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Innovation* is essential for staying competitive, 
improving efficiency and maintaining profitability 
(Porter & van der Linde 1995). At its core, innovation* 
is driven by ideas, yet while many businesses can 
generate them, they often struggle to decide which 
ones are worth pursuing (Kornish & Hutchison-
Krupat, 2017). 

If you have developed a list of ideas using the  
five types of innovation*, you may find there are 
more ideas than the time or money to deliver them 
(Dalton, 2016). The next step is to decide which ideas 
to move forward with, these should deliver the most 
value to your business. 

You are in the right place if you are looking to 
answer which: 

•	 ideas to prioritise first? 
•	 projects deserve the most resources? 
•	 ideas can be delivered later? 
•	 projects should be avoided? 

An Ease and Impact Assessment is a simple visual 
tool that helps you prioritise your ideas. It provides 
a clear, structured way to compare ideas, reduce 
bias and personal preference and can support more 
focused, productive discussions when selecting 
projects. 

In this guide, you will learn:

•	 why an Ease and Impact Assessment is useful in 
business 

•	 what an Ease and Impact Assessment is 
•	 how to apply it in your business. 

The Ease and Impact Assessment
An Ease and Impact Assessment is a tool used 
to evaluate and rank ideas based on two main 
questions:

How easy is the  
idea to implement? 

Ideas that require minimal investment, can be 
implemented quickly and use existing capabilities 
score high on ease. Consider factors such as:

•	 cost to implement
•	 time required
•	 staff capability or training needs
•	 operational disruption
•	 technology or infrastructure requirements.

How much impact could  
it have on the business?

Impact refers to the potential value created for the 
business. In a food and beverage context, this might 
include:

•	 increased sales with positive gross margin
•	 reduced labour or operational costs
•	 improved customer satisfaction or loyalty
•	 stronger brand differentiation
•	 improved sustainability outcomes
•	 better social outcomes for your workforce or 

community.

The assessment is usually shown as a simple four 
quadrant matrix:

•	 the horizontal axis plots ease of implementation.
•	 the vertical axis plots business impact. 

When ideas are plotted using this tool, they fall into 
four categories:

1.	 Quick wins: high impact and easy to implement

2.	 Strategic projects: high impact but harder to 
implement

3.	 Low priority: low impact but easy to do

4.	 Ideas to avoid: low impact and difficult to 
implement.

Teams can quickly review the plot to shortlist 
projects, saving time while maintaining a clear 
strategic direction. Shortlisting early helps focus on 
initiatives that are both achievable and meaningful, 
enabling the business to improve without 
overextending their resources.

*See Terminology section for explanation
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Figure 1 
Ease and Impact matrix

High impact

EasyDi�cult

Low impact

12

34

Quick wins

Low priorityIdeas to avoid

Strategic projects

2 R&D strategy: Shortlisting your ideas for innovation Australia’s Food and Beverage Accelerator



Why use an Ease and Impact 
Assessment
Without a clear way to prioritise ideas, businesses 
can fall into two common traps (Lerch & Spieth 2012):

•	 teams chase exciting but complex ideas that 
take too long to implement, draining time, cash 
and resources before any benefits are realised.

•	 teams focus only on short-term improvements 
and risk being disrupted when competitors invest 
in longer-term opportunities.

An Ease and Impact Assessment supports in solving 
this problem by providing a simple and objective 
framework for evaluating ideas. Instead of relying 
on intuition or hierarchy, teams assess ideas based 
on practical considerations and thus makes the 
selection transparent that encourage inclusion and 
discussion.

In linking goals from your business strategy to the 
plot, you can build a balanced project pipeline that 
can:

•	 improve your current operations
•	 anticipate and respond to disruption
•	 manage risks and dependencies
•	 build confidence in the way forward.

Figure 2 
Ease and Impact matrix
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Using the assessment  
effectively: scoring system
Using a scoring system helps make prioritisation of 
projects objective. It can assist in comparing ideas 
and choosing which projects to focus on.

