
Idea Generation   [ 115 ]

�

[ 114 ]    STRUCTURED ANALYTIC TECHNIQUES FOR INTELLIGENCE ANALYSIS

▸▸ Origin of This Technique
Starbursting is one of many techniques developed to stimulate creativity. The 
basic idea for Figure 5.4 comes from the MindTools website: www.mindtools.com/
pages/article/newCT_91.htm.

5.5	 CROSS-IMPACT MATRIX

T
he Cross-Impact Matrix helps analysts deal with 
complex problems when “everything is related to 
everything else.” By using this technique, analysts and 
decision makers can systematically examine how each 

factor in a particular context influences all other factors to which it appears to 
be related.

▸▸ When to Use It
The Cross-Impact Matrix is useful early in a project when a group is still in a learning 
mode trying to sort out a complex situation. Whenever a brainstorming session 
or other meeting is held to identify all the variables, drivers, or players that may 
influence the outcome of a situation, the next logical step is to use a Cross-Impact 
Matrix to examine the interrelationships among each of these variables. A group 
discussion of how each pair of variables interacts can be an enlightening learning 
experience and a good basis on which to build ongoing collaboration. How far 
one goes in actually filling in the matrix and writing up a description of the impacts 
associated with each variable may vary depending upon the nature and significance 
of the project. At times, just the discussion is sufficient. Writing up the interactions 
with the summary for each pair of variables can be done effectively in a wiki.

Analysis of cross-impacts is also useful when:

✶✶ �A situation is in flux, and analysts need to understand all the factors that 
might influence the outcome. This also requires understanding how all 
the factors relate to one another, and how they might influence one 
another.

✶✶ �A situation is stable, and analysts need to identify and monitor all the 
factors that could upset that stability. This, too, requires understanding 
how the various factors might interact to influence one another.

✶✶ �A significant event has just occurred, and analysts need to understand the 
implications of the event. What other significant forces are influenced by 
the event, and what are the implications of this influence?

▸▸ Value Added
When analysts are estimating or forecasting future events, they consider the 
dominant forces and potential future events that might influence an outcome. 
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Exactly what agent was used?

Was it lethal enough to cause 
that many casualties?

How was the agent dispersed?

Did the perpetrators have to 
be present?

Does the choice of this site 
send a particular message?

Did the location help in 
dispersing the agent?

Was the time of day 
significant?

Was the date on a particular 
anniversary?

What was the intent? To 
incite terror, cause mass 
casualties, or cause 
economic disruption?

Did the attack help advance 
a political agenda?

Has any group threatened 
such an attack?

Could it have occurred 
by accident?

Source: A basic Starbursting diagram can be found at the MindTools website:  
www.mindtools.com/pages/article/worksheets/Starbursting.pdf. This version was created by the authors.
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