Participant Instructions 
On your own, use the next page to rate each idea (identified by number).  Rate the idea by placing a small ‘x’ or ‘dot’ in one of the 4 boxes:

A = Low cost, high impact (do it!)
B = High cost, high impact (no pain, no gain)
C = Low cost, low impact (may or may not be worth it)
X = High cost, low impact (probably not worth it) 

The horizontal axis represents impact and increases from left to right.  Vertical axis represents cost and increases from top to bottom; cost includes time, resources, and money.  Remember that the vertical axis of the matrix is situated from top to bottom, high to low.  

The mark should be placed relative to where it goes on the cost/impact scales (see samples below). The higher the impact, the further to the right the mark will be within the box; the lower the cost, the higher the mark will be within the box. 

[image: ]Marked as a high impact idea, but on the high side of the cost axis within the ‘A’ quadrant.
Marked as a low cost idea with a medium impact within the ‘C’ quadrant
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Facilitator Instructions (web meeting)

Objective:
The purpose of this exercise is to evaluate ideas in order to prioritize based on cost and impact.

Preparation:
· Schedule a webinar with the participants
· Send the 2 page Idea Evaluator Form to all participants and ask that they print it out for the session
· When opening webinar, select ‘Share Desktop’.  Open PowerPoint (Idea Evaluator Matrix) and Word (Idea Evaluator Form and blank page).
Tips for Facilitating Brainstorming
· Quantity vs. quality – promote rapid fire ideas
· Piggy-backing on other ideas is encouraged
· Capture all ideas
· All ideas are ‘good’ in the beginning – don’t allow judg-ment, discussion, or debate
· Prevent domination of one person; no long explanations
· Ask clarifying questions 



Directions (web meeting)
1. Brainstorm ideas in an open environment; list ideas   
· If done in small groups, collect and combine ideas onto one central list blank Word document (remember to save the document periodically)
2. Work with the group to combine similar ideas to minimize repetition; edit the document as you go, removing any ideas that should not be part of this exercise
3. Go over each idea to determine:
· Clarity – be sure the participants truly understand the idea – rewrite if needed
· Control – if this idea is to be considered, does this group have the ability to implement; if not, eliminate the idea
4. Assign a number to each idea sequentially (if you have more than 18 ideas, you will need a second sheet for each participant)
5. Switch to the PowerPoint slide showing the Idea Evaluator Matrix.  Explain the Idea Evaluator Matrix emphasizing these points:
· Horizontal axis represents impact and increases from left to right
· [image: ]Vertical axis represents cost and increases from top to bottom; cost includes time, resources, and money
· The matrix is made up of 4 categories:
A = Low cost, high impact (do it!)
B = High cost, high impact (no pain, no gain)
C = Low cost, low impact (may or may not be worth it)
X = High cost, low impact (probably not worth it) 

6. Ask participants to have their Idea Evaluator Form in front of them.  Read these directions to participants to clearly describe the process.
On your own, you are to rate each idea by placing a small ‘x’ or ‘dot’ in one of the 4 boxes.  The mark should be placed relative to where it goes on the cost/impact scales. The higher the impact, the further to the right the mark will be within the box; the lower the cost, the higher the mark will be within the box. 
Remember that the vertical axis of the matrix is situated from top to bottom, high to low.  

7. Once everyone has finished, 
· Option 1 – ask the participants to .PDF their documents and e-mail them to you.  Compile the results on a single form and send back to the participants with your notes and objectives for the next session
· Option 2 – open a pre-formatted polling question; ask participants to rate each of the; make sure everyone has a chance to rate all ideas
8. After step 7 is complete, the results should show an indication of how the ideas should be prioritized; lead the group in a discussion to determine best next steps based on ratings and resources.  Note the following as you discuss:
· Ideas with many marks in the ‘A’ rating may be quickly adopted as high priorities; be sure to listen to those who rated this idea as a ‘B’ or ‘C’ to be sure key concepts aren’t being overlooked
· Ideas with may ‘B’ marks require an additional discussion of resources – once again, does this group have the ability to truly implement or are there too many dependencies
· Don’t discount ideas too quickly, even if they fall into the ‘X’ or ‘C’ rating; low impact ideas may still have value


Facilitator Instructions (live group meeting)

Objective:
The purpose of this exercise is to evaluate ideas in order to prioritize based on cost and impact.

Preparation:
· Make enough copies of the 2-page Idea Evaluator Form for each participant to have one (make a few extra copies as back-up)
· Prepare a 10 – 12 flip chart pages with a 4 grid matrix labeled A, B, C, and X as shown below; number each page sequentially (1 – whatever number of pages).  Be prepared to add additional pages to accommodate the number of questions.

Directions 
1. Brainstorm ideas in smaller groups of an open environment; write ideas on flip chart paper.  Tips for Facilitating Brainstorming
· Quantity vs. quality – promote rapid fire ideas
· Piggy-backing on other ideas is encouraged
· Capture all ideas
· All ideas are ‘good’ in the beginning – don’t allow judg-ment, discussion, or debate
· Prevent domination of one person; no long explanations
· Ask clarifying questions 



· If done in small groups, collect and combine ideas onto one central list on flip chart paper
2. Work with the group to combine similar ideas to minimize repetition
3. Go over each idea to determine:
· Clarity – be sure the participants truly understand the idea – rewrite if needed
· Control – if this idea is to be considered, does this group have the ability to implement; if not, eliminate the idea
4. Assign a number to each idea sequentially (if you have more than 18 ideas, you will need a second sheet for each participant)
5. Hand out the form and matrix to each participant and explain the Idea Evaluator Matrix emphasizing these points:
· Horizontal axis represents impact and increases from left to right
· [image: ]Vertical axis represents cost and increases from top to bottom; cost includes time, resources, and money
· The matrix is made up of 4 categories:
A = Low cost, high impact (do it!)
B = High cost, high impact (no pain, no gain)
C = Low cost, low impact (may or may not be worth it)
X = High cost, low impact (probably not worth it) 

6. Read these directions to participants to clearly describe the process.
On your own, you are to rate each idea by placing a small ‘x’ or ‘dot’ in one of the 4 boxes.  The mark should be placed relative to where it goes on the cost/impact scales. The higher the impact, the further to the right the mark will be within the box; the lower the cost, the higher the mark will be within the box. 
Remember that the vertical axis of the matrix is situated from top to bottom, high to low.  

7. Once everyone has finished, on the numbered flip chart pages ask participants to transfer their ratings from their paper to the quadrants on the page in approximately the same position.
8. After step 7 is complete, each flip chart should provide an indication of how the ideas should be prioritized; lead the group in a discussion to determine best next steps based on ratings and resources.  Note the following as you discuss:
· [bookmark: _GoBack]Ideas with many marks in the ‘A’ rating may be quickly adopted as high priorities; be sure to listen to those who rated this idea as a ‘B’ or ‘C’ to be sure key concepts aren’t being overlooked
· Ideas with may ‘B’ marks require an additional discussion of resources – once again, does this group have the ability to truly implement or are there too many dependencies
· Don’t discount ideas too quickly, even if they fall into the ‘X’ or ‘C’ rating; low impact ideas may still have value
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