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Charter for a Facilitated Session

I nstructions

The purpose of the charter isto get agreement on high level expectations among the main
sponsors and the facilitator of asession. The facilitator should use this charter template
to guide the discussions and document the agreements. Do this at the very beginning,
when first discussing the possibility and need for facilitation. Make sure that everyone
reads and buys into the final charter document.

Name of thisfacilitation:

Purpose: why isit important for usto hold this session(s)?

Specific deliverables: what specific things do we want the group to produce by the end
of the facilitation?

Timeline: list desired completion date and dates of any key milestones.

Roles and effort: who will fill which roles, and how much work isit expected to take?
(facilitator, participants, meeting assistants, facilities contacts, etc)

Reporting: who will be kept informed about progress during preparation, during the
session, during follow-up, and after completion? How often and how?
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Name of this facilitation:

Success measures. what are the specific measurements we will use to determine how
well the session met its objectives? When will we make those measurements?
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Facilitation Assessment Template

Instructions

The purpose of the assessment template is to Inelfacilitator and participants to gather
and assess relevant information that will affeetdlesign of the facilitated session. Some
guestions are suitable for discussion directlyH®ygarticipants, while the facilitator may
wish to keep others private.

About the Participants
1. How well do they know each other?

2. What have they worked on together in the past dmat were the dynamics of that
working relationship (e.g. degree of conflict, temonk, risk-taking, or
communications)?

3. What are the relevant skills and knowledge of gzanticipant?

4. To what extent will the participants be working eétlger after this event?

About the Problem to be Solved
1. What are the issues or problems that the partitspaitl tackle?

2. What has been done so far?
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About the Organizational Context
1. What pressures or expectations from outside thepgaoe likely to affect this
facilitation?

2. What aspects of organizational culture and norradikely to have a significant
influence?

3. What authority structures exist both inside andiolgt of the group that will affect
participants’ ability to communicate openly and makimediate decisions?

Group Context
1. What personality styles or expected norms, bothrdividual participants and for
the group as a whole, are likely to affect how pedgghave during the session?

2. What are the apparent strengths and weaknessles gfdup related to the topic of
this facilitation?

3. What is the group’s developmental stage accorainfuckman’s model?

4. Does the group typically prefer a high contextaw kontext interaction style?

5. To what extent do participants prefer task vs. ssmrientation?

Facilitator's Assessment

How should the facilitation be designed to accomatedhe situation described in this
assessment? Consider specific facilitation teale@sdo use, pitfalls to watch out for, apd
topics to include in the agenda (including ordesangl time allocation).
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QuickTip - Visioning
Visioning is a highly participative approach to deping a shared description of a desired
future state.

When to Use

Use this technique when the group must identify getdalignment on a goal. It helps
participants clarify their thoughts, put forwareithideas, and hear perspectives from everyone.
It increases buy-in to the future state because@ip’s direction is coming from all of its
members. Visioning often creates a high energgllevthe room.

Procedure

1. Identify the area at hand, for example, patieristition. Pose a series of questions about
what participants desire that area to look lika pbint in the future. For example, “Two
years from now, how are front office employees betmdifferently when they interact with
customers?” or “What problems have we solved deoto reduce patient waiting times?”

2. Ask each participant to silently write responsethquestions.

3. Ask each participant to partner with someone thegkwvith the least, or who has a
significantly different area of expertise. Onegmar in the pair shares their vision for three to
five minutes, then they switch and the other pedtares.

4. When time is up, have participants switch partiaed repeat, but for a shorter time.
Encourage participants to incorporate good ideag llave heard during previous rounds.
Continue this for as many rounds as desired but &éach round to 1 — 3 minutes per person
to nudge participants to prioritize sharing keynisi It is not necessary to do so many rounds
that everyone speaks to everyone else.

5. Have the group gather back together. Facilitatesseussion to consolidate the ideas that
emerged during the rounds. Typically, by thisnpéhere will be a lot of commonality.

Considerations

1. This technique involves everyone. It is a good weayvolve quiet voice and minority opinions.

2. It may be helpful to describe the current statthatstart of the exercise, before starting to lget t
group working on the desired future state. Fongla, if the topic is customer satisfaction,
summarize data on the current level of satisfactizajor reasons for dissatisfaction, and trends or
changes. This will help the participants genenadee informed ideas, especially if they are not
personally deeply familiar with the area.

