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The Problem This Article Addresses

Every week, boards and executive committees review risk registers and heat maps that tellthem
which risks are rated High, Medium, or Low. What none of those outputs tell them is whether
those risks are getting better or worse, how fast they are moving, or whether the window to act
on them is open or already closing. Leaders are making consequential resource allocation
decisions on tools that are structurally blind to time. This article explains why that blindness
exists and introduces RiskTime: the measure that puts the temporal dimension back into risk
management.

Summary

Every major corporate failure in recent decades had one thing in common: the signals were
there. Kodak’s digital exposure, Nokia’s platform vulnerability, the Deepwater Horizon
pressure anomalies — each was visible in the data before the crisis locked in. The failure was
notinformational. It was temporal. Decision-makers could not translate available data into the
single most operationally critical quantity: how long until this risk becomes irreversible?

CORE® — the Continuous Opportunity and Risk Dynamics Engine — introduces RiskTime as a
foundational construct: the integration of risk magnitude, velocity, and causal proximity into a
single temporal measure that tells management not just what is at risk, but how long they have
left to do something about it.

1. The Problem with Existing Risk Management

The standard enterprise risk model computes Likelihood x Impact at a point in time. This
produces a score that tells the organisation how severe ariskis. It does not tell the organisation
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whether that severity is increasing or decreasing, at what rate, or how close the risk is to the
boundary beyond which intervention can no longer prevent the outcome.

Five structural limitations follow:

e Temporal blindness: scores are snapshots, not trends. Arisk rated High today was
rated High last quarter unless someone manually changed it.

e Independence assumption: risks are assessed individually. Cascade dynamics —
where one risk accelerates another — are invisible.

e Linear extrapolation: risk registers assume smooth trends and miss the phase-
transition moments where small changes produce sudden, large outcomes.

e No system context: the score carries no information about organisational response
capacity or proximity to the causal horizon.

e Response window blindness: a high-magnitude risk two years away and the same risk
arriving in six weeks are indistinguishable in a static score.

The consequence for CEOs and CFOs is systematic misallocation: resources concentrate on
what is currently visible rather than what is about to become irreversible.

2. What RiskTime Is

2.1 The Temporal Measure

RiskTime is not simply the time remaining until a risk event. It is the ratio of risk proximity to
organisational response capacity, calibrated against the causal boundary of the organisation.
A risk that is twelve months away but accelerating faster than the organisation’s response
ramp-up rate has a shorter effective RiskTime than a less severe risk arriving in three months
under stable conditions.

CORE® derives RiskTime from the same lead indicators that already feed conventional
likelihood assessments. The output is a calendar-based decision window: a quantified
statement of how long an organisation has to act before a risk transitions from manageable to
locked-in.

A regulatory change announced eighteen months in advance scores High on a
conventional register and sits there. Under CORE®, its RiskTime — computed from the
velocity of regulatory drafting activity, the organisation’s compliance ramp-up rate, and
causal proximity — may indicate that the effective decision window closes in five
months. Thatis the number the CFO needs to trigger budget allocation. The date, not the
colour on a heat map.

2.2 The Causal Boundary
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The Clements-Causal-Opportunity-Risk-Diagram (CCORD), introduced in Article 3 of this
series, makes the causal boundary geometrically visible. Risks inside the boundary can still be
intercepted; risks outside it cannot be prevented, only managed in their consequences.
RiskTime is the quantitative measure of how close arisk is to that boundary.

3. Advantages for Leadership Decision-Making

The primary output of RiskTime for executive reporting is the Response Window Dashboard:
risks ranked by effective decision window rather than by magnitude alone. A CFO presented
with a list of risks ordered by urgency of required decision — with calendar dates —is equipped
to allocate capital with precision that a heat map cannot support.

Two risks with identical conventional scores may have completely different RiskTime profiles.
A moderate risk that is accelerating toward its causal boundary demands more immediate
attention than a severe but stable risk with a long decision window. RiskTime makes this
distinction explicit and auditable.

When risk priority is expressed as a decision window with a date, accountability becomes
concrete. The board can ask — and management must answer — not just “what is our risk
rating?” but “when does this decision become irreversible?”

