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EXECUTIVE BRIEFING 12

Understanding
Corporate Espionage
Protecting strategy, intellectual property, negotiations and other high-
value business intelligence from targeted collection.

IDENTIFY
What matters

UNDERSTAND
Who may want it

PROTECT
Reduce access

DETECT
Recognize warning signs

EXECUTIVE PREMISE

Corporate espionage is fundamentally an information-risk problem. 
Organizations create strategic advantage through knowledge, relationships, 
technology and timing. When that information has substantial value, 
competitors, insiders, criminal actors or other interested parties may seek to 
obtain it without authorization.
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Executive Summary
Corporate espionage refers to the unauthorized acquisition of confidential business information for competitive, 
financial or strategic advantage. The information at risk can include intellectual property, product roadmaps, pricing, 
bids, transaction plans, customer information, research, legal strategy, executive deliberations and proprietary 
operating knowledge.
The threat is rarely confined to a single channel. Valuable information can leave through compromised accounts, 
insider access, social engineering, third parties, physical observation, misplaced documents, insecure meetings, travel 
exposure or covert technical surveillance.
Executives should avoid treating every competitor or employee as suspicious. Effective counter-espionage is risk-
based: identify the information that creates disproportionate value, understand who has access, model credible 
collection pathways and strengthen controls around the moments when information is most attractive.

Information Most Likely to Attract Collection
• Merger, acquisition, divestiture and financing plans before public disclosure.
• Bid strategy, pricing, negotiation positions and major contract decisions.
• Research, designs, algorithms, source code, formulas and other intellectual property.
• Executive succession, restructuring, litigation and crisis-response strategy.
• Customer lists, market-entry plans, supplier terms and proprietary commercial intelligence.

Executive Takeaways
1. Protect value, not everything Identify the information whose loss would materially alter 

competitive position.

2. Think in pathways Cyber, human, physical and third-party risks converge around 
the same information.

3. Watch transitions Deals, departures, travel, disputes and strategic milestones can 
increase collection pressure.

4. Detect without paranoia Use objective indicators and professional investigation rather 
than speculation.

5. Prepare response Know how to preserve evidence, contain exposure and involve 
counsel when concerns arise.
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The Yakamichi Counter-Espionage Framework
1. Crown-Jewel Identification  Define strategic information, intellectual property and decision material whose 
unauthorized disclosure would create material harm.
2. Threat Assessment  Identify plausible actors, motivations, timing and capability without assuming hostile intent 
where evidence is absent.
3. Access Mapping  Understand which employees, executives, advisers, vendors, systems and locations can reach 
high-value information.
4. Pathway Protection  Apply cyber, physical, personnel, meeting, travel and third-party controls according to the 
likely collection routes.
5. Indicator Monitoring  Establish lawful mechanisms to detect unusual access, exfiltration, social engineering, 
unexplained inquiries and other relevant anomalies.
6. Investigation & Response  Escalate credible concerns through legal, security and executive channels; preserve 
evidence and coordinate proportionate remediation.

Collection Pathways: Executive View
Pathway Typical Exposure Primary Defense

Cyber Accounts, endpoints, cloud, email Identity, monitoring, segmentation, data 
protection

Human Insiders, elicitation, social engineering Awareness, access governance, reporting

Physical Offices, documents, visual exposure Access control, clean-room practices, 
secure disposal

Meetings Boardrooms, hotels, conferencing Device policy, room assurance, TSCM 
where warranted

Third Parties Advisers, suppliers, partners Need-to-know access, contracts, 
assurance

The Insider Dimension
Insider risk should be managed carefully and lawfully. Most employees are not threats. Controls should focus on 
access, behavior relevant to information protection and objective anomalies, while respecting privacy, employment 
law and due process. A strong program also recognizes accidental disclosure and compromised insiders, not only 
malicious intent.
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Board and Executive Responsibilities
• What information would materially damage our competitive position if obtained before we intended to disclose it?
• Which people, systems and third parties have access to that information?
• Do sensitive transactions receive enhanced information-protection measures?
• How are departing executives and high-access employees handled during transitions?
• Are high-risk travel, conferences and external meetings included in information-protection planning?
• Can we distinguish legitimate access from unusual access to strategic information?
• Is there a legally reviewed escalation process for suspected insider or espionage concerns?

Warning Indicators Requiring Assessment
Unusual information requests Repeated attempts to obtain sensitive information outside 

normal business need.

Access anomalies Unexpected downloading, copying or access to strategic 
repositories, assessed in context.

Targeted social approaches Persistent attempts to cultivate employees or elicit non-public 
business information.

Sensitive-space anomalies Unexplained devices, access, equipment changes or concerns 
around protected meetings.

Transition risk High-value information exposure during departures, disputes, 
acquisitions or competitive moves.

Response Principles
Avoid confrontation or amateur investigation. Preserve relevant records, restrict unnecessary disclosure of the 
concern, involve appropriate legal and security professionals, assess whether immediate containment is required and 
document decisions. Where criminal conduct may be involved, counsel can guide appropriate engagement with 
authorities.
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180-Day Executive Action Plan
0–30 DAYS | Identify crown jewels

Define the information, intellectual property and strategic decisions that warrant enhanced protection.
31–60 DAYS | Map access and pathways

Identify who can reach high-value information and through which digital, physical, meeting and third-party 
channels.

61–90 DAYS | Strengthen priority controls
Reduce unnecessary access, improve sensitive-meeting practices and review third-party information exposure.

91–120 DAYS | Establish detection and escalation
Define objective indicators, lawful monitoring, reporting channels and legal/security response procedures.

121–180 DAYS | Exercise a scenario
Run an executive tabletop involving suspected information theft, insider concerns or transaction compromise and 
close identified gaps.

Executive Checklist
 ☐ Crown-jewel information identified
 ☐ High-value information owners assigned
 ☐ Access to strategic information periodically reviewed
 ☐ Sensitive transactions use enhanced controls
 ☐ Third-party access follows need-to-know principles
 ☐ Executive travel and meeting risks addressed
 ☐ Departure procedures cover high-access personnel
 ☐ Objective reporting and escalation channels exist
 ☐ Suspected incidents are handled with legal oversight
 ☐ Counter-espionage scenario exercised periodically

Yakamichi Perspective
Competitive intelligence becomes espionage when information is obtained through 
unauthorized or unlawful means. The executive response should be disciplined 
protection, not suspicion without evidence.
Organizations that know which information creates strategic advantage can protect it more intelligently, detect 
credible warning signs earlier and respond without turning the workplace into an environment of distrust.

REQUEST A CONFIDENTIAL CONSULTATION
United States: +1 202 413 3763   |   Maryland, USA
Nigeria: +234 811 095 0651   |   Abuja, Nigeria
YAKAMICHI  •  Artificial Intelligence  •  Cybersecurity  •  Counter-Surveillance  •  Corporate Risk Intelligence
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