YAKAMICHI

Strategic Intelligence
for Boards

Giving directors decision-relevant insight into external change, enterprise
exposure and the assumptions beneath strategy.

FOCUS SYNTHESIZE CHALLENGE DECIDE
Board questions Connect signals Test assumptions Preserve options

Boards do not need more information. They need sharper insight into the
forces that could alter strategy, enterprise value or risk appetite. Strategic
intelligence helps directors distinguish consequential change from
background noise and challenge whether management's assumptions
remain valid.
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Executive Summary

Boards operate at the intersection of strategy, oversight and uncertainty. Directors must evaluate long-term
investments, major transactions, risk appetite, leadership decisions and resilience while external conditions continue
to change.

Conventional board reporting is often backward-looking: performance against plan, incidents already experienced
and risks already categorized. Strategic intelligence adds a forward-looking lens by examining emerging competitors,
technology shifts, geopolitical developments, regulation, supply-chain changes, stakeholder pressure and other forces
capable of changing the assumptions beneath the plan.

The objective is not to turn directors into intelligence analysts. It is to provide concise, sourced and decision-relevant
assessments that help the board ask better questions, recognize inflection points and understand when strategy
requires reconsideration.

Where Boards Need Strategic Intelligence
Major capital allocation, acquisitions, divestitures and market-entry decisions.
Technology disruption that could change competitive position or operating models.
Geopolitical, regulatory or policy shifts affecting strategic access and enterprise value.
Concentration in suppliers, platforms, markets, customers or critical infrastructure.

Emerging threats or opportunities that challenge assumptions embedded in the strategic plan.

Executive Takeaways

. . .. Intelligence should support oversight and strategic choice, not
1. Begin with board decisions 8 . PP & &
create another information feed.

The board should know which beliefs must remain true for
strategy to succeed.

2. Expose assumptions

Confidence, alternatives and information gaps belong in the

3. Show uncertainty assessment

Indicators help directors see when a scenario is becoming more
relevant.

5. Connect risk and opportunity Strategic intelligence should reveal upside as well as threat.

4. Track signposts

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



YAKAMICHI

The Yakamichi Board Intelligence Framework

Define the external and enterprise questions directors need answered to
oversee strategy and material risk.

Identify the market, technology, regulatory, geopolitical and dependency
assumptions embedded in strategic plans.

Combine relevant internal indicators with credible external information to detect meaningful
change.

Test management's prevailing view against plausible competing explanations and scenarios.
Translate judgments into consequences for strategy, capital, risk appetite, resilience and
timing.
Review outcomes and update assumptions, indicators and intelligence requirements as
conditions evolve.

The Board Intelligence Brief

Element Core Question Board Value

Judgment What do we assess? Clear conclusion
Evidence Why do we assess it? Basis for challenge
Confidence How certain are we? Visible uncertainty
Implication What could it change? Strategic relevance
Indicator What should we watch next? Early warning

Intelligence and Management Challenge

Strategic intelligence should strengthen constructive challenge, not create a parallel management structure. Directors
benefit when intelligence makes assumptions explicit and provides alternative perspectives while management
retains responsibility for operating decisions and recommendations.
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Questions Directors Should Ask

* Which assumptions are most important to the success of our current strategy?

* What external developments could invalidate those assumptions within the planning horizon?

* Where is the enterprise most concentrated or dependent on conditions outside management's control?
* What credible alternative view would challenge management's current assessment?

* Which indicators would tell us that we need to revisit a major investment or strategic commitment?

* Are we receiving enough information about emerging opportunities, not only emerging risks?

* Does the board receive intelligence early enough to influence decisions rather than explain outcomes afterward?

Common Board Intelligence Failure Patterns

Lengthy packs obscure the few developments that could

Information volume .
materially alter strategy.

The board receives one interpretation without meaningful

Management-only lens . .
alternatives or uncertainty.

Attention remains on historical performance while external

Backward-looking reporting assumptions change

Strategic intelligence is separated from capital allocation and

Risk-register isolation . ;
strategic planning.

Directors hear scenarios but cannot tell whether conditions are

No indicators .
moving toward them.

Board-Level Metrics

Useful measures include priority intelligence requirements covered, material strategic assumptions with indicators,
significant external changes escalated before decisions, scenario reviews completed, unresolved intelligence gaps,
board actions informed by intelligence and post-decision reviews that update future assumptions.
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180-Day Board Intelligence Action Plan
0-30 DAYS | Define board questions

Identify the strategic uncertainties, dependencies and external forces directors most need to understand.
31-60 DAYS | Map strategic assumptions

Document the critical assumptions embedded in major investments, market positions and long-range plans.
61-90 DAYS | Establish the brief

Introduce a concise board intelligence format covering judgment, evidence, confidence, implications and
indicators.

91-120 DAYS | Challenge a major assumption
Conduct an alternative-analysis or scenario session around one consequential strategic exposure.
121-180 DAYS | Integrate into governance

Embed strategic intelligence into board calendars, strategy reviews, risk appetite discussions and major transaction
oversight.

Board Checklist

Priority board intelligence requirements defined

[ | Critical strategic assumptions documented
Material assumptions linked to observable indicators

[ 1 Board intelligence distinguishes fact from judgment
Confidence and information gaps are visible

[ Alternative scenarios are periodically considered
External change is linked to strategic implications

[ Intelligence informs major capital and transaction decisions
Board reporting covers opportunities as well as threats

[ Lessons from outcomes update future intelligence requirements

Yakamichi Perspective
The board's advantage is not knowing the future. It is recognizing sooner when the
future is diverging from the assumptions on which today's strategy was built.

Strategic intelligence gives directors a disciplined way to challenge assumptions, understand uncertainty and preserve
options before external change becomes an irreversible strategic surprise.

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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