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Business Continuity Management (BCM)
Overview Presentation

This document is based on established standards like ISO 22301:2019 (the latest as of 2026), NIST SP
800-34, and common industry practices. BCM has evolved with emphasis on cyber resilience, supply

chain risks, and hybrid work models post-pandemic.

1)

Introduction to BCM

a)

b)

d)

Definition: Business Continuity Management is a holistic management process that identifies
potential threats to an organization and builds resilience to ensure critical operations continue
during and after disruptions (e.g., natural disasters, cyber attacks, pandemics).

Purpose: Minimize downtime, protect assets, maintain stakeholder confidence, and comply with
regulations.

Key Standards:

i) I1SO 22301 (Security and Resilience — Business Continuity Management Systems).

ii) BCl Good Practice Guidelines (Business Continuity Institute).

iii) NIST SP 800-34 (Contingency Planning Guide for Federal Information Systems).

Current Trends (2026): Integration with ESG (Environmental, Social, Governance) factors, Al-
driven risk prediction, and focus on remote/hybrid workforce continuity.

BCM Lifecycle Overview

BCM follows a cyclical process, often visualized as a wheel or PDCA (Plan-Do-Check-Act) model from
ISO 22301. The core phases are:

a)

b)

d)

e)

f)

Planning & Preparation:

i) Establish BCM policy and objectives aligned with business strategy.

ii) Form a BCM team (e.g., steering committee, response teams).

iii) Conduct risk assessments to identify threats (e.g., using SWOT or PESTLE analysis).

Analysis:

i) Perform Business Impact Analysis (BIA): Identify critical functions, Recovery Time Objectives
(RTO), and Recovery Point Objectives (RPO).

ii) Dependency mapping: Analyze supply chains, IT systems, and third-party vendors.

Strategy Development:

i) Design continuity strategies: Redundancy (e.g., backup sites), diversification, insurance.

ii) Develop Business Continuity Plans (BCPs) and Disaster Recovery Plans (DRPs).

Implementation:

i) Train staff, procure resources (e.g., cloud backups, emergency communication tools).

ii) Integrate with Incident Response (IR) and Crisis Management.

Testing & Exercising:

i) Conduct drills: Tabletop exercises, simulations, full-scale tests.

ii) Frequency: At least annually, or after major changes.

Review & Improvement:
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i)  Audit and monitor (e.g., KPIs like Mean Time to Recovery).
ii) Update based on lessons learned, audits, or evolving risks (e.g., emerging cyber threats like
ransomware).
3) Key Components of BCM Processes
a) Risk Assessment: Identify and prioritize risks using tools like heat maps or quantitative models.
b) BIA Details: Quantify impacts (financial, reputational, operational) and set Maximum Tolerable
Period of Disruption (MTPD).
c) Plans Structure:
i) Emergency Response: Immediate actions (e.g., evacuation).
ii) Crisis Communication: Stakeholder notifications via tools like mass alerting systems.
iii) Recovery: Step-by-step restoration (e.g., failover to secondary data centers).
d) Tools & Technologies: Software like Resolver, Everbridge, or open-source options (e.g., BC/DR
modaules in IT service management tools). Al for predictive analytics is increasingly common.
4) Challenges & Best Practices
a) Current Challenges:
i) Cyber threats (e.g., supply chain attacks like SolarWinds).
ii) Climate-related disruptions.
iii) Regulatory compliance (e.g., GDPR, CCPA for data continuity).
b) Best Practices:
i) Embed BCM in organizational culture (top-down support).
ii) Leverage automation for testing and monitoring.
iii) Collaborate with partners for end-to-end supply chain resilience.
iv) Measure success: Use metrics like recovery success rate (>95% target).
5) Case Study Example
a) Real-World Application: During the 2020-2021 COVID-19 pandemic, companies like Zoom scaled
BCM to handle remote work surges, emphasizing IT continuity and employee health protocols.
b) Outcome: Firms with mature BCM recovered faster, with reduced revenue loss (studies show up
to 50% less impact).
6) Next Steps & Resources
a) Implementation Tips: Start with a gap analysis against ISO 22301.
b) Resources:
i) ISO website for standards.
ii) BCI (thebci.org) for certifications and guides.
iii) NIST publications (free downloads).
c¢) Q&A: What aspect of BCM would you like to dive deeper into, like a specific phase or industry
example?
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Detailed Business Impact Analysis (BIA) in Business Continuity
Management

This is a foundational step in BCM, as outlined in standards like ISO 22301 and NIST SP 800-34. BIA
systematically evaluates how disruptions could affect your organization's operations, helping prioritize
recovery efforts. I'll break it down step-by-step, including processes, methodologies, tools, examples,
and best practices. This is based on current 2026 practices, which increasingly incorporate Al for risk
modeling and integrate with enterprise risk management (ERM) systems.

