
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

Q4 Project Prioritization 
Matrix: 

Clarify priorities. Protect your people. Finish strong. 
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Q4 Project Prioritization 
Matrix 

By the time autumn arrives, most teams are running on momentum — juggling open projects, customer 
demands, and year-end expectations. The energy that carried you through the first three quarters now meets 
the reality of limited time, limited capacity, and rising pressure to get it all done. 

But the truth is, not everything needs to be finished before December 31. Some projects are critical; others 
can wait. What matters most is that you and your team make those decisions together — intentionally and 
transparently. 

This exercise helps you do just that. The Q4 Project Prioritization Matrix is designed to help leaders and 
teams: 

• Step back from the rush and assess what truly matters. 

• Identify which projects deserve immediate focus — and which can pause. 

• Allocate resources and energy realistically to prevent burnout. 

• Reconnect the team around shared priorities before year-end. 

You can complete this in a single 60–90 minute team session. It works equally well in person (using sticky 
notes on a whiteboard) or virtually (using a shared document or online board). 

Step 1: Gather the Team 

Before deciding what stays and what goes, you need to see the full picture. Gather your team and list everything 
currently active — customer projects, internal initiatives, recurring deliverables, even side work. The goal is to 
get it all out in the open so you can evaluate it objectively. 

Facilitator Tip: Encourage the team to include items that may not be “official projects.” Administrative 
tasks, reporting, and ongoing improvement efforts often consume more time than anyone realizes. 

Use the space below to capture the full list of active projects or responsibilities. 

Project / Initiative Purpose or Deliverable Project Lead Current Status 

    

    

    

    

    

    

    

    

Once the list is complete, ask: 

• What surprised us about the number of active projects? 

• Are there any that no longer serve a clear purpose? 

• Where is most of our energy currently going? 

This simple inventory often reveals hidden overload and sparks important discussions about alignment. 
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Q4 Project Prioritization 
Matrix 

Step 2: Evaluate Each Project Objectively 

Use the following table to rate each project in four key areas. Discuss each rating as a group and aim for 
consensus rather than precision — the conversation is more valuable than the number. 

Project Urgency (1-5) Impact (1-5) 
Resources 

Available (1-5) 
Risk if 

Deferred (1-5) Notes 

      

      

      

      

      

      

      

      

Definitions: 

• Urgency: How time-sensitive is this project for business or customer reasons? (5 = Must complete this 
quarter.) 

• Impact: How valuable are the results to the business, customer, or team? (5 = High strategic or financial 
importance.) 

• Resources Available: Do we realistically have the people, skills, and tools to complete it now? (5 = Fully 
resourced and supported.) 

• Risk if Deferred: What would happen if we delayed it until next quarter? (5 = Major negative 
consequence.) 

Facilitator Tip: 

• Invite quieter voices into the discussion. Sometimes those closest to the work have the clearest view 
of actual feasibility. 

• Use this moment to surface concerns early — unspoken risk is the fastest path to year-end stress. 
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Q4 Project Prioritization 
Matrix 

Step 3: Plot Projects on the Matrix 

Once you’ve discussed each project, move them into one of four quadrants. This visual exercise helps everyone 
see the tradeoffs between urgency and impact. 

The Q4 Project Prioritization Matrix 

High Impact High Impact 

High Urgency → Low Urgency → 

MUST FINISH SHOULD FINISH 

Projects directly affecting customers, contracts, or 
revenue. Non-negotiable before year-end.  
Example: Equipment installation due by Dec 20; 
regulatory compliance testing; critical production 
upgrade. 

Projects that add long-term value or strategic 
alignment but can carry into Q1 if necessary.  
Example: New training program; process 
optimization initiative. 

List here: 

 

 
 

List here: 

 

 
 

Low Impact Low Impact 

High Urgency → Low Urgency → 

QUICK WINS CAN WAIT 

Tasks that create visible progress quickly or remove small 
obstacles. Great for morale and momentum.  
Example: Updating shared templates; small maintenance 
items. 

Internal improvements or low-value work that can 
safely pause.  
Example: Non-critical reports, administrative 
projects, or experiments without clear ROI. 

List here: 

 

 
 

List here: 

 

 
 

Discussion Prompts: 

• Which quadrants are most crowded? 

• Are we trying to complete too many “Must Finish” projects? 

• What would happen if we paused or postponed one of them? 

• Do we have enough Quick Wins to keep morale high through Q4? 

Facilitator Tip: 

Resist the urge to treat everything as “Must Finish.” If your upper-left quadrant fills the page, that’s a 
warning sign that priorities need clarification from leadership. 
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Q4 Project Prioritization 
Matrix 

Step 4: Translate Insights into Action 

After mapping projects, turn the conversation toward decisions and ownership. What will you continue, pause, or 
re-scope to protect the team’s well-being and ensure a strong finish? 

Project Category Decision/Next Step Responsible Person Support Needed Target Date 

      

      

      

      

      

      

      

      

Use this page to: 

• Assign accountability for each decision. 

• Identify where leadership support or stakeholder approval is required. 

• Set a clear checkpoint for revisiting deferred projects in January. 

Example Discussion: 

“We agreed that the documentation overhaul can move to January, freeing 20% of Jordan’s bandwidth 
to help close the packaging line project. We’ll pick it back up the first week of Q1.” 

This clarity reduces hidden workload and reinforces team alignment. 
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Q4 Project Prioritization 
Matrix 

Step 5: Rebalance Resources and Workload 

Once you know what matters most, ensure your people have the time, tools, and capacity to succeed. 
This section helps translate prioritization into actual workload balance. 

Reflect as a team: 

• Are critical projects properly resourced? 

• Who’s at risk of burnout or overload? 

• Which team members could shift focus to higher-impact work? 

• What meetings, reports, or recurring tasks can we pause for now? 

Team Member 
Current Workload 
(Light/Mod./Heavy) 

Primary Focus 
Projects Support Needed Actions to Rebalance 

     

     

     

     

     

     

     

     

Facilitator Tip: 

Use this section not just to redistribute tasks but to open a candid dialogue about capacity. Sometimes 
the best leadership move isn’t adding help — it’s removing unnecessary work. 
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Q4 Project Prioritization 
Matrix 

Step 6: Reflect, Celebrate, and Close 

End your prioritization session by reinforcing a sense of control and unity. The team should walk away feeling 
lighter, clearer, and confident about what truly matters. 

Use these questions to guide reflection: 

1. What have we learned about how we manage priorities? 

2. What patterns or habits lead us into overload? 

3. Which projects, once completed, will create the most positive ripple for the business or our customers? 

4. How can we protect our focus and well-being through the final months of the year? 

5. What one thing will each of us commit to doing differently after today? 

Encourage each person to write a short personal commitment in the space below: 

My Commitment: 
One thing I will do to help my team finish the year strong is… 

___________________________________________________________________________________________ 

___________________________________________________________________________________________ 

___________________________________________________________________________________________ 

___________________________________________________________________________________________ 

Finally, thank the team for their honesty and collaboration. Remind them that focus is a strength — and that 
finishing strong isn’t about doing everything, but doing the right things together. 

Final Thought 

 Leadership isn’t about carrying every project across the finish line. It’s about guiding your team to finish the 
right ones — with energy left for what comes next. 

Facilitator Notes 

• Schedule a brief follow-up check-in 2–3 weeks after this exercise to review progress and adjust as 
needed. 

• Share your completed matrix with senior leaders to set expectations and request support where 
appropriate. 

• Keep this document as your Q4 alignment record — and reuse the framework each quarter to stay 
focused year-round. 
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