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Impact / Ease grid

Description:
An effective method to prioritise a list of 6-15 items. The impact/ease grid gains agreement on the
20% of issues that are causing 80% of the problems, or the 20% of actions that will contribute 80% to
the solution. The impact/ease grid effectively prioritises issues or actions against two criteria, usually
“impact” (ie the effect the issue or action has), and ease (ie how easy it will be to fix or implement).

We have found over the years that this is the most effective decision-making tool in our toolkit. By
involving their staff in decisions reached via this approach, managers can confidently delegate
decision-making to lower levels, freeing themselves to address the more important strategic issues.
You will be surprised how the decisions made by a small group of staff will reflect your own decision
approach.

Method:
1. Generate a list of issues or actions using brainstorming or Nominal Group Technique.

2. Select and define the prioritising criteria. For example, “Impact” may be defined as “impact on
achieving your 3 year objectives” and “Ease” may be defined as “cost, available skills, and level of
management support”.

3. Divide the group in two.

4. The first group rates the list of issues or actions for “impact”. Each item on the list is given a rating
out of 10, with 1 being the lowest impact, and 10 being the highest. As a starting point, choose the
items with the highest and lowest impacts, and rate these as 10 and 1 respectively. These are then used
as benchmarks to rate the rest of the list.

 Tip: To avoid one person dominating the decisions, it’s best to have each person write down the rating
they believe each item should have, and then share and come to agreement on a final score.

5. The second group rates the same list for “ease”, with a rating of 10 for the easiest, and a rating of 1
for the hardest. Again, a starting point is to agree on the easiest item and give this a 10, then agree on
the most difficult item and rate this as a 1. Use these two as the benchmark to rate all others.

6. When all items are rated, the two groups combine their results.

7. Plot each item on a grid which has “ease” on the x-axis and “impact” on the y-axis. The items
appearing in the top right hand corner are selected as the highest priority (or tactical items), as they
have the highest impact and the greatest ease of implementation. Those items which appear in the top
left corner (ie high impact but hard to do) are typically the strategic issues and should be given careful
consideration. Look for opportunities to break them down into smaller components that are
individually much easier to do
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Example:
A t ypical li st of  acti ons t o im prove comm uni cati on mi ght  l ook l ike thi s: 

1. put  up a not i ce boar d in the tea r oom  f or  announcem ents

2. have a staff  meet ing ever y second Tuesday

3. publi sh a com pany newslet ter

4. t rain each supervisor in comm uni cati on skil l s

5. arr ange for one per son fr om  each depart ment  to work in a dif f er ent depar t ment  for one day ever y 3
m onths

6. product i on wi ll  chal lenge t he sales team to a gam e of  voll eybal l in the car park af ter  wor k

7. t rain al l st aff  t o use e- mail 

8. conduct  a st aff  sur vey t o get  f eedback on how the new changes are working.

First  defi ne th e cri teri a:

1. i mp act—how much ef f ect it  wi ll  have on com m unicat i on if  we im plement this suggest ion in our 
organisati on

2. ease—how easy it  wi ll  be t o do,  i n ter ms of  t im e, money and ot her  r esour ces

Aft er  r ati ng,  each item is posi t ioned on the gri d, li ke this: 

In this example items 2 and 7, followed by 5 and 8 would be the highest priority and therefore the first
actions to implement.

Approximate time required:
20-30 minutes
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