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A practical template for helping leadership teams understand the current situation, key risks, decisions needed, operational impacts,
and recommended next steps.
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Downloadable leadership decision-support resource for crisis, emergency, continuity, and
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complex operational events

User Entry Organization / Incident / Leadership Team information may be completed on the next page

Where Experience and Innovation Converge in Crisis Preparedness
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Template Use and Crisis Decision Brief Instructions

Purpose: This template supports concise, decision-focused leadership briefings during evolving incidents, disruptions, continuity events, and complex
operational problems. It helps teams distinguish confirmed facts from assumptions, identify the most consequential risks, explain operational
impacts, and frame decisions that require leadership direction.

Use: The template may be used for executive briefings, EOC policy-group updates, incident escalation meetings, continuity activation, cross-
department coordination, transition planning, or periodic updates during sustained operations.

No scoring: This version intentionally does not include formal scoring criteria, weights, maturity ratings, or readiness calculations. Leaders and brief
developers should apply professional judgment, organizational authorities, and incident-specific priorities.

Public resource note: This free template is provided for planning support and does not replace organization-specific legal, regulatory, policy,
command, safety, intelligence, or operational review.

Briefing Notation Options

Use plain-language status terms such as Confirmed, Assessed, Unknown, Conflicting, Time-Critical, Decision Required, Monitor, Not Applicable, or
Follow-Up Required. Identify the source, confidence, timestamp, and responsible owner when uncertainty could affect a leadership decision.

Decision Brief Information

Organization Brief Date / Time

Incident / Event Operational Period

Brief Owner Prepared By

Brief Type Initial / Update / Transition gﬁ:ﬁ;ﬂ;n /

,It:\ffeciied RERy Next Update Time
unctions

Approving Authority Leadership Contact
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1. Situation Overview and What Changed

Current Assessment /
Status

Leadership Brief ltem

Source / Confidence Operational Significance

Is the incident or problem described in one clear,
decision-relevant statement?

What has changed since the last update, and why
does that change matter now?

Which facts are confirmed, which are assessed, and
which remain unverified or conflicting?

What is the current geographic, organizational,
functional, or population scope?

What key events, thresholds, or actions produced the
current conditions?

What are the most likely near-term developments if no
additional action is taken?

Prompt for discussion: Can leadership quickly understand what is happening, what changed, and why attention or direction is needed now?
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2. Strategic Priorities and Desired Outcomes

Current Assessment /
Status

Leadership Brief ltem

Source / Confidence Operational Significance Owner / Update

Are life safety, incident stabilization, continuity,
protection, and recovery priorities clearly ranked?

Is leadership intent stated in practical terms that can
guide decentralized action?

Are operational objectives tied to a defined time
horizon or operational period?

Are legal duties, policy commitments, equity,
accessibility, and community impacts considered?

Are competing objectives or resource priorities
identified for leadership resolution?

Are success conditions, acceptable risk, and
conditions for transition clearly described?

Prompt for discussion: What outcomes must be protected or achieved, and what trade-offs is leadership willing to accept?
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3. Key Risks, Uncertainty, and Decision Triggers

Current Assessment /
Status

Source / Confidence Operational Significance

Leadership Brief ltem

What are the highest-consequence risks to people,
operations, reputation, compliance, or recovery?

Are probability, consequence, urgency, and
reversibility described without overstating certainty?

What assumptions, information gaps, or conflicts
could change the recommended action?

What cascading, secondary, or cross-sector impacts
could expand the incident?

What triggers require escalation, activation,
evacuation, continuity, or policy action?

Who is monitoring each risk, and when must the
assessment be updated?

Prompt for discussion: Which risks could change the decision, and what evidence or trigger would require leadership to act differently?
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4. Operational Impacts and Critical Dependencies

Current Assessment /
Status

Source / Confidence Operational Significance

Leadership Brief ltem

Which essential functions, services, facilities,
systems, or populations are affected?

