
 February 2025

The Importance of Risk Management Systems in
Care Homes

RESTRUCTURING SOCIAL CARE
SERVICES 



Acknowledgements 

Lucy Corner

Managing Director,
Cornerstone Care Solutions
Limited

Charlie Light

Social Care Advisor, 
Care England

Richard Ayres

Operations Manager, 
Cornerstone Care Solutions
Limited

Care England, the voice of care and registered charity, is
the most diverse representative body for independent
providers of adult social care in England.

Cornerstone Care Solutions provides independent,
expert operational management solutions across a
variety of sectors, including adult residential care, nursing
care, children’s services, learning disabilities, mental
health, GP services, dentists, domiciliary care, live-in care,
supported living, schools, and nurseries. 

1  |  Acknowledgements 

Policy Officer, 
Care England

Sibel Yaman



Contents  |  2

Contents

Foreword.................................................................................................................................................................................3
Background Context.......................................................................................................................................................4
Executive Summary.........................................................................................................................................................5
The Importance of Risk Management Systems in Care Homes.......................................................6
     Risk Management Meeting Template...........................................................................................................6
     Risk Management Framework............................................................................................................................7
     The Risk Matrix..............................................................................................................................................................8
     Business Continuity Plan (BCP)......................................................................................................................10
Recommended Governance Documents for Care Homes..................................................................11
Conclusion............................................................................................................................................................................12
Resources..............................................................................................................................................................................13
References............................................................................................................................................................................14



Professor Martin Green OBE
Chief Executive, Care England

3  |  Foreword

Foreword

Care homes provide essential care to some of
society’s most vulnerable people, and it is our
collective responsibility to ensure their safety,
well-being, and continued operational stability of
a sector we may all inevitably rely on. As the
sector continues to face challenges amidst
staffing shortages, rising operational costs, and
complex regulatory demands, a landscape
exacerbated by recent changes to Employers’
National Insurance Contributions and National
Living Wage, care providers have been pushed
to the brink of unsustainability. Therefore it
becomes ever more crucial that care homes
adopt a structured approach to risk
management.

By incorporating these tools into everyday practice, care homes can take a proactive
approach to managing risk, ensuring compliance with regulatory standards, and
safeguarding both residents and staff. More importantly, they can foster a culture of
continuous improvement, resilience, and responsiveness to emerging challenges.
We are deeply grateful to Cornerstone Care Solutions for their commitment to
supporting the sector with these valuable resources. I am confident that the guidance
provided in this report will help guide care homes restructure their services in a way
that enhances both operational stability and the quality of care provided.

I hope this final report serves as a practical and actionable resource for care homes
to strengthen their risk management practices, ensuring that they can continue to
deliver the highest standards of care whilst preserving the long-term success of their
organisations.

It builds on earlier reports and offers key documents—such as the Risk Matrix, Risk
Management Framework, and Business Continuity Plan—which are essential for
identifying, assessing, and mitigating risks within care homes.

This report marks the final instalment in a series
commissioned by Care England to Cornerstone
Care Solutions, and it ties together all previous
findings by providing the practical, tangible tools
that care homes need to restructure their
services and strengthen their risk management
systems. 



Effective risk management is fundamental to the smooth operation of care homes. It
ensures not only the safety and well-being of residents but also the operational
stability and legal compliance of the facility. Care homes face various risks, such as
health and safety concerns, medication errors, safeguarding issues, financial
difficulties, and operational disruptions like staffing shortages or emergencies. To
mitigate these risks and ensure high-quality care, care homes must adopt a
structured risk management approach. 

A key aspect of risk management in care homes is the use of specific documents to
help guide decision-making, risk identification, and mitigation strategy
implementation. This includes The Risk Matrix, The Risk Management Framework, The
Risk Management Meeting Template, and The Business Continuity Plan (BCP), all of
which play a vital role in identifying, assessing, and mitigating risks. 

