
KINGDOM	PLANNING EXECUTIVE 	F IELD	GUIDE

What	Every	Executive	Should	Know	About	Risk
Appetite,	Tolerance,	Thresholds	&	Early	Warning
Signals
A	practical	framework	for	identifying	problems	before	they	become	crises.

Organizations	rarely	fail	because	they	lack	intelligence.	They	fail	because	they	overlook	what	intelligence
should	have	noticed.	Every	organization	receives	warning	signs	before	a	major	problem	hits.	The	leaders
who	see	clearly	are	the	ones	who've	learned	to	name	four	things	before	a	crisis	forces	them	to.

THE	FOUR-PART	FRAMEWORK

01

Risk	Appetite
What	are	we	willing	to
pursue	in	order	to
accomplish	our	mission?
Every	team	has	one.	Few
have	ever	said	it	out	loud.

02

Risk	Tolerance
How	much	variation	are
we	willing	to	accept	while
we	pursue	it?	Appetite	is
desire.	Tolerance	is
disturbance.

03

Risk	Thresholds
When	do	we	stop	watching
and	start	acting?	Without	a
defined	line,	teams	either
overreact	or	wait	too	long.

04

Early	Warning
Signals
The	evidence	that	a
threshold	is	approaching,
long	before	it	arrives.	This
is	where	the	real	leverage
lives.

"Problems	usually	whisper	long	before	they	shout."

ELEVEN	WHISPERS	WORTH	LISTENING	FOR

COMMUNICATION	CHANGES
Candid	pushback	goes	quiet.	"Sounds	good"	replaces	real	questions.

MEETING	DYNAMICS
The	same	few	voices	talk.	Decisions	that	took	minutes	now	take	meetings.

DECLINING	OWNERSHIP
"That's	not	really	my	area"	becomes	a	common	phrase.

GROWING	CONFUSION
"Wait,	who's	handling	that?"	starts	showing	up	monthly.

SLOW	DECISIONS
Usually	about	unclear	authority	or	fear	of	blame,	not	the	decision	itself.

INCREASED	CONFLICT
Small	disagreements	start	carrying	more	heat	than	they	should.

EMPLOYEE	DISENGAGEMENT
People	do	exactly	what's	asked.	No	more.	That	flatness	is	data.

CUSTOMER	COMPLAINTS
Watch	the	tone	shift	from	"this	didn't	work"	to	"nobody	cares."

VOLUNTEER	FATIGUE
The	faithful	few	keep	saying	yes,	right	up	until	they	disappear.

FINANCIAL	TRENDS
One	bad	month	is	weather.	Six	months	of	drift	is	climate.

MISSED	COMMITMENTS
Each	one	looks	small.	The	pattern	is	never	small.
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Bringing	It	Together

The	four	pieces	build	on	each	other	in	order.	Appetite	defines	what	you're	willing	to	pursue.	Tolerance
defines	how	much	variation	you	can	accept	while	you	pursue	it.	Thresholds	define	exactly	when	you	stop
watching	and	start	acting.	Early	warning	signals	are	the	evidence	that	tells	you	a	threshold	is	approaching,
long	before	it	arrives.

Most	organizations	only	build	the	last	piece,	and	only	after	something	has	already	gone	wrong.	They	react	to	a	crisis,
then	finally	ask	what	their	threshold	should	have	been.	The	leaders	worth	learning	from	flip	that	order.	They	define
appetite,	tolerance,	and	thresholds	while	things	are	calm,	and	they	train	their	teams	to	notice	the	whisper	long	before
it	becomes	a	shout.

"Every	dashboard	tells	a	story	about	the	past.	Great	leaders	also	learn	to
read	what's	beginning	to	happen."

FOUR	QUESTIONS	FOR	YOUR	LEADERSHIP	TEAM	THIS	WEEK

1.	 Where	are	we,	collectively,	willing	to	sit	between	cautious	and	aggressive	when	it	comes	to	pursuing	new
opportunities?

2.	 How	much	variation	from	the	plan	are	we	genuinely	at	peace	with,	before	anyone	reaches	for	the	wheel?

3.	 What	specific,	named	line	would	move	us	from	watching	to	acting,	and	have	we	ever	agreed	on	it	out
loud?

4.	 What	feels	a	little	different	lately,	even	if	no	one	can	quite	explain	why?

WHY	THIS	MATTERS	NOW

None	of	this	replaces	judgment.	It	gives	your	judgment	something	specific	to	work	with.	Vague	unease	is	hard	to	act
on	and	even	harder	to	explain	to	a	board	or	an	executive	team.	A	named	pattern,	backed	by	a	defined	threshold,	is
something	you	can	bring	into	a	room	with	confidence.	The	organizations	that	avoid	a	crisis	rarely	do	it	by	working
harder	in	the	moment.	They	do	it	by	defining	these	four	things	while	things	are	calm,	well	before	calm	is	no	longer	an
option.

If	working	through	these	questions	raises	something	worth	a	closer	look	at	your	own	organization,	the	door
is	open.
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