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Business Impact Analysis Worksheet

A business impact analysis (BIA) is often a key component of a Business Continuity Plan (BCP). A BIA identifies the impact of downtime for various
activities and processes. Your BIA should help you determine which functions must continue without interruption, which can be scaled back or
shuttered temporarily, and the desired timeframe for recovery and restoration.

Outcomes of a Business Impact Analysis
e Inventory of key agency functions and activities
e Understanding of the time sensitivity of key functions and activities
e Catalog of recovery strategies

Use the chart below to list key functions and activities, their “maximum acceptable downtime,” and specific recovery strategies. With respect to the MAD
scores, consider using or adapting this framework:
If MAD = 8 hours, this function is vital.

If MAD = 24 hours, this function is critical.
If MAD = 5 business days, this function is essential.

If MAD = 30 calendar days or more, this function is important.

Key function or activity MAD Recovery timeframe and strategies
Payroll Critical Payroll processing can be transferred to our contractor, ADP, with 24 hours’ notice.
Client outreach to families Critical Back-up points of contact have been identified for the outreach team; if an assigned team

member isn’t available for client outreach, a text message will notify the back-up team
member.

Annual volunteer recognition picnic Important If normal operations are disrupted, we will reschedule the picnic for a more convenient time.




Maximum Acceptable Downtime (MAD) Key
If MAD: 8 hours = vital 24 hours = critical 5 business days = essential 30 calendar days + = important.

Key function or activity MAD Recovery timeframe and strategies
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COVID-19 Lessons Worksheet

Use this worksheet to identify lessons and takeaways from your agency’s handling of COVID-19. For each event where your organization was required to
react and pivot, explore the “Silver Linings” and “Dark Clouds” that you were faced with and how your organization can apply these lessons for future
interruptions.

Example:

A stay-at-home order was instituted on April 1, meaning that our staff could no longer work from
What happened?

our headquarters.
The Silver Lining: ways we In 2018 we transitioned from in-house servers requiring VPN connections installed on all PCs, to
improved resilience cloud servers accessible from any device anywhere.
The Dark Cloud: how and wh

y Half of our staff were not fully trained on how to work remotely.

we were unprepared

When a big change in process or systems is made, training must be a top priority. Training should be
Our Lessons and Takeaways e

completed before we pull the ‘switch.

What happened?

The Silver Lining: ways we
improved resilience

The Dark Cloud: how and
why we were unprepared

Our Lessons and Takeaways
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Learning from Wins, Near Misses, and Failures Worksheet

Wins, near misses, and failures are fertile ground for extracting useful information to strengthen the resilience of your

organization and build on existing risk management capabilities. As Paul J. H. Schoemaker writes, “Experience is
inevitable; learning is not.” These “case studies” can be used to formulate actions your team can take to learn from

understanding.

Learning From ‘Wins’

In Think Like a Rocket Scientist, Ozan
Varol writes, “The next time you're
tempted to start basking in the glory
of your success, while admitting the
scoreboard, stop and pause for a
moment. Ask yourself, What went
wrong with this success? What role
did luck, opportunity, and privilege
play? What can | learn from it? If we
don’t ask these questions, luck will
eventually run its course, and the near
misses will catch up with us.”

As tempting as it is to simply celebrate
success, it is important to extract why
something succeeded and where the
process could have been improved.
These important takeaways will
ensure that future endeavors have a
higher probability becoming another
success story for your mission. Do
everything possible to make positive
opportunities a repeatable process.

Learning From Near Misses

In his book Think Like a Rocket
Scientist, Ozan Varol reminds us that
near misses offer fertile ground for
learning! The NRMC team agrees.
Varol writes that “Near misses are a
rich source of data for a simple
reason. They happen far more
frequently than accidents. They're
also significantly less costly. By
examining near misses, you can
gather crucial data without incurring
the costs of failure.” In her book
Teaming, HBS Professor Amy C.
Edmondson writes that
“...organizations that pay more
attention to small problems are more
likely to avert large or catastrophic
failures.”

Both Varol and Edmondson caution
leaders against choosing a too-simple
explanation for a loss or near miss,
such as ‘human error.” Keep in mind,
in a complex environment (whose
isn’t?!), numerous factors often
combine to produce a near miss or
failure.

Learning From Failures

“Unlike the high of success, which
quickly dissipates, the sting of failure
lingers—sometimes for a lifetime.”
—Ozan Varol

But there’s a way to take the sting out
of any workplace failure and extract
valuable, mission-advancing lessons.
In his book, Create the Future + The
Innovation Handbook: Tactics for
Disruptive Thinking, Jeremy Gutsche
urges us to “Interpret failure as a
training cost.” When we reorient our
thinking and believe that the lessons
learned from a failure can lead to
mission-advancing innovation and
changes, spending time
understanding what went wrong is
well worth the time.

Gutsche draws our attention to
another, bountiful reason to pause
and reflect on inevitable failures in
the workplace: acceptance of failure is
one of the factors that makes work
experiential and creates meaningful
relationships in an office
environment, along with trust,
openness, understanding and a space
for growth. If failures are swept under
the rug or routinely ignore, you've
deprived your team of a valuable
opportunity to learn.



Nonprofit
Risk Management
Center

Find the answer here | nonprofitrisk.org

>

As you complete this worksheet, keep in mind the tendency to attribute failure and near misses to factors beyond our
control. While there may be such factors at play, don’t stop there. Also, remember that choosing an overly simplistic reason
for an outcome —such as an employee’s error or the luck of the draw—may not be truly honest. Stay away from the blame
game. Playing ‘who can we pin this on’ won’t inspire learning on your team.
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