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® RISK ASSESSMENTS - OPERATIONAL GUIDE

A risk assessment that sits in a
folder after it is completed is
not a control. It is a record that
something was thought about
once, and then filed.

For operations, compliance, health and safety, facilities, and site leaders
responsible for managing operational risk across one site or many. Why
assessments so often fail to prevent the incidents they anticipate, and
how to make risk controls visible, owned, and current.

® Controls with owners ® Reviews on time ® Evidence on demand

ASSESSMENTS ® OVERDUE REVIEW CONTROLS OWNED
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® IN THIS GUIDE

Built for the people
accountable when a
control fails.

This guide is for operations, compliance, health and safety,
facilities, and site leaders responsible for managing operational risk
across one site or many. It covers why risk assessments so
frequently fail to prevent the incidents they are designed to
anticipate, what a connected risk management approach makes
possible, and how to build a system where risk controls are visible,
owned, and kept current.
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® DOCUMENTATION IS NOT RISK REDUCTION

When a risk assessment
stops being a control

A risk assessment is useful on the day it is completed. It is only valuable if the

controls it identifies are implemented, maintained, and reviewed, and if the people

responsible for those controls know that they are responsible.

In most organisations, the assessment and the control exist in different places. The

assessment is in a folder. The control is in someone's memory, a rota, a verbal
briefing, or a procedure document that may or may not reflect what actually

happens. The review date is in a calendar that may or may not be monitored. The
evidence that the control is working is nowhere.

A risk assessment that sits in a folder after it is completed is not a control. Itis a
record that something was thought about, once, and then filed. The distinction
matters because the legal and moral purpose of a risk assessment is not
documentation. It is risk reduction, and that requires controls that are
implemented, assigned, monitored, and current.

:, The review that was never triggered

A risk assessment completed 18 months ago for a high-risk activity, with a review
date that passed six months ago and was never acted on, is not a managed risk. It
is a documented risk that may no longer reflect the current environment, team,
or equipment. In regulatory and legal proceedings, an out-of-date assessment

may be treated as evidence of a failure of risk management rather than evidence
of it.

The gap between completing a risk assessment and maintaining effective risk
control is where most programmes break down. Not at the point of assessment,
which is often done well, but in the months and years that follow, when controls
drift, reviews are missed, and the assessment that was current becomes the
assessment that was true.
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® BEFORE YOU CHANGE YOUR APPROACH

Five questions to ask before
you change your approach

Improving risk assessment management is not primarily a question of form design

or digital tools. It requires clarity about where controls drift, where reviews are
missed, and where the gap between documented risk and actual control is widest.

L

5

Do you know which risk assessments are overdue for review, right
now?

Not from memory, and not from a periodically-updated spreadsheet. Right now, across
all sites and activities. Connected risk management makes overdue reviews visible
automatically. Manual systems discover them at inspections, incidents, or after they have
already become a liability.

Are the controls in your risk assessments assigned to named
individuals?
A control documented without an owner is not a managed control. It is a documented

intention. Whether each person knows they are responsible is the most fundamental
test of whether an assessment is operational or merely administrative.

How would you know if a risk assessment is no longer current?

Environments change: new equipment, new staff, modified processes, replaced
contractors. In most organisations there is no systematic mechanism for identifying
when a change requires an assessment to be updated. The document remains current
long after it has stopped reflecting reality.

When an assessment identifies a control that needs
implementing, what happens next?

This is the action gap question. A required control, a guard, a procedure, a training
programme, creates an action requirement. If it is not formally assigned, tracked, and
evidenced, it will be done by some and forgotten by others. The process generates
accountability only when connected to action management.

THE LEGAL AND REGULATORY TEST

If an incident occurred today involving a documented risk,
what would your record show?

When an incident is investigated by the HSE, an insurer, or a court, the assessment
is one of the first documents requested. Was the risk assessed? Were controls in
place, current, and implemented? Was it reviewed? Connected risk management
makes each question answerable. A paper or PDF-based system often does not.
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® A STANDARD WORTH BUILDING TO

What 'good' looks like

The organisations that manage operational risk most effectively share a set of

structural characteristics that go beyond completing the required assessments.
These are the outcomes a well-built connected risk management approach

should consistently deliver.

v

Assessments consistent across sites and activities

Structured templates ensure the same hazards, control categories, and evidence
requirements apply across all locations and assessment types.

Every control assigned to a named owner
Control measures have a named responsible person, a clear scope, and a defined
requirement, not a generic reference to 'site management',

Review dates visible and acted on
Overdue assessments are flagged automatically, reach the responsible person in time, and
do not accumulate silently in a calendar no one monitors.

Changes in environment trigger reassessment

Significant changes, new equipment, contractors, processes, or staff, are connected to the
assessment records that may need updating as a result.

Required actions tracked to closure
Where an assessment identifies a control to implement, a training requirement, or a physical
change, those actions are formally assigned, tracked, and evidenced.

