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The Problem This Article Addresses 
The most common reason organisations do not adopt better risk methodologies is not 
scepticism about the methodology. It is a rational concern about implementation cost. 
Risk governance structures — frameworks, committees, reporting formats, audit trails, 
regulatory submissions — represent years of investment. A new methodology that 
appears to require dismantling that infrastructure will not be adopted, regardless of its 
analytical merits. This article addresses that concern directly: CORE© is designed as an 
augmentation of existing frameworks, not a replacement. This final article provides a 
concrete, phased roadmap for embedding CORE©’s dynamic risk intelligence into any 
existing governance architecture without disrupting the structures that are already 
working. 

Summary 

The four preceding articles in this series have introduced the components of CORE©: RiskTime, 
the Threat-Trajectory Score, the CCORD causal diagram, and the dual-axis strategic model. 
This article addresses the practical question: how does an organisation with existing ISO 
31000, COSO, or Three Lines Model infrastructure actually adopt these tools without starting 
over? The answer is a three-phase augmentation roadmap, each phase of which can be 
initiated within a single governance cycle and validated before the next phase begins. 

1. The Augmentation Principle 

The core data infrastructure of conventional enterprise risk management — risk taxonomy, 
ownership structure, treatment plans, risk appetite statements, audit trails — is sound. What 
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is missing is the temporal and dynamic layer: velocity, acceleration, causal proximity, 
criticality, and the dual-axis opportunity dimension. CORE© adds precisely those dimensions 
as additional parameters on existing risk records, an additional scoring methodology, and an 
additional visual output in the existing reporting suite. 

No existing risk register needs to be rebuilt. No governance committee needs to be 
restructured. No regulatory submission needs to be reformatted. Each CORE© component is 
introduced as an addition to what exists, validated against existing outputs, and progressively 
embedded as confidence builds. 

2. Phase 1 — Parameter Augmentation 

2.1 Velocity Tagging 
The first phase introduces velocity estimation into the existing risk assessment process. During 
the next scheduled risk assessment workshop, each risk owner assigns a velocity estimate to 
their risk: Is the likelihood currently improving, stable, deteriorating, or accelerating? The 
estimate is recorded as an additional field in the existing risk register. 

The TTS Base Score — L(t) x I(t) x V(t) — replaces the conventional L x I score as the primary 
priority metric for the top-ten risks. The change in the risk register is minimal. The change in 
priority ranking quality is immediate: risks deteriorating quietly behind a stable conventional 
score surface to their correct priority position. 

2.2 Amplification Calibration 
Amplification parameters are calibrated from the organisation’s own incident history and 
sector benchmarks in a one-time workshop, typically completed in half a day. Once set, they 
are reviewed annually alongside the risk appetite statement. 

Phase 1 Output for the Board 
A velocity-adjusted priority ranking of the top-ten risks, presented alongside the 
conventional heat map in the existing board risk pack. No change to governance 
structure, committee terms of reference, or reporting format. The board sees, for the first 
time, which High-rated risks are stable and which are actively deteriorating — and that 
difference is exactly where the most important resource allocation decisions lie. 

3. Phase 2 — CCORD Integration 

3.1 The First CCORD Frame 
Phase 2 introduces the CCORD as an additional visual output alongside the existing risk matrix. 
The first CCORD is constructed in a half-day workshop using Phase 1 velocity data and the top-
ten risks from the existing register. Causal boundary parameters are derived from the 
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organisation’s assessed response capacity — typically available from existing crisis response 
planning or business continuity documentation. 

3.2 Governance Artefact Updates 
• Risk Committee Pack: the heat map is supplemented with a current-period CCORD 

frame showing trajectory direction and causal boundary proximity for top risks. 

• Board Risk Report: a one-page CCORD summary is added, showing the five highest-
TTS risks with trajectory vectors, decision window estimates, and explicit notation of 
any risks approaching the causal boundary. 

• Risk Appetite Statement: causal boundary proximity thresholds are added as formal 
appetite parameters. Risks approaching the boundary trigger a pre-defined escalation 
protocol, replacing ad-hoc escalation judgements that currently create latency in the 
risk response process. 

