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In today’s operating
environment, managing
operational risk has
become both more critical
and more complex.
Zambian organisations are
navigating volatile
macro-economic
conditions, regulatory
reform, climate-related
shocks, accelerating
digitalisation, and growing
stakeholder
expectations—often at the
same time. As costs rise
and margins tighten, risk
functions are increasingly
expected to deliver
stronger assurance and
insight with fewer
resources.

Against this backdrop,
operational risk is no
longer a compliance
exercise—it has become
a strategic business
imperative.

The Zambian Risk Landscape: Why Operational
Risk Matters More Than Ever

Zambia’s regulatory and governance environment has evolved
significantly over the past decade. The Companies Act (2017),
the National Corporate Governance Code, and sector-specific
regulations issued by bodies such as the Bank of Zambia and
the Securities and Exchange Commission place heightened
accountability on boards and senior management for risk
oversight and internal controls. [moj.gov.zm], [iclg.com]

At the same time, Zambia is actively shifting toward risk-based
regulation, with policymakers seeking to reduce unnecessary
regulatory burden while improving compliance outcomes—
raising the bar for how organisations identify, assess, and
manage operational risks internally. [blogs.worldbank.org]

Understanding Operational Risk in Practice

Operational risk refers to the risk of loss or disruption arising
from inadequate or failed internal processes, people, systems,
or external events. In Zambia, this risk is increasingly visible
across sectors—from financial services and mining to energy,
agriculture, and telecommunications.

When operational risk is poorly managed, organisations face:

Regulatory penalties and
licence-to-operate
challenges

Rising operating costs and
inefficiencies

Reputational damage in a
highly connected media
environment

Business interruption from
external shocks

Conversely, strong operational risk management enables
organisations to improve decision-making, protect stakeholder
trust, and strengthen long-term resilience.


https://www.moj.gov.zm/wp-content/uploads/MoJ-Corporate-Governance.pdf
https://iclg.com/practice-areas/corporate-governance-laws-and-regulations/zambia
https://blogs.worldbank.org/en/nasikiliza/risk-and-reform-zambias-strategic-approach-to-modern-governance-afe-0524
https://blogs.worldbank.org/en/nasikiliza/risk-and-reform-zambias-strategic-approach-to-modern-governance-afe-0524
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Internal Operational Risks: Persistent
and Preventable

People Risk

Skills shortages and talent retention remain an
existential risk in Zambia, particularly in specialised
roles such as risk management, cybersecurity, data
analytics, and compliance. Regulators—especially
in the financial sector—now apply stricter “fit and
proper” requirements for senior executives and key
risk roles, increasing the consequences of weak

people risk management. [corpus.co.zm
Process Risk

Operational failures in Zambia are often linked to
undocumented, manual, or inconsistent
processes—especially in fast-growing
organisations and state-linked entities. Weak
processes expose organisations to fraud,
compliance failures, and financial leakage at a time
when governance scrutiny is intensifying.

Systems Risk

Digital transformation is accelerating across
Zambia’s economy, but legacy systems and
uneven cybersecurity maturity present significant
risk. In 2026, the average cost of a data breach in
Zambia was estimated at approximately USD 1.2
million, with relatively low cyber-insurance
coverage across organisations. [stateglobe.com]

While Zambia has made notable progress in
national cybersecurity capability—scoring 92.6% on
the ITU Global Cybersecurity Index—recent
high-profile breach allegations highlight the need for
stronger organisational-level controls and

preparedness. [mots.gov.zm

External Operational Risks:
Increasingly Severe and Interconnected

Climate and Energy Risk

Climate-related shocks are no longer theoretical for
Zambian businesses. Recurrent droughts and
floods have disrupted agriculture, reduced
hydropower generation, and triggered power
shortages—directly affecting operational continuity
and cost structures across industries. [imf.org],

worldbank.org]

Regulatory and ESG Risk

Zambia’s ESG framework is evolving rapidly. New
legislation such as the Green Economy and
Climate Change Act (2024), alongside
strengthened environmental and sustainability
reporting expectations, is increasing compliance
complexity for organisations—particularly those
with international investors or cross-border

operations. [iclg.com],

From 2025 onwards, companies are also expected
to align sustainability disclosures with IFRS S1 and
S2, elevating expectations around data quality,
controls, and governance over non-financial
information.

Strengthening Operational Risk
Management

To respond effectively, Zambian organisations must
move beyond reactive, compliance-driven models.
Five priorities stand out:

Clarify risk appetite and
ownership at board and executive
level

Embed operational risk into
strategy and business planning,
harnessing artificial intelligence (Al)
in the process

Strengthen risk capabilities,

particularly in cyber, data, ESG, and
change management

Improve data quality and
reporting, including non-financial
risk indicators

Leverage technology and
analytics to anticipate, not just react

to, risk

The objective is not more controls—but better
outcomes.


https://corpus.co.zm/wp-content/uploads/2024/02/Legal-Alert-Zambian-Central-Bank-Prescribes-Guidelines-for-the-Fit-and-Proper-Assessment-for-the-appointment-of-Shareholders-Directors-and-Senior-Management-in-entities-under-its-supervision-.pdf
https://stateglobe.com/zambia/data-breach-cost-statistics
https://www.mots.gov.zm/?page_id=4226
https://www.mots.gov.zm/?page_id=4226
https://www.imf.org/-/media/files/publications/selected-issues-papers/2025/english/sipea2025127.pdf
https://www.worldbank.org/en/news/press-release/2026/04/02/building-climate-resilience-to-drive-growth-jobs-and-poverty-reduction-in-zambia
https://www.worldbank.org/en/news/press-release/2026/04/02/building-climate-resilience-to-drive-growth-jobs-and-poverty-reduction-in-zambia
https://iclg.com/practice-areas/environmental-social-and-governance-law/zambia
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Rethinking the Role of the Risk

Function

The most resilient organisations are redefining risk
as a value enabiler. This requires leadership from

the top.

In practice, this means:

The C-suite
becoming the

Integrating
risk insights

R-suite, where
risk is
everyone’s
responsibility

into capital
allocation and
transformation

decisions

References

Using risk
management
to support

growth,
innovation,
and trust—not
just loss
prevention

Conclusion

Operational risk has become one of the
defining challenges—and
opportunities—facing organisations in
Zambia. In an environment shaped by
regulatory reform, climate volatility,
technological change, and rising
stakeholder expectations, the ability to
manage operational risk effectively will
increasingly differentiate resilient
organisations from the rest.

Those that invest in strong governance,
skilled people, and data-driven risk
management will not only protect
value—but create it.
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