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PLAYBOOK 07 • EXECUTIVE MANUAL

Executive Crisis
Leadership Manual
A decision-centered manual for leading the enterprise through severe 
disruption, uncertainty, stakeholder pressure and time-critical choices.

RECOGNIZE MOBILIZE DECIDE COMMUNICATE STABILIZE RECOVER

Signal Team Trade-offs Trust Operations Adapt

EXECUTIVE PURPOSE
Create a repeatable crisis leadership system that preserves decision quality when information is incomplete, time is 
compressed and the consequences of delay or error are high.

YAKAMICHI PERSPECTIVE

Crisis leadership is not the absence of uncertainty. It is the ability to make 
disciplined decisions while uncertainty is still present.
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Contents & Crisis Leadership Model
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06 Business Continuity & Operational Stabilization

07 People, Safety & Executive Leadership

08 Legal, Regulatory & Reputation Coordination

09 Exercises, After-Action & Crisis Assurance
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CRISIS DEFINITION
A crisis is a situation whose potential consequence, uncertainty, urgency or cross-functional complexity exceeds 
ordinary management routines and requires coordinated executive authority.
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CHAPTER 01

Executive Crisis Mandate & Activation
Crisis activation should be driven by consequence and management complexity rather than by the label attached to 
an event. Cyber incidents, violence, operational failures, supply disruption, regulatory action, natural hazards, 
executive events and reputational shocks may all require the same leadership machinery.

TRIGGER ACTIVATION QUESTION

Life / safety Could people face material harm?

Critical operations Could priority services be materially interrupted?

Financial / legal Could material obligations or losses emerge?

Reputation / trust Could stakeholder confidence deteriorate rapidly?

Cross-functional complexity Do several functions need coordinated authority?

Uncertainty / velocity Could waiting materially reduce future options?

• Define who can activate the crisis structure.

• Use clear severity levels and escalation thresholds.

• Establish an executive crisis leader and alternate.

• Move quickly from incident facts to enterprise consequences.

• De-escalate deliberately when crisis governance is no longer needed.

ACTIVATION PRINCIPLE
Activate early enough to preserve options. Crisis structures can be stood down; lost decision time cannot be 
recovered.
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CHAPTER 02

Crisis Governance, Roles & Decision Rights
ROLE PRIMARY ACCOUNTABILITY

Executive Crisis Leader Enterprise priorities, major trade-offs and strategic direction

Crisis Coordinator Cadence, actions, records, information flow and follow-up

Operations Lead Continuity, service impact and operational recovery

Security / Technology Threat, containment and technical recovery where relevant

Legal / Compliance Legal privilege, obligations, notifications and regulatory 
coordination

Communications Employee, customer, media and stakeholder messaging

Finance / Risk Financial exposure, insurance and risk decisions

People / HR Workforce safety, welfare and employment issues

Decision Rights to Pre-Define
• Who may suspend a critical service or facility?

• Who may commit emergency expenditure?

• Who approves public statements and stakeholder notifications?

• Who can activate alternate operations or relocation?

• Which residual risks require CEO or board visibility?

• Who declares transition from response to recovery?

GOVERNANCE PRINCIPLE
A crisis team without explicit decision rights becomes a meeting. Authority must be clear before the organization is 
under pressure.
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CHAPTER 03

Situational Awareness & Intelligence
Executives need a common operating picture that separates facts, assessments, assumptions and gaps. The purpose of 
a crisis SITREP is decision support, not information accumulation.

SITREP ELEMENT QUESTION

Situation What has happened?

Impact Who and what are affected?

Known facts What is verified?

Assessment What do we judge and with what confidence?

Unknowns What information could materially change decisions?

Trajectory What may happen next?

Actions What is being done now?

Decisions What requires executive choice?

Information Discipline
• Timestamp material information and decisions.

• Identify source and confidence for consequential claims.

• Do not repeat rumor as fact because it appears in multiple channels.

• Maintain one authoritative crisis picture.

• Escalate uncertainty when the downside of being wrong is material.

INTELLIGENCE PRINCIPLE
The executive team needs less noise and more consequence: what changed, what it means, what could happen next 
and what decision cannot wait.
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CHAPTER 04

Decision-Making Under Uncertainty
DECISION TEST EXECUTIVE QUESTION

Objective What outcome are we trying to protect?

Time When does the decision lose value?

Options What credible courses of action exist?

Consequences What follows if each option succeeds or fails?

Reversibility Can the decision be changed later?

Evidence What do we know and how confident are we?

Trigger What new information would change the decision?

Crisis Decision Practices
• Distinguish reversible decisions from irreversible commitments.

• Use pre-agreed thresholds where time is short.

• Record rationale, assumptions and dissent for material decisions.

• Prefer actions that preserve future options when evidence is weak.

• Schedule explicit review points instead of allowing temporary decisions to become permanent by inertia.

