


When the world shifts, trust is tested. In today’s 
NAVI (nonlinear, accelerated, volatile and 
interconnected) environment, organizations are 
required to make decisions faster, under greater 
uncertainty and with consequences that travel 
further than ever before. Operating at the speed 
of trust means having the structures, decision 
rights and governance in place to act quickly and 
transparently — without confusion, delay or loss of 
control. This chapter, our latest in the EY Global 
Risk Transformation Series, explores what it takes 
to do exactly that.

Our inaugural chapter in the series last year 
introduced the NAVI environment and the concept 
of the Risk Strategist. Since then, the response 
from clients and the broader risk community  
has been striking, with many leaders now  
actively considering how to better integrate  
risk with strategy.

Kapish Vanvaria
EY Global Risk Consulting Leader

This chapter focuses on what must be true to 
evolve and keep pace with an environment that 
is accelerating faster than traditional structures 
were designed to manage.

The study highlights practical shifts underway 
among leading organizations: closer alignment 
between risk and strategy, trigger‑based 
mechanisms that enable timely action and 
governance that supports speed without 
sacrificing oversight or trust.

We hope these insights support meaningful 
dialogue and help organizations strengthen their 
ability to operate decisively and confidently at the 
speed of trust.

Foreword
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Summary

This article is part of the EY Risk Transformation 
series. This series explores the symbiosis of risk 
and strategy by identifying and learning from 
the behaviors and mindsets of Risk Strategist 
firms, a group of companies that approach 
risk management in more strategic ways than 
“Risk Traditionalists.” These organizations are 
better prepared for the NAVI risk environment, 
allowing them to achieve better risk and business 
outcomes. 

Quantitative research for this article includes 
a survey of 1,200 risk professionals conducted 
by the global EY organization in April and May 
2025. Respondents span 21 sectors and 12 
countries and represent organizations with over 
US$1 billion in annual revenue. To participate in 
the survey, risk professionals were required to 
have responsibility for risk management at their 
organization with a role in their organization’s 
C-suite, head of business unit, board member, or 
part of audit, risk, compliance, or nominating and 
governance committees.

Qualitative research for this article included a 
dozen interviews with risk professionals, building 
on more than 50 interviews conducted for the 
previous article in this series. Some of these 
interviews form the basis for guest perspectives 
by Risk Strategists that are featured in this article.

Defining Risk Strategists and  
Risk Traditionalists

To help us identify companies that closely link risk 
with strategy and the business, we captured the 
extent to which organizations:

	� Align the risk management function with 
overall business strategy.

	� Make business decisions based on a risk-
informed strategy.

	� Incentivize risk management professionals 
using business metrics.

	� View risk management as an enabler of 
business growth.

After running latent class segmentation to 
understand how the responses to these questions 
were grouped, we created an index to reflect 
these relationships. Each question was asked on 
a five-point scale, and we scored each response 
based on level of agreement or the extent 
the statement describes their organization. 
Aggregating these scores and normalizing the 
scale from 0 to 100 formed the basis of the index. 
Through statistical testing, we identified Risk 
Strategists as the top 32% of index scores and 
Risk Traditionalists as the bottom 25%.

50+
interviews

28
senior risk 
management 
executives

15+
leaders from  
the EY Risk 
Consulting practice

1,200
survey respondents
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In a NAVI environment, trust 
is earned through real-time 
decisions, not periodic reviews 
In November 2025, as a record-breaking US 
government shutdown stretched into its sixth 
week, the Federal Aviation Administration (FAA) 
ordered a temporary reduction in flights — first 
by 4%, and a week later by 10% — across 40 
high-traffic US airports. While the scale of the 
action was remarkable, the stated justification 
was not. The FAA’s press release explained that 
its response had been prompted by “staffing 
triggers” that were creating “increased reports of 
strain on the system.”1

The use of data-driven triggers to manage 
systemic risk is common in the aviation industry. 
This is both a sector in which incidents can set 
off chain reactions across intricate networks and 
one in which precise protocols govern everything 
from airplane maintenance to cockpit checklists. 
So, many airlines have identified a series of 
risk-based triggers, ranging from IT failures and 
inclement weather to aviation accidents — along 
with predefined response protocols, such as 
preplanned rerouting, backup IT systems and 
standardized communications procedures. 