What are the impacts on staffing, safety, workload,
and sustained operations?

Which critical dependencies—power, communications,
IT, facilities, supply chain, transportation, vendors, or
fuel—are at risk?

What resources are available, constrained,
committed, requested, or unavailable?

What partner, contractual, regulatory, or mutual-aid
dependencies affect the response?

What continuity, restoration, recovery, or
reconstitution issues require leadership attention?

Prompt for discussion: What could fail next, how long can operations be sustained, and where is leadership intervention most valuable?
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5. Decisions Required from Leadership

Leadership Brief ltem

Is each requested decision written as a precise
question or approval statement?

Is the decision authority identified, including any legal,
policy, fiscal, or command limits?

What is the latest responsible decision time, and what
happens if the decision is delayed?

Is the available information sufficient for action, and is
remaining uncertainty transparent?

What resources, waivers, public commitments,
partner actions, or risk acceptance depend on the
decision?

How will the decision, rationale, conditions, dissent,
and follow-up direction be documented and
communicated?

Current Assessment /
Status

Source / Confidence

Operational Significance

Prompt for discussion: What exactly must leadership decide, by when, and what are the consequences of acting—or not acting?
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6. Options, Trade-Offs, and Recommended Course of Action

Current Assessment /
Status

Leadership Brief ltem

Source / Confidence Operational Significance

Are two or more viable courses of action presented
when a meaningful choice exists?

Are benefits, risks, resources, timing, legal issues, and
stakeholder impacts compared?

Are irreversible actions, opportunity costs, second-
order effects, and off-ramps identified?

Does the recommendation state why it best supports
priorities and acceptable risk?

Are conditions, safeguards, contingencies, or decision
triggers attached to the recommendation?

Are dissent, unresolved concerns, or reasons for
rejecting other options documented?

Prompt for discussion: Which option best advances the desired outcome, and what risk, cost, or limitation is leadership accepting?
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7. Coordination, Communications, and Stakeholder Implications

Current Assessment /

Leadership Brief ltem Status

Source / Confidence Operational Significance

Are command, EOC, executive, department, site, and
continuity roles aligned?

Which government, private-sector, nonprofit, legal,
regulatory, or community partners require
coordination?

Who must be informed before and after the decision,
and what approvals or notifications are required?

Are internal, public, media, workforce, customer, and
elected-official messages aligned?

Are sensitive, protected, personal, legal, intelligence,
or security details controlled?

Are rumor control, misinformation, accessibility,
language access, and spokesperson duties
addressed?

Prompt for discussion: Who must act, who must know, and how will the organization maintain trust while protecting sensitive information?
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8. Immediate Actions, Monitoring, and Next Update

Leadership Brief ltem e ;\tssatzs;sment / Source / Confidence Operational Significance Owner / Update

What actions are already underway, and which are
awaiting leadership direction?

What must be completed in the next 0-4, 4-12, 12-
24, and 24-72 hours?

Are action owners, deadlines, resource needs,
dependencies, and completion evidence identified?

What indicators, thresholds, or intelligence
requirements will be monitored between briefings?

What unresolved questions require collection,
validation, legal review, or partner confirmation?

When is the next brief, and what conditions would
trigger an earlier update or transition?

Prompt for discussion: What happens immediately after this briefing, and how will leadership know whether the decision is working?
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9. Leadership Decision Brief Summary

Use this section to convert the detailed review into a concise, approval-ready leadership brief. Keep entries specific, timestamped, evidence-
informed, and connected to a clear decision or action owner.

