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the first column on the left side, starting with the second row, write in all 
the selection criteria down the left side of the table. There is some value 
in listing the criteria roughly in order of importance, but that is not critical. 
Leave the bottom two rows blank for the scores and percentages.

✶✶ �Now work down the far-left column assigning weights to the selection 
criteria based on their relative importance for judging the ranking of the 
items. Depending upon how many criteria there are, take either 10 points or 
100 points and divide these points between the selection criteria based on 
what is believed to be their relative importance in ranking the items. In other 
words, decide what percentage of the decision should be based on each of 
these criteria. Be sure that the weights for all the selection criteria combined 
add up to either 10 or 100, whichever is selected. Also be sure that all the 
criteria are phrased in such a way that a higher weight is more desirable.

✶✶ Work across the rows to write the criterion weight in the left side of each cell.

✶✶ �Next, work across the matrix one row (selection criterion) at a time to 
evaluate the relative ability of each of the items to satisfy that selection 
criteria. Use a ten-point rating scale, where 1 = low and 10 = high, to rate 
each item separately. (Do not spread the ten points proportionately across 
all the items as was done to assign weights to the criteria.) Write this rating 
number after the criterion weight in the cell for each item.

✶✶ �Again, work across the matrix one row at a time to multiply the criterion 
weight by the item rating for that criterion, and enter this number for each 
cell, as shown in Figure 4.7b.

✶✶ �Now add the columns for all the items. The result will be a ranking of the 
items from highest to lowest score. To gain a better understanding of the 
relative ranking of one item as compared with another, convert these 
raw scores to percentages. To do this, first add together all the scores 
in the “Totals” row to get a total number. Then divide the score for each 
item by this total score to get a percentage ranking for each item. All 
the percentages together must add up to 100 percent. In Figure 4.7b it 
is apparent that item B has the number one ranking (with 20.3 percent), 
while item E has the lowest (with 13.2 percent).

▸▸ Potential Pitfalls
When any of these techniques is used to aggregate the opinions of a group of 
analysts, the rankings provided by each group member are added together and 
averaged. This means that the opinions of the outliers, whose views are quite 
different from the others, are blended into the average. As a result, the ranking 
does not show the range of different opinions that might be present in a group. 
In some cases the identification of outliers with a minority opinion can be of 
great value. Further research might show that the outliers are correct.

▸▸ Relationship to Other Techniques
Some form of ranking, scoring, or prioritizing is commonly used with Structured 
Brainstorming, Virtual Brainstorming, Nominal Group Technique, and the Decision 
Matrix, all of which generate ideas that should be evaluated or prioritized. 
Applications of the Delphi Method may also generate ideas from outside experts 
that need to be evaluated or prioritized.

▸▸ Origins of This Technique
Ranking, Scoring, and Prioritizing are common analytic processes in many fields. 
All three forms of ranking described here are based largely on Internet sources.  
For Ranked Voting, we referred to http://en.wikipedia.org/wiki/Voting_system;  
for Paired Comparison, http://www.mindtools.com; and for Weighted Ranking, 
www.ifm.eng.cam.ac.uk/dstools/choosing/criter.html. We also reviewed the 
Weighted Ranking process described in Morgan Jones’s The Thinker’s Toolkit. This 
method is taught at some government agencies, but we found it to be more 
complicated than necessary for intelligence applications that typically use fuzzy, 
expert-generated data rather than hard numbers.

Items

Criteria Weight A B C D E F

1 3 3 x 7 = 21 3 x 8 = 24 3 x 8 = 24 3 x 5 = 15 3 x 6 = 18 3 x 7 = 21

2 3 3 x 5 = 15 3 x 8 = 24 3 x 9 = 27 3 x 7 = 21 3 x 4 = 12 3 x 5 = 15

3 2 2 x 8 = 16 2 x 9 = 18 2 x 3 = 6 2 x 2 = 4 2 x 3 = 6 2 x 7 = 14

4 1 1 x 6 = 6 1 x 3 = 3 1 x 8 = 8 1 x 6 = 6 1 x 9 = 9 1 x 7 = 7

5 1 1 x 7 = 7 1 x 9 = 9 1 x 7 = 7 1 x 8 = 8 1 x 6 = 6 1 x 8 = 8

Totals 10 65 78 72 54 51 65

% 100 16.9% 20.3% 18.7% 14% 13.2% 16.9%

	 Figure 4.7b	 Weighted Ranking Matrix