A couple of months before the FAA action, a 
different trigger — a technology issue with a 
US-based airline’s flight tracking and resource 
management system — had prompted the carrier 
to ground flights at many major hubs. If you’re 
having trouble recalling the incident, it’s for good 
reason. The protocols did their job, and the issue 
was resolved within hours. It barely made a blip 
in the day’s news coverage. That’s what effective 
triggers produce: controlled, fast containment 
that prevents escalation and preserves trust.

Contrast that with more memorable and infamous 
incidents in which events expanded into full-blown 
crises that dragged on for days, costing stricken 
airlines dearly — not just in financial performance 
and fines, but also in damaged reputations and 
diminished stakeholder trust.  

Trust is the outcome stakeholders experience 
when risk is managed well. Today’s nonlinear, 
accelerated, volatile and interconnected (NAVI)  
operating environment has implications for both. 
The familiar saying — that trust is built slowly 
but can be destroyed in an instant — is more 
relevant than ever in a world in which crises strike 
more frequently, escalate rapidly and cascade 
in unforeseen ways. Add to that a backdrop in 
which trust has been steadily diminishing, and the 
stakes are higher than ever.

1. https://www.faa.gov/newsroom/dot-faa-announce-temporary-10-reduction-flights-40-airports

Trust is the outcome 
stakeholders experience 
when risk is  
managed well.
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Does your risk operating model 
match today’s velocity?

Traditional risk operating models — slow and 
periodic — are fundamentally misaligned with 
an external environment that is accelerated and 
nonlinear. To operate at the speed of trust, risk 
operating models need to become: 

	� Strategy‑first, grounding risk priorities, 
appetite, and metrics in strategic assumptions 
about future value — not past performance 

	� Trigger‑based, establishing signals, 
thresholds, and pre‑authorized decision rights, 
so owners can automatically spring into action 
when conditions change

	� Governance-forward, clarifying governance 
related to triggers ahead of time, to establish 
accountability and escalation without slowing 
execution

Together, these shifts move risk from reactive 
response to proactive design, enabling decisive 
action under uncertainty without losing control. 

The benefits of such an approach are clear. “Risk 
Strategist” companies — which, by definition, 
frame their risk function as an enabler of 
strategic growth — are better prepared for the 
shocks of the NAVI operating environment than 
their “Risk Traditionalist” counterparts. These 
firms report that their approach has improved 
performance across several benchmarks, from 
incident identification and response time (77% 
of Strategists relative to 57% of Traditionalists) 
to proportion of risks that are unexpected 
(74% of Strategists; 50% of Traditionalists) and 
appropriate risk escalation and decision-making 
(74% of Strategists; 55% of Traditionalists).

Risk Traditionalist Risk :trategist

Better incident identifcation 

and response tim

Reduced proportion of risks 

that are unexpecte

More appropriate risk escalation 

and decision-makin

Our organization bases all 

strategic decisions on a 

risk-informed strateg

The risk function is an 

enabler of business growt

Ssrasegy-frss approaa

Trigger-based mode

14 78

5 5C

57 77

5G 74

55 74

Risk Strategists are defined by their strategy-first approach that enables a trigger-based model

Note: Strategy-first approach shows the percent of respondent saying each statement describes their organization’s approach to risk management. These data points 
are included in the segmentation used to identify Risk Strategists. Trigger-based model shows the perecent of respondents who have seen improvements in each area 
since 2020.