3. Think carefully about what initial questions to ppsince they influence the direction of subsequent
conversation. However, don’t require that peofiltk4o those questions.

4. Encourage people, as they go through the roundsceoporate good ideas they hear into their own
vision for the next round.

Synergy Professional Services, LLC 11330 SW Fddihive, Portland, OR 97225
Contact: Jeff Oltmann, jeff@spspro.com WWW.SPSPro.com(503) 644-6433

Page 5 of 25




@) s I N E RG I the right projects - done right
a

PROFESSIONAL SERVICES

QuickTip - Brainstorming

Brainstorming is a method for generating many creative ideas in a short period of time, making it a
divergence activity. Participants call out their ideas as they think of them, so that each person has an
opportunity to build on the ideas of others.

The goal of brainstorming is to stimulate creative thinking. Follow these guidelines:

1. Don’tcriticize or evaluate the ideas — just record all of them

2. Encourage wild ideas

3. Hitchhike — combine, modify, and build new ideas on the ideas of
others

4. Encourage quantity

When
Use brainstorming when:
1. When a broad range of options is desired.
2. When creative possibilities and ideas are needed.
3. You need to capture input from a variety of people
How

Review the guidelines of brainstorming (above) with the entire group. The leader ensures that the group
understands the objective of the brainstorming session and the process to be used, then presents the
situation in the form of a question. The question should use wording that encourages specific, tangible
ideas, not opinions or vague concepts. Often it is best phrased as a “why,” “how,” or “what” question.

Then use one of the following brainstorming procedures.

Free Wheeling

1. Allow several minutes of silence for everyone to think about the question, then start the
brainstorming.

2. Group members call out ideas spontaneously.

3. Facilitator or scribe records ideas as they are suggested.

Round Robin
1. Allow several minutes of silence for everyone to think about the question.

2. Facilitator asks each member in turn for an idea.

3. Facilitator or scribe records ideas as they are suggested.

4. Participants may pass on any round.

5. Session continues until everyone has passed during the last round.
Synergy Professiona Services, LLC 11330 SW Foothill Drive, Portland, OR 97225
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Slip Method

1. Facilitator asks participants to write down their ideas individually. There is no group

interaction.

2. Theideas are collected and organized.

Technique
Free Wheeling °

Pro
Spontaneous
Most creative results
Encourages ideas built on input
from several people

Con
Loudest participants may dominate,
discouraging quieter people
Can get confusing, resulting in lost
ideas

topics to surface
Can be used with very large
groups

Round Robin e Involves participants more Some loss of energy while
equally participants waiting for turn
e Tends to focus discussion Less able to build on ideas from
e Allows ideas built on input from others
several people Reluctance to pass when out of
good ideas
Slip Method e Anonymity allows sensitive Not interactive - can’t build on ideas

of others
Difficult to clarify or get context for
ideas

e Gathers ideas from quiet e Slower

participants

Tips

Record ideas where everyone can see them during the session to encourage building on them.
Judgment and creativity cannot occur simultaneously. That’s the reason for the rules about no
criticism and no evaluation.

Record ideas on flip charts or large pieces of paper. When ideas overflow to additional flipchart
pages, post previous pages around the room so all ideas are still visible to everyone. If you write
directly on a whiteboard you will have to do a lot of copying after the session (or take a photo).
Encourage unconventional thinking. Crazy ideas often come from a different perspective and
can lead to great solutions by sparking someone’s imagination.

If brainstorming will be followed immediately by an affinity exercise, consider recording the
brainstorming ideas directly onto cards or stickies.

You can “seed” ideas by taking a few minutes at the start for each participant to write down
some initial ideas that he can throw into the session at the appropriate time.

The skill of the facilitator has a large influence. Practice or call in an expert.

For large groups, have a facilitator AND one or more scribes so that the rapid flow of ideas is not
impeded.

The scribe should try not to rephrase ideas. If an idea is not clear or is too long to capture, ask
the person who suggested to rephrase it in a way that can be recorded and that everyone can
understand.