1) Purpose and Objectives of BIA
a) Core Goal: Identify and quantify the potential impacts of disruptions on critical business
processes. This isn't just about financial loss— it covers operational, reputational, legal, and
regulatory effects.
b) Key Objectives:
i) Determine critical functions: What processes (e.g., customer service, supply chain logistics)
are essential for survival?
ii) Establish tolerances: Define acceptable downtime levels to guide recovery strategies.
iii) Prioritize resources: Focus BCM efforts on high-impact areas.
c) Why It's Crucial in 2026: With rising cyber threats (e.g., ransomware) and global disruptions
(e.g., supply chain issues from geopolitical events), BIA helps organizations achieve resilience.
For instance, post-2020 pandemic lessons emphasized including remote work and digital
dependencies in analyses.
2) BIA Process: Step-by-Step
BIA is iterative and typically takes 4-12 weeks, depending on organization size. It involves cross-
functional teams (e.g., IT, finance, operations) and follows a structured workflow:
a) Scope Definition
i) Define boundaries: Focus on key business units, locations, or products. For a global firm, this
might include regional variations.
ii) Gather inputs: Review organizational charts, process maps, and historical incident data.
iii) Involve stakeholders: Engage department heads via workshops or surveys to ensure buy-in.
b) Data Collection
i) ldentify processes: Map all business activities using tools like flowcharts or BPMN (Business
Process Model and Notation).
ii) Collect dependencies: List internal/external factors, such as IT systems, vendors, personnel,
and facilities.
c¢) Methods:
i) Questionnaires: Standardized forms asking about process details (e.g., "What is the peak
transaction volume?").
ii) Interviews: One-on-one with process owners.
iii) Workshops: Group sessions for brainstorming risks.
d) Current Tools: Software like Microsoft Visio for mapping, or advanced platforms like Resolver or
Archer for automated data gathering.
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e) Impact Assessment
i) Evaluate impacts over time: Assess effects at intervals (e.g., 1 hour, 1 day, 1 week post-
disruption).
ii) Categories of Impact:
(1) Financial: Direct costs (e.g., lost revenue) and indirect (e.g., fines). Quantify using
formulas like: Impact = (Hourly Revenue x Downtime Hours) + Recovery Costs.
(2) Operational: Reduced productivity, backlog buildup.
(3) Reputational: Customer churn, media fallout (e.g., measured via Net Promoter Score
drops).
(4) Legal/Regulatory: Compliance breaches (e.g., GDPR data loss penalties).
(5) Human/Safety: Employee well-being or safety risks.
f) Scoring: Use qualitative scales (Low/Medium/High) or quantitative (e.g., CVSS-like scores
adapted for business).
g) Incorporate Scenarios: Analyze specific threats like cyberattacks, natural disasters, or
pandemics.
h) Define Key Metrics
i) Recovery Time Objective (RTO): Maximum acceptable downtime for a process (e.g., 4 hours
for e-commerce checkout).
ii) Recovery Point Objective (RPO): Maximum data loss tolerance (e.g., 1 hour of transactions).
iii) Maximum Tolerable Period of Disruption (MTPD): The point where impacts become
unacceptable (e.g., 24 hours before permanent damage).
iv) Maximum Acceptable Outage (MAO): Similar to MTPD but focused on specific assets.
v) Calculation Example: If a process generates $10,000/hour and MTPD is 8 hours, potential
loss = $80,000—prioritize accordingly.
i) Risk Analysis Integration
i) Link to Risk Assessment: Cross-reference with threat likelihood (e.g., using a Risk Matrix:
Impact x Probability).
ii) Prioritize: Rank processes by criticality (e.g., Tier 1: Mission-critical; Tier 2: Important; Tier 3:
Supportive).
iii) Modern Twist: Use Al/ML tools (e.g., in IBM Resilient or ServiceNow) for predictive analytics,
simulating disruptions based on historical data.
i) Reporting and Validation
i) Generate Reports: Summarize findings in dashboards or documents, including heat maps
(e.g., red for high-impact processes).
ii) Validate: Review with executives for accuracy and alignment with strategy.
iii) Update Frequency: Annually or after major changes (e.g., mergers, new tech adoption).
k) Methodologies and Frameworks
i) Qualitative vs. Quantitative:
ii) Qualitative: Faster, based on expert judgment—ideal for SMEs.
iii) Quantitative: Data-driven, using metrics—preferred for large enterprises.
) Common Frameworks:
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i) I1SO 22301: Emphasizes context and interested parties.