External environment
Accelerated and nonlinear

Internal risk model
Slow and periodic

US and retaliatory tariffs skyrocket in months…  …but risk assessments are refreshed annually

Cyber outages propagate in hours… …but risk owners meet quarterly

AI models are retrained and launched in weeks… …but model risk reviews and approvals take months

Extreme weather events disrupt operations 
overnight…

…but control redesigns require 6-18 months
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Strategy-first:  
relevance starts upstream

Anchor risk 
management decisions 
in your organization’s 
envisioned future state

Much of risk management is based on backward-
looking — or, at best, contemporaneous — data, 
but strategy is about building the future. In 
an environment of accelerated disruption, as 
companies pivot to new markets, business 
models and sources of value, risks that appeared 
immaterial based on historical financial impact 
can undermine strategic objectives. More than 
ever, it’s critical for the risk function to be not just 
strategy-aligned, but strategy-first. 

An automotive company might identify oil prices 
or dealer carryover (unsold) inventory as key 
risks based on its current business model. A 
strategy-first risk function would instead look at 
the company’s projected future state in a sector 
disrupted by electric vehicles and mobility-as-a-
service (MaaS) business models. In this context, 
MaaS utilization rates, access to rare earth and 
other critical minerals, and dependency on 
charging infrastructure ecosystems may be far 
more material to the company’s forward-looking 
financial performance and strategic viability — 
despite having limited historical data to draw on. 

Electrolux, a Swedish home appliance 
manufacturer, has proactively built resilience 
into risk management and strategic investment 
planning based on how future climate scenarios 
may develop. “We have always assessed how 
near-term weather-related risks impact our 
production sites, warehouses and suppliers, but 
now we are considering multiple climate risks 20-
30 years in the future and how we should shape 
our strategy plans around them,” says Ulrich 
Adamheit, Head of Group Risk Management  
at Electrolux.

Strategy‑first framing makes the company’s 
strategic vision — its future commercial offerings, 
business model and market position — the starting 
point for everything from risk appetite to risk 
prioritization and action. Rather than relying on 
past performance or historical loss experience, 
it articulates embedded assumptions about 
customers, channels, regulation, technology, 
supply chains and partners — and asks how those 
assumptions could break as conditions change.

Strategy-first Traditionalists

Starting point Strategic projections Historical financials

Unit of analysis Strategic assumptions Risk events

Materiality lens Impact on ability to achieve strategic objectives Impact on most recent 12-month EBITDA

Risk appetite
Defined by strategic alternatives  
and enabling strategic growth

Constrained by defensive limits and  
documented tolerances

How a strategy-first lens changes risk focus
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This does two things. First, it defines when 
decisions must happen and who can act, using 
signals, thresholds and pre-authorized decision 
rights. Second, it defines no-regret resilience 
moves that strengthen readiness (e.g., clarifying 
decision authority, identifying mitigation levers, 
rehearsing protocols through simulations 
including tabletop exercises, and closing gaps) 
before a trigger fires.

This is not a question of predicting every 
outcome or scripting every response. No model 
can anticipate every shock; unexpected risks 
and losses will still occur. The point is to give 
the organization a default pathway for most 
conditions and the discipline and capacity to 
improvise when it must.

This is the shift from describing risks to designing 
the conditions under which decisions are made. 
Organizations that adopt triggers create a faster, 
more coherent operating rhythm anchored in 
explicit thresholds rather than  
managerial discretion.

Trigger-based: 
matching today’s 
velocity

Shift from calendar-
driven reviews to 
trigger-based action 02

If a strategy‑first approach 
defines what matters, a 
trigger‑based operating 
model defines the risk 
architecture that makes fast, 
trusted action possible. 
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It begins with translating strategic assumptions 
into signals that indicate when conditions are 
shifting in ways that matter for value creation. 
Those signals are continuously monitored and 
paired with objective thresholds that define when 
attention is required and what level of response 
is appropriate. The level determines four things: 
decision authority, response actions, escalation 
path and communications cadence.

Most Risk Strategist organizations benefit 
from three trigger levels: monitor, mitigate 
and mobilize. Each level includes defined 
owners, required actions, escalation paths and 
communication protocols. Every signal needs 
a data owner, measurement logic, refresh 
frequency and a single accountable decision 
owner once thresholds are crossed.

