Forced Decision Matrix

A Decision Matrix provides an efficient method to prioritize a large number of competing items.

It is a process by which each team member compares each item, on an individual basis, to every other item prioritizing one over the other. Prioritization is then determined by frequency. A count of item numbers quickly, effectively, and efficiently determines a rank order of items. A short example is provided below to assist with understanding.

I. Sample Project Listing Repaint interior of facility Replace carpet throughout facility Replace all furnishings
Install synthetic grass play field

Purchase risers for choir and band performances Purchase and install spectator bleachers Remove and replace exterior landscaping

New flooring in gymnasium

Purchase new dining tables in cafeteria Install overhead projectors in all classrooms

AI. Assign a project number to each project Project #1 ‐ Repaint interior of facility Project #2 ‐ Replace carpet throughout facility Project #3 ‐ Replace all furnishings
Project #4 ‐ Install synthetic grass play field

Project #5 ‐ Purchase risers for choir and band performances Project #6 ‐ Purchase and install spectator bleachers Project #7 ‐ Remove and replace exterior landscaping Project #8 ‐ New flooring in gymnasium

Project #9 ‐ Purchase new dining tables in cafeteria Project #10 ‐ Install overhead projectors in all classrooms

III. Create a matrix listing each project on each axis

	
	Projects
	1.Repaintinterioroffacility
	2.Replacecarpetthroughoutfacility
	3.Replaceallfurnishings
	4.Installsyntheticgrassplayfield
	5.Purchaserisersforchoirandband performances
	6.Purchaseandinstallspectatorbleachers
	7.Removeandreplaceexteriorlandscaping
	8.Newflooringingymnasium
	9.Purchasenewdiningtablesincafeteria
	10.Installoverheadprojectorsinall classrooms
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	Replace all furnishings
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	Install synthetic grass play field
	
	
	
	
	
	
	
	
	
	

	5.
	Purchase risers for choir and band performances
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	Purchase and install spectator bleachers
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	Remove and replace exterior landscaping
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	New flooring in gymnasium
	
	
	
	
	
	
	
	
	
	

	9.
	Purchase new dining tables in cafeteria
	
	
	
	
	
	
	
	
	
	

	10. Install overhead projectors in all classrooms
	
	
	
	
	
	
	
	
	
	


IV. Compare projects by writing the "winning" project number of each comparison in the appropriate cell

	
	
	
	Projects
	
	1.Repaintinterioroffacility
	2.Replacecarpetthroughoutfacility
	
	3.Replaceallfurnishings
	4.Installsyntheticgrassplayfield
	5.Purchaserisersforchoirandband performances
	6.Purchaseandinstallspectatorbleachers
	7.Removeandreplaceexteriorlandscaping
	8.Newflooringingymnasium
	9.Purchasenewdiningtablesincafeteria
	10.Installoverheadprojectorsinall classrooms

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	1.
	Repaint interior of facility
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	Replace all furnishings
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	Install synthetic grass play field
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	Purchase risers for choir and band performances
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	Purchase and install spectator bleachers
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	Remove and replace exterior landscaping
	
	
	
	
	
	
	
	
	
	8
	9
	10

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	8.
	New flooring in gymnasium
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	9.
	Purchase new dining tables in cafeteria
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	10. Install overhead projectors in all classrooms
	
	
	
	
	
	
	
	
	
	
	
	

	
	V. Count the frequency of each project number
	
	Frequency
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VI. Sort/Rank projects from highest frequency to create prioritized project list

	Project
	Frequency

	
	
	
	
	

	Project 10
	8
	
	

	Project 8*
	7
	*Head‐to‐head, 8 over 2

	Project 2
	7
	
	

	Project 9
	6
	
	

	Project 3
	5
	
	

	Project 4
	4
	
	

	Project 5*
	3
	*Head‐to‐head, 5 over 1

	Project 1
	3
	
	

	Project 7*
	1
	*Head‐to‐head, 7 over 6

	Project 6
	1
	
	


*Frequency ties can be broken by review of head‐to‐head competition.

In this example, project 10 is ranked with the highest priority, followed by project 8, project 2 and project 9; with project 6 identified as the lowest priority.