ii) BCl Good Practice: Focuses on practical tools like BIA templates.

iii) NIST: Tailored for heavy IT environments, integrating with cybersecurity.

m) Hybrid Approaches: Combine with ESG factors (e.g., environmental impacts on supply chains) or
agile methodologies for faster iterations.
n) Tools and Technologies for BIA
i)  Manual: Excel spreadsheets for simple BIAs (templates available from BCl or ISO).
ii) Specialized Software:
(1) Resolver or Everbridge: Cloud-based for collaborative BIA, with Al insights.
(2) Archer (RSA): Integrates with GRC (Governance, Risk, Compliance) platforms.
(3) ServiceNow BCM Module: Automates workflows and reporting.
(4) Open-Source: Tools like OpenBIA or custom scripts in Python (using libraries like Pandas
for data analysis).
o) Emerging Tech: Al platforms (e.g., Google's Chronicle or custom ML models) for automating
impact predictions from big data.
p) Examples and Case Studies:

i) Example: Retail Company
(1) Process: Online Order Fulfillment.

(2) Impact: 1-hour downtime = S50K loss; RTO = 2 hours; Dependencies: E-commerce
platform, warehouse staff.
(3) Outcome: Prioritize cloud failover and vendor SLAs.

ii) Case Study: 2023 CrowdStrike Outage
(1) Affected airlines/hotels: BIA revealed high IT dependency; those with robust BIAs

recovered in hours via backups, minimizing multimillion-dollar losses.

iii) Hypothetical for Your Context: If in tech (based on earlier vuln/SBOM chats), BIA might
focus on software dev pipelines - disruption could delay releases, impacting revenue by X%
per day.

gq) Challenges, Best Practices, and Metrics
i) Challenges:
(1) Data Silos: Overcoming departmental resistance.
(2) Subjectivity: Balancing qualitative judgments.
(3) Dynamic Risks: Keeping up with evolving threats like Al-generated deepfakes.
r) Best Practices:

i) Start Small: Pilot with one department.

ii) Involve Execs: Secure top-down support for resource allocation.

iii) Integrate with Other Processes: Link BIA to IT DR, cybersecurity, and supply chain
management.

iv) Use Scenarios: Test with "what-if" simulations.

v) Document Everything: For audits and compliance.

s) Success Metrics:
i) Completion Rate: 100% of critical processes analyzed.
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ii) Accuracy: Validated by post-incident reviews (e.g., actual vs. predicted impacts).
iii) ROI: Reduced downtime costs (e.g., aim for 20-50% improvement post-BIA implementation).

BIA isn't a one-off - it's reviewed regularly to adapt to changes. If this is for a specific scenario (e.g., your
organization or industry), or if you want templates, examples in Excel, or a deeper dive into a phase, let
me know! What's the next piece of the BCM puzzle you're tackling?

Business Impact Analysis (BIA) Templates and Examples

Here's a practical, up-to-date overview of BIA templates and real-world examples to help you
implement or customize your own Business Impact Analysis. These are drawn from reputable sources
aligned with standards like 1SO 22301, NIST SP 800-34, and BCI guidelines. Many are free to download in
formats like Word (.docx), Excel (.xlsx), or PDF.

I'll highlight the best publicly available ones (verified as accessible in 2026), explain their structure, and
include example content to illustrate how they work.

Recommended Free BIA Templates

These are among the most reliable and commonly used:

1. NIST SP 800-34 Rev. 1 BIA Template (Word .docx)
a. Source: Official NIST site > Download here
b. Best for: IT-focused or federal/government-aligned organizations, but adaptable to any
sector.
c. Key Sections:
i. System |dentification
ii. Process/Business Function Description
iii. Impact Categories (Financial, Operational, Legal/Regulatory, Reputational)
iv. Time Windows for Impact Assessment
v. RTO, RPO, MTPD/MAO calculations
vi. Dependencies (IT resources, personnel, vendors)
d. Why it's great: Structured, government-vetted, includes instructions and sample data.
2. Smartsheet Business Impact Analysis Templates
a. Source: Smartsheet - Free downloads (Excel, Word, PDF)
b. Includes: General BIA template, bank/finance-specific version, and checklist-style