Synergy Professional Services, LLC
Contact: Jeff Oltmann, jeff @spspro.com
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10. Karl Albrect’s Brain Power suggests phrases that the facilitator can use to spur ideas. “How can
we: “

put to new uses

adapt

find similar things

magnify

eliminate

make smaller

substitute

rearrange

combine

blend

T TSm0 o0 T

For further information, see the ASQ article on brainstorming at http://asq.org/learn-about-

quality/idea-creation-tools/overview/brainstorm.html

Excerpted from Synergy’s Project Tools and
Techniques Guide, p. 11-13, rev. 201022
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QuickTip - Nominal Group Technique
(NGT)

Nominal group technique (NGT) is a structured metfay group brainstorming that encourages
contributions from everyone. See the Brainstornarigle for tips and other variations.

When to Use Nominal Group Technique

When some group members are much more vocal thansot
When some group members think better in silence.

When there is concern about some members not ipatiitg.
When the group does not easily generate quanttigkeas.
When all or some group members are new to the team.
When the issue is controversial or there is heetedlict.

Nominal Group Technique Procedure

Materials needed: paper and pen or pencil for @atilsidual, flipchart, marking pens, tape.

1. State the subject of the brainstorming. Clarify $kegement as needed until everyone
understands it.
2. Each team member silently thinks of and writes dasmany ideas as possible in a set
period of time (5 to 10 minutes).
3. Each member in turn states aloud one idea. Fdoilitacords it on the flipchart.
o No discussion is allowed, not even questions farfotation.
o ldeas given do not need to be from the team mebeitten list. Indeed, as time
goes on, many ideas will not be.
o A member may “pass” his or her turn, and may thehan idea on a subsequent
turn.

Continue around the group until all members pageraan agreed-upon length of time.
4. Discuss each idea in turn. Wording may be changédwhen the idea’s originator

agrees. ldeas may be stricken from the list onlyfgnimous agreement. Discussion

may clarify meaning, explain logic or analysisseaand answer questions, or state

agreement or disagreement.
5. Prioritize the ideas usingultivoting or list reduction.

Nominal Group Technique Considerations
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o Discussion should be equally balanced among adlsid€he facilitator should not allow
discussion to turn into argument. The primary psgoof the discussion is clarification. It
is not to resolve differences of opinion.

o Keep all ideas visible. When ideas overflow to &ddal flipchart pages, post previous
pages around the room so all ideas are still \adibleveryone.

e Seebrainstormingor other suggestions to use with this tool.

Excerpted from Nancy R. Taguelse Quality Toolbox, Second Edition, ASQ Quality Press,
2004, pages 364—-365.

Retrieved fromhttp://asqg.org/learn-about-quality/idea-creatioaksfoverview/nominal-
group.htmlon 9/2/15
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QuickTip - SWOT Analysis

SWOT analysis is a popular tool for situational analysis. SWOT is an acronym for “strengths, weaknesses,
opportunities, and threats.” It looks at both internal and external factors (figure 1).

Analyze External Environment . Evaluate Internal Performance

Opportunities  Threats Strengths Weaknesses
4 A : V4 Y

Capture Counter :  Exploit

n  Competitors m Sales, earnings, and cash flow

m  Suppliers m  Technology

m  Procurement trends n  Operations

m  Economictrends m  Service

m  Regulations n Winrate

= Political situation n Etc

m Etc.

Figure 1: SWOT does internal and external analysis.

The external analysis examines both opportunities and threats from factors such as competitors,
suppliers, economic trends, and regulations. Then it looks for ways to take advantage of (capture) the
opportunities and counter the threats.

The internal performance analysis looks at the organization’s strengths and how to exploit them, as well
as weaknesses and how to mitigate them. Examples of internal areas to evaluate are financial
performance, development capabilities such as engineering expertise, technology, and service and
operations capabilities.

All of this gives a good understanding of the current state of the organization, as well as some ideas on
how to change that state to get to the desired state.
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External Factors

Opportunities Threats
Internal
Factors
2 | *Actions that *Actions that
2| leverage counter with a
# | strengths strong defense
% *Actions that » Actions that
= 7
£ | grow strengths PG
= disaster

Figure 2: Develop actions based on SWOT analysis.