Choosing a scoring system depends on what matters 
and is important in your business. Some teams use 
a simple high/medium/low rating, while others 
prefer numerical scoring for more detail. Common 
approaches include:

Financial scoring – Estimate the cost of implementing 
an idea (ease) and the benefit it could deliver 
(impact) in dollars.

Ideas/projects Cost of 
implementation 
(in $)

Benefit (in $)

abc

xyz

...

Simple scale – Score each idea on a scale, for 
example 1–5, for both impact and ease. The scores 
determine where the idea sits on the matrix.

Ideas/projects Impact Ease

1 2 3 4 5 1 2 3 4 5

abc

xyz

...

Weighted impact scoring – A more comprehensive 
approach involves assessing ideas in greater detail 
against your business strategy. Based on this, define 
the categories and metrics you will use to measure 
ease and impact. For instance, you can expect to 
measure impact against: 

•	 Wellbeing, health & safety 
•	 Environmental & sustainability 
•	 Revenue increase
•	 Cost reduction or operational efficiencies 
•	 Social benefit 
•	 Customer relation benefit.

To better assess ease of implementation, criteria can 
often extend beyond project cost and include:

•	 Resources and capabilities: whether the business 
or its contractors already have the required skills, 
or if new resources must be sourced.

•	 Stakeholder engagement: impacts on staff, 
regulators, customers and the community, and 
the ability to manage these relationships.

Impact Ease

Score Environmental Revenue Operating 
cost

Resources and capabilities Project 
costs

Score

1 <1 kL pa less 
water use 

<$1k pa 
increase 

<$1k pa 
reduction 

In‑house within existing shifts <$1,000 5

2 1-10kL pa less 
water use 

$1-10k pa 
increase 

$1-3k pa 
reduction 

In‑house with additional time 
required 

$1,000 - 
$5,000

4

3 10-50kL pa less 
water use 

$10-20k pa 
increase 

$3-15k pa 
reduction 

Existing contractor support 
required 

$5,000 - 
$20,000

3

4 50-200kL pa less 
water use

$20-100k pa 
increase 

$15-50k pa 
reduction 

New contractor support required $20,000 - 
$50,000

2

5 >200kL pa less 
water use 

>$100k pa 
increase 

>$50k pa 
reduction 

Contractor and specialised 
external vendor support required 

>$50,000 1

Example
For example, a small manufacturer may prioritise: 

Impact
1.	 Environmental: the process is water‑intensive, so 

reducing water use is a key sustainability priority.

2.	 Revenue: targets set using existing revenue and 
past project outcomes.

3.	 Costs: targets based on the current cost base and 
previous projects.

Ease
1.	 Resources and capabilities: what can be done 

with existing time and knowledge, and when is 
external resourcing triggered.

2.	 Project costs: targets based on past project 
budgets and experience. 

Table 2 Simple scale table

Table 1 Financial scoring table

Table 3 Example of weighted impact scoring for small manufacturer
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Using the assessment 
effectively: thresholds
Setting thresholds* helps ensure that your 
assessment reflects your business reality and makes 
prioritisation of your ideas more meaningful.

Example
A large company might consider a $50,000 project 
easy to implement while a small business might see 
the same $50,000 as a major investment.

A threshold* sets the line between low and high 
impact or low and high ease. These numbers will be 
specific to your business.

If you are unsure where to set thresholds*, a good 
starting point is to look at where your current ideas 
fall on the assessment. Often, you can see a natural 
split that separates low from high impact and low 
from high ease.

Using the assessment 
effectively: other considerations
Managing assumptions
Assumptions play a part in estimating impact and 
effort. Identify assumptions early — as the ideas 
develop, more information may become available. 

Adding a confidence score to the assumptions can 
help highlight risks if, say:

•	 the project might be harder to complete than 
expected

•	 the benefit might be smaller than predicted.

Ideas with a low confidence scores may need 
more research or a small pilot test before full 
implementation.

