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Ease / Importance Matrix 

INTRODUCTION 

The Ease / Importance Matrix is a tool to help with decision-making. And it’s based upon The Boston Consulting 
Group's product portfolio matrix (BCG Matrix). It provides a visual representation of the importance of options and the 
difficulty of carrying out those same options on the same picture. The ranking of importance and ease (difficulty) is 
relative. This is deliberate to avoid losing time on very precise evaluation (so-called, ‘paralysis by analysis’). Not least, 
because ‘importance’ and ‘ease’ may not be quantifiable. That’s to say, using a numeric measure. This means, of course, 
that the process incorporates an element of subjectivity. And this, in-turn, can lead to some unintentional bias when 
ranking options. The YourCoachApproach Ease / Importance Matrix has adapted the BCQ Matrix to help highlight where 
unintended bias may occur 

The Ease / Importance Matrix separates options into four categories: 

 Unimportant and difficult (bottom left) 
 Unimportant and easy (top left) 
 Important and difficult (bottom right) 
 Important and Easy (top right) 

Once the matrix has been filled out it gives two action areas: bottom left and top right 

 Bottom left: Unimportant and difficult. Action: stop, don’t do, get rid of, delegate, outsource 
 Top right: Important and easy. Action: Start, do more of, improve 

The options in top left and bottom right aren’t considered. This is because once the options in top-right and bottom-left 
are completed they’re removed from the matrix. The relative ease and importance of the remaining options will now 
have changed, and the matrix will need to be reworked. But only if further decisions are required 

HOW TO COMPLETE THE MATRIX 

1. Create a list of options. This will have been discussed in your Coaching Session. Please refer to your Coaching Notes 
if you need more information 

2. Number your options starting at 1, and going up in whole numbers 
3. If using an A4 piece of paper for the Ease / Importance Matrix create numbered squares of paper (an amount equal 

to your number of options). As these will be placed on the matrix it might be worth attaching some Blu Tack to 
them. Or creating them from the sticky part of post-it notes. If using a large object, such as a wall or table, for the 
Ease / Importance Matrix then you could use post-it notes 

4. Identify the number that relates to the most important option. Place it on the far RHS of the matrix and halfway up 
vertical axis 

5. Identify the number that relates to the least important option. Place it on the far LHS of the matrix and halfway up 
the vertical axis 

6. Next identify the number that relates to next most important option. Place it on the matrix, halfway up the vertical 
axis and on the point along the horizontal axis which represents it relative importance to the most important and 
least important numbers already placed on the matrix 

7. Repeat with the number that relates to the next least important option. Keep going in this manner until all numbers 
have been placed on the matrix. At this point the numbers will be in a horizontal line across the middle of the matrix 
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8. Now identify the number that relates to the easiest option. Move that number on the matrix to the very top, whilst 

retaining its horizontal position 
9. Then identify the number the relates to the hardest option. Move that number on the matrix to the very bottom, 

whilst retaining its horizontal position 
10. Repeat with each of the numbers on the matrix in the alternating order next easiest, next hardest until all numbers 

have been moved to their relative position on the vertical axis (and retaining their relative position on the horizontal 
axis)  

11. Next to each number on the matrix draw a smiley face or Red-Amber-Green (RAG) indicator. Red relates to options 
you don’t like, green for options you do like. And amber for options you don’t have a strong opinion of. Like and 
dislike are subjective. Go with your gutfeel 

12. And you’re done 

 

 

 


