Intelligence Focus Evaluation Matrix

What is Intelligence Focus?
Our profession exists to produce intelligence to support decision making related to battle planning and execution.   Focused Intelligence is "Intelligence required to support decision making related to battle planning and execution”.  Since we never have sufficient collectors or analysts to produce all the intelligence that might be produced, it becomes important to focus the few that we have in order to ensure we can at least produce what is required. 
The commander identifies Commander's Critical Information Requirements (CCIR) at the start of the Military Decision Making Process.   The Estimates and the wargame will identify CCIR that cannot be answered at the time the Operations Order is written.  Maybe it will take more time to get the information, or maybe we can’t know until some event occurs in the future.    These CCIR are resolved using two Decision Tools: 

The Decision Point (DP) – If the staff can determine when in the operation they will know the answer to a CCIR and what they will do given the range of possible answers, they can create a Decision Point.  Decision Points consist of a decision and two or more alternative actions, triggered by the answer to the CCIR.   If the decision is triggered by the status of a friendly unit, the CCIR becomes an FFIR.  If the decision is triggered by the status of an enemy unit, the CCIR becomes a PIR.  In either case, the CCIR is rewritten to be as specific as possible in order to make the execution of the Decision Point unambiguous.   In some cases, a DP can be triggered by BOTH a PIR and an FFIR.

The High Payoff Target (HPT) -   During IPB, a number of enemy assets were identified as being critical to the enemy commander’s operation and were designated High Value Targets (HVTs).  As the wargame unfolds, a subset of these is identified as being important to the friendly mission.  These are designated High Payoff Targets.   Sometimes a High Payoff Target is identified as being critical to friendly mission success.   If there is any uncertainty associated with this HPT - for instance, we don’t know where it is! – then it is likely that the commander formulated a CCIR about that uncertainty.  If the uncertainty will exist until we decide to conduct the attack, then this CCIR is converted into a PIR for the purpose of effectively attacking the target.   HPTs are really just a special type of Decision Point.

Note that both DPs and HPTs require input.  A DP without a triggering PIR and/or FFIR is useless because the decision makers will never have the information required to trigger that decision.  An HPT without a PIR to locate the target will never be fired except through good fortune.   Therefore DPs and HPTs without assigned PIRs/FFIRs are orphaned.

Likewise, a PIR that is not assigned to a DP or HPT is orphaned.  Combat information is collected, and converted to Intelligence by analysts, and then... what?  Soldiers may have risked their lives to get it, and analysts may have lost sleep to produce it, but it is not tied to anything.  "Thanks for all the work!  We just wanted to know!" is a dangerous thing to say to that Long Range Surveillance soldier who barely escaped with his life to get you the information! 

To summarize:

Unknowns Beget CCIR to Focus IPB which Drives Wargamimg which Produces DPs & HPTs each Requiring PIR (& FFIR)
which later become Essential Tasks  for Collectors and Analysts

How it's used
The Intelligence Focus Matrix shows which PIRs/FFIRs are linked to DPs/HPTs, and the quality of that association.  It also has a rating system to numerically determine the percent of CCIR-to-Decision Tool linkage, the accumulative quality of the links, and the overall Intelligence Focus Effectiveness.  This matrix is primarily designed for use by evaluators or Observer-Controllers.  The concept behind the matrix is for all Intelligence soldiers, and should exist as a report within your analyst software.

1. List PIRs and FFIRs on the left, and DPs and HPTs along the bottom.   

2. Indicate CCIR-to-Decision Tool linkage by placing a number at the intersection of a PIR/FFIR and a DP/HPT.  A "3" indicates a functional link.  4 or 5 is better, 1 or 2 is worse.   This is a subjective estimate, and must reflect the timeliness, amount and accuracy of intelligence required to execute the DP/HPT, and the likelihood that the stated PIR or FFIR will cause this intelligence to be produced.   For a  more accurate assessment, examine the collection plan!  Will the tasked collectors gather combat information of the right type in time for analysts to produce the needed intelligence?   Rate a link ZERO if a PIR/FFIR is assigned as a trigger but is otherwise unrelated or obscure.

