
 
  

PMESII-PT 

Idea In Short

Treat market entry as an eight-variable analysis, not a single go/no-go call, since political
stability alone says nothing about banking infrastructure, social volatility or how a market
perceives time. Borrow the military's discipline of defining explicit thresholds, stable versus
vulnerable, developed versus non-existent, rather than relying on vague impressions of a
region. Use the time variable deliberately: knowing how a market perceives urgency can
matter as much as knowing its economics.

A framework built for chaos, borrowed for business

Military planners developed PMESII-PT to make sense of operational environments that are
anything but predictable: conflict zones, post-conflict and failed states, disaster relief
efforts, and reconstruction operations that all demand close coordination with a shifting mix
of civilian, non-governmental and humanitarian organizations. These environments are
volatile and ambiguous by nature, changing in speed, pace and tempo with little warning.
PMESII-PT breaks that complexity into eight variables, Political, Military, Economic, Social,
Information, Infrastructure, Physical environment and Time, to give planners a holistic,
detailed read on conditions before committing resources.

The framework's exact origin isn't fully documented, but it grew out of two practical needs.
First, the U.S. military wanted a way to target the systems involved in nation-building with
the same precision it targeted conventional military assets like tanks or air power. Second,
the joint military community found the existing tool, ASCOPE, which stands for Area,
Structure, Capabilities, Organizations, People and Events, too narrow on its own. Today, the
U.S. military uses ASCOPE as a baseline for structuring information, then applies PMESII-PT
to refine it further, combining both into a matrix where each cell holds a detailed set of
parameters for deeper analysis.

Why a military tool applies to business
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Business operating environments share the same fundamental character as military ones:
complexity, and a genuine need for both routine and irregular competencies to operate
successfully within them. That resemblance is why PMESII-PT has found a second life as a
business-environment scanning tool, used to structure the analysis of a company's
operating environment the way SWOT, PESTLE or QEST might, but with considerably
broader scope.

A firm looking to expand into a new country, for instance, can use the framework to weigh
political stability, economic growth, social norms, information access, infrastructure quality,
physical geography and timing all at once, informing not just whether to enter a market but
how to enter it and what resources and capabilities the entry will require. The same
framework helps a firm already operating in a volatile region track political, military and
social developments as they unfold, adjusting strategy or preparing contingency plans as
conditions shift.

Because PMESII-PT was built from a U.S. military perspective, its language carries heavy
military jargon, and using it in a business context means substituting "home country"
wherever the original framework says "U.S." Even with that adjustment, most of its concepts
translate directly.

The political variable

The political variable maps how power and responsibility are distributed at every level of
governance, both formally constituted authority and informal political influence, including
how the population views the analyzing country. It breaks down into several sub-variables.

Attitude describes how the government in question views the analyzing country and its
presence, ranging from friendly, a generally favorable reception, to neutral or ambivalent, an
undecided one, to hostile, an outright unfavorable reaction. A business stands a better
chance of success operating under a friendly-to-neutral government attitude than a hostile
one.

Centers of political power capture how governmental authority is structured and how far its
control actually reaches, from a tribal setting with limited, localized government, up through
town or district, provincial, and finally national or regional control spanning multiple regions
or borders. A broader span of government control generally favors business operations,
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while excessive fragmentation into isolated pockets of power creates real operational
challenges.

Type of government classifies the political structure itself: dictatorship or authoritarian rule
concentrated in a single ruler or group; theocracy, governed by religious authority;
representative government, whether democratic, republican or parliamentary, bound by the
will of the people and limited, defined powers; or anarchy, the absence of any political
authority at all. Authoritarian regimes call for careful scrutiny of stability, while businesses
should avoid regions marked by anarchy outright.

Government effectiveness and legitimacy measure whether a government can actually
deliver order and public services, and whether the population perceives its exercise of
power as fair and reasonable. Settings range from stable, where a government reliably
provides security and services with broad legitimacy, down through two tiers of
vulnerability, recovering and failing, to two tiers of outright crisis, where the government
cannot exert effective control and violent internal conflict becomes a real risk. Businesses
should avoid operating in regions classified as vulnerable or in crisis.

Influential political groups describe how cohesive or fractured the political landscape is: pro-
government, where major parties broadly support those in power with minimal dissent;
coalitions, where competing groups create moderate risk of disruption; and opposition,
where competing factions threaten major disruption to essential government functions and
social stability.

The military variable

The military variable assesses the military and paramilitary capacity of every relevant actor
in an environment, including armed and unarmed non-military combatants, and it exists
mainly to help exercise planners design realistic opposition forces for full-spectrum
operations. This variable is almost entirely specific to military planning and rarely applies in a
business context, so it warrants no further elaboration here beyond noting its place in the
full framework.

The economic variable

The economic variable covers how individuals and groups behave around producing,
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distributing and consuming resources, shaped by factors like economic diversity,
employment and the presence of black-market or underground activity that signals
weakness in the formal economy.