To see this approach in practice, consider a 
large organization preparing for the possibility 
of cross-border conflict in a region marked by 
growing geopolitical tensions. The company may 
begin by establishing a monitoring framework 
tied to a range of escalation scenarios, ranging 
from low‑intensity political and economic 
pressure to hybrid warfare and full-scale 
armed conflict. Based on these scenarios, the 
company might define both no‑regrets actions 
to take immediately (such as diversifying 
critical dependencies) and pre‑authorized 
countermeasures that activate at each  
escalation level (for example, bifurcating 
technology stacks to isolate local operations  
as conditions deteriorate).

This is where speed becomes structural. The 
organization is not deciding “who owns this” 
during disruptions. Ownership, authority and 
escalation are pre wired. The only task during 
activation is execution.

When a crisis hits, the organization does not 
debate process; it activates the pre-defined 
playbook. Risk does not run the play; it designs 
the playbook, convenes the right owners, and 
keeps the design current through rehearsal, 
post‑event learning and periodic refresh.

Crucially, governance follows the trigger. 
Oversight and assurance activate in proportion 
to severity, preserving accountability without 
re‑introducing latency. Outcomes, near‑misses, 
and true surprises feed a learning loop that 
refines signals, resets thresholds, updates 
protocols and strengthens the no‑regret posture 
over time. In this way, the organization becomes 
faster and more coherent with each activation.

Ownership, authority, and 
escalation are pre wired. 
The only task during 
activation is execution
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While triggers define when decisions must 
occur, governance determines who acts and 
who escalates. Traditional frameworks such as 
enterprise risk management (ERM), integrated 
risk management (IRM) and the three lines remain 
essential, but they must operate at the speed 
set by triggers, not the calendar. Governance 
becomes the accountability layer that keeps 
decision‑making fast, coherent and auditable 
without slowing execution.

In many organizations, governance still reflects 
periodic risk cycles. Trigger‑based operating 
models require something different. They require 
clarity of authority, clear escalation paths tied 
to severity, and assurance that activates in real 
time rather than quarterly. The challenge is 
not to replace existing governance structures, 
but to realign them so that roles, oversight and 
assurance flow from the trigger architecture.

This reframes the evolution of the three lines. The 
original design focused on separation of duties to 
avoid conflicts. In a NAVI operating climate, the 
goal is synchronized accountability across the first 
and second lines, with independent assurance 
from the third line preserved where required. 
The emphasis shifts from static boundaries to 
coordinated decision flow once thresholds  
are crossed.

The way leading organizations are already 
adapting illustrates this shift.

While regulated industries such as financial 
services tend to use bright lines to separate the 
third line, many companies in other sectors have 
been actively moving toward closer alignment 
across the three lines. One company benefitting 

from closer alignment is Marathon Petroleum 
Company, as highlighted by Kelly Niese, Vice 
President, Treasury, and Kelly Wright, Vice 
President, Audit, during a joint interview. “Our 
formal alignment between ERM and internal audit 
started several years ago, motivated by the need 
to have a similar view of risk and a common risk 
language,” says Niese. “This alignment has helped 
create a dynamic risk assessment environment 
where we can adjust our audit plans based on 
enterprise-level risks,” added Wright.

The direction of travel is clear. “I see the three 
lines becoming more synchronized and integrated 
over time,” says Satish Kumaraswami, Vice 
President of Global Model Risk Management 
at Scotiabank. “As we invest heavily in the 
first line to ensure business managers truly 
understand and own risks, we are building a solid 
risk foundation in the first line. The second line 
can then become more of a challenge function 
— taking on some of the third line’s traditional 
role — to ensure appropriate focus on emerging 
risks, self-identified gaps and testing. Meanwhile, 
the third line would focus on driving continuous 
monitoring instead of conducting traditional, 
periodic audits.”

