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▸▸ Origins of This Technique
Premortem Analysis was originally developed by Gary Klein to train managers 
to recognize their habitual overconfidence that their plans and decisions will 
lead to success. The authors adapted Premortem Analysis and redefined it as an 
intelligence analysis technique. For original references on this subject, see Gary 
Klein, Sources of Power: How People Make Decisions (Cambridge, MA: MIT Press, 
1998); Klein, Intuition at Work: Why Developing Your Gut Instinct Will Make You Better 
at What You Do (New York: Doubleday, 2002); and Klein, “Performing a Project 
PreMortem,” Harvard Business Review (September 2007).

9.2	 STRUCTURED SELF-CRITIQUE

S
tructured Self-Critique is a systematic procedure that 
a small team or group can use to identify weaknesses 
in its own analysis. All team or group members don a 
hypothetical black hat and become critics rather than 

supporters of their own analysis. From this opposite perspective, they respond 
to a list of questions about sources 
of uncertainty, the analytic processes 
that were used, critical assumptions, 
diagnosticity of evidence, anomalous 
evidence, information gaps, changes in 
the broad environment in which events 
are happening, alternative decision 
models, availability of cultural expertise, 
and indicators of possible deception. As it reviews responses to these questions, 
the team reassesses its overall confidence in its own judgment.

▸▸ When to Use It
You can use Structured Self-Critique productively to look for weaknesses in 
any analytic explanation of events or estimate of the future. It is specifically 
recommended for use in the following ways:

✶✶ As the next step if the Premortem Analysis raises unresolved questions 
about any estimated future outcome or event.

✶✶ As a double-check prior to the publication of any major product such  
as a National Intelligence Estimate or a corporate strategic plan.

✶✶ As one approach to resolving conflicting opinions (as discussed in  
chapter 10 under Adversarial Collaboration).

The amount of time required to work through the Structured Self-Critique will 
vary greatly depending upon how carefully the previous analysis was done. The 
questions listed in the method as described later in this section are actually just 
a prescription for careful analysis. To the extent that these same questions have 
been explored during the initial analysis, the time required for the Structured Self-
Critique is reduced. If these questions are being asked for the first time, the process 

What caused our
analysis to be

so wrong?

Did external influences 
affect the outcome?

Did we consider
alternative 

hypotheses?

Did deception
go undetected?

Were our sources 
or key evidence

unreliable?

Were our key 
assumptions valid?

Did the absence
of information
mislead us?

Was any 
contradictory 

evidence ignored?

	 Figure 9.1	 Structured Self-Critique: Key Questions
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