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Evaluating Options for Large-Scale Capital Projects
PART 2.
The previous issue of Bakery Insights discussed some
of the factors that must be addressed when bakers
look for solutions to increase capacity, lower costs,
improve efficiency, and improve food safety.
In this issue, we present one way to objectively
evaluate potential solutions. This approach enables
the baker to identify and rank various Options.
The available Options could include renovation,
renovation and expansion, renovation of an existing
building, or building a new plant.
A Decision Matrix Analysis is a valuable tool for
reviewing the pros and cons of the various Options.
Using a formal evaluation tool allows the Project
Team to discuss and debate various Factors that will
impact the strategic decision in an organized and
objective manner. While the goal is to be objective, it
is understood that some Factors will always include a
degree of subjectivity.
Utilizing the Bakery Decision Matrix
The Decision Matrix on the following page lists some
of the many Factors that may be considered in
a bakery project analysis and assigns a sample
value for each factor. The values included in the
table are samples only to demonstrate how the
tool works – they are not intended to represent
relative importance to individual bakers. In addition,
the number of factors considered could increase,
decrease or significantly change, depending on the
strategic decisions faced by a specific baker.
• When using the Decision Matrix, the first step is to
determine the list of Factors that will be considered
in the analysis. Typically, the Project Team develops
this list of Factors in a brainstorming workshop,
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without consideration of relative importance or
weight of the various Factors.
• Next, an Importance value is assigned to
each Factor. This value represents the relative
Importance the baker places on the various
components of their operation, location,
investment, etc. Additionally, a Weighting value
is assigned to each Factor for each Option
to indicate how easily the objective can be
achieved for the given option. Multiplying
Importance by Weight provides the Influence
for each Factor, and the sum of all of the
Influence numbers provides a total score for
each facility option – with the highest score
indicating the most attractive option. Using
a simple spreadsheet, calculations are done
automatically within the table.
• As the team discusses and debates the
importance and weighting of each Factor,
consensus is built, and the individual team
members’ goals and objectives are aligned.
A review by management or other key
stakeholders may follow and the values could be
modified based on their input.
For the sample on the following page, values
between 1 and 20 were assigned for Importance,
with the higher numbers reflecting greater
importance. For the Weighting, values between
0 and 10 were assigned, with the higher numbers
indicating a greater likelihood of achieving an
optimum result.
Of course, the Factors and values for importance
and weighting will all change, depending on the
specific solution being evaluated.
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