variants.
c. Format: Excel for easy quantitative scoring and sorting by criticality.
Popular because: Customizable tables, heat-map style prioritization, and integration with
project management tools.
3. Hyperproof Free BIA Template (CSV/Excel)
a. Source: Hyperproof - Download CSV here (import into Excel/Google Sheets)
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b. Focus: Compliance-oriented (links to ISO 22301, NIST, etc.), great for audit-ready

documentation.
c. Columns typically include Process Name, Owner, Dependencies, Impact Over Time (e.g.,
<1lhr, 1-4hrs, 1 day), Financial Loss Estimate, RTO/RPO.
4. CMS (Centers for Medicare & Medicaid Services) BIA Process and Template (Word .docx)
a. Source: CMS.gov - Download here

b. Includes both process guide and fillable template.
c. Strongon: Business functions + supporting IT/resources, with MTD (Maximum Tolerable

Downtime) emphasis.
5. Other Solid Free Options:
a. South Australia Government (Security SA) BIA Template (Excel) = Download XLSX —
Cyber-focused but comprehensive.
b. NHS England BIA Template (Excel/PDF variants) - Aligned with 1ISO 22301, healthcare-
flavored but universal.
c. ITSM Docs Free BIA Template > Modern, resilience-framework aligned (2025 update).

For ISO 22301 purists, check Advisera's toolkit preview (some free samples) or BCl resources (they offer
guidance but often paid full templates).

Typical Structure of a Good BIA Template

Most templates follow this layout (you can recreate in Excel/Google Sheets):

Section Description / Example Content

Header/Identification

Business Unit/Department, Process Name, Process Owner, Date, Version

Process Description

Brief overview: e.g., "Online payment processing for e-commerce
transactions"

Dependencies

IT systems (e.g., payment gateway API), People (e.g., finance team), External
(e.g., vendor AWS)

Impact Assessment

- Financial: $X per hour/day - Operational: Backlog size, customer impact -
Reputational/Legal: Rating (1-5) or description

Time-Based Impact

Columns for intervals: 0-1 hr, 1-4 hrs, 4-24 hrs, 1-3 days, >1 week Example:
"After 4 hours: S50K revenue loss + regulatory reporting breach"

Requirements

Key Metrics - RTO: 2 hours - RPO: 15 minutes - MTPD/MAO: 8 hours
Criticality Ranking Tier 1 (Critical), Tier 2 (High), etc., or numerical score
Recovery Alternate sites, backups needed, manual workarounds

Concrete Example: Filled-Out Row (Hypothetical E-Commerce Company)

Process: Order Fulfillment & Shipping Coordination

Owner: Logistics Manager
Dependencies: ERP system (SAP), Warehouse Management Software, Carrier APIs (FedEx/UPS),

15 warehouse staff

3. Impact:
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a. Financial: $12,000/hour lost sales + $2,000/hour fulfillment delays
b. Operational: Order backlog grows exponentially; inventory inaccuracies
c. Reputational: Negative reviews spike after 24-hour delay
d. Legal: Potential breach of delivery SLAs
4. Time Windows:
a. 0-2 hrs: Minimal (use manual spreadsheet)
b. 2-8 hrs: High ($80K+ loss, customer complaints)
c. 8hrs: Severe (MTPD reached; permanent customer loss risk)
5. RTO: 4 hours
6. RPO: 1 hour (accept up to 1 hour of order data loss)
7. Criticality: Tier 1 — Mission Critical

This example prioritizes quick recovery for payment/fulfillment processes while deprioritizing back-
office reporting.

Tips for Using/ Customizing Templates

e Start simple: Use Excel for sorting/filtering by RTO or impact score.

e Add visuals: Insert conditional formatting (red/yellow/green) for heat maps.

e Integration: Link to your risk register or BCM software (e.g., Resolver, ServiceNow).
e Update annually or after changes (new systems, regulations).

For visuals of completed examples, search for "Business Impact Analysis example PDF" What libraries are
available to find vulnerabilities from SBOM searches

Recovery Time Objective vs Recovery Point Objective

RTO (Recovery Time Objective) and RPO (Recovery Point Objective) are two foundational metrics in
Business Continuity Management (BCM) and Disaster Recovery (DR) planning. They help organizations
define acceptable levels of disruption during incidents like cyberattacks, system failures, natural
disasters, or outages. These metrics come directly from your Business Impact Analysis (BIA) and guide
recovery strategies, backup frequencies, and investments in redundancy or failover systems.

They're defined in standards like 1SO 22301 (for business continuity) and NIST SP 800-34 (for IT
contingency planning).

What is RPO (Recovery Point Objective)?

1. Definition: RPO is the maximum acceptable data loss — the maximum age of data (measured in
time) that the organization can tolerate losing in the event of a disruption. It's the time gap
between the last good backup and the moment of failure.