Care England has engaged Cornerstone Care Solutions to provide template
documents, which play a crucial role in identifying, evaluating, and managing risks to
safeguard residents, staff, and therefore, the service as a whole. Other vital
documents, such as staff training records, incident reporting policies, and resident
care plans, contribute to a comprehensive risk management system. Together, these
tools create a cohesive risk management infrastructure that helps care homes
navigate potential challenges.

Executive Summary
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The Risk Matrix allows care homes to prioritise risks based on their
likelihood and potential impact, ensuring that critical threats are
addressed swiftly. 

The Risk Management Meeting Template standardises risk discussions,
ensures all relevant issues are reviewed, and assigns actions effectively. 

The Risk Management Framework provides a comprehensive process for
managing risks across all areas of the care home, establishing clear
responsibilities and protocols. 

The Business Continuity Plan ensures that care homes can continue to
operate during and after crises, protecting both residents and staff.

https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Matrix.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Framework.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Meeting.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Meeting.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Corporate-Business-Continuity-Plan.docx
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In addition to these documents, the report highlights the importance of other
governance tools, such as such as a full suite of policies covering all aspects of
health and safety, incident reporting, care planning tools, and emergency response
plans. Together, these documents create a cohesive risk management system that
allows care homes to proactively manage risks, maintain high-quality care, and
remain compliant with regulatory standards.

This report explores the importance of these documents and provides a
comprehensive list of other governance documents that care homes should
maintain to ensure effective risk management. It concludes that a robust risk
management framework, supported by these essential documents, enables care
homes to operate with resilience. As such, this framework ensures the safety and
well-being of residents and staff while safeguarding the home’s long-term success.
 
This report is the final instalment in a series of three commissioned by Care England
by Lucy Corner of Cornerstone Care Solutions to explore the critical role of risk
management documents in ensuring the safety, operational stability, and regulatory
compliance of care homes. To read the already available two reports, titled Timely
Intervention for Profitability and Compliance, and Identifying and Addressing Failing
Care, launched on January 28th and February 5th respectively, please refer here.

https://www.careengland.org.uk/restructuring-social-care-services/


Risk Management Meeting Template

The Risk Management Meeting Template is essential for ensuring that risk
management discussions are structured, productive, and effective. Care homes often
hold regular meetings to review identified risks, discuss mitigation strategies, and
assign actions to relevant parties. The Risk Management Meeting Template
standardises these discussions, ensuring that all key areas are addressed and that no
important issues are overlooked.

Typically, the template includes sections for reviewing current risks, identifying new
risks, evaluating the effectiveness of existing mitigation strategies, and planning for
any required actions or interventions. Each meeting should have clear objectives,
such as resolving issues related to patient safety, reviewing incident reports, or
discussing potential operational risks, such as staffing shortages or financial
concerns.

The template ensures that meetings remain focused and organised, enabling teams
to make informed decisions about addressing risks. This structure also facilitates
tracking risk management progress by reviewing and updating actions from previous
meetings. Any emerging risks can be escalated for further attention or intervention.

Furthermore, using a meeting template ensures that risk management becomes part
of the daily routine and is ingrained in the care home's culture. Multidisciplinary
teams—consisting of healthcare professionals, operational managers, and external
experts—can collaborate on risk identification and mitigation strategies, ensuring a
holistic approach to risk management.

From a governance perspective, the template also helps create a record of
discussions, decisions, and actions. This documentation is crucial for regulatory
audits and inspections, as it demonstrates that the care home is actively managing
risks and making necessary improvements.
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https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Meeting.docx
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vi

As demonstrated in the figure below, the Risk Management Framework is a
comprehensive document that defines the processes for identifying, assessing,
managing, and monitoring risks within a care home. It provides a structured approach
to handling risk and establishes clear protocols for each step. The framework not only
identifies the types of risks that may arise but also outlines the steps that must be
taken to mitigate these risks and ensure compliance with relevant laws and
regulations.

