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Making Decisions 
Using a T-Chart 

T-charts are simple yet powerful tools that can help you make informed decisions in various aspects of your 
business.  By visually organizing the pros and cons of different options, T-charts enable you to evaluate alternatives 
and choose the most suitable course of action.  T-charts are particularly useful in the following scenarios: 

• Comparing options: When you have multiple alternatives and need to compare their strengths and 
weaknesses. 

• Weighing pros and cons: When you want to systematically analyze the advantages and disadvantages of 
each option. 

• Analyzing alternatives: When faced with complex decisions that require careful consideration of various 
factors. 

• Making informed decisions: When you need a structured approach to decision making that helps minimize 
biases and maximize clarity. 

How to Use T-Charts: 

1. Define the Decision: Begin by clearly defining the decision or problem you're facing.  This step ensures that 
you have a clear understanding of the issue at hand and sets the stage for a focused analysis. 

2. List Options: Identify all the available options or alternatives relevant to the decision.  This may include 
different strategies, products, investments, or courses of action that you are considering. 

3. List Pros and Cons: Use the template on the following page to identify the Pros and Cons.   This visual 
organization will help you systematically evaluate the advantages and disadvantages of each option. 

• Pros: In the "Pros" column, list the positive aspects or benefits of each option.  Consider factors such 
as potential revenue generation, cost savings, strategic alignment, etc. 

• Cons: In the "Cons" column, list the negative aspects or drawbacks of each option.  This could include 
risks, resource constraints, potential conflicts, etc. 

4. Weight the Benefits and Risks: Assign a weighting factor to each pro and con based on its relative importance 
or impact.  Use a scale of 1 to 5, with 1 representing the weakest weight and 5 representing the strongest 
weight.  This step helps prioritize factors that are most critical to your decision-making process, ensuring that 
you focus on the most significant considerations. 

5. Analyze and Compare: Review the pros and cons for each option, taking into account their respective 
weighting factors.  Calculate a weighted score for each option by multiplying the weight of each pro and con 
by its corresponding score (e.g., 1 to 5) and summing the results.  This analysis will help you objectively 
compare the options and identify the one that offers the best overall balance of advantages and 
disadvantages. 

6. Make a Decision: Based on your analysis and the weighted scores, select the option that aligns most closely 
with your goals, priorities, and values.  Trust your judgment and be prepared to revisit your decision if new 
information becomes available or circumstances change. 

Tips for Effective Use: 

• Keep it concise: Focus on listing key points and avoid getting bogged down in unnecessary details. 

• Be objective: List pros and cons objectively, considering both quantitative and qualitative factors. 

• Consider alternatives: Explore a range of options and consider creative solutions beyond the obvious choices. 

• Review and revise: Regularly revisit your T-charts to update information and adapt to changing 
circumstances.  Don't be afraid to revise your decisions if new insights emerge. 
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Making Decisions 
Using a T-Chart 

Example: Let's say you're considering whether to expand your product line by introducing a new product.  Your 
options could include developing a new product from scratch, acquiring an existing product, or partnering with 
another company to co-create a product.  By using a T-chart, you can systematically evaluate the pros and cons of 
each option and make an informed decision based on your analysis. 

 Decision to be made:   
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Total weight of the benefits:  Total weight of the drawbacks:  
 

Decision taken:  

Conclusion: T-charts are valuable tools that can enhance your decision-making process by providing clarity, structure, 
and objectivity.  By using T-charts effectively, you can make more informed decisions that drive success and growth in 
your business.  Start applying T-charts to your decision-making process today and experience the benefits firsthand. 
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