David Hildebrand, Chief Audit Executive at 
ServiceNow, also sees walls between the lines 
blurring. “Five years from now, I don’t think we 
will need a distinct second line as it has existed 
in the past,” says Hildebrand. “We could see the 
first and third lines working together more closely, 
while the second line takes on more of an advisory 
role into the third line, or even disappears 
altogether. Ultimately, we need risk management 
that can drive business outcomes.”

Governance-forward: 
clarifying and 
coordinating 

Define accountability, 
oversight, escalation, 
and assurance to move 
safely at speed. 03

Traditional frameworks such as ERM, 
IRM, and the three lines remain 
essential, but they must operate  
at the speed set by triggers,  
not the calendar
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These perspectives reinforce a common pattern. 
Governance is most effective when it flows with 
the operating model, not against it. It clarifies 
ownership. It accelerates escalation. It allows 
auditability at speed.

Organizational structures will still vary. Some 
companies centralize ERM to create consistency. 
Others push responsibility into the business 
to increase agility. Most Risk Strategists 
adopt a hybrid approach that combines 
enterprise standards with local ownership. 
What differentiates them is not structure 
but coherence: a shared language, aligned 
methodologies, and risk roles designed to operate 
at variable speed.

A global semiconductor integrated device 
manufacturer uses a hybrid approach. “Risk 
management responsibilities are embedded in 
executive roles, with the support of a network 
of ERM and resilience champions who drive the 
process in their respective scopes,” the company’s 
Group Vice President responsible for corporate 
risk explained. “This networked approach 
balances a central drive with local deployment 
and allows us to address the interconnectedness 
between risks.”

Technology ultimately unlocks the next stage 
of speed. AI and GRC platforms are shifting 
governance from periodic oversight to continuous 
visibility. The third line gains real‑time insight. The 
second line becomes more predictive. The first 
line gains self‑service risk intelligence. Strategists 
are already planning to grow their tech and data 
expertise by more than 20%.

“ERM largely falls into work that can be 
transformed by AI,” says Katie Timm, Chief 
Compliance and Risk Officer at Cigna. “We are 
deploying agents to customize risk information for 
employees, tailoring dashboards and scorecards 
to real time, role specific insights. The goal is 
self service where compliance and risk become 
enablers, with data and technology increasing 
efficiency and effectiveness across the  
operating model.”

“Risk management should embrace AI, 
automation and continuous assessment,” says 
Vinod Madhavan, Chief Information Security 
Officer at Solstice Advanced Materials. “Manual 
qualitative reviews are being replaced by 
technology-driven quantification and continuous 
control monitoring. AI reveals new risks and 
trends and helps unify requirements and common 
controls across regulations, recommending 
actions and summarizing information to  
support decision making without replacing  
human judgment.”

The destination is not a new hierarchy. It is a 
governance system that activates at the speed 
of triggers, enables decisive action and builds 
accountability at every step. This is governance 
built for a NAVI world: faster, clearer,  
more coherent and tightly connected to  
strategy execution.

As governance accelerates, capabilities must 
evolve. Boards and risk leaders need deeper 
technology and AI literacy. First‑line leaders 
need stronger risk fluency. Curiosity, challenge 
orientation and contrarian thinking matter more 
as the environment becomes more dynamic. 
Mindsets become as critical as skill-sets. 

“When building a risk team, I don’t necessarily 
want people with deep expertise in risk,” says 
Mark Dingle, an independent advisor and former 
EY member firm Partner. “I’m more interested in 
smart, curious, driven individuals. It’s easier to 
teach someone about risk than it is to train them 
to have the right mindset.”

While employees at Risk Strategist and Risk 
Traditionalist firms have similar attributes today, 
Risk Strategists are more likely to recognize 
that innovative mindsets will be important in 
the future. They are roughly twice as likely 
as Traditionalists to say that in the future 
employees will need collaborative approaches 
and bold dispositions, and be innovation-
oriented, encourage contrarian thinking, and use 
nontraditional modalities.

