2025 AWARDS FOR EXCELLENCE

City of Norfolk, Virginia

Risk Management Day

The City of Norfolk serves
approximarely 240,000 residents
by delivering a broad range of
o essential services, including
nublic safety, public health, social
services, planning and zoning, neighborhood preservation, code enforcement,
stormwater management, parks and recreation, construction and maintenance
of public buildings and infrastructure, coasral resilience, library services,
refuse and recycling collection, water and wastewater utilities, and arts
and entertainment. Operaing under a council-manager form of government,
the city employs approximately 5,000 individuals and manages an annual
operating budget of $1.6 billion.

Within the Finance Department, the Risk Management Division safeguards the
city and ifs taxpayers by overseeing small claims, coordinafing loss prevention
and control efforts, managing subrogation, conducting risk fransfer analysis,
and administering both city-owned commercial insurance and self-insurance
programs. The Division also plays a proactive role in identifying opportunities
fo strengthen risk management practices and employs innovative strategies
fo support city leadership and advance a wide array of municipal initiatives.

he RiskManagement Division
launcheditsinaugural Risk
Management Day nearly three
years ago and has since continued
tohostthe eventannually,

both virtually and in person.

The event features a series of
educational sessions and intexr-
active discussions designed to
gradually cultivate a citywide culture of risk
awareness. Theinitiative aimstoenhance
knowledge about risk exposures, such as
health, safety, and security management;
reinforce existing policies and procedures;
and empower employees to recognize the
importance of their roles in workplace risk
management—whether they are observing,
experiencing, orreporting incidents.

Each session in the program addresses
three core objectives: (1) exploring how the
city can manage costly, yet often preventable,
casualty and liability risk exposures, (2)
identifying both internal trends and national
trends with a Norfolk-specific impact, and
(8] facilitating dialogue between employees
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Left: Information shared with all City employees via email to promote and raise awareness about Risk Management Day 2025. Right: The opening session
video for Risk Management Day 2025, held on April 24.

“| wanted to put efforf into seeing if we could raise awareness, provide fraining, open lines
of communication, and, most importantly, prevent claims and save the city money.”

~CATHIE CHANCELLOR, RISK MANAGER FOR THE CITY OF NORFOLK

and city leadership to promote shared
accountability. Risk Management Day
isasimple, cost-effective solution that
raises awareness of behaviors that affect
thecity and itsresidents to varying
degrees and leverages risk management
methodologies, including, for example,
the elemental key steps to identify,
analyze, control, finance, and adminis-
ter liability, property, and casualty risks.

Confronting risks the city faces

The city has historically experienced
several persistent pain points associated
with managing risk. One of the most
significantissuesistherecurrence

of preventable incidents and claims,
whichleads to cumulative financial
losses over time. These losses could be
substantially reduced through more
targeted and proactive risk mitigation
strategies. Additionally, a considerable
amount of time is consumed addressing
the same types of behaviors and
incidentsrepeatedly. Thisnot only

strains staff capacity butalso diverts
attention and resources from more
strategic, high-impactinitiatives.
Another major concern is the strain on
financial assets. Coveringliability claims
reduces the availability of resources
that could otherwise be invested in
essential community programs and
services, ultimately affecting the city’s
ability to deliver on its broader mission.
Like many municipal governments, the
City of Norfolk faces several challenges
inimplementing a formal enterprise risk
management program. These challenges
include limited time, resources, and
budgets, the complexity and diversity
of risks, siloed departmental practices,
culturalresistance to change and risk
awareness, staffing constraints, and a
lack of broad program buy-in. In addition,
as Shenette Felton, assistant director of
finance for the city, explains, “people
may not want to talk to risk management
or be forthcoming with information.
Toget started, we needed to build
relationships and be approachable.”

Like many other functions within
finance, theriskfinance role can
be misunderstood within the larger
government organization. The city’s risk
manager, Cathie Chancellor, had the idea
of implementing Risk Management Day
not only to provide education, but also to
build a more collaborative working rela-
tionship with departments. Chancellor
explained, “when Istarted with the city,
Ifeltthatnoonereally knew whatIdid.
Many people thinkit's only insurance,
butit’smuch more than that.”