The strongest strategic actions emerge from external opportunities that intersect with an organization’s
internal strengths (upper left quadrant of figure 2). These are chances for an organization to “lead the

charge,” moving forward as a leader leveraging its strengths.

The most dangerous situations for an organization are in the lower right quadrant, where external
threats intersect with internal weaknesses. This puts the organization in a defensive position right
where it is weak.

Source: Strategic Planning lecture
© 2009 Synergy Professional Services, LLC APM205-Pro-004 APM212-Strat 131217
© 2009 Synergy Professional Services, LLC APM212-Strat-005 131105
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QuickTip - Affinity Clustering | convergenc

What

An affinity diagram is an information organizingoto It promotes creative synthesis by
asking a team to identify and group similar itemmf a large list of possibilities. The

resulting structured information can then be usefdiither convergence activities such as
ranking and rating. Affinity clustering is ofteraiped with a preceding divergence

activity that generates many raw possibilitiesg licainstorming.

When

e You need to clarify or structure a large mass trimation

e The problem is complex and difficult to understand

e You need to decide which ideas or information arpartant to the problem
e The problem requires or benefits from involvemerd group

How

Before the session, write each of the ideas on all Ssticky” (sheet of adhesive note
paper). Often, this has already been done dwibtpinstorming session. Place all of
the stickies in random order on a large, accessiliface such as a wall or table. If the
ideas haven't been discussed recently, the tearmeey time to re-read them.

The team members silently arrange the ideas imhilasi clusters (affinity clusters) by
moving the stickies. If a team member does na@with the positioning of a sticky, he
can move it into another cluster with which it l@astronger affinity. No communication
is allowed, since this might limit thinking on pdss affinities.

This repositioning continues until the affinity sters have solidified. Then the
facilitator asks members to explain why they orgedithe ideas into these clusters.
What makes the items in a cluster similar, and ldowthey differ from other clusters?
These discussions may cause further rounds of iteposg.

After the team agrees on characteristics of eacisted, label and describe them.
Examine the relationships between clusters to teueerlying structure of the problem.

Tips

1. Draw a “parking lot” in a section of the work area.If people repeatedly move a
specific sticky, this indicates an important digssgnent that should be discussed
later. Move the contentious sticky to the “parkiog for discussion after the silent
clustering is done.

2. Do not label the clusters until after the team cletgly agrees on grouping.
Prematurely labeling emerging groups will limit teams thinking.

3. The team may want to talk during the positioninBiscourage communication until
the clusters have taken shape and the changesrate.i At that point, there may be
some left behind or parking lot stickies that neetle discussed.

© 2003-2020 Synergy Professional Services, LLC aihthovation Frameworks, LLC
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QuickTip - Fist to Five

To use this technique, the facilitator restatea@ron the group might take and asks the team to
show their level of support. Each team memberaredp by holding up a closed fist or the
number of fingers that corresponds to her levaugport. If a team member holds up fewer than
three fingers, she is given the opportunity toestedr questions, objections, or recommendations
for improvement. Then the team may respond, mati#yidea under discussion, or generate
new ideas.

This encourages several positive behaviors thatlesd/the team toward a higher quality
decision.
e Dissenters make a case for their position to teeakthe group.
e Proponents hear and consider differing points e¥wi
e Everyone works together to make the proposal better
¢ Reduces the chance that silent disagreement &séds lto lack of support or sabotage
of the course of action.

The facilitator continues the fist to five processil the team achieves consensus (everyone
holds up three or more fingers) or agrees to maov®dhe next issue.

Closed fist - No. A closed fist is a way to block consensus.
1 finger - | have major concerns that could potentially berassed.
2 fingers- | would like to discuss some minor issues or getannformation.

3fingers- I'm not in total agreement but | feel comfortableough to let this proposal pass
without further discussion.

4fingers- | think it's a good idea and will work for it.

5fingers- It's a great idea and | would like to take thedl@ghen we implement it.