Situation in One Sentence

Current Situation

What Changed / Why Now

Most Significant Risks

“ Potential Consequence Time Horizon / Trigger Current Mitigation “

Decisions Needed Now

Decision Required Decision Authority Needed By Consequence of Delay Status / Direction
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Decision Required Decision Authority Needed By Consequence of Delay Status / Direction
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Recommended Course of Action

Recommendation Decision Deadline
Why This Option Principal Risk Accepted
Conditions / Safeguards Resources Required

Alternative if Conditions

Change Trigger to Reconsider

Immediate Action Plan

Priority Action “ Due / Update Time Evidence of Completion

0-4 Hours

4-12 Hours

12-24 Hours

24-72 Hours

Leadership Decision Record

Decision / Direction Decision Time

Decision Authority Recorded By
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Conditions / Limitations Next Review

Communication

Required Distribution
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Common Crisis Decision Brief Sources and Facilitation Guide

Use these examples to keep the brief grounded in information that can be located, timestamped, validated, compared, or assigned. Organizations
should adapt the list to their sector, authorities, intelligence environment, and operational context.

Situation and Impact Risk and Operations Decision and Coordination

* Incident action plans and situation reports * Risk assessments, planning assumptions, and * Leadership intent, authorities, delegations, and

e EOC, command, department, and site status boards decision triggers policy constraints

* Verified alerts, intelligence, weather, cyber, or * Resource inventories, shortages, requests, and e Partner commitments, agreements, regulatory
infrastructure reporting mutual-aid status requirements, and notifications

* Service, facility, workforce, safety, and customer ¢ Communications, IT, power, supply-chain, » Courses of action, cost estimates, trade-offs, and
impact data transportation, and vendor status consequence analysis

* Public information, media monitoring, and * Finance, procurement, legal, HR, safety, and * Communications approvals, stakeholder maps, and
community reports compliance input spokesperson guidance

¢ Forecasts, models, expertise, and confidence ¢ Previous decisions, conditions, dissent, and next-
statements brief triggers

Suggested 30-Minute Leadership Brief Format

Discussion Output Facilitator Note

Confirmed objective, authority, and time

0-3 min Purpose and decision context available State the decision needed before presenting detail.
. . . . . Separate confirmed facts, assessments, and

3-8 min Situation and what changed Shared understanding of current conditions unknowns

8-14 min Risks and operational impacts Rf';\nked consequences, dependencies, and Leqd with the risks that could materially change
triggers action.

14-22 min Options and recommendation  Clear comparison and recommended course Explain trade-offs, conditions, and risk accepted.

59-97 min Leadership decision and Direction, owners, deadlines, and Read back the decision and any limits or

assignments communication tasks contingencies.

57-30 min Recap and next update De_CISI_On record, monitoring needs, and next C(_)nflrm unresolved questions and earlier-update

brief time triggers.
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Guidance Alighment References

This template is designed as a practical leadership decision-support aid and is informed by widely used incident management, emergency planning,
continuity, communications, and operational coordination concepts. Users should adapt it to their organization, jurisdiction, sector, authorities, and
program requirements.

* FEMA National Incident Management System

¢ FEMA Incident Action Planning Guide

* FEMA Comprehensive Preparedness Guide 101: Developing and Maintaining Emergency Operations Plans

* FEMA Continuity Guidance Circular

* FEMA Homeland Security Exercise and Evaluation Program guidance

* CISA National Emergency Communications Plan and PACE planning concepts

¢ Organization-specific emergency operations, continuity, crisis communications, cyber, legal, and decision-authority policies

Website Resource Page Description

Crisis Leadership Decision Brief Template: A free, downloadable template that helps leadership teams understand an evolving situation, key risks, decisions
needed, operational impacts, recommended action, and immediate next steps. Designed for crisis leaders, emergency managers, EOC teams, continuity
professionals, public safety, healthcare, critical infrastructure, higher education, and private-sector resilience teams.

Leadership Brief Final Quality Check

Quality Check Complete / Needs Follow-Up

The requested decision is stated clearly and tied to a deadline.

Confirmed facts, assumptions, unknowns, and confidence are distinguished.

Risks, operational impacts, dependencies, and consequences of delay are
explicit.

Options and the recommended course of action include trade-offs and
conditions.

Actions, owners, communication requirements, monitoring, and next update
are assigned.
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