
DECISION MATRIX 
This matrix approach can be used for any complex, multi-factor problem, challenge,  decision, 
etc. If you do this process honestly, taking your time and including all your thoughts, feelings, 
wishes, and dreams, you will arrive at a fairly accurate indication of which choice would be the 
best fit for you, based on combining all your lifestyle priorities and decision-choice rankings. 

As you read the instructions, see the example on page 5. I hope it will clarify the 
instructions as you work through them. 
[If there are two people trying to decide together, the beauty of this matrix method is that you 
can come up with personal results while still discussing/comparing goals and priorities 
together.] 
 

1. Make a pot of coffee or tea. Pour your first cup.  
2. List ALL the goals/objectives you wish to achieve.  

This includes personal goals, job-related goals, life-style related goals, etc. 
Make your list using headings and subheadings. Don’t worry about prioritizing at this 
point. Particularly focus on items that will be affected by this decision, goals specifically 
involved in this decision, and other aspects that come to mind. 
 
This takes time. So TAKE the time! This could be a long list (much longer than in the 
example). An honest and extensive list of your personal goals absolutely results in a clearer 
decision at the end of this process. 
 
[**For a decision involving 2 people, each makes his/her own list independently. Then you 
create one combined list to include BOTH people’s goals. Where headings and/or 
subheadings match, group both people’s goals together under them.] 

3. Take a break. Pour another cup of tea or coffee. 
4. Now that your combined list is complete, label your list's headings with a 

number-letter system, with headings numerical and subheadings alpha. (e.g., 
1a, 1b, 1c, 2a, 2b, 2c, 3a, 3b, etc.)  
Example: (The example decision is trying to decide between three jobs.) 
1. Income 
 a) To maximize disposable income  
 b) To increase significantly our current income 
 b) To be able to save for future big investment (e.g., new home) 
2. Social 
 a) To live in a friendly community where people share values like mine 
 b) To live near a varied selection of entertainment venues 
 c) To have access to a great community centre with lots of facilities 
3.  Work 
 a) To have work that is both challenging and enjoyable 
 b) Employment contract includes family benefits (medical, dental, etc.) 
 c) Workplace is close to home (short commute) 
 d) Clearly defined opportunity for advancement in the company 
4.  etc 
 



5. Pause and refill your cup of tea or coffee. 
6. Now we’ll begin to create your ‘score sheet’. Use a new piece of paper. 

 
Vertical column 1: In a column going down the left hand side of the page, place the 
number-labels with their main-heading titles from your list of goals. Add the letter-labels 
(not the words) for all the sub-headings in each category. 
 

7. PRIORITIZE each goal/objective. Use Vertical column 2 [and 3, if there are two people] 
 
This is the tough part. Refer back to your list of goals/objectives and prioritize them. Give 
each a number according to its PRIORITY order. The highest priority gets the biggest 
number. List these priority numbers vertically in column 2 [and 3], to the right of the goal 
number/letter labels. These numbers will serve as PRIORITY MULTIPLIERS later. 
 
(In the example, there are 16 items in their list of goals/objectives, so their goals are 
priority-scored from 16 through 1; highest priority gets 16, lowest gets 1. In this example, 
“His” goal 4d is his highest priority goal; “Her” highest priority is goal 4c; and they have both 
given exactly the same priority to goals 2a and 4a. ) 
 

8. TOP ROW: DECISION CHOICES 
Create the headings for the remaining vertical columns across the top of 

the score-sheet page. These headings are the things you’re trying to 
choose between in this decision-making. They’re the existing CHOICES. 
(e.g. If you’re making a job-choice decision, the headings would be the jobs 

you’re trying to choose between, including your current job if it is one of your 
choices. You’d put the names of these jobs in those cells, rather than “Choice 1” etc. as 
shown in the example grid.) 
 

9. Now RANK the above decision-CHOICES for each goal/objective. Here’s how. 
Ignore for a moment your goal Priorities set in #5 above. That is, ignore the 2nd [and 3rd, if 
two people] vertical column(s) for the moment. 
 
Look at the first listed goal/objective in Column 1. (In the example, it’s 1a, “to maximize 
disposable income”). RANK the decision-CHOICES horizontally across the row according 
to how each meets that goal/objective. Give each CHOICE a decreasing number value. (In 
the example with 3 decision-CHOICES along the top, for goal 1a, you’d give 3 points to the 
CHOICE that will best result in maximum disposable income, then the next-best one 2 
points, then the last choice 1 point.) NOTE: You are ranking the decision-CHOICES 
according to the FACTS as you see them, not personal preferences here. 
 
