Levels of Engagement:  Prioritization Grid
In the absence of good prioritization, urgent work rather than important work is usually completed first.
	Purpose
	· Individuals and/or groups assess and prioritize change initiatives on the basis of urgency and importance to facilitate effective time management and decision making
· Clarify priorities around multiple change initiatives

· Enhance capacity to manage change by clarifying and aligning resources around priorities

	
	

	Description
	· Articulate and organize change initiatives facing teams
· Establish consensus on the level of urgency for each change initiative
· Establish consensus on the level of importance for each change initiative

· Input data onto Prioritization Grid to initiate action planning



	
	

	Potential Uses
	· Individuals and/or groups assess change initiatives to evaluate urgency and importance of each initiative
· Establish consensus in a group about the relative priorities of different change initiatives

· Force groups to be decisive in prioritizing change initiatives


	
	

	Level(s) of the Engagement Pyramid
	
· Commitment
· Belief

· Understanding

· Awareness




Facilitator Guide

Your materials should include felt markers, Post-It Notes, and a handout with the basics of this tool and instructions on how to conduct the session so that participants all have the Prioritization Grid worksheet

Provide a quick overview of the tool

We will begin by articulating all the change initiatives facing our group.  Once we have generated a “master list” we need to compare the urgency and importance of each initiative in order to make decisions and organize our work appropriately.  When we gain consensus on the relative urgency and importance of all activities we will input that data onto the Prioritization Grid.

Set up the exercise

Prioritization is primarily a communications process.  Our challenge is to create work plans that reflect current priorities, while maintaining flexibility for changes in priorities due circumstances outside our circle of control.  The Prioritization Grid facilitates setting priorities by assessing urgency and importance and forcing decisions to eliminate everything being priority one.  
Step 1:   Articulate and number all the different change initiatives facing your work group in the chart on the last page of this handout.  Record the relative size, due date associated with each initiative. 
Step 2:  Clarify that Urgency is the first measure of priority.  Urgency is measured by how quickly the change is needed.  Urgency is relative—Immediate urgency must begin today.   Urgency must be biased over importance because the nature of our work is focused on patient safety and satisfaction.
Step 3:   Establish consensus and rate the level of urgency for each change.  


1 =  Immediately needed

2 =  Moderate urgency


3 =  When possible
Step 4: 

In order to assist groups struggling to establish different levels of urgency, this tool has a built in “forcing mechanism” to aid in the decision-making process—When you add up the urgency scores you assign to each change initiative and divide the sum by the number of change initiatives you have identified the average must equal 2.  If your average is higher, you must continue to discuss the initiatives to gain consensus among the group for assigning different levels of urgency to the change initiatives until you can find an average of 2.
Step 5:   Establish consensus and rate the level of importance for each change.  


1 =  Extremely importance


2 =  Moderate importance


3 =  Less importance

Step 6: 
In order to assist groups struggling to establish different levels of importance, this tool has a built in “forcing mechanism” to aid in the decision-making process—When you add up the importance scores you assign to each change initiative and divide the sum by the number of change initiatives you have identified the average must equal 2.  If your average is higher, you must continue to discuss the initiatives to gain consensus among the group for assigning different levels of importance to the change initiatives until you can find an average of 2.
Step 6: 

Input the data from steps 3-6 into the Prioritization Grid, aligning urgency and importance.  Allocate the majority of your effort toward the change initiatives with the highest priority
Change Analysis & Prioritization

	Opportunity
	Urgency

1, 2, 3
	Importance

1, 2, 3

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Score / # of changes = 2


-Average score divided by the number of changes must equal 2
The Prioritization Grid
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