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▸▸ The Method
Create a Decision Matrix table. To do this, break the decision problem down into 
two main components by making two lists—a list of options or alternatives for 
making a choice and a list of criteria to be used when judging the desirability of 
the options. Then follow these steps:

✶✶ �Create a matrix with one column for each option. Write the name of each 
option at the head of one of the columns. Add two more blank columns 
on the left side of the table.

✶✶ �Count the number of selection criteria, and then adjust the table so that it 
has that many rows plus two more, one at the top to list the options and 
one at the bottom to show the scores for each option. In the first column 
on the left side, starting with the second row, write in all the selection 
criteria down the left side of the table. There is some value in listing them 
roughly in order of importance, but doing so is not critical. Leave the 
bottom row blank. (Note: Whether you enter the options across the top 
row and the criteria down the far-left column, or vice versa, depends on 
what fits best on the page. If one of the lists is significantly longer than the 
other, it usually works best to put the longer list in the left-side column.)

✶✶ �Assign weights based on the importance of each of the selection criteria. 
There are several ways to do this, but the preferred way is to take 100 
percent and divide these percentage points among the selection criteria. 
Be sure that the weights for all the selection criteria combined add to 100 
percent. Also be sure that all the criteria are phrased in such a way that a 
higher weight is more desirable. (Note: If this technique is being used by 
an intelligence analyst to support decision making, this step should not 
be done by the analyst. The assignment of relative weights is up to the 
decision maker.)

✶✶ �Work across the matrix one row at a time to evaluate the relative ability of 
each of the options to satisfy each of the selection criteria. For example, 
assign ten points to each row and divide these points according to an 
assessment of the degree to which each of the options satisfies each of 
the selection criteria. Then multiply this number by the weight for that 
criterion. Figure 11.2 is an example of a Decision Matrix with three options 
and six criteria.

✶✶ �Add the columns for each of the options. If you accept the judgments and 
preferences expressed in the matrix, the option with the highest number 
will be the best choice.

When using this technique, many analysts will discover relationships 
or opportunities not previously recognized. A sensitivity analysis may find 
that plausible changes in some values would lead to a different choice. For 
example, the analyst might think of a way to modify an option in a way that 
makes it more desirable or might rethink the selection criteria in a way that 
changes the preferred outcome. The numbers calculated in the matrix do 
not make the decision. The matrix is just an aid to help the analyst and the 
decision maker understand the trade-offs between multiple competing 
preferences.

▸▸ Origins of This Technique
This is one of the most commonly used techniques for decision analysis. Many 
variations of this basic technique have been called by many different names, 
including decision grid, Multiple Attribute Utility Analysis (MAUA), Multiple Criteria 
Decision Analysis (MCDA), Multiple Criteria Decision Making (MCDM), Pugh 
Matrix, and Utility Matrix. For a comparison of various approaches to this type 
of analysis, see Panos M. Parlos and Evangelos Triantaphyllou, eds., Multi-Criteria 
Decision Making Methods: A Comparative Study (Dordrecht, The Netherlands: Kluwer 
Academic Publishers, 2000).

% Weight Option 1 Option 2 Option 3

Criterion 1 30% 3.5 × 30 = 105 3 × 30 = 90 3.5 × 30 = 105

Criterion 2 10% 3.5 × 10 = 35 2 × 10 = 20 4.5 × 10 = 45

Criterion 3 20% 2.5 × 20 = 50 4.5 × 20 = 90 3 × 20 = 60

Criterion 4 20% 4 × 20 = 80 2.5 × 20 = 50 3.5 × 20 = 70

Criterion 5 15% 3 × 15 = 45 4 × 15 = 60 3 × 15 = 45

Criterion 6 5% 3.5 × 5 = 17.5 2.5 × 5 = 12.5 4 × 5 = 20

Totals 100% 332.5 322.5 345

	 Figure 11.2	 Decision Matrix