3.  Percent Linked indicates how many CCIR and Decision Tools are actually functional.  

4. Link Quality indicates the likelihood that the established links are truly functional.

5. Intelligence Focus Effectiveness indicates how well the staff can satisfy the commander's requirement for information and intelligence, as established by his CCIR and the staff Wargame.  
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Intelligence Focus Evaluation Matrix

Write in PIRs (of FFIRs) at the left, DPs and HPTs at the bottom right.  When a PIR triggers a DP or HPT indicate quality of support by placing 1-5 at the intersection: 3=Functional, >3 better, <3 worse.  "0" if assigned but not supporting.  Any PIR not supporting an DP/HPT is orphaned.  An FFIR not supporting a DP is orphaned.  A DP/HPT without a PIR/FFIR is orphaned.

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Determine Percent Linked

#PIR
_____
Orphaned PIR
_____

# FFIR
_____  
Orphaned FFIR
_____

# DP   
_____  
Orphaned DP   
_____

# HPT 
_____  
Orphaned HPT
_____

TOTAL
______    
TOTAL Orph
______

1 - Total Orph/Total  =  ______   X 100 = 
______%
Determine Link Quality

Average of quality numbers =
 _____ 

(average = Sum of numbers/Count of numbers. Count 0's)

Determine Intel Focus Effectiveness

%Linked / 100  X  Link Quality =  
______
1=None   2=Poor   3=Adequate   4=Good   5=Superb!
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Intelligence Focus Evaluation Matrix - Example

Write in PIRs (of FFIRs) at the left, DPs and HPTs at the bottom right.  When a PIR triggers a DP or HPT indicate quality of support by placing 1-5 at the intersection: 3=Functional, >3 better, <3 worse.  "0" if assigned but not supporting.  Any PIR not supporting an DP/HPT is orphaned.  An FFIR not supporting a DP is orphaned.  A DP/HPT without a PIR/FFIR is orphaned.

	p 1
	When will enemy attack?
	
	
	
	
	
	
	
	
	
	
	
	
	

	p 2
	Will enemy use NBC?  Where?
	
	
	0
	
	
	
	
	
	
	
	
	
	

	p 3
	Will enemy atk North or South?
	
	
	
	
	
	
	
	
	
	
	
	
	

	p 4
	Where are AT5s?
	
	
	
	
	
	3
	
	
	
	
	
	
	

	p 5
	Where will AASLT go (EObj A or EObj B?)
	
	
	
	
	
	
	
	
	
	
	
	
	

	p 6
	When will reserve be deployed?
	
	
	
	
	
	
	
	
	
	
	
	
	

	p 7
	When in AGMB in EA Kill?
	5
	
	
	
	
	
	
	
	
	2
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	f 1
	When is TF 1-61 below 75%?
	
	5
	
	
	
	
	
	
	
	
	
	
	

	f 2
	When are scouts below 50%?
	
	
	
	
	
	
	
	
	
	
	
	
	

	f 3
	Loss of Platoon Leader or Co Cdr or TF Cdr
	
	
	
	
	
	
	
	
	
	
	
	
	

	f 4
	Loss of 3+ Apache attack helicopters
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Determine % Linked

#PIR
_7_
Orphaned PIR
_4_
# FFIR
_4_  
Orphaned FFIR
_3_
# DP   
_3_  
Orphaned DP   
_1_
# HPT 
_6_  
Orphaned HPT
__4_

TOTAL
20_    
TOTAL Orph
_12_
1 - Total Orph/Total  =  .4     X 100 = 
_40%
Determine Link Quality

Average of quality numbers =
 _3_
(average = Sum of numbers/Count of numbers. Count 0's)

Determine Intel Focus Effectiveness

%Linked / 100  X  Link Quality =  
_1.2_

1=None   2=Poor   3=Adequate   4=Good   5=Superb!
	Send Atk Helicopters to EA Kill
	Reserve reinforce TF 1-61 or TF 2-61
	Reserve CATK to OBJ 6
	
	C2 assets
	AT-5s
	T-80s
	Division Recon
	Rgt Recon
	ADA
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	DP 1
	DP 2
	DP 3
	
	HPT 1
	HPT 2
	HPT 3
	HPT 4
	HPT 5
	HPT 6
	
	
	


Copyright (C) 2001, The S2 Company, All Rights Reserved; www.S2company.com  Use by US Army Soldiers/USMC Marines permitted if copyright statement intact.  Any other use requires specific permission.
