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11.3	 PROS-CONS-FAULTS-AND-FIXES

P
�ros-Cons-Faults-and-Fixes is a strategy for critiquing 
new policy ideas. It is intended to offset the human 
tendency of a group of analysts and decision makers 
to jump to a conclusion before full analysis of the 
problem has been completed.

▸▸ When to Use It
Making lists of pros and cons for any action is a common approach to decision 
making. The “Faults” and “Fixes” are what is new in this strategy. Use this technique 
to make a quick appraisal of a new idea or a more systematic analysis of a choice 
between two options.

One advantage of Pros-Cons-Faults-and-Fixes is its applicability to virtually 
all types of decisions. Of the various structured techniques for decision 
making, it is one of the easiest and quickest to use. It requires only a certain 
procedure for making the lists and discussing them with others to solicit 
divergent input.

In the business world, the technique can also be used to discover potential 
vulnerabilities in a proposed strategy to introduce a new product or acquire a 
new company. By assessing how Pros can be “Faulted,” one can anticipate how 
competitors might react to a new corporate initiative; by assessing how Cons can 
be “Fixed,” potential vulnerabilities can be addressed and major mistakes avoided 
early in the planning process.

▸▸ Value Added
It is unusual for a new idea to meet instant approval. What often happens in 
meetings is that a new idea is brought up, one or two people immediately explain 
why they don’t like it or believe it won’t work, and the idea is then dropped. On 
the other hand, there are occasions when just the opposite happens. A new idea is 
immediately welcomed, and a commitment to support it is made before the idea 
is critically evaluated. The Pros-Cons-Faults-and-Fixes technique helps to offset this 
human tendency to jump to conclusions.

The technique first requires a list of Pros and Cons about the new idea or 
the choice between two alternatives. If there seems to be excessive enthusiasm 
for an idea and a risk of acceptance without critical evaluation, the next step is 
to look for “Faults.” A Fault is any argument that a Pro is unrealistic, won’t work, or 
will have unacceptable side effects. On the other hand, if there seems to be a bias 

toward negativity or a risk of the idea being dropped too quickly without careful 
consideration, the next step is to look for “Fixes.” A Fix is any argument or plan that 
would neutralize or minimize a Con, or even change it into a Pro. In some cases, 
it may be appropriate to look for both Faults and Fixes before comparing the two 
lists and making a decision.

The Pros-Cons-Faults-and-Fixes technique does not tell an analyst whether 
the Pros or the Cons have the strongest argument. That answer is still based on the 
analyst’s professional judgment. The role of the technique is to offset any tendency 
to rush to judgment. It also organizes the elements of the problem in a logical 
manner that can help the decision maker make a carefully considered choice. 
Writing things down in this manner helps the analyst and the decision maker see 
things more clearly and become more objective and emotionally detached from 
the decision. (See Figure 11.3.)

▸▸ The Method
Start by clearly defining the proposed action or choice. Then follow these steps:

✶✶ �List the Pros in favor of the decision or choice. Think broadly and creatively, 
and list as many benefits, advantages, or other positives as possible.

Faults Pros Cons Fixes

Fault Pro A Pro A Con A Fix Con A

Pro B Con B Fix Con B

Fault Pro C Pro C Con C

Fault Pro D Pro D Con D Fix Con D

A Fault is any argument that the option is unrealistic, won’t work, or will have 
unacceptable side effects. Identifying faults allows you to troubleshoot your 
Pros. 

A Fix is any argument or plan of action that would neutralize or miminize a Con, 
or even change it into a Pro. Identifying fixes allows you to improve the chances 
of success for an option by removing possible obstacles.

	 Figure 11.3	 Pros-Cons-Faults-and-Fixes Analysis