2. Focus: Data loss tolerance and backup frequency (how much data you're willing to "rewrite" or
lose).

3. Measured: Backward in time from the failure point to the most recent recoverable backup.
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4.

5.

6.

Key Question: "How much data can we afford to lose and still recover without severe business
harm?"
Examples:
a. Real-time financial transaction database: RPO = 0-5 minutes (near-zero data loss;
requires continuous replication or synchronous backups).
b. Daily customer support logs: RPO = 24 hours (daily backup suffices; losing one day's data
is recoverable via re-entry).
c. E-commerce order processing: RPO = 15 minutes (backup every 15 minutes to limit lost
orders to a small window).
Influences backup strategy: Low RPO (near-zero loss) demands frequent backups, continuous
data protection (CDP), or mirroring. Higher RPO allows less frequent (e.g., nightly) backups,
reducing cost/storage needs.

Key Differences: RTO vs. RPO, briefly

Aspect RTO (Recovery Time Objective) RPO (Recovery Point Objective)
Measures Maximum acceptable downtime Maximum acceptable data loss
Time Direction | Forward (from incident to full recovery) Backward (from incident to last
backup)
Primary How long operations are interrupted How much data is permanently lost
Concern
Goal Minimize business interruption time Minimize data re-entry or loss impact
Impacts Revenue loss, productivity, reputation Data accuracy, compliance, rework
from downtime from lost data
Typical Range Minutes to days (e.g., 1 hour to 72 hours) | Seconds to days (e.g., 0 minutes to 24
hours)
Drives Failover, redundancy, DR site activation Backup frequency, replication
speed technology
Example Trade- | Short RTO often requires higher cost Short RPO often increases
off infrastructure storage/network costs
How They Work Together

RTO and RPO are set per process/system during the BIA.

They often trade off: Achieving a very low RTO (fast recovery) might still result in higher data loss
if RPO isn't tight (e.g., you recover quickly but to yesterday's data).

Ideal scenario: Align both to business needs — critical systems get low RTO + low RPO; less
critical ones get higher values to control costs.

In practice: A ransomware attack might meet RTO (restore in 4 hours) but fail RPO (lose 12 hours
of transactions if backups are daily).

These metrics turn abstract "resilience" into measurable, actionable targets. If you're setting them for

your organization (or a specific process from earlier chats), aim to base them on real BIA impact data

rather than arbitrary numbers.
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RTO and RPO in Healthcare: Key Differences, Examples, and Considerations

In healthcare (hospitals, clinics, health systems), Recovery Time Objective (RTO) and Recovery Point
Objective (RPO) take on heightened importance because disruptions can directly impact patient safety,
life-saving care, regulatory compliance (e.g., HIPAA in the US), and operational continuity. Unlike many
industries where downtime mainly causes financial or reputational harm, healthcare outages can delay
treatments, compromise diagnoses, or endanger lives.

Healthcare organizations determine these metrics through a Business Impact Analysis (BIA), prioritizing
systems based on their role in clinical care, emergency response, and protected health information
(PHI/ePHI) handling. HIPAA requires contingency planning (including backups and disaster recovery) but
does not mandate specific numeric RTO/RPO values—those are set organizationally based on risk
tolerance, patient impact, and resources. Guidance from NIST SP 800-34, ISO 22301, and industry
toolkits (e.g., California Hospital Association, FEMA) influences realistic targets.

Why Healthcare Has Stricter Targets

e Patient safety first: Downtime in critical systems (e.g., EHR access during emergencies) can lead
to errors, delayed interventions, or adverse events.

o Data criticality: Electronic Health Records (EHRs), lab results, imaging (PACS), and medication
systems involve real-time or near-real-time updates.

o Regulatory & legal pressure: HIPAA's Security Rule (contingency planning) + potential penalties
drive low tolerances. Cyber incidents (ransomware) are common in healthcare, amplifying the
need for fast recovery and minimal data loss.

e Typical ranges: Healthcare often aims for minutes to low hours (vs. days in less critical sectors),
especially for Tier 1 clinical systems.

