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Example Foods
A fictional family-owned food manufacturer, used as a sample

P R E P A R E D  B Y

SAMPLE REPORT

W H E R E  I T  S T A N D S

Example Foods should prepare for consumer harm, cold-chain
failure and concentrated customer pressure while it remains able
to act before a major failure. Incorrect allergen labels are the
most serious immediate risk because sensitive consumers can be
harmed before withdrawal action protects them.

THE DECISION FOR MANAGEMENT

Approve a 30-day program to test cold-chain
restoration, food-safety recall readiness and
production-system recovery, with one
executive accountable for evidence and
escalation.

22
Risks shown
rated Moderate or above

7
High or above
the highest-rated

15
Moderate
rated Moderate

3
Strengths
already working

2 Very High 5 High 15 Moderate

The highest-rated risks
RISK AND FIRST ACTION RATING LIKELIHOOD IMPACT OWNER

EF-101

Incorrect product labels expose consumers to
undeclared allergens and cause avoidable serious
harm
Implement allergen label checks and mock withdrawal testing.

VERY HIGH
Possible Severe

Compliance

EF-102
Loss of a major supermarket customer sharply reduces
revenue, production volumes and cashflow
Prepare a customer-loss cash and volume response plan.

VERY HIGH
Possible Severe

Executive team

EF-104

Failure of non-redundant refrigeration stops
production and prevents Example Foods from fulfilling
orders
Implement tested refrigeration fallback and repair escalation.

HIGH
Possible Major

Business operations

EF-108
Failure of the sole refrigerated carrier prevents timely
delivery to supermarket distribution centres
Prequalify alternate refrigerated carriers and routes.

HIGH Possible Major
Business operations

EF-111

A cyberattack on production systems halts
manufacturing while recovery arrangements remain
untested
Implement production MFA, segmentation and recovery testing.

HIGH
Possible Major

Security

What the decision settles

EF-101 Incorrect product labels expose consumers to undeclared allergens and cause avoidable serious harm VERY HIGH

EF-104 Failure of non-redundant refrigeration stops production and prevents Example Foods from fulfilling orders HIGH

EF-111 A cyberattack on production systems halts manufacturing while recovery arrangements remain untested HIGH

The first actions, in date order

BY 8 FEBRUARY 2027
Implement allergen label checks and mock
withdrawal testing.
Compliance · EF-101

BY 8 FEBRUARY 2027
Prepare a customer-loss cash and volume
response plan.
Executive team · EF-102

BY 8 FEBRUARY 2027
Implement tested refrigeration fallback
and repair escalation.
Business operations · EF-104

Management information, not assurance. Findings reflect information available at the time and are decision-support inputs, not confirmation that any incident, breach, non-compliance
or loss event occurred.
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The 22 risks, highest-rated first
RISK RATING LIKELIHOOD IMPACT

EF-101
Incorrect product labels expose consumers to undeclared allergens and cause
avoidable serious harm VERY HIGH

EF-102 Loss of a major supermarket customer sharply reduces revenue, production volumes
and cashflow

VERY HIGH

EF-104 Failure of non-redundant refrigeration stops production and prevents Example Foods
from fulfilling orders HIGH

EF-108 Failure of the sole refrigerated carrier prevents timely delivery to supermarket
distribution centres

HIGH

EF-111 A cyberattack on production systems halts manufacturing while recovery
arrangements remain untested

HIGH

EF-119 Interrupted utility services stop refrigeration, sanitation and food production at the site HIGH

EF-103 Microbiological contamination in chilled products causes consumer illness and prompts
regulatory enforcement CONDITIONAL

HIGH

EF-105 Failure of the ageing server interrupts production planning and other core operating
processes

MODERATE

EF-106 Supermarket bargaining pressure blocks cost recovery and steadily erodes Example
Foods’ operating margins

MODERATE

EF-107 Temperature-control failure spoils chilled inventory and forces destruction of affected
finished stock MODERATE

EF-110 Slow automation adoption leaves Example Foods less productive than competing food
manufacturers

MODERATE

EF-113 Shared accountability leaves critical compliance and control duties incomplete during
external scrutiny MODERATE

EF-114 Weak cyber-control evidence increases insurance costs and may leave material losses
uninsured

MODERATE

EF-116
A product withdrawal disrupts sales, destroys stock and damages retailer confidence in
Example Foods MODERATE

EF-117 Dependence on temporary and labour-hire workers leaves production shifts materially
understaffed

MODERATE

EF-120
Ingredient and packaging shortages prevent Example Foods from completing planned
production runs MODERATE

EF-121 Rising input prices compress margins when supermarket customers resist
corresponding price increases

MODERATE

EF-109 Ageing system records fail during traceability checks and delay quality holds and recalls
CONDITIONAL

MODERATE

EF-115 Inadequate risk evidence causes tighter bank covenant terms and restricts available
financing CONDITIONAL

MODERATE

EF-118 Inadequate induction and supervision of labour-hire workers causes preventable
workplace injuries CONDITIONAL

MODERATE

Dots: likelihood and impact, one to five. In order of rating, then the assessment's priority within it.
2 more risks rated Moderate or above are not listed here for space; Method and Evidence lists every risk.
1 further risk rated below Moderate is in the register and not listed here.

Themes

Financial loss liquidity 7

Targeted group or vulnerable cohort
harm

4

Infrastructure dependency exposure 4

Workforce people and safety 3

Where risks sit

Infrastructure 5
Governance 4
Public health 3
Political economy 3
Technology change 2
Resources 2
Climate 2

Already working

✓ Example Foods maintains retailer-
recognised food-safety certification and
completes annual audits.

✓ Email multifactor authentication is
operating and reduces the payment-
impersonation pathway.

✓ Bank intervention previously stopped a
payment-redirection attempt before
financial loss occurred.

Questions to answer before the next report

1 What maximum outage period will the board accept for refrigeration, utilities and production systems? Board

2 What volume, revenue or term change from either major supermarket requires immediate board notification? Board

3 What evidence must trigger an immediate product hold, withdrawal, recall and regulator notification? Board

About this report. This report is a scenario-based risk assessment prepared from user-provided information, stated assumptions and structured analysis outputs. It
is intended to support management discussion, prioritisation and further review, not to confirm that any incident, breach, non-compliance or loss event has occurred.
Findings reflect the information available at the time of analysis and may change as additional facts, validation or operational data become available. Risk ratings,
scenarios and recommended actions should therefore be treated as decision-support inputs and considered alongside management judgment, legal and regulatory
advice and site-specific operational evidence.
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