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will be most affected, and he or she can consider whether this argues for either 
modifying the plan or modifying the strategy for announcing the plan.

▸▸ The Method 
The impact matrix process involves the following steps (a template for using the 
Impact Matrix is provided in Figure 11.6):

✶✶ �Identify all the individuals or groups involved in the decision or issue. The 
list should include: me, my supervisor, my employees or subordinates, my 

customer, my colleagues or counterparts in my office or agency, and my 
counterparts in other agencies.

✶✶ �Rate how important this issue is to each actor or how much they are likely 
to care about it. Use a three-point scale: Low, Medium, or High. Their level 
of interest should reflect how great an impact the decision would have on 
such issues as their time, their quality of work life, and their prospects for 
success.

✶✶ �Categorize the impact of the decision on each actor as mostly positive 
(P), neutral (N), or mostly negative (N). If a decision has the potential to 
be negative, mark it as negative. If in some cases the impact on a person 
or group is mixed, then either mark it as neutral or split the group into 
subgroups if specific subgroups can be identified.

✶✶ �Once the matrix has been completed, assess the likely overall reaction to 
the policy.

✶✶ Develop an action plan.

✶✶ �Identify where the decision is likely to have a major negative impact and 
consider the utility of prior consultations.

✶✶ �Identify where the decision is likely to have a major positive impact and 
consider enlisting the support of key actors in helping make the decision 
or procedure work.

✶✶ Announce the decision and monitor reactions.

✶✶ Reassess the action plan based on feedback received on a periodic basis.

▸▸ Origins of This Technique
The Impact Matrix was developed by Mary O’Sullivan and Randy Pherson, 
Pherson Associates, LLC, and is taught in courses for mid-level managers in the 
government, law enforcement, and business.
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• Actors: A list of the key individuals or groups involved in the issue or decision.
• Level of Interest (or salience): Rate how important this issue is to each actor or how much they
 are likely to care about it. Their level of interest should reflect how great an impact the decision
 would have on their time, their quality of work life, their prospects for success, etc. 
• Impact of Decision: Categorize the impact of the decision on each actor as mostly Positive (P),
 Neutral or Mixed (0), or mostly Negative (N). If a decision has the potential to be negative, mark
 it as negative. If, in some cases, the impact on a person or group is mixed, then mark it neutral.
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