Prioritizing Needs 

Step 1. Review the list of challenges in the Summary of Strengths and Challenges from the Needs Assessments. 

Step 2. Individual team members identify priorities independently through the following activity: 
· Post each challenge on a separate piece of chart paper around the meeting room. 
· Give each stakeholder three colored dots. 
· Ask each stakeholder to answer this question silently: Which of these needs, if addressed appropriately, will have the greatest positive impact on student outcomes? 
· Have stakeholders place their three dots next to the three challenges that they think, if addressed appropriately, will have the greatest positive impact on student outcomes. 
· Tally the dots and sort challenges from most to least dots. 
· Identify the five challenges that received the highest number of dots. 

**Independent rankings of this kind minimize the tendency toward “group think” and appropriately value the knowledge and expertise of individual team members. 

Step 3. Narrow the five highest priority needs to two or three. This requires teamwork. The impact versus effort matrix is a widely used tool for prioritization. Using the attached matrix, the team will work as a group to determine the impact and effort for each of the five challenges:

Impact
· How much value or impact will resolving the challenge have on achievement of the school’s goals?
· How many individuals does this challenge affect? 
· If we took this step, to what extent would it contribute to the school’s efforts to improve student performance? 
· Does the need require immediate attention, or will it resolve itself over time? 
· To what extent would taking this step have a positive impact in other areas? 

Effort
· How large is the difference between the current conditions and the desired results? 
· How much time, money, resources, and capacity do we anticipate will be needed to achieve the desired outcome?
· To what extent is the LEA willing/able to commit to this change? 

· Review and post a version of the matrix with key questions for impact and effort, as well as the quadrant descriptors.
· Post a version of the matrix where the axes are marked, but the quadrants are blank. 
· Select one challenge: 
· Ask each member to the group to “evaluate the challenge” on a one (low) to five (high) scale for impact and a one to five scale for effort.
· Tally the scores and calculate an average or median rating for impact and an average or median rating for effort.
· Discuss the average or median ratings and come to consensus as to the “final” numeric rating for each axis.
· Write the challenge on a post-it note and place the post-it in the correct position in the matrix.
· Repeat for each of the remaining top five challenges. 

**By the end of this process, the team will have come to consensus on the top 2 or 3 priority needs that should be addressed. 
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