Risk Traditionalist Risk :trategist

Collaboration approac

Describes their 

risk professionals toda

Describes their desired risk 

professionals in the futur

60 71 41 73

Innovation oriente

60 58 4� 73

Encourages dissent and contrarian thinkin

55 57 36 6�

Prepare for unprecedented disruptions

with an agile approac

5� 54 41 74

Uses nontraditional modalities

and framework

5� 4� 37 75

Bold dispositio

57 47 40 71

Risk Strategists recognize the future need for diverse skillsets and mindsets to drive the shift to the future operating model

Five years from now, I don’t think we will need a distinct 
second line as it has existed in the past. 

We could see the first and third lines working together more 
closely, while the second line takes on more of an advisory 
role into the third line, or even disappears altogether. 
Ultimately, we need risk management that can drive business 
outcomes; we don’t necessarily need all these lines.”
David Hildebrand
Chief Audit Executive at ServiceNow

“
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Changing the risk operating model requires 
transformation, and no two organizations 
begin risk transformation from the same place. 
Strategy‑first and trigger‑based design offers a 
clear destination. The entry point depends on 
a company’s specific circumstances, including 
characteristics such as its sector, maturity, scale, 
legacy processes and culture. 

The governing principle is simple. The first 
move does not need to be large. It needs to be 
directional. Every step should build toward a 
trigger‑based, strategy‑first architecture rather 
than reinforcing the slow, calendar‑driven model 
it replaces.

Not every company can redesign its full operating 
model at once. Some begin with growth 
milestones, others with major transactions, and 
others only after shocks create the urgency and 
mandate. Examples include: 

“Building risk management in a fast-moving 
technology company presents unique challenges,” 
says Walid Sleiman, Digital Technology GRC 
Leader at ServiceNow. “There are three things 
risk leaders must get right. First, think big, 
start small, and move fast —  you do this by 
leveraging proven industry frameworks rather 
than reinventing the wheel, and by tailoring 
them to size, just to what your organization 
actually needs. Second, use technology as a force 
multiplier. Automation and AI are essential to 
scaling risk management, enabling continuous 
monitoring and decision-making at the speed of 
the business. Third, ensure strong stakeholder 
alignment. Effective risk management requires 
consistent alignment across teams — connecting 
individual and functional risks and translating 
them into a unified, enterprise-level view that 
leadership can act on. This alignment is  
essential to driving value out of your risk 
management program.”

Startups typically begin with a relatively narrow 
approach to risk management — for instance, 
focusing primarily on regulatory compliance, or 
on risk subtypes that are most critical for their 
sector or business. Over time, events such as 
increasing headcount, new rounds of venture 
funding, initial public offerings, or expansion into 
new sectors or regions can help make the case for 
a more robust approach. 

To succeed, this needs to be done in ways that 
are adapted for and respect the nimble nature 
of the organization. The accompanying guest 
perspective by a risk management leader at a 
global life sciences company provides an example 
of an organization that used such an approach 
after undergoing a rapid growth spurt.

Growth and maturation

01

Find your 
entry point

04Growth, transactions 
and breaches provide 
opportunities to rethink 
the operating model.
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Our company develops specialized drugs used for 
diagnosing and treating diseases such as cancer. 
As an organization, we have bias toward speed 
and action, both because of the niche space we 
occupy — our products must be produced to order 
with just-in-time delivery — and because we have 
a passion for innovation and our workforce is 
predisposed to moving at speed.

We’ve grown rapidly. In 2021, we launched 
our flagship product, which quickly became 
very successful in the market. Since then, our 
headcount has more than doubled and our 
revenue has increased more than fourfold, with 
most of that growth occurring between 2022 and 
2024. In short order, we went from a company 
situated on a single campus where people could 
walk across the hall and talk to each other, to a 
complex organization operating across  
multiple countries.

This created the impetus for developing a more 
structured and cross-functional approach to risk 
management. For the transition to succeed, it 
needed to be done in ways that aligned with the 
company’s entrepreneurial and innovative culture.

