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The Problem This Article Addresses 
Enterprise risk management is structurally a loss-prevention discipline. Its frameworks, 
committees, and reporting formats are oriented almost exclusively toward the 
downside. The consequence is a systematic blind spot: the same disruptions that 
threaten incumbents simultaneously create the conditions that advantage challengers. 
Organisations relying on conventional risk frameworks are architecturally predisposed 
to see only the threat and miss the opportunity. For CEOs and boards, this means the 
risk management function — which sits closest to the environmental signals — is 
consuming resources without generating the strategic intelligence that drives 
competitive positioning. This article shows how CORE© computes opportunity and 
threat from the same data, using the same model, in the same reporting cycle. 

Summary 

CORE© is built on the premise that risk and opportunity are not separate phenomena requiring 
separate functions. They are two poles of a single continuous dimension. Every environmental 
shift occupies a position on the risk-opportunity spectrum — its location determined not by the 
nature of the shift itself, but by the strategic posture of the organisation experiencing it. This 
article explains the dual-axis model, the four strategic profile quadrants it generates, and how 
this integrated picture transforms the board risk report into a strategic intelligence document. 

1. The Structural Bias in Conventional Risk Frameworks 

ISO 31000 defines risk as the effect of uncertainty on objectives — formally bidirectional, but 
operationally almost always implemented as downside management. COSO ERM treats risk 
and opportunity in parallel streams that rarely converge in practice. The Three Lines Model is 
organised around controls and loss prevention. 
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The consequence is strategic underperformance. Organisations using only downside-oriented 
risk frameworks: 

• Consistently underinvest in opportunity recognition and capture, particularly during 
periods of high environmental volatility. 

• Allocate capital to defensive risk mitigation at precisely the moments when offensive 
investment would generate the highest return. 

• Miss the competitive repositioning signals that are visible in their own risk monitoring 
data. 

Kodak is illustrative not because they failed to see digital photography, but because their risk 
function — which was tracking it — had no framework for translating it into an opportunity 
signal rather than a threat signal. The same data, read from the other end of the axis, was the 
most important strategic intelligence they possessed. 

2. The CORE© Dual-Axis Model 

2.1 The Opportunity-Trajectory Score 
CORE© introduces the Opportunity-Trajectory Score (OTS) as the formal mirror of the Threat-
Trajectory Score. The OTS applies the identical mathematical structure — base score, velocity, 
amplification, and criticality — to the opportunity domain. It is derived simultaneously from the 
same environmental data that feeds the TTS, read from the positive side of the CCORD 
horizontal axis. 

The Duality Principle 
The same Phase Index reading on a regulatory disruption scenario is simultaneously a 
TTS escalation signal and an OTS opportunity alert. Whether it registers primarily as 
threat or as opportunity depends on the organisation’s position on the CCORD — its 
current strategic profile. CORE© forces both readings to be made explicit in the same 
governance cycle. 

2.2 The Four Strategic Profile Quadrants 

Black Phoenix — High Risk, Limited Opportunity Capture 

The organisation is inside the risk half of the CCORD, managing active threats. Priority is 
trajectory reversal: moving risk trajectories away from the causal boundary while preserving 
optionality for future opportunity capture. The board conversation centres on recovery velocity 
and the conditions for moving into the opportunity half of the diagram. 

Disruptive Challenger — Low Risk, High Opportunity 

The organisation is positioned in the opportunity half of the CCORD with active trajectories. 
Priority is velocity maintenance — accelerating along opportunity trajectories before the 
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causal window closes and before incumbents reposition. The board conversation centres on 
exploitation speed and resource commitment. 

Incumbent Defender — Moderate Risk, Moderate Opportunity 

The classic mature-industry incumbent. CCORD trajectories are neither deteriorating nor 
advancing significantly. The strategic risk — invisible to conventional frameworks — is 
trajectory flatness in an accelerating environment: relative deterioration that feels stable 
because it is symmetric. The board conversation centres on which trajectory deviations are 
early signals of a quadrant transition. 

