
 

 

 
 

 

Bubble-Up/Bubble-Down
 
Facilitator-Led Activity
 

Bubble-Up/Bubble-Down is a forced-pair comparison. The goal of this activity is to use 
forced-pair comparisons in placing priorities on a list of items. No alternative is completely 
eliminated; “quick wins” and “crown jewels” bubble up. 

Materials Needed: 

Prepared flip chart from Brainwriting. 

Time: 

This activity should take approximately 20 minutes, depending on how many items the group 
has to work with. 

Instructions: 

Read the Participants’ Information below out loud. 

Using the flip chart (or note paper if used) from Brainwriting, tear the paper into strips, each 
with one topic/suggestion from Brainwriting. 

It is helpful, especially when using large flip chart paper to spread the strips of paper on the 
floor and have the group gather around them. 

Randomly choose two of the topic strips. Ask the group to compare these two items only 
to each other. They will want to use the considerations when deciding which task or topic 
“bubbles up”. Place the higher choice at the top and randomly choose a third topic. Compare 
this third topic to the bottom topic from last round. If the new topic has higher ranking, bubble 
it up; if not, bubble the other item up. Next compare the top item and the second item, unless 
they have already been paired together. Each item can be bubbled up or bubbled down dur-
ing this exercise. 

Continue this process until all items have been compared to each other, one pair at a time. 
During the process, you may find what is called a “crown jewel”, a task that is cost effective, 
easy to implement, and has a big impact. 

Alternatives that are inexpensive and easy to implement go to the top of the list using the 
bubble-up/bubble-down tool. These “low hanging fruit” or “quick wins” can often be imple-
mented without much further study. More effective alternatives may require additional study. 
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Participants’ Information 

Introduction: 

“We will use the Bubble-Up/Bubble-Down method. We will take the list of alternatives and compare 
the first two alternatives. As a group we will decide which of the two is the best and move this al-
ternative to the top of the list. We will the go to the next, or third alternative and compare it to the 
second. If it is better than the second, move it up and compare it to the first, if not, leave it in the 
third position. We will continue this process until all the alternatives are rank ordered. Make sure you 
listen to everyone’s opinions and objections.” 

Bubble-Up/Bubble-Down Ranking Opportunities: 

• Bubble-Up/Bubble-Down is designed to prioritize opportunities 
• It is a forced-pair comparison 
• It allows for extensive team interaction 
• No opportunities are eliminated 
• Additional information may be required in this prioritizing process 

Things to consider when using Bubble-Up/Bubble-Down: 

• Feasibility of implementing opportunity (easy, moderate, hard) 
• Cost 
• Health & safety of the process personnel 
• Environmental impact(s) 
• Labor requirements (additional or less labor required) 
• Impact to mission 
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