YAKAMICHI

Geopolitical Risk for
Business Leaders

Converting political, regulatory and security uncertainty into practical
business decisions, indicators and strategic options.

SCAN ASSESS SCENARIO ACT
Track change Business exposure Test futures Build options

Geopolitical risk matters when events outside the enterprise alter the
assumptions inside its strategy. Elections, conflict, sanctions, trade
restrictions, regulatory divergence and political instability become
executive issues when they affect access to markets, people, capital,
technology, suppliers or critical infrastructure.
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Executive Summary

Geopolitical risk is not limited to war or diplomatic crises. It includes the political and policy conditions that shape
where companies can operate, what they can buy or sell, how data and technology may move, which counterparties
are permissible and whether critical infrastructure remains reliable.

For business leaders, the central challenge is translation. Headlines are abundant; decision-ready implications are
scarce. Executives need to understand which developments intersect with the organization's specific footprint,
dependencies, contracts, workforce, customers and strategic investments.

A mature geopolitical-risk capability combines monitoring with exposure mapping, scenario analysis and predefined
decision triggers. It does not claim certainty about political outcomes. It helps leadership identify plausible pathways
early enough to preserve strategic options.

Where Geopolitics Reaches the Enterprise
Sanctions, export controls, tariffs, investment restrictions and regulatory divergence.
Conflict, civil instability or political violence affecting people, facilities and logistics.
Technology sovereignty, data-localization rules and restrictions on digital infrastructure.
Energy, commodity, shipping and critical-input disruptions driven by state action or instability.
Political pressure on suppliers, partners, customers or markets that creates reputational and compliance exposure.

Executive Takeaways

1. Map exposure

Geopolitical risk is meaningful only when connected to
business dependencies.

A dramatic headline may have little enterprise consequence; a

2. Separate event from impact . .
P p quiet policy change may have much more.

Prepare for plausible pathways rather than betting on one

3. Use scenarios
forecast.

Know which signals would cause leadership to accelerate,

4. Define indicators ..
pause or reverse a decision.

Diversification, contractual flexibility and contingency
planning buy decision time.

5. Preserve optionality

YAKAMICHI | INTELLIGENCE. PROTECTION. ADVANTAGE | CONFIDENTIAL ¢« PROPRIETARY



YAKAMICHI

The Yakamichi Geopolitical Risk Framework

Identify markets, facilities, suppliers, technology, data, financing and workforce
dependencies that could be affected by political change.

Track relevant political, security, regulatory, trade and diplomatic developments using reliable
and diverse sources.

Assess how developments could affect revenue, cost, compliance, operations, safety,
reputation and strategic access.

Develop a small number of plausible futures, including escalation, stabilization and policy-shift
pathways.

Define observable signposts and thresholds that prompt review, contingency activation or
executive decision.

Prepare options such as diversification, inventory changes, supplier substitution, travel
restrictions, contractual protections or market rebalancing.

From Political Event to Business Decision

Event What changed? Validated development

Exposure Where do we intersect with it? Affected assets and dependencies
Impact What could it do to us? Operational and strategic consequences
Decision What should we change now? Options, triggers and owners

Scenario Discipline

Scenarios are not predictions. Their purpose is to expose assumptions and test whether current strategy remains
robust across different plausible conditions. Each scenario should identify business implications, leading indicators
and decisions that become necessary if conditions move in that direction.
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Board and Executive Responsibilities
* Which countries, corridors, suppliers or technologies create disproportionate geopolitical exposure?
* Could sanctions or export-control changes interrupt a critical commercial relationship?
* Which strategic investments rely on political assumptions that may no longer hold?
+ Are employee safety, travel and evacuation considerations integrated with geopolitical monitoring?
* Which suppliers or counterparties could become inaccessible even if they remain operational?
* What indicators would cause us to change inventory, sourcing, investment or market-entry decisions?

* Does the board receive implications and options, rather than a digest of geopolitical headlines?

Common Geopolitical Risk Failure Patterns

Leadership reacts to news intensity rather than actual

Headline risk .
enterprise exposure.

Strategy depends on one political outcome instead of testing

Single forecast .
alternatives.

Tier-two suppliers, shipping routes, cloud regions or specialist

Hidden dependencies . . .
P inputs are absent from risk analysis.

Sanctions, trade or regulatory implications are assessed after

Late compliance review ; :
commercial commitments are made.

Leadership sees deterioration but lacks agreed thresholds for

No trigger framework .
action.

Executive Metrics

Useful measures include material geopolitical exposures mapped, critical dependencies with alternatives, scenarios
maintained, indicators monitored, sanctions or trade reviews completed before major decisions, high-risk travel
coverage, unresolved concentration risks and time from material development to executive assessment.
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YAKAMI CHI INTELLIGENCE CENTRE

180-Day Executive Action Plan
0-30 DAYS | Map exposure

Identify countries, suppliers, technologies, logistics routes, data flows and investments with material geopolitical
sensitivity.

31-60 DAYS | Prioritize issues

Define the geopolitical developments most capable of affecting strategic objectives and assign accountable owners.
61-90 DAYS | Build scenarios

Develop plausible pathways, business implications, indicators and decision triggers for priority exposures.
91-120 DAYS | Create options

Prepare sourcing, inventory, travel, contractual, financing and market alternatives where concentration is
unacceptable.

121-180 DAYS | Exercise leadership

Run an executive scenario involving rapid geopolitical deterioration and test decision speed, information flow and
contingency readiness.

Executive Checklist
Material geopolitical exposures mapped
[ Priority countries and issues assigned to owners
Sanctions and trade-control review integrated into decisions
[ ] Critical supplier and logistics concentrations identified
Employee travel and safety risks integrated
[ Geopolitical scenarios maintained for priority exposures
Leading indicators and decision triggers defined
[ | Strategic alternatives prepared for high-impact dependencies
[ | Executive reporting focuses on business implications
] Geopolitical scenario exercise completed periodically

Yakamichi Perspective
Geopolitical intelligence is most valuable before the organization is forced to act. Its
purpose is to create decision time.

Leaders cannot control political events, but they can understand where the enterprise is exposed, recognize when
assumptions are changing and preserve enough strategic flexibility to respond before disruption becomes
irreversible.

REQUEST A CONFIDENTIAL CONSULTATION

United States: +1 202 413 3763 | Maryland, USA
Nigeria: +234 811 095 0651 | Abuja, Nigeria
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