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DOC-EXEC-25-06-06
Risk Review 
                  Document for information and discussion 
Purpose of this item

Twice per year, or more, the Executive Committee reviews EDFs risks. It discusses and agrees steps to mitigate risks.  This was done in detail in January. Given that EDF ended 2024 with a loss, and we also lost staff in the operations team, this document focuses on these risks.
Questions for the Executive Committee 

· Do you have questions, comments or suggestions on the risks presented, or how we propose to manage them?

· Are there other issues we should address?

	Date identified
	Risk type
	Likelihood
	Severity
	Ownership
	Measures

	February 2025
	Financial – EDF ended 2024 with a loss on our balance sheet. It also leads to the risk of this happening again in 2025 without measures
	High
	High
	Executive and management team 
	Reduce HR costs (Pay freeze, voluntary decrease in benefits, ending specific staff contracts, not replacing outgoing staff immediately)

Increasing income: increasing resource mobilization, internal changes in responsibilities within the secretariat (Executive Director working with Funding and Grants Coordinator and International Cooperation Manager  to maximize income and fundraising)
Better monitoring of financial position (monthly accounts, regular accounts to Executive)
Changes to budgeting (more accurate and comprehensive budget with allocation clear across projects, operating grant, and indirect costs)
Trying to reduce other costs (open calls for captioning and interpretation for events, review of service providers, testing use of AI, reducing travel costs, review office costs and size).

	April 2025
	Loss of confidence in EDF (secretariat, members, partners and donors)
	High
	High
	Executive and management team 
	Clear internal communication to Secretariat, Executive, Board, Members, including at this AGA- key message is that we are taking a raft of measures to bring us to a stronger position fast
For external partners we are engaging strongly and fulfilling all their expectations. 

	March 2025
	Problems in EDF financial procedures which resulted in late payments and financial losses related with projects 
	High
	High
	Executive and management team 
	Finance manual revised with internal review and external expertise, and guidance of treasurer, President Vice President and Finance committee. 

	April 2025
	Sudden departure of key staff member who was responsible for HR, Administration and Finance
	High
	High
	Executive and management team 
	Immediate takeover of tasks by the Director, and distribution of responsibilities within the management team.

Distribution of tasks withing the secretariat 

Creating procedures for key functions so they are more clear and effective, and so others could take over easily as needed (payroll procedure, payment procedures).
Close communication with outgoing staff members who also allowed email access and forwarding. 

External expert support from local knowledge for procedures. 

Training for existing staff (in banking, HR issues, finance)

	June 2025
	Decision to hire new auditor has the risk that our measures (especially left over issues from 2024) will leak into the external audit
	Moderate
	High 
	Executive + Executive director 
	Decision on new auditor taken by President, Vice President and Treasurer, following discussions in the secretariat, with old auditor and accountant. 

New auditor aware of our 2024 accounts and issues we are dealing with

Strong preparation for 2025 audit

Complete revision for procedures this year

	April - December 2025
	 Overload of staff that have assumed many new and unfamiliar  responsibilities 
	Moderate
	High
	Executive Director and management team
	External support for finances
Review tasks of all team concerned and review job descriptions- decide what should be outsourced- and what should be done within EDF (there is a clear need to have a finance officer who can do daily accounts in the office- this was outsourced in the past)

Team support and training 

	2025
	Leftover issues from our previous financial management gaps may tarnish our 2025 audit
	Moderate
	High
	Executive Director + secretariat

External accountant
	Detailed review of 2024 issues found by the auditor- missing invoices, double payments, late payments. Finding the invoices, calling back double payments- this will need to be absorbed by unrestricted income in 2025

Increase unrestricted income

External financial support

Recruit qualified person to do daily accounting in the office. 

	2025
	Necessary changes to ensure financial sustainabitility of our meetings and events lead to reduced impact
	High
	Moderate
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