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The Product Prioritization Matrix is a business-planning decision 

support tool that can be used to determine whether a product or 

service should be further developed and marketed based on 

internal and external criteria. The matrix is useful in that it allows 

leaders and team members to take stock of critical factors that 

could impact a decision of whether to pursue a new product or 

service line or whether to continue a current product or service. 

Aligning Forces for Quality’s (AF4Q) Cleveland Alliance has 

prototyped this tool and has reported that the decision support 

tool creates a richer dialogue among key stakeholders because it 

is based on many factors that generally are not taken into 

consideration. It gives team members an opportunity to discuss 

and evaluate the weight given to each criterion. It causes 

conversations to happen with all of the external and internal 

factors considered, rather than what “we already know” or a 

personal bias. Additionally, the matrix can be used to educate, 

inform, and seek input from senior leaders and board members 

that have guided decisions regarding what products and services 

will be offered and what predicted risks are associated with 

moving forward, such as competition in the market for the same 

services. In summary, the product prioritization matrix enables 

more robust decision making with key stakeholders and senior 

leaders as they determine whether to pursue a product or service.  

Column Headings 

The Category column (A) refers to broad categorizations of your 

criteria. The terms in this column will help you frame the criteria 

as you designate weighting and scoring. For example, the 

criterion “Barriers to Entry” gains more specificity when 

considered under the umbrella category “Market.” This column is 

static, and content should not change. 

The Criteria column (B) offers more specificity. In this column, 

we labeled specific constructs that will impact the 

implementation of your product or service. The content in this column should not change; however, it is open to some 

interpretation, as will be discussed below in Criteria Definition and Scoring. 

The Overall Weighting (C) column asks you to determine the level of importance for each criterion. This column will be 

discussed in more detail in the Scoring section.  

 

The Criteria Definition and Scoring (D) column asks you to assign scores to each of the criteria. You may adjust the 

definitions in this column to better suit the needs of your organization. This column will be discussed in more detail in the 

Scoring Section.  

The Products and Services column should be populated with the various products and services that you want to put through 

the scoring grid.  

About Aligning Forces for Quality 

Aligning Forces for Quality (AF4Q) is the Robert 

Wood Johnson Foundation’s signature effort to lift 

the overall quality of health care in targeted 

communities, as well as reduce racial and ethnic 

disparities and provide real models for national 

reform. The Foundation’s commitment to improve 

health care in 16 AF4Q communities is the largest 

effort of its kind ever undertaken by a U.S. 

philanthropy. AF4Q asks the people who get care, 

give care and pay for care to work together to 

improve the quality and value of care delivered 

locally. The Center for Health Care Quality in the 

Department of Health Policy at George Washington 

University School of Public Health and Health 

Services serves as the national program office. Learn 

more about AF4Q at www.forces4quality.org. Learn 

more about RWJF at www.rwjf.org. 

About the Author 

Improving Performance in Practice (IPIP) provides 

technical assistance for the Robert Wood Johnson 

Foundation’s Aligning Forces for Quality initiative. 

IPIP is working with Aligning Forces communities 

to provide customized support and capacity building 

for quality improvement (QI) projects, including 

guidance on sustainability efforts related to QI. 

Key contact for business tool suite:  Jen Powell, IPIP 

Technical Advisor, jen@jenpowell.net 
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http://www.rwjf.org/


2 
 

 

Selecting Products/Services 

We recommend that before you begin populating the Products and Services (P/S) column, spend time as a group carefully 

considering what products/services you want to run through the scoring process. Clearly, you are most familiar with the 

P/S you currently offer. You may want to consider ways to bundle one or more P/Ss, either existing or new P/Ss. For 

example, some Alliances are considering a bundled product of monthly data reporting with direct practice support by a 

practice coach. Putting a bundled service in the P/S column (versus one single product) could lead to different scoring. So, 

consider your market and what you are hearing from prospective clients in terms of what they need and will purchase. Start 

by making a list as a group of your P/Ss with all of the potential offerings and determine four P/Ss that will then be put 

through the scoring process. Comparing stand-alone P/S with bundled services can lead to important insights about risks 

and opportunities.  

Scoring Methods 

There are several approaches to populating the matrix scores. Cleveland decided to have each key stakeholder rank the P/Ss 

individually, and then they compared the scores as a way of discussing assumptions and inferences behind how individuals 

scored. If taking this approach, the team will need to negotiate a final score for each criterion. We recommend keeping 

notes, perhaps in another tab of the worksheet, to capture key assumptions and differing opinions that may necessitate 

getting more information before the group can agree.  

Alternatively, you may wish to use the matrix in a group setting, where there is discussion regarding each criterion, and 

where through consensus or weighted voting, a score is determined for each criterion. Remember, the scoring is not an 

exact science. The score does not matter as much as uncovering all of the assumptions, risks, and other key information 

that could inform whether your organization will want to proceed with developing or continuing to offer a P/S. Note the 

assumptions.  

Assigning a Score to Each Criterion and Total Scoring 

Each criterion is weighted 

• 1: lowest importance 

• 2: moderate importance 

• 3: most important** 

**A criterion with a weighting of 3 is a must-pass area. Programs/products need to be at the green level on all of these 

criteria to have a final score in the green. 

Score each product/service based in each of the criteria 

• Red = 1 point 

• Yellow= 2 points 

• Green = 3 points 

Calculating Total Score 

Multiply the number of points earned for each criterion by the corresponding weight assigned to that criterion, then sum 

up the individual scores for each criterion into total score. This will automatically be calculated as you populate the cells.  

 

 


