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Weighted Decision Matrix
A Weighted Decision Matrix is a structured technique for making a decision, particularly in cases where you 
are considering many criteria of varying importance.

When to Use a Weighted Decision Matrix 
•	 When one opportunity or problem must be selected to work on. 
•	 When only one solution or problem-solving approach can be implemented. 
•	 When only one new product or service can be developed. 

To use a Weighted Decision Matrix, you need the following information: 
•	 a	set	of	well-defined	success	criteria	relative	to	your	stated	goals,	and	within	your	stated	constraints;
•	 a	set	of	weights	that	define	the	relative	importance	of	each	criterion;	and
•	 a well-defined	set	of	proposed	solutions	to	be	ranked.

Step ONE
Brainstorm	success	criteria	appropriate	to	your	situation.	Where	possible,	involve	several	different	stakeholders	
in this process. Also include people with the expertise necessary to understand what it takes to implement 
the idea – and what might go wrong. Reduce the list of criteria to those that the evaluators believe are most 
important. 
List your success criterion as row headings on a two-dimensional table, and list all of the solutions you’re 
evaluating as column headings. 

Tip: It’s important that the criteria be independent of one another, or as nearly so as pos-
sible. Also, if a proposed solution scores very poorly for a factor, decide whether this rules 
that solution out altogether.

Here are 6 sample criteria for selecting the best solution: 
•	 Market potential –	how	likely	will	the	proposed	solution	appeal	to	a	sufficiently	large	market?	
•	 Fit with existing products –	how	well	does	the	proposed	solution	fit	with	our	current	strategy,	product	

portfolio,	competencies	etc?	
•	 Profit	potential	–	how	likely	will	the	proposed	solution	hit	profit	targets?	
•	 Return on Investment (or Return on Innovation) – how likely will the proposed solution produce a 

financial	return	compared	to	the	resources	invested?
•	 Time-to-market	–	how	likely	can	we	implement	the	proposed	solution	within	the	required	time-frame?	
•	 Low capital requirements	–	how	much	capital	is	required	to	develop	and	deliver	the	solution?

Other success criteria include: low risk, alignment with strategic goals, target growth rate and competitor barrier to entry. 

Step TWO
Determine a weighting factor for each success criterion based on how important that criterion is to the situation.
For example, if low cost is a key criterion in evaluating alternatives, make sure that it is assigned a high 
weighting factor relative to other criteria. It’s critical that the high end of the criteria scale is always the end 
you	would	want	to	choose.	Criteria	such	as	cost,	resource	use	and	difficulty	can	cause	mix-ups.	If	your	rating	
scale sometimes rates a desirable state as 5 and sometimes as 1, you will not get correct results. You can 
avoid	this	by	rewording	your	criteria:	Say	“low	cost”	instead	of	“cost”;	“ease”	instead	of	“difficulty.”	
Different	criterion	can	have	the	same	weight.
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Step THREE 
Evaluate each proposed solution against each criterion. Work your way down the columns of your table, 
and determine a scoring factor for each proposed solution based on how well it meets each of your success 
criterion.	Score	each	option	from	0	(poor)	to	5	(very	good).	Note	that	you	do	not	have	to	have	a	different	score	
for each proposed solution. You also do not have to use whole numbers.

Step FOUR
Calculate the weighted score for each criterion by multiplying the weighting factor you determined in step 2 
by the scoring factor you determined in step 3. This will give you weighted scores for each solution/success 
criterion combination. 

Step FIVE
Total the weighted scores for each criterion to calculate the weighted score totals for each proposed solution. 
The solution that scores the highest is your best option!

Tip: If your gut tells you that the top scoring solution isn’t the best one, then reevaluate the 
scores and weightings that you’ve applied. This may be a sign that certain factors are more 
important to you than you initially thought.

Weighted Decision Matrix – Example
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Market potential 0.7 4 3 4 5 3

Fit with existing products 0.5 3 5 4 3 4

Profit	potential 0.8 2 5 3 4 4

ROI 0.7 4 3 5 2 4

Time-to-market 0.5 0 4 3 5 4

Low capital requirements 0.4 5 3 5 2 4

Totals 12.2 13.9 14.2 12.9 13.7

Tip: When evaluating ideas via Weighted Decision Matrix, let the outcome guide your 
thinking, not determine your choice.