Typical RTO and RPO Examples in Healthcare

These are common benchmarks from industry sources, hospital toolkits, and DR planning examples
(values vary by facility size, resources, and system criticality—always tailor via your BIA):

System / Function  Typical RTO Typical RPO | Rationale / Impact if Protection
(Max (Max Data Exceeded Strategy Example
Downtime) Loss)
Electronic Health 5-30 minutes | 0-15 Delays in accessing Synchronous
Records (aggressive) minutes patient history, allergies, replication, hot
(EHR/EMR) 1-4 hours (real-time) meds - treatment errors | standby, cloud
(common) 30-60 or safety risks. failover (e.g.,
minutes AWS multi-AZ).
(frequent)
Emergency 15-60 5-30 Immediate care halted; High-availability
Department / minutes minutes triage, orders, vital signs clustering,
Admission Systems access blocked. continuous
backups.
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Diagnostic Imaging | 30 minutes—2 | 15-60 Delayed X-rays/MRIs/CTs | Pilot light DR site,
(PACS/Radiology) hours minutes - diagnosis/treatment frequent
delays in snapshots.
trauma/oncology.
Laboratory 1-4 hours 30 minutes — | Test results unavailable - | Frequent
Information 2 hours delayed critical decisions incremental
Systems (LIS) (e.g., blood work in ER). backups.
Pharmacy 30 minutes —2 | 15-60 Medication errors or Real-time
Dispensing / hours minutes delays; high risk in mirroring.
Medication ICUs/surgeries.
Systems
Telemedicine / 1-4 hours 1-4 hours Less immediate but Cloud-based
Remote Monitoring impacts chronic redundancy.
care/outpatient
continuity.
Billing / 4-24 hours 4-12 hours Financial/operational Standard nightly
Administrative only; no direct patient backups.
Systems harm.

e Ultra-critical scenarios (e.g., active surgery, ICU monitoring): Some aim for near-zero RTO/RPO

(seconds to minutes) via active-active setups.

e Real-world example: A hospital sets EHR RTO at 4 hours and RPO at 1 hour = backups every

hour; recovery via redundant systems to resume care quickly while limiting lost charting to 60

minutes.

e Aggressive targets: Many modern hospitals target 5-15 minutes RTO for EHR to align with

patient safety imperatives.

How Healthcare Organizations Set and Achieve These

1. ViaBIA: Assess impact on patient outcomes, not just revenue (e.g., "What if EHR is down during

a mass casualty event?").
2. Compliance tie-in: HIPAA requires plans for availability (contingency §164.308(a)(7)); NIST SP
800-66r2 guides implementation.

3. Technologies for low RTO/RPO:

a. Cloud DR (e.g., AWS, Azure) with geo-redundancy.
b. Immutable backups, continuous data protection (CDP).

c. Hot/warm sites or pilot light DR.

d. Testing: Regular drills to validate targets.

4. Challenges:

a. Cost: Very low RTO/RPO requires expensive infrastructure.

b. Legacy systems: Older on-prem EHRs are harder to achieve sub-hour metrics.

c. Cyber threats: Ransomware often targets healthcare—tight RPOs help minimize lost PHI.

In summary, healthcare pushes RTO/RPO toward the lower end of industry norms because downtime =

potential harm to patients, not just business interruption. Start with your BIA to set realistic, defensible
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targets—many hospitals document these in continuity plans to meet accreditation (e.g., Joint
Commission) and audit requirements.

Performing a BCM Risk Assessment

Performing a BCM Risk Assessment (also called Risk Analysis or Risk Assessment in Business Continuity
Management) is a structured process to identify, analyze, and evaluate potential threats that could
disrupt your organization's ability to deliver products, services, or meet objectives. It is a core
requirement of 1ISO 22301:2019 (Clause 8.2), and it works hand-in-hand with the Business Impact
Analysis (BIA) you asked about earlier.

The goal is not to eliminate all risks (impossible and costly) but to understand them enough to prioritize
mitigation, select appropriate continuity strategies, and inform your overall Business Continuity
Management System (BCMS).

Key Differences from General Risk Assessment

e BCM risk assessment focuses on disruptive events (threats) that could cause loss of availability,
integrity, or access to critical processes/resources.

e |t emphasizes likelihood x impact in the context of business continuity (downtime, data loss,
etc.), rather than just financial loss.

e OQutputs feed directly into recovery strategies, RTO/RPO setting (from BIA), and treatment plans.

