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Key Elements of an SEW Program

4. 
Alert and Enable 

Management Decisions & 
Actions

3. 
Monitor Environment & 

Indicators

2. 
Identify Risk or 

Opportunity

1. 
Understand Company 

Future Scenarios & 
Business Priorities

Implementing a Strategic Early Warning Program requires four primary components.
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Questions to Help Shape an SEW Program

Understand 
Company Future 

Scenarios & 
Business Priorities

Baseline and 
Prioritize Risks 

and Opportunities

Monitor and 
Analyze 

Environment & 
Indicators

Alert and Enable 
Management 
Decisions & 

Actions

• What best case 
and worse 
company 
scenarios 
exist?

• Who “owns” 
the scenarios?

• What threats 
are we most 
concerned 
about?

• What business 
priorities could 
be derailed?

• How do we 
plan to grow?

• What far in the 
future do we 
look?

• What is our 
baseline 
understanding of 
our market?  Key 
competitors?  

• Potential 
disruptors?

• How does our 
understanding of 
the market 
identify 
opportunities 
and risks for our 
company?

• What companies 
and indicators do 
we monitor?

• Who will 
conduct the 
research and 
analysis?

• What insights 
are we seeking 
to provide?

• What 
automation tools 
can we use?

• How do we 
refine the 
system over 
time?

• What 
internal/external 
networks do we 
need?

• How do the 
monitoring 
insights fit into 
the business 
planning 
cadence?

• What is the 
reporting 
frequency? 
Format?

• What are our 
thresholds for 
alerting 
leadership?

• Who are the key 
stakeholders for 
this work?
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How to Conduct an Indicators Analysis

• The brainstorm should be free flowing; no 
ideas get discarded at this phase.

• Facilitators should have a written (or mental) 
notional timeline for the future event.
✓ Ideas generated during the brainstorm 

should be plotted roughly 
chronologically.

Identify 
future 

scenarios to 
evaluate

Brainstorm 
about 

indicators of 
selected future 

scenarios

Rank 
indicators 

based on three 
criteria

Sort lists of 
indicators to 
select those 

most 
relevant to 
the issue

Compare 
observed 
data with 
identified 
indicators

Source: Structured Analytic Techniques for Intelligence Analysis by
Richards J. Heuer Jr. and Randolph H. Pherson

https://www.amazon.com/Richards-J.-Heuer-Jr./e/B0032P1Y7I/ref=dp_byline_cont_book_1
https://www.amazon.com/Randolph-H.-Pherson/e/B005KRE6B2/ref=dp_byline_cont_book_2


3/19/2019

2

#SCIPwww.SCIP2015GameChangers.com  #SCIP
©2019 Proactive Worldwide, Inc. Confidential

How to Conduct an Indicators Analysis

• All indicators from the brainstorm should be 
ranked according to three criteria:
✓ Observability
✓ Diagnosticity
✓ Timeliness

• Rankings form the basis for identifying which 
events are useful to try to capture as part of 
your study.

Identify 
future 

scenarios to 
evaluate

Brainstorm 
about 

indicators of 
selected future 

scenarios

Rank 
indicators 

based on three 
criteria

Sort lists of 
indicators to 
select those 

most 
relevant to 
the issue

Compare 
observed 
data with 
identified 
indicators
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How to Conduct an Indicators Analysis

Timeliness measures how long before the future event an indicator could be seen.

✓ Level 4 and 5 indicators are usually the most valuable to an 
organization, as they provide sufficient warning to enable a response.

Timeliness Ranking Criteria
1. Information is available only immediately before (< 1 week) or during the 

future event.
2. Information is available shortly before the future event (1 week – 1 

month), leaving little time to respond.
3. Information is available slightly before the future event (1-3 months), 

allowing only a quick, tactical response.
4. Information is available somewhat before the future event (3-6 months), 

enabling a limited response.
5. Information is available well before the future event (> 6 months), 

permitting a well-planned, strategic response.

Identify Future 
Scenarios 

Brainstorm 
Indicators Rank Indicators 

Sort Lists of 
Indicators 

Compare 
Observed Data 
with Identified 

Indicators

Diagnosticity measures how well a given indicator predicts a specific future.

✓ Highly diagnostic indicators (levels 4-5 to the right) are most useful for a 
study.

✓ Can use multiple mildly diagnostic indicators (level 3) to “triangulate” 
analysis about what future will occur.

Diagnosticity Ranking Criteria
1. Information is general and applies to a number of possible futures.
2. Information suggests a specific future, but does not rule out alternative 

futures.
3. Information indicates a specific future, but requires validation by other 

indicators.
4. Information strongly indicates a specific future; may stand alone or require 

limited additional validation.
5. Information is specific to only one future.

Observability measures how easy (or hard) it will be to acquire the information.

• As intelligence professionals, our “sweet spot” is sensitive to very sensitive 
information (levels 2-4 to the right).

✓ Extremely sensitive information (level 1) will likely be too hard to get.
✓ Public domain information (level 5) provides little competitive 

advantage because everyone has access.

Observability Ranking Criteria
1. Information is extremely sensitive or known to only a few persons.
2. Information is very sensitive; likely known down to VP or maybe program 

manager level.
3. Information is sensitive but is widely known within a company (and maybe 

to some collaborating partners).
4. Information is sensitive, but is widely known within a company and may be 

available on “gray literature” sites.
5. Information is in the public domain.

= ideal ranking
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How to Conduct an Indicators Analysis

Diagnosticity Observability Timeliness

Indicator 1 4 3 2

Indicator 2 2 4 4

Indicator 3 3 5 3

Indicator 4 5 1 5

What are the best indicators in the list below?

• Indicators are sorted to identify 
which events the intelligence 
professional wants to spend 
resources to try to observe.
✓ Sort based on the objectives of 

your study (e.g., sponsor may 
say they are only interested in 
highly diagnostic indicators).

✓ Sorting should eliminate some 
indicators from your list of 
things to watch for.

Identify 
future 

scenarios to 
evaluate

Brainstorm 
about 

indicators of 
selected future 

scenarios

Rank 
indicators 

based on three 
criteria

Sort lists of 
indicators to 
select those 

most 
relevant to 
the issue

Compare 
observed 
data with 
identified 
indicators
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How to Conduct an Indicators Analysis

• Once you have collected information, those data points can be compared to your 
theoretical indicators (colored dots below) to help predict which future is going to occur. 

Scenario 1

Scenario 2

Hypothetical 
scenarios

Observed
data

Identify 
future 

scenarios to 
evaluate

Brainstorm 
about 

indicators of 
selected future 

scenarios

Rank 
indicators 

based on three 
criteria

Sort lists of 
indicators to 
select those 

most 
relevant to 
the issue

Compare 
observed 
data with 
identified 
indicators

Data suggests Scenario 1 is more likely