The RANK becomes the first number in each row under the vertical CHOICE column. [For 
two people: use a separate sub-column for each person.] In the example grid, the goal 1a 
row shows “His” RANK numbers in green font.  
 
Continue this RANK process down the full list of your goals/objectives.  
 



10. Whew. We’re getting there. Need a potty break? Another cuppa?  
 
We’re about to do a little math work now, but don’t worry, it’s not as tough as it 
seems when I first describe it. Refer to the example grid as you read, and all will 
come clear. 
 

11. Using the PRIORITY MULTIPLIER from #6 and the CHOICE-RANK numbers from #8: 
Multiply your PRIORITY MULTIPLIER number by the CHOICE-RANK number. Put the 
RESULT number beside the CHOICE-RANK number in each column.  
 
In the example grid, I’ve color-coded the “His” examples for Goal 1a. The red “2” is his 
Priority Multiplier, and each Choice-Rank number is in green. Where you see “3 ~ 6”, the 
“6” is the RESULT of his priority multiplier (2) x his choice rank number (3): (2x3=6). 
So the 6 becomes the right-side (RESULT) number for that goal/choice combo. 
 
There’s no need to “show your work” by showing the multiplication in each cell. In the 
example grid, the multiplication is there just to illustrate how we got the RESULT numbers. 
As you develop your grid, you can just put the RESULT number to the right of the RANK 
number in each cell. 
 

12. You’re getting close to seeing some results! Maybe it’s time to open 
a bottle of wine? 
 

13. Add up your totals vertically (that is, you are totalling the RESULT numbers you 
wrote in the right side of each cell). Put the that total number in the bottom row. [For 
two people, make an additional bottom row in which you’ll place the grand total of HIS 
TOTAL + HER TOTAL.] 
 
Those totals tell you which of the decision-choices comes out on top. The biggest 
number in the totals row indicates the decision that would be the best fit for you, 
based on combining all your priorities and choice-rankings. 
 
Now that you have the matrix decision result . . . Go After it! 
 

14. [For two people: If the results are different, you can either  
- use the grand total numbers described in #11 above, or  
- leave as a difference and discuss your individual results to try to reach a consensus. See 
below.] 
 
How To Reach A Consensus 
Review (separately or together) your PRIORITY numbers and CHOICE-RANKING 
numbers. Discuss and ‘negotiate’ your differences to see if a consensus can be arrived at 
on any of the points on the list. Work and re-work totals in this manner. At the very least, 
you will find out the goals/objectives on which each of you are firm and/or flexible. 
 
Another interesting exercise is to look at your PRIORITY numbers in columns 2 & 3 and 
compare them using one or both of the following techniques: 



- For each goal/objective, take an average to see your combined prioritization. 
- For each goal/objective, find the difference between your two priority scores. This lets you 
see where you are most alike and different in your views/feelings on each of your 
goals. This can be a very interesting relationship discussion! 
 

15. Save all matrixes so you can have a good laugh next year or 5 years from now and/or 
for your biographer to gain insights! 



EXAMPLE MATRIX GRID 
 

Goals/ 
Objectives/ 

Aspects 

Priority 
Multipliers 

Choice 1 
(result of choice rank 

times priority multiplier) 

Choice 2 
(result of choice rank 

times priority multiplier) 

Choice 3 
(result of choice rank 

times priority 
multiplier) 

 His Hers His Hers His Hers His Hers 

1. Income         

goal  a 
 

2  1 1  ~  2 
(2x1 = 2) 

1  ~  1 
(1x1= 1) 

3  ~  6 
(2x3 = 6) 

2  ~  2 
(1x2 = 2) 

2  ~  4 
(2x2 = 4) 

3  ~  3 
(1x3 = 3) 

goal  b 9 11 1  =  9 2 = 22 2 = 18 3 = 33 3 = 27 1 = 11 

goal  c 10 13 2 = 20 2 = 26 1 = 10 1 = 13 3 = 30 3 = 39 

2. Social         

goal  a 3 3       

goal  b 11 10       

goal  c 13 12       

3. Housing         

goal  a 4 2       

goal  b 1 6       

goal  c 12 7       

4. Work              

goal  a 5 5       

goal  b 6 8       

goal  c 7 16       

goal  d 16 14       

5. Travel             

goal a 15 4       

goal  b 14 15       

goal  c 8 9       

TOTALS of Multiplier 
Results 

      

TOTALS of His/Her Results    

 