“We didn'thave the time to develop
atheoretical oracademic approach;
however, we could still do something
thatyielded results,” Chancellor added. “I
wanted to put a spotlight on what we were
seeing, the trends, the risks that were
costing the city money, and the repeated
violations of policy. I wanted to put effort
into seeingif we could raise awareness,
provide training, openlines of commu-
nication, and, mostimportantly, prevent
claims and save the city money.”
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2025 AWARDS FOR EXCELLENCE

EXHIBIT 1 | Agenda for 2025 Risk Management Day

8:30 am | Opening Session: Everyone s a Risk Manager

Explore how enterprise risk management strengthens the city’s resilience and why everyone

plays a vital role in risk management.

9:00 am | Understanding Business Continuity; Plans, Risks, and Recovery

Learn the fundamentals of continuity of operations plans and business continuity plans to

ensure service continuity during disruptions.

10:00 am | Don't Slip Up: The Importance and Relevance of Documentation

Understand how small documentation errors can lead to significant risks and liabilities, and how

to manage records responsibly.

11:00 am | Panel Discussion: Trending General/Auto Liability Claims

Gain insights into the latest claims activity and learn how to avoid common risks related to

property damage.

12:00 pm | Agile Risk Management

Discover how the city is using Agile methodology to enhance collaboration, efficiency, and risk

management.

1:00 pm | OSHA & VOSH: Updates that Affect You

Stay updated on safety trends, violations, and essential workplace inspections to prevent

injuries and ensure compliance.

2:00 pm | Claims Panel &A with HR-TAM (Human Resources Total Absence Management Team)

Engage in an interactive discussion about Workers’ Compensation trends and safety strategies.

3:00 pm | How to Be Really Intelligent About Artificial Intelligence

Learn about the safe and responsible use of Al tools like Co-Pilot and ChatGPT in the workplace.

4:30 pm | Insurance; How It Helps!

Understand how insurance helps manage risk and get an overview of self-insurance and proof

of insurance.

Planning a day for risk management

Designed as a streamlined alter-

native to conventional enterprise
riskmanagement frameworks, Risk
Management Day offers a practical,
cost-conscious approach thataligns
with the operational realities of orga-
nizationslike the city—entities that
face awide array of risk exposures.
The first Risk Management Day took
place as the city was coming out of

the COVID-19 pandemic. The initial
format featured the city’s risk manager
as the moderator for conference-like
sessions. Subject matter experts or risk
stakeholders from the city were asked
tomake presentations, and the city
focused on city protocols, procedures,
proactive training, or issues where

the city noticed negative trends.

Through Risk Management Day,
employees and key risk stakeholders—
including members of the senior executive
leadership team—benefit from a direct
approach thataddresses the very chal-
lenges that are costing the city money.
More importantly, Risk Management
Day fosters a shared understanding of
critical processes and better connectsrisk
management staff to the full organization.
“IThave a passion for risk management
and believe thatithas huge benefits for
organizations, butIalso know thatnoone
size fits all,” Chancellor said. “All public
entities have their own personality,
mission, and way of doing things. For
us, RiskManagement Day provided a
practical, efficient way of reinforcing
key concepts, reminding staff of policies,
providingresources, and overall putting
focus on potential risks for the city.”

Setting the agenda

After considering multiple formats,
including a muchlonger “risk management
week,” the city decided on a full-day
program, splitinto multiple one-hour
sessions (see Exhibit 1). Each session
featured amoderator and speakers
discussing a specific topic. Alllevels of
city staff, from front-line workers to senior
executives, could attend the sessions they
found mostrelevant or interesting. Sessions
were made available both in-person and
virtually. The format of each session was
designed to share information, provide
additional resources, and open up the
conversation, making risk management
staff approachable. “We are able to famil-
iarize one another with risk management
and why it'simportant,” Felton said.
“Sessions are very approachable, easy, and
digestible,” Chancellor added. “We hope
thatthe main takeaway is that each person
atthecity hasarolein managingrisk.”

In developing the sessions, the riskman-
agement team has an opportunity to work
with others from across the city. City leaders
from emergency management, general
services, communications and marketing,
human resources, and legal services have
led sessions, which help open a dialogue
tofinance and risk management. “The
relationship with other departments that
have worked with Cathie to plan sessions
ismuchimproved,” Felton said. “If you'd
have asked me a few years ago if I would
have thought that we would have multiple
departments working collaboratively
with finance to present Risk Management
Day, Iwould have been skeptical—but
this year we even had multiple attorneys
staff sessions. It'sbeen great to see.”