Economic diversity describes how concentrated or spread out an economy's industries are:
multiple industries with no clear leader, multiple industries with one dominant sector, or a
single dominant industry. Taiwan illustrates the risk of the last category well, since
semiconductor exports account for roughly a quarter of its GDP, leaving the country
unusually exposed to shifts such as rising military pressure from China or semiconductor
production moving elsewhere. A business weighing entry into a similarly concentrated
economy needs to weigh that exposure against the relative stability a more diversified
economy would offer.

Employment status offers an indirect read on economic health, classified as high
unemployment, where roughly two-thirds of the population is out of work, moderate, where
about half is unemployed, or low, where most of the population is employed. A business
should adapt these exact thresholds to its own context, factoring in workforce skill level,
education and the dominant local industry.

Economic activity describes how much of an economy operates outside the law, ranging
from predominantly illegal, where black-market activity and organized crime are
widespread, through a mixed economy with some smuggling alongside legal trade, to
predominantly legal, with only limited illicit activity. Where illegal activity is present, it can
take the form of smuggling, small-scale theft or looting, organized crime such as bribery or
protection rackets, a broader black market operating entirely outside tax and regulatory
systems, piracy on major waterways, or some mix of these. Businesses have obvious
reasons to avoid markets with excessive illegal economic activity.

Banking and finance infrastructure ranges from informal, essentially private moneylending,
through developing-formal, a mix of private lenders and emerging banking infrastructure, to
advanced-formal, where banking infrastructure is prevalent and private lending is confined
to criminal activity. Formal banking infrastructure of this kind is essentially a prerequisite for
a business to operate and scale.

The social variable
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The social variable captures a population's cultural, religious and ethnic makeup, along with
its beliefs, values, customs and behavior, recognizing that societies are built from
overlapping groups and institutions with their own relative status and roles.

Demographic mix describes how balanced a population is by gender and age, ranging from
balanced, to unbalanced by gender alone, unbalanced by age alone, or unbalanced across
both dimensions simultaneously, each with direct implications for workforce composition
and consumer demand.

Social volatility measures the level of conflict between religious or ethnic groups and the
degree of civil unrest present, from low, with minimal unrest and high diversity, through
moderate, with sporadic unrest, up to high, marked by significant intergroup conflict,
substantial unrest and a large refugee presence.

Education level ranges from limited, where at most a quarter of the workforce is literate or
educated, through moderate, up to high, where more than three-quarters of the workforce is
literate and educated with strong supporting infrastructure; a business can and should adapt
these exact thresholds to its own market context.

Ethnic and religious diversity both follow a similar pattern, describing whether a population
is essentially homogeneous, dominated by one group with a few smaller competing groups
present, or genuinely fragmented across three or more groups with no clear majority.
Understanding this diversity helps a business operate with appropriate cultural sensitivity.

Population movement tracks how settled or transient a population is, from settled and
stable, through a mixed population with some movement, to migrant populations that move
as a matter of course, and further to internally displaced persons and refugees. Regions
with high levels of displacement or refugee presence often signal broader instability worth
factoring into a risk assessment.

Common languages describes whether a market has one dominant language, several
languages with one preferred, or no dominant language at all, the last of which tends to
appear in failed states or places where the official language survives only in narrow domains
like commerce.

Criminal activity is classified as limited, moderate or high based on how many distinct
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criminal activities are present and how much of the urban landscape they touch, with high
levels marked by an active presence of organized criminal gangs. A business needs a clear
read on this variable, since criminal activity directly affects operations, customers and
employees alike.

Human rights conditions cover the basic civil, political, economic and social rights a
population is entitled to. For a business, the most relevant sub-areas are women's rights,
children's rights and the prevention of child labor, and safeguards against human trafficking
and slavery in the supply chain. Lululemon's alleged sourcing from a factory where
Bangladeshi workers reported being beaten illustrates the reputational and ethical risk a
business takes on when it fails to scrutinize this variable in its supply chain.

The information variable

The information variable describes the systems and behavior around collecting, processing,
distributing and acting on information, including how information technology is accessed,
used and controlled.

Public communications media covers channels like internet, television, print, telephone and
postal services, along with informal word of mouth, and each can be rated as non-existent,
limited to large cities, moderate and available in some towns, or widespread down to the
town level. Since access to these channels varies significantly by region, understanding
which platforms actually reach a target population is essential before committing a
marketing budget.

Information warfare, the deliberate, coordinated pursuit of an information advantage, is
almost entirely a military concept with little direct business application.

Intelligence describes the process of gathering and interpreting information relevant to an
operation, and in a business context this means building real intelligence about target
markets, customers and competitors. Two of the four military intelligence types translate
usefully to business: open-source intelligence, drawn from systematic analysis of publicly
available information, and human intelligence, gathered from trained individuals using direct
methods. The other two, signals and imagery intelligence, remain specific to military use.

Information management describes how sophisticated an environment's systems are for
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collecting, storing and protecting information, ranging from rudimentary, limited to small
groups with only basic standalone systems, through basic and medium levels of increasing
integration, up to advanced, where commercial, business, communications and financial
systems are fully integrated both locally and internationally with strong encryption
throughout.

