
Decision Making 201 
 
Decision Making Matrices and Navigating Conflict in the Process 
  

This Tipsheet overviews decision making matrices, navigating common problems with 
them, and how to optimize participation and minimize conflict in the process.  
 
 

 
A decision making matrix is a tool to define roles and 
responsibilities on a project or team.  
 
Signs that you need a matrix: 

●​ Lack of clarity around who is responsible for carrying 
out tasks and moving projects forward. 

●​ Feedback loops are holding up the process. 
●​ Increased accountability is needed to move the 

project forward. 
●​ Labor is going unacknowledged and leading to 

burnout and resentment.  
 
As you pick a system consider: 

●​ Engagement levels and commitment to the group. 
●​ Group familiarity and understanding of the process. 
●​ Time-frames and flexibility.  
●​ The perceived importance of the decision.  
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Eisenhower Matrix 
A four quadrant framework to 
simplify to-do lists and narrow task 
focus. The matrix categorizes the 
decisions are: 
Do it Now, Schedule It, Delegate It, 
and Eliminate It 
 
Use when: 

●​ The group can’t prioritize 
decisions or tasks. 

●​ Everything feels urgent. 
●​ There are a lot of feedback 

loops. 
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Task Force Matrix  
Decisions are broken down into tasks. 
Timelines, a clear end date, and necessary 
people are selected. 
 
Use when: 

●​ There is a lack of clarity in roles. 
●​ Projects repeatedly fall behind or 

are incomplete. 
●​ Capacity is a concern. 
●​ Work is being repeated. 

Rubric Matrix 
Opportunities are scored in relation 
to how well the evaluation criteria is 
met.  
 
Use when: 

●​ The group can’t narrow down 
options. 

●​ High tension over decisions. 
●​ The group just likes more 

structure. 
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Navigating Problems in the Process 
It’s important that people feel informed and engaged in the decision making process because:  

●​ Decisions affect the group and the campaign. 
●​ Decisions show group values. 
●​ Decisions set an example.  
●​ Not making a decision is still making one.  
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Time 
Problems 

●​ People don’t have enough time to prepare. 
●​ People are missing information and background. 
●​ Deadlines aren’t clear. 
●​ Work is repeated.  

Solutions 
●​ The group can’t narrow down options. 
●​ High tension over decisions. 
●​ The group just likes more structure. 

Accountability 
Problems 

●​ Lack of follow through. 
●​ Lack of understanding of roles and responsibilities  
●​ Different ways of not following through 
●​ People aren’t completing their assignments. 
●​ Decisions or actions are out of alignment with group values 

Solutions 
●​ The group can’t narrow down options. 
●​ High tension over decisions. 
●​ The group just likes more structure. 

https://www.climateadvocacylab.org/


Decision Making 201 
 
Decision Making Matrices and Navigating Conflict in the Process 
 

 

 
 

 
 
 
 
 

 
 
 
 
 

 
 

 
 
 

 
 
 
 
 
 
 
 
 
 
 

 
 

                                                                                               https://www.climateadvocacylab.org/ 

Participation 
Problems 

●​ Lack of understanding of roles 
and responsibilities. 

●​ People don't have enough 
understanding to make decisions. 

●​ The work itself feels unclear. 
 
Solutions 

●​ Repeat backs or check out 
questions at the end of meetings. 

●​ Implement standing check ins 
with the matrix and status 
updates. Make it a collective 
process. 

●​ Set markers to be a voting 
member of the group. 

●​ Go back to the decision making 
drawing board. 

Conflict Strategies 
●​ Fairness looks different for 

everyone. 
○​ Ideas: have an outside 

facilitator, set objective 
standards or data. 

●​ Avoid escalation and threats during 
disagreements. 

●​ Stay away from the “us” vs “them” 
mindset. 

○​ Highlight shared goals and 
interests at the beginning of 
discussions. 

●​ Example conflict model: SCARF 
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Worksheets & Resources​

 
●​ Watch this training in our Resource Library 
●​ Tipsheet - Decision Making 101 
●​ The Decider App 
●​ Fixes That Fail in Collaborative Innovation: The dynamics of conflict, 

decision-making speed and time pressure. 
 
Decision Making Matrixes: 

●​ MOCHA Framework 
●​ Eisenhower Matrix 
●​ Task Force Matrix 
●​ Rubric Matrix 
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https://climateadvocacylab.org/resource/decision-making-201-developing-decision-making-matrix-and-leading-group-decision-0
https://climateadvocacylab.org/resource/tipsheet-decision-making-101-consensus-majority-ranked-choice-oh-my
https://thedecider.app/
https://journals.sagepub.com/doi/10.1177/01708406251349320#tab-contributors
https://climateadvocacylab.org/resource/clarifying-responsibilities-mocha
https://bradyware.com/unlocking-nonprofit-growth-with-the-eisenhower-matrix/
https://static1.squarespace.com/static/541b0361e4b0bb0e99133717/t/542f0cbee4b0602f53e3a367/1412369598540/MergedPDFs.pdf
https://www.smartsheet.com/rubric-templates
https://www.climateadvocacylab.org/
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