So, we put in place an ERM function, which I lead. 
We were purposeful about avoiding check-the-box 
approaches and instead developed a partnership 
in which we focus on managing the organization’s 
greatest risks and enabling our business 
strategy. We developed a shared taxonomy for 
consistency, but avoided a structure with lots 
of subcommittees. Instead of formulaic, offline 
surveys, we built our ERM using workshops and 
conversations with a strong human element.

We identified the risk areas most needing 
improvement and then conducted workshops for 
each of them. The workshop style allowed us to 
identify and explore the inherent and residual 
risk factors driving these risks, and open a dialog 
about how best to manage them. Participants 
built on each other’s thoughts and made 
connections that might otherwise have been 
missed. The format also allowed us to quickly 
identify where people had divergent ideas, so we 
could dive deeper on these aspects. 

The workshop format was the nimblest way to 
start conversations, help educate our people, and 
get the business input that we needed.

The workshops also allowed us to develop 
mindsets. First among these is programmatic 
risk-based thinking. We didn’t just explore risks; 
we brought a way to look at any risk. We don’t 
need everyone to be a subject matter expert in 
a specific risk. What we need is for our people to 
have the mindset to unpack inherent and residual 
risks and use that to drive towards action. In an 
organization that’s predisposed to action, part of 
the challenge is getting them to slow down a beat 
to think about and prioritize risks, and ensure we 
are acting on the right things in a  
prioritized manner.

We don’t need everyone to be a 
subject matter expert in a specific risk. 
What we need is for our people to 
have the mindset to unpack inherent 
and residual risks and use that to 
drive towards action.
Enterprise risk management and compliance leader
Global life sciences company

“How a life sciences company 
used a human-centric and 
nimble approach to build  
an ERM function

Enterprise risk management and compliance 
leader at a global life sciences company

Guest perspective
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Vinod Madhavan, Chief Information Security Officer  
at Solstice Advanced Materials

Guest perspective

When Solstice Advanced Materials was spun off, it created 
an imperative for us to develop our own approach to risk 
management. We carried over things that worked well, such as 
many robust processes we had previously, while we changed 
other aspects to suit the needs of the new company.

The risk management process is similar to what it was prior to 
the spin, but risk tolerance and acceptance levels are different. 
Solstice, as a pure play, US$4b specialty materials company, 
has a different risk profile from a long-standing, conglomerate 
with a mix of various businesses.

One aspect we are doing differently relates to some of the 
ways in which we use AI and technology. Since Solstice focuses 
on one sector, while its parent company spanned several, this 
affects how we quantify risks and the benchmarks we use.

For a new company, the speed of getting up and running is 
crucial during a transaction. Building an internal team from 
scratch is impractical in some cases. We therefore decided to 
use the EY organization as a managed service provider, which 
helped build expertise and operational capabilities quickly.

How Solstice Advanced 
Materials established a risk 
practice after a spinoff

For larger companies, a major transaction can 
be an entry point to transform the risk operating 
model. Since such transactions typically involve 
transformation and the restructuring of operating 
models across the larger enterprise, this can 
provide the opportunity to reexamine the risk 
operating model at the same time. Making the 
business case is easier if risk transformation is 
tied to business outcomes and the strategic goals 
of the organization. 

The October 2025 spin-off of Solstice Advanced 
Materials from its parent company illustrates how 
a transaction creates opportunities to redesign 
the risk operating model. Solstice needed to stand 
up a new risk function, giving it the opportunity to 
decide on the optimal structure and approach for 
each component of its operating model. 

Transactions

02
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The maxim about never letting a good crisis go to 
waste applies in spades to risk management. In 
some ways, this is not new. Companies routinely 
use cyber breaches to reexamine and bolster 
cybersecurity controls. 

In a more volatile and unpredictable operating 
climate, companies are likely to face external 
shocks with increasing frequency — not just 
company-specific incidents, but also systemic 
exogenous shocks such as pandemics and 
geopolitical crises. 