The infrastructure variable

Infrastructure covers the basic facilities, services and installations a community or society
needs to function, and its degradation ripples directly into the political, military, economic,
social and information variables alike. For a business expanding into a new region,
especially one that depends on physical distribution to reach customers, this variable
functions as a set of critical checkpoints.

Construction pattern describes a town or city's physical layout: dense, random construction
radiating irregularly from a central point; close, orderly blocks with clear rectangular streets;
strip development built along a single transportation route; or shantytown conditions, with
poorly built structures laid out irregularly and often inaccessible to vehicles.

Urban zones classify distinct areas by predominant activity: a compact city core holding
most of the shops, offices and public institutions; the core periphery just outside it; high-rise
or low-rise residential areas; commercial strips lining major streets; industrial areas typically
clustered along rail and highway routes; and fortified military areas under direct defense
control.

Urbanized building density classifies a town by roughly how many buildings it contains and
what utilities and services accompany them, ranging from low, with under 15 buildings and
no multi-story structures, through medium, with more multi-story buildings and basic
government and economic infrastructure, up to high, with more than 25 buildings, multiple
multi-story clusters, and a fuller complement of government centers and economic
structures.

Utility levels describe how available core services like power, water, gas and sewage
actually are, classified as non-existent when under a quarter of the utility is present and
operational, degraded at up to half, and developed above three-quarters.
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Transportation architecture ranges from primitive, limited to single-track roads and railways
with no functioning airports, through moderate, with improved multi-lane roads and at least
one functioning airport, up to complex, with extensive multi-lane highway networks, several
large jet-capable airports and, where applicable, substantial river transport.

The physical environment variable

This variable covers the geography, man-made structures, climate and weather of an area
of operations, whether real, notional or some blend of both. Most of its specific sub-
variables are built for military planning and have limited direct relevance or control from a
business standpoint, so they carry less weight in a business application of the framework
than the other seven variables do.

The time variable

The time variable describes the timing and duration of events within an environment, and
just as importantly, how different actors within that environment perceive time. Different
groups genuinely experience the concept of time differently, and that difference shapes real
strategic behavior.

Knowledge of the area of operation reflects how much understanding an organization has
accumulated simply by being present, moving from entry, where a firm is new to a market
and has limited knowledge of customers or competitors, through established, with a more
developed understanding of the target market, to exit, reflecting the deep, mature
knowledge typical of a long-established business.

Cultural perception of time describes how a given culture or organization views the passage
of time strategically. A not-time-sensitive posture treats a protracted timeline as an
advantage, and in business terms this describes firms prioritizing sustainable growth and
long-term resilience over quick wins, committed to weathering setbacks in pursuit of
eventual, durable success. A medium posture sees protracted competition as only a
possible advantage, one that can shift depending on how events unfold, and firms in this
category may ultimately exit a market if their bets fail to pay off. A high time-sensitivity
posture treats a drawn-out timeline as a liability, favoring quick, timely resolution, and firms
here typically chase fast returns and are willing to abandon a bet that doesn't pay off in the
short term.
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Key-event resolution describes how far into the future the consequences of an event can be
clearly foreseen, from low, limited to second-order effects, through medium, extending to
third-order effects, up to high, capturing second-, third- and fourth-order effects across a
full sequence of actions and reactions.

Information offset describes how much relevant, predictive information is available to
meaningfully inform decisions; a high information offset means an organization has
substantial, insightful data available to sharpen anticipation and improve outcomes.

Tactical exploitation of time describes an actor's ability to use timing itself as an advantage.
In a business context, this shows up as a competitor timing a product launch around
technological readiness or market demand, letting a first mover educate the customer
before entering once real demand has formed; this capability can likewise be rated low,
medium or high depending on how skillfully a competitor manages it.

Key dates, time periods and events cover the routine, cyclical, planned and unplanned
moments that meaningfully affect an organization, from wedding seasons and religious or
secular holidays to anniversaries, elections, periods of elevated natural disaster risk,
agricultural cycles and broader market cycles. Once identified, these events are worth
explicitly mapping and analyzing for their likely impact on both current operations and future
plans.

Putting PMESII-PT to work

Taken together, the eight variables of PMESII-PT give a business a considerably more
structured lens than tools like SWOT or PESTLE typically offer, precisely because each
variable breaks down into concrete sub-variables with explicit, defined thresholds rather
than open-ended categories. That structure is what makes the framework useful for a
genuinely high-stakes decision, entering a new market, operating in a volatile region, or
building supply chains that stretch into unfamiliar territory, since it forces a business to
examine political risk, economic structure, social conditions, information access, physical
infrastructure and timing all at once, rather than relying on impression alone.

Summary
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PMESII-PT gives businesses the same structured lens the military uses for unpredictable
environments: eight variables, each with defined thresholds, that together turn a vague
sense of risk into a specific, actionable assessment.
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