Evidence connected to the assessment record
Sign-offs, implementation records, training completions, and review notes sit against the
assessment, not in separate files that require manual assembly.

Leaders have risk visibility across all sites
Overdue reviews, unassigned controls, open actions, and high-risk assessments are visible in
reporting across the estate, not site by site.

Most organisations are delivering parts of this. The consistent gaps are in control
ownership, review date management, and the connection between identified
control requirements and tracked action, the three areas where static systems
most commonly fail to deliver the risk reduction they document.
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® WHAT IS AT STAKE

The numbers behind the
decision

The direct cost of risk assessment failures accumulates across workplace incidents,

regulatory enforcement, insurance liabilities, and operational disruption. These
figures frame what is at stake when risk controls are documented but not

maintained.

£22.9bn

Workplace harm

Annual UK cost from
workplace incidents,
injuries, and ill health,
most covered by
assessments whose
controls were not
maintained.

Source - HSE 2023/24

g The document that became a defence liability

5-40..

Cost of quality

Of revenue attributed to
operational failures and
safety events that risk
controls are designed to
prevent.

Source - ASQ

”70%

Still on paper

Estimated share of the
market managing risk
assessments through
paper forms, PDFs,
spreadsheets, or
disconnected systems.

O0CAPII estimate

In HSE enforcement and civil litigation, the risk assessment for the relevant
activity is examined in detail. One that is out of date, identifies controls which
were not implemented, or has not been reviewed since a significant change is not

a neutral document. It is evidence of a risk management gap. A connected,

current, well-evidenced assessment is the difference between a document that

demonstrates control and one that demonstrates its absence.

o The control that was everyone's responsibility, and therefore no one's

Controls assigned to 'management), 'all staff', or 'site team' rather than to named
individuals are rarely implemented reliably. The absence of a named owner is the
most common single cause of controls drifting from the document to the gap
between the document and reality. Connected risk management makes

ownership explicit, and makes its absence visible.
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® WHERE RISK MANAGEMENT BREAKS DOWN

Six failure points in risk
assessment management

Risk failures that result in incidents or liability trace back to a small set of structural

weaknesses in how assessments are maintained, not how they are completed.

FAILURE POINT

The overdue review

Controls without owners

The assessment that
does not reflect
operations

Required actions not
tracked

Evidence stored
separately

Multi-site inconsistency

WHY IT PERSISTS

A review date was set when the assessment was completed.
Nobody is monitoring it. The date passes, the assessment
becomes out of date, and nobody knows until an incident or
inspection surfaces the lapse.

The control section lists what needs to be done, but not who
is responsible, by when, or with what evidence. Whether it is

implemented depends on whether anyone chooses to act on
it.

Equipment, team, or process has changed. The assessment
was not updated. The document describes an operation that
no longer exists but is still referenced as evidence of
managed risk.

An assessment identifies a control to implement, a physical
change, a training need. No formal action is raised. Whether it
is completed depends entirely on individual memory and
initiative.

Sign-off records, training completions, and inspection
photographs sit in separate files. When evidence is needed to
show controls were implemented and maintained, the search
begins from scratch.

Different sites use different templates and interpret similar
hazards differently. The organisation believes it has a
consistent approach. It has a collection of locally-interpreted
records.

The structural problem connecting all six is the same: risk assessments exist as
documents rather than as operational management tools. Connected risk
management is what makes the transition from documentation to live control

possible.
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® FROM COMPLETED DOCUMENT TO LIVE CONTROL

What connected risk
management actually
changes

Connected risk management is not a digital version of a paper risk assessment
form. It changes the fundamental nature of what a risk assessment is: from a
completed document to a live operational control, one that is current, owned, acted
on, and evidenced.

STATIC RISK ASSESSMENTS OCAPII-CONNECTED MANAGEMENT

Assessments stored as paper, PDFs or Assessments managed in one connected

spreadsheets platform

Controls written down but hard to track Controls linked to named owners, tasks and
evidence

Review dates missed or chased Reviews scheduled and surfaced

manually automatically when due

Evidence sits in separate folders Evidence sits against the assessment and

action record

Site teams may use different templates Templates support consistency across all sites
Leaders have limited visibility of risk Dashboards show overdue reviews, open
status actions and trends

¢ Fromrisk paperwork to live operational assurance

The organisations that manage operational risk most effectively are not those
with the most comprehensive assessment documents. They are the ones whose
assessments are current, whose controls are assigned and maintained, whose
reviews happen on time, and whose evidence is available without assembly. That
is what connected risk management enables, and what static documentation
cannot.
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® REQUIREMENTS VARY BY SECTOR

Industry-specific
considerations

Risk assessment requirements vary significantly across sectors. The hazard types,

control standards, review frequencies, and evidence obligations differ considerably

between a commercial kitchen and a manufacturing plant, or a care home and a

school campus.

