
Decision Matrix
Navigate a decision without stalling in analysis paralysis.

Evaluation criteria are the factors your team uses to measure the relative effectiveness of one possible solution against the
others. Look not only at what might create success, but also at what might cause failure.

S E L E C T  E V A L U A T I O N  C R I T E R I A

Identify the criteria relevant to the problem. Brainstorm the possibilities, then agree on which ones matter most for selecting a
solution.

Weigh each criterion by how much it affects the outcome. Enter whole numbers (25 for 25%); the weights must add up to
100%.

Score and tabulate. Rate every option 1 to 10 against each criterion, and agree in advance whether a higher or lower score
wins.

W E I G H T  S C A L E  ·  M U S T  E Q U A L  1 0 0 % R A T I N G  S C A L E  ·  1  T O  1 0  ·  A L T E R N A T I V E  S O L U T I O N S  ( O P T I O N S )

C R I T E R I A W E I G H T O P T I O N  A O P T I O N  B O P T I O N  C O P T I O N  D O P T I O N  E

Weighted total

N O W ,  T A K E  N E X T  R I G H T  A C T I O N

Compare the weighted totals, sanity-check the result against your gut, and commit on time and on budget. Then take the next

right action to move it forward.
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