A well-constructed Risk Management Framework creates consistency in risk
assessment and management. It outlines who is responsible for managing different
types of risks, from healthcare risks to operational or financial risks. For example,
clinical staff may be tasked with managing medical or care-related risks, whilst senior
managers may oversee operational and strategic risks. In this way, everyone in the
organisation understands their role in the broader risk management process, and
there is clear accountability for addressing risks as they arise.

The framework also establishes guidelines for evaluating risks, determining their
potential impact, and assigning appropriate mitigation strategies. For example, risks
that pose a significant threat to residents' safety—such as falls or infections—may
prompt a higher level of scrutiny and the implementation of more robust prevention
strategies, such as increased monitoring, staff training, or modifications to care plans.

.

Risk Management Framework

ii

https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Framework.docx


One key benefit of a Risk Management Framework is that it promotes a culture of
continuous improvement. Care homes should regularly review and update the
framework to ensure that risk management strategies are effective and that new or
emerging risks are considered. Regular audits and feedback from staff and residents
help identify areas where the risk management process can be refined.

Moreover, the Risk Management Framework fosters a more proactive approach to risk
management. Rather than reacting to incidents after they occur, care homes can
anticipate and mitigate risks before they escalate. This proactive approach helps to
safeguard residents and staff, improve care quality, and ensure the care home’s long-
term sustainability.

The Risk Matrix is a vital tool that helps care homes assess and prioritise risks based
on two key factors: the likelihood of an event occurring and the potential severity of
its consequences. By categorising risks into low, medium, high, and critical levels, the
Risk Matrix enables managers to focus on the most urgent threats that require
immediate attention. This visual representation of risk prioritisation, demonstrated  
below, simplifies the process of identifying which risks require additional resources,
attention, or intervention.

For instance, a high-risk situation, such as a contagious disease outbreak or an
increase in medication errors, would warrant immediate action, such as reviewing
infection control protocols or retraining staff on proper medication administration.
On the other hand, a lower-risk event, like minor wear and tear on equipment, may
require less immediate action but still should be tracked for future attention.
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The Risk Matrix

NEGLIGIBLE MINOR MODERATE SIGNIFICANT SEVERE

IMPACT
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https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Matrix.docx


The Risk Matrix also allows care home managers to make more informed decisions, as
it allows them to visualise the overall risk landscape. Regularly updating the Risk
Matrix ensures that new risks are continuously evaluated and that emerging threats—
such as changes in regulatory requirements or evolving healthcare challenges—are
promptly identified. For instance, by flagging areas of staff turnover or emerging
resident needs, the Risk Matrix can guide decisions on increasing training or hiring
temporary staff.

Furthermore, the Risk Matrix is a critical compliance tool. Care homes must
demonstrate that they are managing risks in a structured and systematic way to
meet regulatory standards, such as those set by the Care Quality Commission (CQC).
The Risk Matrix serves as evidence that the service is taking proactive steps to
ensure the safety and well-being of its residents, reducing the likelihood of negative
outcomes and ensuring that risks are managed effectively.
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The Business Continuity Plan (BCP) is a
critical document that outlines how a
care home will continue to operate
during and after a crisis or emergency.
This could involve anything from a
natural disaster, such as flooding or fire,
to more common challenges, like a
staffing crisis or an outbreak of
infectious disease. These incidents could
include the ones identified in the Risk
Assessment Process on the left.  A BCP
ensures that essential services continue
to be provided, even when the care
home faces disruptions.

The BCP typically includes contingency
plans for key areas such as medical care,
food provision, hygiene, and staffing. For
example, during an emergency, care
homes may need to implement
alternative staffing arrangements,
including calling in temporary workers,
redistributing staff, or adjusting care
schedules. It may also involve having
backup suppliers for food and medical
supplies in case of shortages.

A key part of the BCP is establishing
clear communication protocols. Effective
communication is crucial for ensuring
that everyone involved—residents, staff,
families, and external agencies—receives
timely and accurate information during
an emergency. The BCP should specify
who is responsible for communicating
with each group and how information will
be disseminated. 