Afterthefullagendais set, the city’s
marketing team promotes it to staffand
attracts participants. The most recent Risk
Management Day attracted 25 to 50 people
online, and more in-person attendees
and supporters thanin prior years. While
sessions were open to everyone, most
targeted a specific group of employees, and
fulldivisions tuned in to watch some of
them. For other sessions, one person was
identified to attend and take information
backtopeersinthe department. All
sessions were recorded and made available
on demand for anyone who wanted to
participate butmissed the event.
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“The relationships that our risk feam has been able to develop have
changed our work the other 364 days of the year. We are able to open
lines of communication, reach across silos, and better work fogether.”

~SHENETTE FELTON, ASSISTANT DIRECTOR OF FINANCE

Planning for next year’'srisk man-
agement dayis an ongoing process. City
and riskmanagement staff will collect
topics throughout the year and engage
subject matter experts and speakers.
Fornextyear, the city hasidentified
potential sessionsrelated to the Federal
Emergency Management Agency, risks
from lithium-ion batteries, climate
change, financial controls, and more.

Risk management results

Risk Management Day has delivered
measurable and meaningful benefits

to the City of Norfolk. One of the most
significant outcomes hasbeen increased
riskawareness, more training, and col-
laborative supportacross departments,
fostering a stronger, citywide commit-
ment toriskmitigation. Since itslaunchin
2023, RiskManagement Day has contrib-
uted to anoticeable decline in the number
of reported incidents. For example, by
August 2024, the city reported a total of
405 incidentsrequiring involvement
from the Risk Management Division. By
comparison, as of August 2025, there were

only 289 such incidents—demonstrating a
clear downward trend. Additionally, Risk
Management Day has expanded the city’s
riskmanagement capacity by reinforcing
training and promoting focused discus-
sions around actual loss trends. These
dialogues have helped departments better
understand the behaviors and exposures
thatlead to costly claims, resulting in
more informed and proactive responses.
Butthe biggest benefit may be the
results that have been developed and
the collaborative culture that Risk
Management Day has cultivated. “This
day helps us create true partners for
the Department of Finance,” Felton
commented. “The relationships that our
riskteam has been able to develop have
changed our work the other 364 days
of the year. We are able to open lines of
communication, reach across silos, and
better work together.” Chancellor added,
“the mostbeautiful thing aboutitisthe
executive support that we've received and
the genuine interestin the event from our
seniorleaders. It'samazing to see everyone
coming together toimprove the city.”

Creating a risk management day for
your government

Any organization could create its own
riskmanagement day. The eventis
highly efficient at focusing attention on
critical topics, and it's mostly cost-free
wheninternalresources are used. One

of the program’s key strengths liesin

its ability to improve communication
and collaboration across departments
and stakeholder groups, breaking down
silosand bringing together risk owners,
leaders, and contributors. While the city
dedicates a day toriskmanagement,
thereisnoreason why similar concepts
wouldn't work for other areas of finance.
For finance professionals and risk
managers who want to recreate the City of
Norfolk's success, Felton and Chancellor
provided the following recommendations:

= Customize your program. Tailor the
program toreflect the specific risks,
priorities, and operational context
of the adopting city. Thisrequires a
thorough understanding of the local
risklandscape and organizational
structure. It needs to be relevantto the
audience.

= Engage stakeholders. Actively involve
key stakeholders, including senior
leaders, department staff, and, if appli-
cable, community representatives, to
build support, encourage participation,
and ensure alignment with broader
strategic goals.

= Focus onsessions. Develop and deliver
training sessions and educational
materials to ensure that participants
clearly understand the goals, processes,
and value of the initiative.

= Monitor progress. Establish clear
metrics and feedback mechanisms to
assess the program’s effectiveness. Use
this data tomake informed adjustments
and continuously improve outcomes.

By following these steps, other govern-
ments can successfully implementa

practical approach toraising awareness for
finance, procurement, internal controls,
ethics, humanresources, or other areas.

Contacts

= Shenette Felton, assistant director of finance
= Cathie Chancellor, risk manager
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