3.3 Dual-Axis Activation 
Phase 2 is the natural point at which the dual-axis model (Article 4) is activated. OTS scores are 
added to the CCORD frame alongside TTS scores, and the organisation’s current strategic 
profile quadrant is presented in the board report for the first time. The risk committee report 
begins its transition from a risk compliance document to a strategic intelligence document. 

4. Phase 3 — Full Dynamic Integration 

4.1 Continuous Monitoring 
Phase 3 introduces continuous or near-continuous TTS recalculation using automated lead 
indicator feeds. Phases 1 and 2 already deliver structurally superior risk intelligence on a 
conventional review cycle; Phase 3 is the appropriate next step for organisations with existing 
real-time data infrastructure, or those in high-velocity environments such as financial services, 
energy, or technology. 

4.2 Three Lines Model Integration 
• First Line (operational management): owns velocity estimation and real-time TTS 

monitoring for operational risks within their domain. 

• Second Line (risk management function): owns CCORD construction, amplification 
calibration, OTS computation, and the Response Window Dashboard presented to the 
board. 

• Third Line (internal audit): owns validation of TTS parameters against actual incident 
outcomes, periodic backtesting of causal boundary calculations, and independent 
assurance over the CCORD methodology. 

4.3 Regulatory and External Reporting 
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Every CORE© calculation has a traceable parameter source, a calibration date, and a 
validation statistic. This auditability is increasingly material as regulatory bodies in financial 
services, energy, and critical infrastructure move toward quantitative requirements for risk 
assessment methodologies. CORE© outputs provide the defensible mathematical foundation 
that underpins board attestations on risk oversight. 

The Three-Phase Summary for the CFO 
Phase 1 (one risk cycle): velocity-adjusted priority ranking of top-ten risks. One 
additional field per risk record, one half-day workshop. Output: a priority ranking that is 
directionally correct. Phase 2 (one to two cycles): CCORD frame in the board risk pack, 
OTS scores, strategic profile quadrant, updated risk appetite parameters. One half-day 
construction workshop. Output: the board sees intervention windows and strategic 
positioning for the first time. Phase 3 (ongoing): automated monitoring, Three Lines 
integration, regulatory-grade auditability. Output: a fully dynamic risk intelligence 
system. 

5. Conclusions 

CORE© does not ask organisations to start again. It asks them to add depth — one phase at a 
time — to what they have already built. Phase 1 is achievable within the next risk assessment 
cycle at minimal cost and delivers an immediate improvement in priority ranking quality. Phase 
2 adds the causal diagram and dual-axis intelligence that converts risk reporting into strategic 
intelligence. Phase 3 is the destination for organisations committed to operating at the frontier 
of risk governance. 

For CEOs, the value is a risk function that generates strategic intelligence rather than 
compliance schedules. For CFOs, it is a risk reporting framework where capital allocation is 
grounded in temporal decision windows rather than magnitude colours. For boards and 
stakeholders, it is the assurance that the organisation can distinguish between risks it can still 
prevent and risks it can only contain — and is investing accordingly. 

Key Takeaways 
• CORE© is an augmentation layer — it adds parameters and outputs to existing 

frameworks without replacing their structure. 

• Phase 1 (velocity augmentation) is achievable in one risk cycle: one additional field per 
risk record, one half-day calibration workshop. 

• Phase 2 (CCORD + dual-axis) introduces causal visualisation, strategic profile 
quadrants, and the Response Window Dashboard to the existing board reporting suite. 

• Phase 3 (full dynamic integration) is optimal for high-velocity environments and 
connects CORE© to automated monitoring and regulatory reporting infrastructure. 



CORE© Insight Series  |  Adrian-Clements.com Article 5 of 5 — Integration Roadmap 

© Adrian Clements  |  CORE© Framework Page 5 

• For CEOs and CFOs, the end-state is a risk governance architecture that tells them not 
just what the risks are, but how fast they are moving, whether intervention is still 
possible, and where the next competitive advantage is hiding in the disruption. 

 

 

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  |  Every Crisis Is Someone’s Opportunity — The Dual-Axis Model 
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 ◀ YOU ARE HERE  |  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. 

All articles: adrian-clements.com  |  © Adrian Clements  |  CORE© Framework 
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