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Safeguards Board Game 
The Safeguards Board Game is a turn-based game designed to reinforce safeguards best 
practices and principles in a way that encourages interaction, discussion, and dynamic 
learning.

The game emphasizes the need to invest in developing a balanced safeguards capability and 
can be played with two to four teams. 
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Game Summary: The game is designed to educate teams about the trade-offs 
inherent in making safeguards investments and gives them an opportunity to practice 
making those decisions. Teams invest in various categories of safeguards capability and 
seek to balance this investment with other priorities. During the game, teams will 
experience different security related events which will test the overall effectiveness of 
their safeguards investment strategy.

Goal: Complete one circuit of the main track (the business track).

Teams: Teams will divide into teams of no more than four persons. Teams will roll 
initially to determine the turn order. The team with the highest roll moves first. The 
other teams follow in clockwise order.

Game Setup: To begin, each team receives a move token, a program area investment 
sheet, an investment upgrades card deck, and a set of six initial capability cards. Prior 
to game play, each team performs the following actions:

1. Deploy initial capability cards. These cards represent the organization's baseline 
safeguards capability. The team lays these program cards in a horizontal row. The 
team's baseline capability plus upgrades is designated the team's investment bank.

2. Total the current capabilities score. Each team is responsible for maintaining their 
current capabilities score on the investment score card. To 
calculate this total, the team adds the numbers from each of 
the four quadrants on the initial investment cards (in other 
words, the starting investment bank). For example, the 
yellow quadrant represents Guidance capability. To 
calculate the Guidance total, the team adds the 
numbers in this quadrant across the capability bank. 
The Security Director then calculates the capability 
score for the remaining three quadrants 
(Enforcement, Auditing, and Recovery). During the 
game, the team must recalculate the capabilities 
score and update the investment score card as 
they invest in upgrades.

3. Place the team's token on the board's 
starting space. 
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Game Play (moves one and two): Each team's first 
two moves represent their notional organization's 
initial investment. The sequence during these two 
moves differs from the moves that follow and allows 
the teams to build a minimal investment without 
suffering the consequences of events.

1. Roll a die. The team rolls the die. The roll 
represents the amount of funds or resources 
available to the team for that turn only. The team 
may choose to spend this total by moving along 
the business track or it may choose to ...

2. Purchase and deploy program area investment 
cards. Each turn a team may choose to purchase 
and deploy up to two program area investment 
cards. When a team purchases and deploys the 
card, they read the card's description out loud. 
The cost of the upgrade is listed in the upper 
right-hand corner of the card, and the team 
subtracts this cost from the number rolled in phase one. The team cannot purchase 
upgrades costing more than its total roll.

3. Move token along the business track. The team then moves the remainder of its 
resources along the business track. In the previous example, the team rolled a [5] 
and spent two of these points on upgrades. It may then move [3] - [that is, 5 - 2] - 
along the business track.

Game Play (moves three and above): Each move, 
each team must decide how to balance its security 
investment with forward movement along the 
business track. Play proceeds through five phases.

1. Roll a die. The team rolls the 
die. As during the first two 
moves, the roll represents the 
amount of funds or resources 
available to the team for that 
turn only.

2. Draw an event card. The team then draws an 
event card and reads the card's description out 
loud. In some cases, the team will draw a "no 
event" card, in some cases it will draw a chance 
card (which yields a positive bonus), and in still 
other cases it will draw a consequential event.

PROGRAM AREA
INVESTMENT CARD

CONSEQUENTIAL
EVENT CARD
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In the case of a consequential event, the card indicates the amount of capability in 
each investment area the team must possess if it is to resist the event or at least 
minimize the consequence suffered. The card describes the event, displays a desired 
and baseline capability, and specifies the consequence the team must absorb. The 
team compares their program area investment totals from the investment sheet to 
both the desired and baseline capabilities on the card. If the team meets or exceeds 
the score in every quadrant (either desired or baseline), it receives the consequence 
listed immediately to the right of that capability listing. If it fails to meet the baseline 
capability, it receives the consequence on the far left.

For example, using the card shown here, a team with the investment score G: 12, E: 
8, A: 12, R: 14 would exceed the desired capability and suffer a consequence of (-1). 
Alternatively, a team with the investment score G: 5, E: 2, A: 7, R: 9 would suffer the 
consequence (C), which indicates that the team must move to the crisis track. Note 
that the team exceeded the baseline capability in three of the four areas (G, A, and 
R) but fell short in enforcement (E). Again, the team's score in each area must meet or 
exceed the requirement specified to move to the less severe consequence.

Once an event card is played, the person or team playing the card places it in a common 
discard pile.

