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They met before anything had been decided. That was the important part. No plans 
had been approved. No funding released. No schedules pinned to walls. There was 
only a sense of momentum — that familiar feeling that something was already 
underway, even though no one could quite say when it had started. Dame Anwen 
noticed this immediately. 
 

The room before the decision 
 
“This has the air of inevitability,” she said calmly. 
Pore Amyas shifted in her chair. “Which usually means the decision’s already been 
made somewhere else.” 
Doctour Karinne was already writing. 
“What are we doing?” she asked, without looking up. 
There was a pause. 
Someone gestured vaguely. “Delivering the programme.” 
“For whom?” said Karinne. 
Another pause. 
“For the business.” 
Dame Anwen raised an eyebrow. “Which one?” 
That was the first crack. 
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Explicit objectives, and the ones no one 
writes down 
 
The objectives were produced quickly. They always were. 

• Deliver on time. 
• Control cost. 
• Meet expectations. 

All perfectly reasonable. All entirely incomplete. 
“And what happens if we succeed?” asked Dame Anwen. 
The room relaxed. This felt safer. 
“We demonstrate capability.” 
“We protect reputation.” 
“We show momentum.” 
Pore Amyas leaned forward. 
“And what must not happen,” she asked, “regardless of success?” 
That question landed differently. 
Someone mentioned safety. Another brought up compliance, and a third talked 
about obligations to customers and the public. Doctour Karinne looked up. 
“These,” she said, “are objectives too, even if no one wrote them down.” 
 
Some objectives are explicit. Others exist, whether they are acknowledged or not. 
Legislation does not appear in business cases. Regulation does not negotiate with 
optimism. Ethical obligations do not relax because delivery is difficult. They sit quietly 
in the background, shaping what is acceptable long before any trade-offs are 
discussed. Pore Amyas nodded. 
“These are the objectives people only discover,” she said, “when it’s too late to 
pretend, they didn’t know.” 
No one argued. That told her enough. 
 

Stakeholders who weren’t invited 
 
Doctour Karinne returned to her notes. 
“Who carries the consequences?” she asked. 
“The delivery team.” 
“And who decides whether we continue if it starts to wobble?” 
Silence. 
Eventually: “Senior leadership.” 
“And who lives with the outcome long after they’ve moved on?” 
That question stayed unanswered. 
Pore Amyas had seen this pattern before, stakeholders defined by charts rather than 
consequence. 
“Those people,” she said quietly, “will discover they were stakeholders later.” 
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Constraints, assumptions, habits, and the 
environment they exist in 
 
The constraints were listed next: 

• Budget. 
• Timescale. 
• Regulation. 

All immovable. All unquestioned. 
“And this deadline,” said Dame Anwen. “Where did it come from?” 
“It’s what we agreed last year.” 
“With whom?” 
“The previous sponsor.” 
“Who is no longer here.” 
Pore Amyas smiled thinly. 
“So not a constraint,” she said. “A habit.” 
Doctour Karinne wrote that down and underlined it. 
“And the environment?” she added. 
The room hesitated. They talked about scrutiny from politics, regulators, and the 
public. They mentioned fatigue after recent changes, pressure to show progress, and 
a climate where delay seemed riskier than making a mistake. 
“These aren’t constraints,” said Dame Anwen. “But they shape what feels 
acceptable.” 
“And they change faster than plans,” Pore Amyas added. “That’s how tolerance 
quietly disappears.” 
Doctour Karinne wrote that down too. 
 

The question that stops everything 
 
They had been talking for over an hour now. No risks had been identified. No 
controls discussed. No scores assigned. And yet, something fundamental had 
shifted. Dame Anwen finally asked the question that usually arrived far too late. 
“Why are we doing this at all?” 
Not how. Not when. But why. 
The answers came, haltingly: 

• Because stopping would look like failure. 
• Because changing course would invite questions. 
• Because momentum had its own gravity. 

Pore Amyas leaned back. 
“That’s not a reason,” she said. “That’s inertia.” 
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The moment before commitment 
 
They sat with that longer than was comfortable. Nothing was wrong yet. Nothing had 
failed. But the shape of failure was suddenly visible. Doctour Karinne closed her 
notebook. 
“If we proceed,” she said, “we should record that this was a choice, not an 
inevitability.” Dame Anwen nodded. 
“And if we don’t,” she added, “we should be equally clear why.” 
This was the moment most organisations missed. The moment before optimisation. 
Before modelling. Before registers and reports. The moment where asking the wrong 
question would lock in the wrong answer, very efficiently. 

They did not cancel the work 
 
That’s important. They adjusted it. 

• Objectives were rewritten, this time honestly. 
• Stakeholders were redefined by consequence, not title. 
• Constraints were separated from assumptions. 
• The environment was acknowledged instead of ignored. 
• The deadline moved. Slightly. 

Enough. Pore Amyas stood. 
“This will still wobble,” she said. “But now we’ll notice.” Dame Anwen marked a new 
line on the ground. 
“And now,” she said, “we know why we’re crossing it.” 
 

Conclusion 
 
The opposite of a good idea can be another good idea 
Most risk processes fail not because they are poorly executed, but because they are 
applied to the wrong problem with great discipline.  
If intent, objectives (both explicit and implicit), stakeholders, environment, and 
constraints aren’t examined early, everything that follows just optimizes whatever 
was started. 
Risk management does not begin with identification or analysis. It begins with a 
pause. 
With the willingness to question momentum. 
With the discipline to separate habit from necessity. 
With the courage to recognise obligations that exist, whether or not they are written 
down. 
And with the question that matters most: 
“Are we sure this is the right thing to be doing?” 
 
The biggest risk is rarely what you model. 
It’s what you never stopped to question. 


