the systematic participation in other risk 
management activities. In this area the surveyed Polish companies differ most 
visibly from the global trends. This can be explained by the relative novelty of 
standardised risk management practices in Poland. As a consequence, these 
practices are perceived as a board-level task and thus naturally turn into board-
level functions.  

5. Conclusions 

A strategic approach to risk management recognises both the dual nature of risk 
and the need to introduce advanced risk management practices in all areas of a 
decision-making process. As it was explained, Risk Maturity Models provide a 
set of benchmarks indicating the level of progression of risk management prac-
tices in an organisation. Thus, Risk Maturity Models should be perceived as an 
important tool for developing strategic risk management. It is worth remember-
ing, that the understanding of risk management cost-benefit trade-off is a fun-
damental issue in risk management implementation.  

The study shows that the available academic and practical Risk Maturity Models 
differ with (i) the levels of assessment, (ii) the attributes evaluated, and (iii) the 
competences revised. However, the Models agree with the features of mature 
risk management characteristics and practices. In this context, Risk Maturity 
Models provide a logical set of benchmarks applicable in assessing the current 
advancement of risk management practices. The assessment might be provided 
both at an organisational (internal) level, as well as for comparative analysis 
against best practice.  

In the practical part, the study demonstrates the possible application of Risk Ma-
turity Models in managerial practice for benchmarking. The data characterising 
different aspects and activities conducted by Polish companies within their risk 
management practices are used here to evaluate the maturity of these practices. 
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In this context, two plausible hypotheses were verified. The first one, stating that 
within the evaluated aspects, the risk management practices of Polish companies 
are visibly worse when compared to the practices observed globally, found con-
vincing support. Only with regard to board level commitment, Polish companies 
are better as compared to the results of the global survey. However, this can be 
explained by the relative novelty of risk management practices which is still 
perceived as an area of managerial concern.  

The comparison of the survey results with the ‘attributes’ and ‘competences’ of 
Hillson’s Risk Maturity Model, gives a strong support for the second hypothesis, 
stating that risk management practices of Polish companies are generally less 
mature. Within the majority of the examined issues, risk management practices 
of Polish companies are still far from the characteristics of most mature practic-
es.  

Undoubtedly, in Poland risk management issues (in the strategic dimension) 
constantly spread and win the growing interest of key managers. This raises the 
further questions regarding the role of CFOs and CEOs in developing mature 
risk management practices in accordance with the requirements of corporate 
governance and ethics. The progression of risk management practices in Polish 
companies is followed by the adoption of solutions practiced globally, including 
the wide acceptance of practical risk management standards.  

Although the study was prepared with thoroughness, it has several limitations. A 
first limitation is a relative lack of academic studies over the problem of risk ma-
turity and Risk Maturity Models, both in theoretical and practical dimension. As 
a consequence, a broad foundation for the understanding of research problem 
was needed. The problem of risk management maturity is valid for risk man-
agement theory and practice, a more in depth studies are recommended. This 
paper provides a closer insight to the construction and utility of Risk Maturity 
Model, thus it offers some contribution to the existing knowledge and literature 
on risk management related issues. 

Another limitation was connected with the available data used. The data came 
from a questionnaire done on a relatively narrow sample, and in many aspects 
represent purely declarations of respondents. As a consequence, the provided 
assessment of maturity of risk management practices is exposed to the risk of 
bias. Further questionnaires of this type may deliver data useful to verify the as-
sessment and estimate the progress of maturity of risk management practices of 
Polish companies. Nevertheless, in practical dimension, the study offers a ready 
platform for further researches and comparisons within the assessment of the 
maturity of risk management in companies. In particular, the study offered a 
proposal of the possible research methodology, together with the set of data that 
may be used in further researches addressing cross-national context.  
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