3. Calculate the new resource total. In the case of a consequential event, the team 
subtracts the event card's consequence value from its initial die roll. This may result 
in a positive or negative outcome. For example, if a team rolls a (3) and then receives 
a consequence of (-4), its resource total is now (-1). If the difference is positive, the 
team may use this amount to either purchase and deploy upgrades or move along 
the business track. In the case of a chance card, the team simply adds the bonus 
amount to its roll total.

4. Purchase and deploy upgrades. This 
phase is identical to the purchase and 
deploy phase the teams executed 
during their first two moves (see above).

5. Move token along the business track. 
The team moves forward if it has any 
resources remaining from previous 
phases. It moves backwards if its 
resource total at this point is negative. 
This will happen when a team suffers a 
consequential event that exceeds the 
value of its roll.  
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minimize the consequence suffered. The card describes the event, displays a desired 
and baseline capability, and specifies the consequence the team must absorb. The 
team compares their program area investment totals from the investment sheet to 
both the desired and baseline capabilities on the card. If the team meets or exceeds 
the score in every quadrant (either desired or baseline), it receives the consequence 
listed immediately to the right of that capability listing. If it fails to meet the baseline 
capability, it receives the consequence on the far left.

For example, using the card shown here, a team with the investment score G: 12, E: 
8, A: 12, R: 14 would exceed the desired capability and suffer a consequence of (-1). 
Alternatively, a team with the investment score G: 5, E: 2, A: 7, R: 9 would suffer the 
consequence (C), which indicates that the team must move to the crisis track. Note 
that the team exceeded the baseline capability in three of the four areas (G, A, and 
R) but fell short in enforcement (E). Again, the team's score in each area must meet or 
exceed the requirement specified to move to the less severe consequence.

Once an event card is played, the person or team playing the card places it in a common 
discard pile.

3. Calculate the new resource total. In the case of a consequential event, the team 
subtracts the event card's consequence value from its initial die roll. This may result 
in a positive or negative outcome. For example, if a team rolls a (3) and then receives 
a consequence of (-4), its resource total is now (-1). If the difference is positive, the 
team may use this amount to either purchase and deploy upgrades or move along 
the business track. In the case of a chance card, the team simply adds the bonus 
amount to its roll total.

4. Purchase and deploy upgrades. This phase is identical to the purchase and deploy 
phase the teams executed during their first two moves (see above).

5. Move token along the business track. The team moves forward if it has any 
resources remaining from previous phases. It moves backwards if its resource total at 
this point is negative. This will happen when a team suffers a consequential event 
that exceeds the value of its roll.  

Additional Rules:

1. The crisis track: A team enters the crisis track at the nearest entry path. If the team is 
equidistant between two entry paths, it moves to the closest path behind its current 
space. The team must complete one circuit of the crisis track before returning to the 
business track via the same path it entered. On its exit roll, a team may apply any 
excess resources to move along the business track. It does not draw an event card on 
its exit move.

While on the crisis track, a team does not draw event cards or purchase upgrades.

2. Zones. The board is divided into five zones (S, 1, 2, 3, and 4). The start of each zone is 
marked with a colored space and the zone number. This zone continues until the next 
zone. Zones indicate the level of upgrade the team may purchase. For example, in 
the start zone (which runs from S to the space immediately before the zone 1 space), 
the team cannot purchase any upgrades. In zone 1, it can purchase upgrades of level 
1, in zone 2 it can purchase upgrades of level 1 or 2, and so on through zone 4.

The upgrade level is indicated by the black button in the upper right-hand corner of 
the upgrade cards. The upgrades in each program investment area run from level 0 
(baseline) through level 4. For example, the level 1 upgrade in the safeguards 
personnel investment area is labeled P1 while the level 1 upgrade in the safeguards 
information and data security investment area is labeled DS1.
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In addition, the zones function as milestones. After a team has entered a new zone, it 
cannot return to a lower zone, even in cases when a consequential event would 
otherwise push a team in to a lower zone.

3. Prerequisites. Some program area investment cards have prerequisites, and the 
prerequisite must be played before the upgrade. The prerequisite (or prerequisites) 
are listed in the black button on the middle section of the program area investment 
card. For example, the P2 card shown above has a prerequisite of AG2. This means 
that the team must play the AG2 card before playing the P2 card.

4. Persistent Events. Event cards 
featuring a dark grey background 
represent persistent events. The 
team that draws this event pays 
the consequence each turn it 
cannot meet the capability 
specified on the card.

5. Common Events. Some event 
cards are marked with an orange 
"E" button in the upper 
right-hand corner. These events 
apply to every team, regardless of 
which team draws the card.

6. Event Deck Ratios. The 
recommended event deck 
includes one-third "no event" 
cards, one-third chance cards, 
and one third consequential 
event cards. Of the consequential 
event cards, one-third should be 
common, or "E," events.

7. Event Deck Re-Use. The event deck should contain at least 36 total cards. When all 
the cards in the event deck are played, the teams should reshuffle the discard pile 
and replay the deck. 

6 of 6