Double Exposure — High Risk and High Opportunity 

The most complex and consequential quadrant. The organisation faces active threats while 
simultaneously occupying a position that could generate significant strategic advantage. A 
purely risk-focused framework will recommend defensive resource allocation at precisely the 
moment when offensive investment would produce the highest return. The CCORD’s dual-axis 
representation is indispensable here: it forces the board to make an explicit allocation decision 
rather than defaulting to defence. 

 

3. What This Changes for the CEO and Board 

Risk Data Becomes Strategy Data 

When TTS and OTS are computed simultaneously, the risk management function generates 
strategic intelligence as a natural output of its existing process. The lead indicators that feed 
likelihood assessments — market data, regulatory monitoring, competitive intelligence, 
operational signals — are the same indicators that feed the OTS. The function does not need 
to be restructured; it needs to read both ends of the axis it is already computing. 

Capital Allocation Has an Objective Basis 
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The strategic profile quadrant assignment provides an objective basis for allocating capital 
between risk mitigation and growth investment. A Double Exposure organisation that allocates 
all incremental capital to risk mitigation without recognising the opportunity trajectory visible 
on the CCORD is making an auditable strategic error. 

Board Risk Reports Become Strategic Documents 

The four quadrant model translates directly into board-level strategic narrative. The risk 
committee report becomes a strategic positioning document that shows where the 
organisation sits on the risk-opportunity spectrum, how that position is changing, and what 
allocation between defensive and offensive postures is indicated. 

4. How to Initiate This in Your Organisation 

• Step 1 — At the next strategy or risk committee meeting, select three to five significant 
environmental risks currently on the register. For each one, ask: if this shift 
accelerates and we are well-positioned to exploit it, what is the opportunity? 

• Step 2 — Assign a preliminary OTS rating (High / Medium / Low opportunity potential) 
to each selected risk, using the same assessment parameters as the TTS but from the 
positive side of the axis. Pair each OTS rating with its TTS score on a two-axis grid. The 
organisation’s current strategic profile quadrant becomes immediately visible. 

• Step 3 — Present the quadrant assignment to the board or executive committee as a 
strategic context statement: “Based on our current risk and opportunity trajectories, 
we are operating as a [profile] organisation. The resource allocation implications are 
as follows...” 

First Step for the CEO 
In your next strategy meeting, present the top five risks on the current register and ask: 
for each of these, who is benefiting from this disruption right now — and what would we 
need to do to be on that side of the trade? The answer to that question is the beginning 
of your OTS analysis. 

5. Conclusions 

The separation of risk management and opportunity management into distinct organisational 
functions is not a structural necessity. It is a legacy of a mental model that treats risk and 
opportunity as categorically different phenomena. CORE© demonstrates they are not: they are 
positions on a single continuous dimension, and the mathematics governing their trajectories 
is identical. Organisations that read both ends of that axis generate a class of strategic 
intelligence that single-axis risk frameworks cannot produce. 

Key Takeaways 



CORE© Insight Series  |  Adrian-Clements.com Article 4 of 5 — Dual Axis Strategy 

© Adrian Clements  |  CORE© Framework Page 5 

• Conventional risk frameworks are structurally biased toward the downside — they 
systematically miss the strategic upside of disruption. 

• The OTS computes opportunity trajectories simultaneously with threat trajectories, 
from the same data and the same model. 

• The four strategic profiles provide an objective basis for board-level capital allocation 
between defence and growth. 

• Implementation begins with a single question applied to existing risks: who is 
benefiting from this disruption, and what would it take to be on that side of the trade? 

• For CEOs and boards, the output is a risk committee report that doubles as a strategic 
intelligence document. 

 

 

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 do not measure direction. 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. 

Article 1  |  RiskTime — The Missing Dimension 
Problem: 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 
Problem: 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 
Problem: 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 ◀ YOU ARE HERE  |  Every Crisis Is Someone’s Opportunity — The Dual-Axis Model 
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Problem: 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 
Problem: 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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