DECISION PRINCIPLE
Do not wait for perfect information when delay itself creates risk. Make the best bounded decision available, state 
assumptions and define when it will be revisited.
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CHAPTER 05

Strategic Communications & Stakeholder Trust
Crisis communication should be accurate, coordinated, timely and appropriate to what is actually known. Trust is 
damaged when the organization overstates certainty or allows different functions to tell incompatible stories.

STAKEHOLDER COMMUNICATION NEED

Employees Safety, operational expectations and where to obtain updates

Customers Service impact, actions required and realistic recovery information

Regulators Required facts, timing and responsible contacts

Board / investors Material consequence, management actions and decisions

Partners / suppliers Coordination, dependencies and continuity expectations

Media / public Verified facts, organizational response and approved spokesperson

• Maintain a single source of approved crisis facts.

• Say what is known, what remains under investigation and when the next update is expected.

• Avoid speculative attribution or unsupported recovery promises.

• Coordinate legal, operational and communications judgments.

• Monitor stakeholder response for misinformation or emerging concerns.

COMMUNICATION PRINCIPLE
Speed matters, but credibility compounds. A fast inaccurate statement can create a second crisis around trust.
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CHAPTER 06

Business Continuity & Operational Stabilization
PRIORITY LEADERSHIP QUESTION

Life / safety Are people accounted for and protected?

Critical services What must continue at minimum viable level?

Dependencies Which technology, people, facilities or suppliers are limiting 
recovery?

Workarounds What temporary processes preserve essential outcomes?

Resources What scarce capability must be prioritized?

Recovery What sequence restores trusted normal operations?

Stabilization Sequence
• Protect people and prevent further deterioration.

• Identify critical services and current operating level.

• Allocate scarce resources according to enterprise consequence.

• Activate alternate processes, facilities or suppliers where appropriate.

• Define recovery conditions and validate restored services.

• Manage transition from emergency workarounds back to normal operations.

CONTINUITY PRINCIPLE
Crisis leadership protects outcomes, not infrastructure for its own sake. Restore what the enterprise needs most, in 
the order dependencies allow.



YAKAMICHI  |  INTELLIGENCE. PROTECTION. ADVANTAGE  |  CONFIDENTIAL • PROPRIETARY

YAKAMICHI  INTELLIGENCE CENTRE

CHAPTER 07

People, Safety & Executive Leadership
Crisis performance depends on human endurance and clarity. Leaders should protect decision quality by managing 
fatigue, role overload, uncertainty and workforce anxiety.

AREA LEADERSHIP ACTION

Safety Prioritize immediate physical and psychological safety needs

Accountability Make roles and handoffs explicit

Fatigue Rotate critical roles and protect rest during prolonged events

Workforce Provide clear instructions and credible update cadence

Executives Prevent unnecessary crowding of operational response teams

Culture Encourage escalation of bad news and dissenting assessments

Executive Behaviors
• Remain visible without becoming the bottleneck.

• Ask for bad news and uncertainty explicitly.

• Avoid punishing early escalation that later proves unnecessary.

• Protect responders from conflicting executive instructions.

• Recognize when a crisis has become prolonged and requires sustainable staffing.

LEADERSHIP PRINCIPLE
The executive team's emotional temperature becomes organizational weather. Calm does not mean minimizing the 
event; it means creating enough stability for people to think.
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CHAPTER 08

Legal, Regulatory & Reputation Coordination
DOMAIN CRISIS REQUIREMENT

Legal Preserve privilege where appropriate and document consequential 
decisions

Regulatory Identify notification, reporting and cooperation obligations

Privacy Assess personal data impact and required processes

Insurance Meet notice, consent and evidence requirements

Contracts Understand customer, supplier and financing obligations

Reputation Track trust impact across employees, customers, partners and 
public stakeholders

Coordination Questions
• Which obligations have clocks attached to them?

• Which facts are sufficiently verified for external disclosure?

• What decisions or communications require legal review?

• Which records must be preserved?

• Could one stakeholder communication create inconsistency with another?

• What reputational consequence persists after operations recover?

COORDINATION PRINCIPLE
Legal defensibility and stakeholder trust are not opposing goals. Both improve when the organization is disciplined 
about facts, decisions and consistency.
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CHAPTER 09

Exercises, After-Action & Crisis Assurance
Crisis capability should be tested before it is needed. Exercises reveal ambiguous authority, inaccessible information, 
brittle communications and assumptions that ordinary planning meetings often miss.

EXERCISE PURPOSE

Tabletop Test roles, decisions and escalation

Functional Use real teams, tools and communications

Executive simulation Stress strategic decisions and stakeholder pressure

Integrated exercise Combine operations, cyber/security, legal, communications and 
suppliers

Recovery exercise Validate transition from crisis response to restored operations

After-Action Standard
• What worked and why?

• What failed or depended on luck?

• Which decisions took too long?

• Which information was unavailable or unreliable?

• Which authority or role was unclear?

• Which corrective actions are material, who owns them and when will they be retested?