 

iv

Business Continuity Plan

https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Corporate-Business-Continuity-Plan.docx
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In addition to the Risk Matrix, Risk Management Framework, Risk Management
Meeting Template, and Business Continuity Plan, care homes should maintain several
other key governance documents. These documents contribute to a comprehensive
and effective risk management system that safeguards residents, staff, and the care
home’s  reputation. Some of the essential documents that should be in place include:

Full set of Compliance & Clinical Policies: Sets out procedures for managing risks

and processes across the organisation.

Lessons Learnt Protocol: Ensures that all incidents are reported, investigated, and

documented, with corrective actions taken to prevent recurrence.

Staff Training and Competency Framework: Provides guidelines for staff training

and professional development, ensuring that all employees are competent in risk

management and care practices.

Individual Care Plans and Resident Risk Assessments:  Helps assess and manage

individual resident risks, ensuring that personalised care plans are in place for

each resident.

Medication Management Procedures: Establishes clear procedures for the safe

management of medication in line with legislation and best practice guidelines. 

Data Protection and Privacy Procedures: Ensures compliance with data

protection laws, safeguarding resident information. Including following Caldicott

Guidelines (following the 8 principles of information governance).

Maintenance and Asset Management Log: Tracks the maintenance needs of

equipment and facilities to prevent hazards. Alongside meeting regulatory

compliance. 

Quality Assurance Audit and Continuous Improvement Records: Serves as a

bridge between staff and management, facilitating transparent two-way

conversations about what is working well and what areas require improvement on

the road to long-term sustainability.

The BCP safeguards resident well-being and helps protect the care home’s
operational integrity. During a crisis, care homes must manage multiple priorities,
including maintaining safe living conditions, preventing further disruptions, and
ensuring compliance with regulatory requirements. A comprehensive BCP provides
clear guidelines for managing these complex issues, minimising chaos, and ensuring
uninterrupted essential care services.

Importantly, the BCP must be regularly reviewed and tested. Simulation exercises,
such as disaster drills, help staff become familiar with the procedures outlined in the
plan, ensuring they are prepared to act swiftly and efficiently during an actual
emergency.

Recommended Governance Documents for Care Homes

iv

iv



Effective risk management is fundamental to ensuring the safety, well-being, and
operational success of care homes. By implementing key documents, processes and
practices, such as the Risk Matrix, Risk Management Framework, Risk Management
Meeting Template, and Business Continuity Plan, care homes can proactively identify,
assess, and mitigate potential risks. This ensures high-quality care for residents while
safeguarding staff and the organisation itself. These documents not only help care
homes meet regulatory requirements but also foster a culture of continuous
improvement and resilience.

Incorporating additional governance documents, such as health and safety policies,
incident reporting procedures, individual care plans, and emergency response
protocols, further strengthens the organisation’s ability to navigate challenges. By
maintaining a comprehensive set of risk management tools, care homes ensure that
risks are effectively managed and that any potential disruptions are swiftly
addressed, allowing for continued care without compromising safety or compliance.

Ultimately, the use of these documents ensures that care homes can provide a safe,
structured, and responsive environment for residents and staff. With the right risk
management framework in place, care homes are better positioned to adapt to
changing circumstances, enhance the quality of care, and remain resilient in the face
of potential risks or crises.

If you would like to discuss any information presented in this report, please reach out
to Lucy Corner at lcorner@cornerstonecs.co.uk. 
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Conclusion
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Resources

To access the templates, please click the below, or navigate to the Cornerstone
Download Centre here.

The Risk Matrix  

The Risk Management Framework

The Risk Management Meeting Template

The Business Continuity Plan (BCP)

https://www.cornerstonecs.co.uk/client-secure-area/
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Matrix.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Framework.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Risk-Management-Meeting.docx
https://www.careengland.org.uk/wp-content/uploads/2025/02/CCS-Corporate-Business-Continuity-Plan.docx
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