Manufacturing & Industrial

Task-based, COSHH, machinery, permit-linked,
confined space and height assessments.

e Task-based assessments need review when
processes change; a triggered review reduces
the gap between change and currency.

e RAMS for contractor activity require controls
verified before work begins and evidenced
throughout.

e Process FMEA and quality risk requirements
need structured documentation with review
and closure history.

Hotels & Accommodation

Kitchen, plant, housekeeping, event, pool,
contractor and fire risks across complex structures.

e Spa, pool and leisure assessments carry the
highest direct safety risk; controls need
assignment, review, and evidence.

e Event and setup assessments should connect
to the booking record for the actual
configuration and contractors.

e Brand standards increasingly require
evidence of current, reviewed assessments
across all properties.
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Food & Beverage

Kitchen hazards, COSHH, manual handling,
allergen and contractor risks, with frequently-
changing teams.

COSHH assessments need controls specific to
each product and use; generic ones stop
reflecting actual risk when products change.

Allergen-related assessments connect to food
safety obligations, making currency and
evidence quality especially important.

Multi-site operators need consistent
standards across kitchens with different
layouts, equipment, and teams.

Healthcare & Care Homes

Direct implications for resident safety and a focus
of CQC inspection.

Moving and handling assessments are highly
dynamic; they need updating as a resident's
condition changes, with evidence available
quickly.

Environmental assessments cover hazards
affecting the most vulnerable; review
frequency and accountability must be higher.

Legionella and water safety assessments carry
defined review requirements that automated
monitoring makes systematic.
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® REQUIREMENTS VARY BY SECTOR - CONTINUED

Industry-specific
considerations

Facilities & Estates

Fire, water safety, contractor, COSHH, height and
lone-working risks across large portfolios.

e Fire risk assessments carry a legal
requirement for regular review and tracked
remedial action; automated monitoring is a
compliance requirement.

e Water safety and Legionella plans require
specific review frequencies set out in
approved codes of practice.

e Contractor assessment management needs a
systematic process for receiving, reviewing,
and evidencing before work begins.

Leisure & Entertainment

Activity, equipment, crowd, food, contractor and
event-specific risks, with shifting profiles.

e Activity and equipment assessments carry
licensing and insurance obligations; reviews
triggered by incidents or inspections matter.

e Event-specific assessments must reflect the
actual configuration, contractors, and
activities, not a generic template.

e Crowd management and public safety
assessments face increasing regulatory
scrutiny; current, evidenced controls are the
minimum standard.
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Education

Classroom, laboratory, catering, sports, trip,
contractor and site hazards across campuses.

e Educational visit assessments need hazard
identification, controls, and approval sign-off,
with review triggered when type or location
changes.

e Science laboratory assessments must be
current, accessible at point of use, and
connected to COSHH for the substances
involved.

e Multi-academy trusts need consistent
standards with central visibility of currency,
review status, and open actions.

Every sector

Wherever risk is assessed, the principle holds: give
every control an owner, every review a reminder,
and every assessment a live evidence trail.
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® PRACTICAL STARTING POINTS

Making the transition

Moving from static risk assessment management to connected risk control does

not require replacing every assessment simultaneously. The highest-return starting

point is almost always the assessment type where outdated controls, missed

reviews, or unassigned actions create the most direct legal, regulatory, or safety

exposure.

A practical approach to building connected risk management

Start with your highest-consequence assessment types: those where an incident
would attract regulatory scrutiny, where reviews are most likely to be missed, or
where controls depend most on named individual action.

Assign ownership to every control before migrating: naming an owner for each
control measure is the work that makes risk assessments operational rather than
administrative.

Build review scheduling into every assessment: the frequency should reflect risk
level, rate of change, and regulatory requirement, and should generate an automated
reminder, not depend on calendar management.

Require evidence of implementation and maintenance: photos, training records,
inspection sign-offs, and procedures should sit against the relevant control, not in
separate filing systems.

Connect changes to the assessments they affect. 'does any existing assessment
need updating as a result of this change?' should be part of the change management
process.

Review the first month for currency gaps: overdue reviews, unassigned controls,
and assessments not updated since significant changes are typically visible within
weeks, and are the greatest risk and the most immediate opportunity.

The goal is not a comprehensive digital risk register built in one step. It is
connected risk control, where every significant assessment is current, every control

has an owner, every required action is tracked, and the evidence of what was

assessed, controlled, and reviewed is available without assembly on any given day.
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ocapii MASTER YOUR OPERATIONS

® SEE HOW OCAPII TURNS ASSESSMENTS INTO CONTROL

A completed
assessment is not
a managed risk.

A managed risk has current controls, a named owner, and
evidence of both. OCAPII connects risk assessment templates,
control ownership, action tracking, review scheduling, sign-off
workflows, and audit-ready evidence into one live platform, so
risk management becomes something you can demonstrate,
not just document. If something in this guide describes your
operation, it is worth a conversation.

Request a conversation at ocapii.com —
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