Definition modified from an entry on the agile-focused site whatis.com., which was retrieved 7/3/17
from http://whatis.techtarget.com/definition/fist-to-five-fist-of-five

Synergy Professional Services, LLC 11330 SW Fddihive, Portland, OR 97225
Contact: Jeff Oltmann, jeff@spspro.com WWW.SPSPro.com(503) 644-6433
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QU'Clep - MUIthOtlng Convergence

What

Multivoting is a way to quantify the positions apdeferences of a group by allowing
each member to decide how much an option is worthirh. Each member’s votes are
recorded, but a decision is not necessarily reachédultivoting gives the group
information about where individual members stand #re strength of their positions.
The votes are used as a springboard for identifgomgsensus, surfacing disagreements,
and identifying the size of gaps.

When

e “Taking the temperature” of a group as it is moviagzard agreement.

¢ |dentifying areas of disagreement, misunderstandingdiffering priorities.
e There are fewer than ten options under consideratio

How

Set up a grid of names and options on a flip chaGive each ABCD

. . Tom |3 |1 |1]1
member a number of votes to distribute across tbkorts Marv (11112 2
according to their preferences. Members distelibeir votes ] e?]y 111131
across the options to indicate their relative perfees. Use K?;lr;r 111212

these voting guidelines:

e Encourage members to spread their votes acrosptadins to express their relative
feelings about all of them. Don’t lump all votes & single favorite.

e Each person should decide how to distribute voéésrb recording them on the chart,
to avoid being influenced by how others vote.

e Ask for and record votes by option, not by persdfor each option, members should
vote simultaneously by raising fingers, showingarecard, or similar method.

¢ Allow votes of “zero” only when a person can't liwgth that option.

e & &

Tips

1. The number of votes available to each member shoaildbout 1.5
times the number of options.

2. The biggest value of multivoting is the discussibiat follows.
Facilitate a discussion of large gaps, extremetiposi, and area of agreement.

3. A variation of multivoting is “red dot” voting. All options are listed on a flipchart.
Members have adhesive “dots” corresponding to theaites. All members
simultaneously distribute their dots next to théiays. The resulting visual cluster
gives a picture of the group’s preference for eaption. The method is fast and
works well with a large group, but does not allaMidw up discussion on individual
disagreements because individual votes are nordedo Thus it is good for fast
sensing of the temperature, but less effective lasirggy gaps and building
commitment.

© 2003-2020 Synerqgy Professional Services, LLC amthovation Frameworks, LLC
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QuickTip - Decision Grid | eomerere

What

A decision grid (aka rating) helps select the bmstion from several defined choices.

The options are evaluated on important criteriar éxample, a decision grid can be used
to help a car purchase decision by rating altereatar models on important features like
safety, gas mileage, performance, and styling.tefai can be treated equally or given
weights relative to each other — for some peoplénstis twice as important as anything

else. Often the chief value of a team rating d@gerts in the discussion and prioritization

that it encourages rather than in the absolutet paimer.

This sheet describes a simple rating system thatifficient for many uses. There are
more sophisticated methods of weighting priorie®l rating options, such as used in
QFD.

When
e Selecting the best option from several well-defiokdices
e Making priorities and feature comparisons explicit

How

Decide which criteria will be used to rate the ops. They should reflect the essential
features desired in the solution.  Clearly definem and determine what weights, if

any, should be assigned. If this is complicatedamtentious, use a separate technique
such as pair wise analysis or weighted voting termiene the criteria.

Name and clearly describe each of the options teviaduated so that participants have a
thorough understanding. Create a rating matrixh vaiption names on one axis and
criteria on the other. Define a rating scale thearly defines the possible rating values.

As a group, rate the performance of each optiornagall criteria by entering a value
into every cell in the matrix. It may be difficub reach consensus on a value, indicating
either a need for further research or for a degjsttepending on the situation. Use an
appropriate tool to get the needed information. (egearch) or decision (e.g. voting).

Tips
1. Start filling in the matrix by rating an item thigt not contentious and is on one
extreme of the rating scale. This will serve asaarchor” for other ratings.
2. Rate all options on a particular criterion befooeng to the next criterion.
3. Encourage a spread in the ratings. If most ratargsa middle value, it will be
difficult to distinguish between the options.