Each is an entry point for learning and 
reinvention. The opportunity is to optimize not 
just for elasticity (the ability to deform under 
stress and rebound to the original state) but also 
for plasticity (the ability to respond to stress by 
achieving an entirely new shape). How does your 
operating model need to be reshaped to make the 
organization more resilient to similar shocks in 
the future? 

The stakes are higher than ever before. Resilience 
in the NAVI world means not just protecting what 
exists but enabling what’s next. The organizations 
that win will be those whose risk operating 
models move at the same speed as their strategy, 
decisions and stakeholders.

This places the Risk function at a pivotal moment. 
Few functions have the enterprise‑wide mandate, 
cross‑functional vantage point, and institutional 
license to translate uncertainty into shared 
assumptions, decision thresholds, and escalation 
paths. Properly positioned, Risk is not a brake 
on speed but the mechanism that makes speed 
repeatable, trusted and aligned to strategy.

Shocks and breaches

Whether in the context of a transaction, a rapidly 
growing startup, or a large company undertaking 
a significant transformation, partnering 
strategically with managed services providers — 
using them as a force multiplier and solution to 
bottlenecks, rather than a mere cost play — can 
help smooth over many of the rough patches 
in a transformation. Transform-then-transfer 
models can help a fast-growing company or newly 
spun-off entity build mature capabilities before 
transitioning them in house. Alternately, managed 
services can help companies undertaking a 
large risk transformation “run the engine while 
rebuilding it,” maintaining day-to-day execution 
while transformation is delivered in parallel — 
reducing exposure during the change journey and 
protecting momentum.

Risk is not a brake on 
speed but the mechanism 
that makes speed 
repeatable, trusted, and 
aligned to strategy
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Questions leaders 
should ask

Chief Executive Officer 
(CEO)
	� How confident am I that our organization 

could respond in real time to the next 
major shock? 

	� Do we have protocols in place to maintain 
stakeholder trust amid a significant 
crisis? 

1 2 Chief Risk Officer (CRO)
	� For each material risk, do we have 

clear signals, thresholds, owners and 
preauthorized actions? 

	� How should we rethink our approach to 
governance?

3 Chief Operating Officer 
(COO)
	� Which operational risks escalate in hours 

or days — and which of those are still 
reviewed quarterly? 

	� After every crisis or near miss, do we 
systematically refine signals, reset 
thresholds and update protocols?

4 Chief Financial Officer 
(CFO)
	� Are our materiality thresholds tied 

to trailing EBITDA, or to our ability to 
achieve strategic objectives — and how 
does that change capital allocation and 
risk appetite?

	� Do we have trigger-based financial 
responses defined before a crisis strikes? 

6 Chief Human Resources 
Officer (CHRO)
	� Is our workplace culture designed for 

speed with accountability — or safety 
through delay?

	� Which roles need stronger risk fluency, 
and which need curious and contrarian 
mindsets — and how will we hire or 
develop for that?

5 Chief Information Officer 
(CIO)
	� Does our current use of technology 

in risk management support real time 
visibility, or reinforce periodic oversight? 

	� What enterprise data must exist so our 
highest-risk signals are measurable, 
owned and refreshed at the right cadence 
— and where are we blind?

7 General counsel
	� Which legal risks can escalate in days — 

and do we have protocols to respond in 
real time?

	� Do we understand how moving at speed 
could raise new legal risks or liabilities — 
and how to mitigate such vulnerabilities?



Summary
Traditional, slow and periodic risk 
operating models are no longer fit 
for a NAVI risk environment. 

To operate at the “speed of trust,” organizations must 
redesign risk to be strategy‑first, trigger‑based, and 
governance‑forward. This involves anchoring risk 
in future strategic assumptions, using predefined 
signals and thresholds to activate action, and 
aligning governance to move at speed. To succeed, 
transformation initiatives will tailor their approach to 
their company’s specific constraints and circumstances.
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