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Mounting pressure 
to do more with 

less time, budget, 
and headcount

Core problem 
uniting CTI



The solution:
prioritized topics that 
stakeholders need intelligence 
on to make better decisions

That’ll Ɵe €10k



How to Start Using Priority 
Intelligence Requirements 

(PIRs) on a Budget



Overview

Day 31-60
Process runthrough  

Day 61-90
Iterate and repeat  

Day 1-30
Project setup  



Day 1-30
Project setup



Why take the stakeholder

interview approach?



1    Tap into experience

2    Relationship-building mechanism 

3    We don’t know what we don’t know 

Stakeholder interview benefits



A system to track time investment



Source: Google Workspace 

https://workspaceupdates.googleblog.com/2022/08/color-categorization-time-insights-google-calendar.html


Win leadership’s approval

The Case for Implementing Priority Intelligence Requirements
Priority Intelligence Requirements (PIRs) a set of mission critical topics that stakeholders need intelligence on to inform their decision-making. Here are some of the key benefits:

Benefits for the CTI Team

● Provides clear direction and focus [1]

● Allows efficient allocation of limited resources [2]

● Enables effective prioritization [3]

● Provides metrics to demonstrate value [4]

Benefits for Stakeholders

● Aligns intelligence collection to their needs [5]

● Provides visibility into relevant threats [6]

● Enables stakeholder participation [7]

Benefits for the Business

● Focuses limited resources on critical threats [8]

● Provides intelligence tailored to the organization [9]

● Demonstrates return on investment [8]

In summary, PIRs enable CTI teams to provide maximum value to stakeholders while efficiently allocating limited resources. This ultimately translates to better security outcomes and demonstrated ROI for the business. I would be happy to discuss this further and address 
any additional questions or concerns.
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Research your organization

“If you understand your business, 
you’ll understand your stakeholders”

  - A famous person   



How does your 
organization make money?



Who makes that money 
and where?



What do they need to  
make that money?



Sr Leaders 
SOC
VM 
IR 

Map your stakeholders 

Should

Could

Must



Map PIR process in prep 
for first run through 



Your team
Your faƳ 
staƨehƬlder



Day 31-60
Process runthrough



Book first stakeholder interview

https://feedly.com/ti-essentials/posts/how-to-collect-prority-intelligence-requirements-pirs-with-stakeholder-interviews


Do (a lot of) interview prep

The Six Ps

Perfect 

Planning 

Prevents 

Piss 

Poor 

Performance 



Tailor questions

1
2
3

What is your top concern related to cyber 
threats that could affect your team's 
operations?

What are the most critical assets that your 
team needs to have protected?

How would you ideally like to receive 
intelligence? 
E.g. via email, Slack/Teams, briefings, video call, etc.

Additional example 
questions 

https://feedly.com/ti-essentials/posts/how-to-collect-prority-intelligence-requirements-pirs-with-stakeholder-interviews
https://feedly.com/ti-essentials/posts/how-to-collect-prority-intelligence-requirements-pirs-with-stakeholder-interviews


Go hands free 

Talk aƟƬut tƥe weatƥer

Don’t sƱeal tƦme 

Shoƚ ƤratƦƱude pƬst-intervƦeƚ  

Tip during the interview 



How to go hands free



Quick method to process interview data 



What makes a 
good PIR question? 

Singular question

Intel answerable

Specific 

Time-sensitive 

Support decisions



Document PIRs in simple spreadsheet

Priority level Collection plan Intel deliverable

Stakeholders 



Share PIRs and intel 
deliverable prototypes



Day 61-90
Iterate and repeat



Self-reflect, analyze cost, 
and improve process

➔ What did you do well, ok, and badly? 

➔ How many stakeholders do you have 
the capacity to collect PIRs from? 

➔ What took up most time? 

➔ How can we track ROI?



Gather and action feedback 
improve process again



Run through process with VIP stakeholder



Red Team
Risk
Compliance
Vendor 
Management
 

Should

Could

Must

Then expand…



Day 1-30: Project setup  
1. Set up system to track time
2. Present business case to leadership for approval 
3. Research organization, threats, and stakeholders 
4. Document process in prep for first runthrough

Day 31-60: Process runthrough 
5. Book first stakeholder interview 
6. Do a lot of interview prep
7. Tailor questions
8. Go hands free during the interview
9. Process the interview data with LLMs

10. Document PIRs in simple spreadsheet 
11. Share the PIRs and intel deliverable prototypes

Day 61-90: Iterate and repeat

12. Self-reflect, analyze cost, and improve process
13. Gather and action feedback, improve process again
14. Run through process with VIP stakeholder 
15. Expand PIR collection to more stakeholders

Recap on Day 1-90

www.linkedin.com/in/josh-darby-maclellan/

Questions?

Josh Darby MacLellan

Josh@feedly.com 