Using confidence scores helps your team to prioritise, 
evaluate timing of implementation and begin 
building the information needed to support decision-
making. Additionally, these scores can highlight the 
trade-off between risk and reward.

Managing interdependencies
Some projects cannot be completed on their own, for 
example, introducing mobile ordering may require 
upgrading your POS system first.

Relationships can be identified through mapping 
interdependencies. Understanding and planning 
interdependencies can help teams to strategically 
plan the order of projects to address and implement.

Figure 3 
Thresholds for small vs. large businesses 
*See Terminology section for explanation
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For a large business $50,000 
might be easy to implement 
but have low impact.

For a small business $50,000 
might be easy to implement 
but have low impact.
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*See Terminology section for explanation
Table 4 
Five types of innovation template with score, assumptions and interdependencies added

Putting the Ease and Impact 
Assessment into practice
Are you ready to apply this to your business? 
This exercise is a great way to work with your 
team to test ideas - whether you are just 
starting to build a list of innovations* or looking 
to prioritise an existing list.

Building from the Five types of innovation* 
template in R&D strategy guide No. 02, collect 
information by following these steps:

1.	 List ideas
Use the list of ideas you developed in Guide 
RD02 Five types of innovation*.

Even if you don’t have all the information 
available, make use of the confidence score to 
measure uncertainty.

2.	 Choose a scoring system
Assess, formulate and use a scoring system that 
is approriate and will help with review of ideas.

3.	 Set the thresholds*
Determine thresholds* based on resourcing, 
skills and budgets. 

4.	 List assumptions and 
interdependencies

List your assumptions for each idea. Review 
and consider interdependencies between 
ideas. Do you have projects that need to be 
completed first, to allow others to happen? 
Timing will play an important role in developing 
your assessment.

# Problem or 
opportunity

Benefit and 
impact

Score Cost and 
ease

Score Confidence 
(0-100%)

Innovation 
type

Assumptions Inter-
dependencies

1

2

3
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If you are unsure of dependencies, plotting projects 
provisionally, without defining them, can encourage 
discussion.

5.	 Map
Plot each of the ideas onto the Ease and Impact 
Assessment Matrix to determine where they will sit. 

Recommendations:

•	 make this interactive, use a whiteboard or make 
use of tools in Excel.

•	 use the visualisation to structure discussion on 
each idea and its merits.

6.	 Prioritise
Prioritise the ideas into:

•	 quick wins – high impact and easy to implement
•	 strategic projects – high impact but harder to 

implement
•	 low priority – low impact but easy to do
•	 ideas to avoid - low impact and difficult to 

implement.

Ideas with low confidence may indicate that the 
project may fall into a later horizon or that there is a 
higher level of risk in the project’s outcomes. 

This step allows you to disregard the ideas you won’t 
pursue and shortlist the ideas that you will go after.

Figure 4 
Ease and Impact Assement Matrix
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Key takeaways
The Ease and Impact Assessment is a practical, widely used 
framework for prioritising ideas. It objectively evaluates ideas based 
on their expected business impact and ease of implementation. As 
a result, organisations can quickly identify opportunities that deliver 
meaningful improvements without excessive resource commitments. 
Its visual structure makes it easy for teams to understand and supports 
collaborative decision-making.

You have seen:

•	 what an Ease and Impact Assessment is

•	 why an Ease and Impact Assessment is useful in business

•	 how to apply it in your business.

Additional information
For more information, search for terms: ease/impact assessment, 
impact/effort, ease/benefit analysis, impact effort matrix, ease of 
implementation prioritisation matrix.
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Terminology
Innovation: the development, adaptation, or adoption 
of new or improved products, processes, technologies, 
services, or business practices that create value for a 
business, industry, customers, or other stakeholders.

Five types of innovation: product, process, market, 
material and business model.

Thresholds: predefined cutoff values on the axes of 
an Ease and Impact Assessment that divide the chart 
into segments. They help separate and prioritise items 
by indicating where ideas fall relative to minimum 
levels of ease or impact.
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