4. How to Initiate This in Your Organisation

Introducing RiskTime does not require replacing existing infrastructure. The practical entry
point is a single additional field in the existing risk register: estimated velocity of change in
likelihood over the past quarter (improving, stable, deteriorating, accelerating). Applied to the
top ten risks, this immediately produces a velocity-adjusted priority ranking that is materially
more actionable than the conventional magnitude ranking.

The recommended first step is a half-day workshop with the risk management function and two
or three operational risk owners, working through the top ten risks and assigning velocity
estimates from existing monitoring data. The output is a pilot Response Window Dashboard
presented alongside the conventional heat map at the next board risk committee meeting. No
governance structure changes. No new data sources. One additional calculation perrisk entry.

First Step for the CEO or CFO

At your next risk committee, ask for each top-ten risk: “Is this risk getting better, worse,
or accelerating — and how fast?” If your risk function cannot answer that question from
current monitoring data, that is the gap that RiskTime closes. Start there.

© Adrian Clements | CORE® Framework Page 3



CORE® Insight Series | Adrian-Clements.com

5. Conclusions

The missing variable in enterprise risk management has always been time — not as a horizon,
but as anintegrated dimension of the risk itself. RiskTime converts risk registers from historical
archives into forward-looking decision instruments, and converts board risk reports from
status documents into action-triggering calendars.

Key Takeaways

e Conventionalrisk scoring is temporally blind — it measures severity, not direction or
speed.

¢ RiskTime quantifies the effective decision window: how long the organisation has
before a risk becomes causally locked in.

e The output for boards is a Response Window Dashboard: risks ranked by urgency of
decision, not by magnitude alone.

e Implementation begins with a single additional field in the existing risk register:
velocity of change.

e For CEOs and CFOs, RiskTime converts “what is our risk rating?” into “when does this
decision become irreversible?” — the question that drives resource allocation.

ABOUT THIS SERIES: CORE® IN PRACTICE — Five Articles for Business Leaders

The Overarching Message: Your organisation makes risk decisions daily with tools
designed thirty years ago. They score severity. They might look modern in that they do
simulations. They do not measure direction. They do simulations on only half of whats
relevant. They record what is at risk. They do not tell you whether you still have time to
act. CORE® changes that. This series shows business leaders how to move from static
risk registers to a dynamic, causally-grounded risk intelligence system that integrates
with the frameworks you already have.

Why this matters to CEOs, CFOs, and Boards: Risk misread as stable when it is
accelerating destroys value silently. Opportunity visible in the data but invisible in the
framework is value permanently foregone. CORE® provides the temporal and causal
layer that converts existing risk data into forward-looking strategic intelligence for CEOs,
CFOs, and boards.

RiskTime — The Missing Dimension
Boards and executives make risk decisions without knowing how fast a risk is moving or how much time
remains to act.

Key message: RiskTime quantifies the effective decision window: how long the organisation has before a risk
becomes causally locked in.

Article 2 | The Threat-Trajectory Score — Beyond the Heat Map
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Static Likelihood x Impact scoring cannot distinguish between a risk that is stable and one accelerating
toward crisis.

Key message: TTS replaces the heat map with a dynamic, formula-driven score measuring direction, velocity, and
systemic amplification.

Article 3 | The CCORD — Making Causal Structure Visible

Risk diagrams show severity at a point in time. They do not show whether the organisation still has the ability
to intervene.

Key message: The CCORD makes the intervention boundary explicit, distinguishing risks that can be managed from
those already locked in.

Article 4 | Every Crisis Is Someone’s Opportunity — The Dual-Axis Model

Conventional risk management is structurally biased toward the downside, causing organisations to miss
the upside of disruption.

Key message: CORE®© computes opportunity and threat simultaneously, enabling boards to allocate resources
across defence and growth.

Article 5 | Integration — Embedding CORE® in Your Existing Governance
New risk methodologies are dismissed because they appear to require discarding existing infrastructure.

Key message: CORE® is an augmentation, not a replacement. A three-phase roadmap embeds it into ISO 31000,
COSO, and the Three Lines Model.
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