
The Advantages of Choosing by Advantages
In any project, making decisions, particularly decisions 
that “stick,” can be a tricky process. Whether there 
are too many good options from which to choose...
or not enough.. . , complicated factors, or multiple 
stakeholders with varying perspectives on what the 
right choice should be, the decision-making process 
can be filled with difficulties.

Over the past decade, when we at Hixson have come 
up against situations such as this, we look to one of 
the tools from our Lean methodology toolkit to help: 
Choosing by Advantages (CBA) . Recognized by 
the Lean Construction Institute as a tool for better 
decision making, CBA focuses on evaluating options 
based on their strengths, rather than comparing 
them against a list of fixed criteria. Instead of simply 
weighing pros and cons, CBA looks at what each 
option offers in terms of the benefits it brings to the 
decision-makers’ goals. The key idea is to choose the 
option that provides the greatest advantage, whether 
that ’s cost savings, efficiency, productivity or other 
outcomes that align with the desired objective.

Teams following the CBA method go through the 
following steps:

1.	 Clearly define the decision goal, and identify all 
the available alternatives.

2.	 Determine the decision criteria or attributes 
that are important to achieve. List the advantages 
of each, and then assess which advantages matter 
most and which provide the greatest overall 
benefit to the end result.

3.	 Make the final decision. This may be done 
intuitively if the differences are clear, or by ranking 
the alternatives according to how they satisfy the 
criteria.

4.	 D o cumen t  and  r e v i ew  t h e  d e c i s i o n .  
Documenting the reasoning for the decision can 
help clarify the thought process and provide 
a reference in case the decision needs to be 
reviewed later. In addition, feedback may be 
requested from others to ensure all angles have 
been considered. Once the decision has been 
implemented, in some instances it may be good 
to go back and evaluate the decision and reflect on 
whether it achieved the desired outcomes.
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For more on the Choosing by Advantages method of decision-making, and how it can be employed for the 
benefit of your next project, contact Hixson.
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In this example CBA, the client ’s factors for success were balanced against three possible alternatives towards achieving their 
long-term vision. Once the alternatives were reviewed, the choice was clear and stakeholders were aligned in the final decision.
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