ASSURANCE PRINCIPLE
An exercise finding is not closed because the plan was edited. Close it when the capability is changed and, for 
material gaps, demonstrated again.
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CHAPTER 10

180-Day Crisis Leadership Program
WINDOW PRIORITY DELIVERABLES

0–30 Days Mandate & activation Crisis definition, severity levels, executive 
sponsor and activation authority

31–60 Days Governance Roles, decision rights, contact structure and 
alternate communications

61–90 Days Decision tools SITREP, decision log, stakeholder map and 
crisis records

91–120 Days Continuity integration Critical services, workarounds, supplier and 
recovery dependencies

121–150 Days Executive exercise Cross-functional simulation with 
board/executive participation

151–180 Days Institutionalize After-action remediation, annual exercise 
calendar, metrics and assurance

Day-180 Outcomes
• Crisis activation thresholds are understood.

• Executive roles and alternates are assigned.

• Decision rights are explicit.

• A common SITREP and decision-log format is operating.

• Alternate communications are available.

• Continuity and crisis leadership are integrated.

• Executives have practiced a severe cross-functional scenario.

• Material exercise findings are tracked to closure.

PROGRAM PRINCIPLE
A crisis manual becomes valuable when leaders have rehearsed the decisions inside it.
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APPENDIX A

Executive Crisis Activation Card
QUESTION YES / NO / NOTES

Is life or safety materially threatened? ________

Are critical services materially affected or at risk? ________

Could legal, financial or regulatory consequence be material? ________

Is stakeholder trust deteriorating rapidly? ________

Does the event require cross-functional executive authority? ________

Could delay materially reduce our options? ________

Activation decision / level ________

Executive Crisis Leader ________
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APPENDIX B

Executive Situation Report (SITREP)
FIELD UPDATE

Time / reporting period ________________

Situation ________________

Business impact ________________

Verified facts ________________

Assessment / confidence ________________

Critical unknowns ________________

Trajectory / next 24–72h ________________

Actions underway ________________

Decisions required ________________

Next update ________________
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APPENDIX C

Crisis Decision Log
TIME DECISION OPTIONS / RATIONALE OWNER REVIEW TRIGGER

____ ________________ ________________ ________ ________

____ ________________ ________________ ________ ________

____ ________________ ________________ ________ ________

____ ________________ ________________ ________ ________

For material decisions, record the information available at the time, important assumptions, accountable authority 
and the condition or time for review.
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APPENDIX D

Stakeholder Communication Map
STAKEHOLDER NEED OWNER CHANNEL CADENCE / TRIGGER

Employees ________ ________ ________ ________

Customers ________ ________ ________ ________

Board / investors ________ ________ ________ ________

Regulators ________ ________ ________ ________

Partners / suppliers ________ ________ ________ ________

Media / public ________ ________ ________ ________
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APPENDIX E

Executive Crisis Exercise Pack
ELEMENT DESIGN

Scenario Severe, plausible and tied to critical enterprise outcomes

Opening inject What leaders know, do not know and cannot access

Escalation injects Operational loss, stakeholder pressure, conflicting evidence, 
supplier or communications failure

Decisions Activation, continuity, communication, expenditure, disclosure, 
recovery

Observers Capture decision time, assumptions, coordination and information 
gaps

After action Prioritized findings, owners, due dates and retest criteria

Exercise Stressors
• Primary collaboration platform unavailable.

• Conflicting reports from credible sources.

• Critical supplier cannot provide a reliable recovery estimate.

• Social/media narrative moves faster than verified facts.

• A consequential decision must be made before full technical certainty.
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APPENDIX F

Crisis Leadership Maturity Model & Executive Checklist
LEVEL CHARACTERISTICS EXECUTIVE MEANING

1 — Reactive Ad hoc coordination, unclear authority, 
inconsistent records Leadership depends on individuals

2 — Developing Plans and teams exist; limited exercise 
evidence Basic capability, uneven under pressure

3 — Managed Clear activation, decision rights, exercises 
and continuity integration Repeatable crisis leadership

4 — Adaptive Scenario-led assurance, metrics, lessons and 
strategic resilience Crisis capability continuously improves

Executive Checklist
 ☐ Crisis definition and activation thresholds approved

 ☐ Executive Crisis Leader and alternates named

 ☐ Decision rights documented

 ☐ Authoritative SITREP process established

 ☐ Crisis decision log in use

 ☐ Stakeholder communication governance defined

 ☐ Alternate communications tested

 ☐ Continuity and recovery integrated

 ☐ Executive exercise completed within 12 months

 ☐ Material findings tracked and retested

Yakamichi Perspective
The strongest crisis organizations do not eliminate surprise. They build leadership 
systems that remain coherent when the situation is changing faster than the plan.
REQUEST A CONFIDENTIAL CONSULTATION
United States: +1 202 413 3763   |   Maryland, USA
Nigeria: +234 811 095 0651   |   Abuja, Nigeria
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