Step-by-Step Process to Perform a BCM Risk Assessment

Follow this practical, ISO 22301-aligned methodology (updated with 2025-2026 best practices from
sources like ISO guidance, BCI, NIST, and industry frameworks):

1. Establish the Context and Define Risk Criteria
a. Align with your organization's objectives, scope of the BCMS, and external/internal
context (e.g., regulatory requirements like HIPAA for healthcare, supply chain
dependencies, location-specific threats like hurricanes in Virginia).
b. Define risk criteria:

i. Scales for likelihood (e.g., Rare = Almost Certain, or 1-5 numeric).

ii. Scales for impact (e.g., Insignificant = Catastrophic, tied to financial,
operational, reputational, legal, safety, and patient/customer harm in
healthcare).

iii. Risk appetite/tolerance levels (e.g., high-impact/low-likelihood events like
pandemics may still be unacceptable).

iv. Risk matrix (commonly, a 5x5 or 3x3) to classify risks as Low, Medium, High,
Extreme.

c. Involve leadership to approve criteria.
2. Identify Risks and Threats
a. Brainstorm potential disruptive events (threats) using multiple sources:
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i. Historical incidents (your own + industry benchmarks).
ii. Workshops/interviews with process owners, IT, facilities, supply chain teams.
iii. Threat modeling: Natural (floods, earthquakes), technological (cyberattacks,
ransomware, hardware failure), human (strikes, errors), external (supply chain,
geopolitical, pandemics), environmental (climate events).
iv. Horizon scanning for emerging risks (e.g., Al-related disruptions, cyber-physical
attacks, climate change impacts in 2026).
b. Document threats with scenarios (e.g., "Ransomware encrypts EHR system during peak
hours").
c. Use tools: Risk registers, mind maps, or BCM software (e.g., Resolver, Everbridge, or
Excel templates).
3. Analyze the Risks
a. For each identified threat:
i. Assess likelihood (probability of occurrence in a given timeframe, e.g., next 1-5
years).
ii. Assessimpact if it occurs (severity on critical processes, using BIA outputs like
MTPD, RTO/RPO, financial loss, patient safety in healthcare).
iii. Consider existing controls (e.g., firewalls, backups, insurance) to determine
residual risk (after controls).
b. Calculate risk level: Likelihood x Impact (using your matrix).
c. Example healthcare scenario:
i. Threat: Ransomware attack on EHR.
ii. Likelihood: Likely (4/5) due to rising healthcare targeting.
iii. Impact: Catastrophic (5/5) — delayed care, PHI breach, HIPAA fines.
iv. Residual risk: High = requires treatment.
4. Evaluate and Prioritize Risks
a. Plot risks on the matrix to visualize:
i. Extreme/High risks - Immediate action (treat or accept with monitoring).
ii. Medium - Plan mitigation within budget cycles.
iii. Low = Monitor (accept or minimal controls).
b. Prioritize based on:
i. Alignment with critical processes from BIA.
ii. Cumulative effects (e.g., multiple low risks hitting at once).
iii. Opportunities (e.g., risk reduction that also improves efficiency).
5. Treat the Risks (Develop Treatment Options)
a. Select strategies per risk:
i. Avoid: Eliminate the threat (rare in BCM).
ii. Mitigate/Reduce: Implement controls (e.g., multi-factor authentication,
immutable backups, staff training).
iii. Transfer: Insurance, outsourcing SLAs.
iv. Accept: For low risks, with monitoring.
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b. Document treatment plans, owners, timelines, and costs.

[oN

a.

Link to continuity strategies (Clause 8.3 in ISO 22301): e.g., redundant systems for high-
impact/low-RTO processes.
6. Document, Communicate, and Integrate

Record in a risk register or BCM tool.

b. Share with BCM steering committee, executives, and relevant teams.

C.
d.

Integrate into broader ERM (Enterprise Risk Management) if applicable.

Ensure outputs feed BIA (or vice versa—many do them iteratively).

7. Monitor, Review, and Update
Review annually, after incidents, major changes (e.g., new EHR system), or emerging

a.

b.
c.

8. Tools and Templates

a.

threats.

Track treatment effectiveness (KPIs like control implementation rate).
Audit as part of BCMS internal audits (ISO 22301 requirement).

Free/Accessible: NIST SP 800-30 (risk assessment guide), ISO 22301 previews, BCI risk
assessment templates, Excel-based 5x5 matrices.

Software: ServiceNow GRC, Resolver, Fusion Risk Management, or open-source risk

registers.

Healthcare-Specific: Incorporate Joint Commission standards, HIPAA contingency

planning, and patient safety focus.

9. Quick Example Output (Simplified Risk Register Row — Healthcare)

Threat Likelihood @ Impact Residual Treatment Strategy = Owner Timeline
Risk Level

Ransomware | Likely (4) Catastrophic | High Immutable backups | IT Q2 2026
on EHR (5) hourly, EDR, staff Security

phishing training,

cyber insurance
Power outage | Possible Major (4) Medium- | On-site generators + | Facilities | Ongoing
(grid) (3) High UPS, cloud failover

This process ensures your BCM program is proactive and risk based. It typically takes weeks to months

for the first full assessment, then becomes lighter in reviews.

Risk Register Templates

Here are some of the best free downloadable risk register templates suitable for Business Continuity

Management (BCM) or general risk management (which you can easily adapt for BCM contexts like

threats to continuity, BIA-linked risks, ISO 22301 alighment, or healthcare scenarios). These are primarily

in Excel (.xIsx) format for easy sorting, filtering, heat maps, and calculations—perfect for tracking risks

from your BCM risk assessment.
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I've prioritized reliable, publicly accessible sources (government, standards-aligned, or reputable

project/compliance sites) based on current availability in 2026.

Top Recommended Free Downloads

1. NIST Risk Register Template (Excel)

a.

Direct download:
https://csrc.nist.gov/files/pubs/ir/8286/final/docs/RiskRegisterTemplate 20240109.xIsx
Why it's great for BCM: From NIST IR 8286 series (integrating cybersecurity and
enterprise risk), includes columns for Risk ID, Description, Category, Likelihood, Impact,
Exposure Rating, Owner, Mitigation, Status, etc. NIST aligns well with BCM (e.g., SP 800-
34 contingency planning). Simple, clean layout—no bloat.

Adapt for BCM: Add columns for BIA links (e.g., RTO/RPO impact, critical process
reference) or continuity-specific categories (cyber, natural disaster, supply chain).

2. UK Government (GOV.UK) Risk Register Template (Excel)

a.

Direct download:
https://assets.publishing.service.gov.uk/media/60a38858d3bf7f288b42370b/risk-
register-template.xlsx

Why it's great: Official public sector template with practical fields like Risk Description,
Contingency Plans, Business Critical Systems links—very BCM-relevant (mentions vital
records and business continuity explicitly). Includes scoring and mitigation tracking.

3. Smartsheet Free Risk Register Templates (Excel, Google Sheets, Word options)

a.
b.

Main page: https://www.smartsheet.com/risk-register-templates
Includes several variants: Basic project risk register, business/compliance-focused, 1SO-

aligned ones.

Why it's great: Highly customizable with built-in formulas for risk scoring (likelihood x
impact), conditional formatting for heat maps, and prioritization. Free no-signup
downloads available.

4. ProjectManager.com Risk Register Template (Excel)

a.

Direct download link (from their site): Search "risk register template" on
https://www.projectmanager.com/templates/risk-tracking-template for the free Excel

version.
Why it's great: Simple, professional layout with Risk Description, Impact, Probability,
Priority (High/Med/Low), Owner, Mitigation Actions, Status. Ideal starter for BCM risks.

5. TrustCloud Risk Register Template (Excel/Google Sheets compatible)

a.

Access via: https://community.trustcloud.ai/docs/trustops/helpful-

resources/documentation-templates/risk-register-template/ (scroll to "Risk Register

Template" section for download).
Why it's great: Compliance-oriented (ISO 27001/22301 friendly), good for BCM
integration with cybersecurity and continuity risks.

6. Other Solid Free Options:
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a. Excellence in Financial Management (exinfm.com): Risk Register aligned with AS/NZS
4360 — Includes BCM-specific tabs like "Business Continuity Risk Register and Action
Plan."

b. LogicManager Risk Assessment Template (Excel):
https://www.logicmanager.com/resources/erm/free-best-practices-risk-assessment-
template — Generates heat maps automatically; strong for enterprise/BCM use.

c. HubSpot Risk Register (Excel/PDF):
https://www.hubspot.com/resources/templates/risk-register — Clean categorization,
rating, and action sections.

Quick Tips for Using/ Customizing a BCM Risk Register

e Core Columns to Include (add if missing): Risk ID, Threat/Description, Category (e.g., Cyber,
Natural, Operational), Likelihood (1-5), Impact (1-5 or tied to BIA: financial/patient
safety/reputational), Residual Risk Level, Owner, Mitigation/Treatment
(Avoid/Mitigate/Transfer/Accept), Status (Open/Mitigated/Monitored), Review Date, Link to BIA
Process/RTO/RPO.

e Enhancements: Use Excel conditional formatting for color-coded risk levels (red/high,
yellow/medium). Add filters and pivot tables for reporting to BCM steering committees.

e Healthcare Twist: Add columns for Patient Safety Impact or HIPAA Relevance if adapting for your
Ashburn-area context (e.g., data center or healthcare-adjacent risks).

e Start Simple: Download one (NIST or GOV.UK recommended first), populate with 5-10 risks from
your earlier assessment example (e.g., ransomware), then expand.
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