© 2003-2020 Synerqgy Professional Services, LLC amthovation Frameworks, LLC
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4. It is normal to discover part way through the psscéhat a previous weighting,
criterion, or rating should be changed. This magidate legitimate new
understanding but be careful of a subtle bias tdlgepreferred answer.

5. Define criteria and ratings such that desirablengat convert to consistent
numbers on the scale. For example, if you aiagan a scale of one to five,
don’t define criteria so that lowest (best) costated a one and highest (best)
performance is rated a five.

6. Small differences in rating totals may not be digant. Don’t be tempted to
assign too much precision to the values.

Criteria Options

Ferrari | Taurus Miata | Lumina

yBrapn

Performance
5 = highes
Best Cost
5 = lowes
Safety
5 = safes
Availability
5 = immediat
Total

© 2003-2020 Synerqgy Professional Services, LLC amthovation Frameworks, LLC

Synergy Professional Services, LLC 11330 SW Fddihilve, Portland, OR 97225
Contact: Jeff Oltmann, jeff@spspro.com WWW.SPSPro.com(503) 644-6433

Page 17 of 25




@) s I N E RG I the right projects - done right
/

PROFESSIONAL SERVICES

QuickTip - PICK Chart

A PICK chart is a Lean Six Sigma tool used to categ and prioritize improvement ideas. It's
sometimes called an

effort/impact chart. The PICK Chart
chart has four quadrants:

Implement Challenge
. . (Just Do It)
Possible idea.

Implement idea.
Challenge idea.
Kill idea.

[ ) [ ) [ ) [ )
High

Payoff

An easy way to create a
PICK chart is to draw a 2
x 2 grid either on a
whiteboard or a large
paper flip chart. Have
participants place
improvement ideas Possible Kil
(written on sticky notes) in
the quadrant where they
feel the idea best fits.

Low

Easy - Difficulty . Hard

A PICK chart can be a helpful tool for deciding wkawork on first. The ideas in the
“implement” quadrant are likely a good place tatst@he team can then start looking at some of
the ideas in the “challenge” quadrant that are nddfeeult but have a high payoff. The ideas in
the “possible” quadrant are not a priority to persand the ideas in the “kill” quadrant should
likely not be considered.

Here are some guidelines for using a PICK chart:

o Don't let participants put their sticky notes betmegquadrants. They need to decide what
guadrant they go in. The beauty of sticky notdhas they can always be moved as the
team discusses each idea.

o Keep the PICK chart simple. Don’t subdivide eachdyant or allow participants to be
strategic about the quadrant they place their gtncke in.

« If participants have trouble putting an idea in tjuadrant labeled “kill,” explain that
“kill” just means that the idea is hard to do aras la low payoff.

Internet Citation: Appendix B. Prioritize Opportunities for Improvement. Content last reviewed October
2017. Agency for Healthcare Research and Quality, Rockville, MD. https://www.ahrq.gov/patient-
safety/settings/hospital/resource/pressureinjury/guide/apb.html
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Convergenct

QuickTip - Gap Analysis

What

Gap analysis is a steering technique. It isldading a map to determine where you are,
where you want to be, and routes to get therep @alysis determines the current state,
the desired state, and steps to get from one totther. Applied periodically, it is a
useful way to ensuring forward progress throughftizey front end.

When

e You want to start a team off in the right direction
e You want to align objectives among the team.

e You need to verify that you are still on track.

How

Gap analysis can be an individual or a team agfiiepending on who is doing the
steering and who you want aligned. If done asamtegap analysis tends to build
alignment and commitment to a shared directionapptoach.

Identify and write down the desired state. Thasethe essential attributes of where you
want to be. Depending on what you are steering, dttributes could be project

deliverables, product features, or operation patarse This list of desired attributes

should be short and SMART (specific, measurableiegable, and time-bound).

Write down the current state of each of the attebudentified in the desired state. The
descriptions of current and desired states shoaktribe the situation, not causes or
solutions. For example, a desired attribute cd@ldThe charter for the project is ready
for review by June 17, not “Add more developerga the charter done faster.”

Then for each attribute identify specific actiomsget from the current to the desired

state. If the actions to get from current to debistate are not apparent, use other
divergence and convergence tools to generate pldsssband select the best options.

Popular tools for this include cause-and-effectyais (Fishbone or Ishakawa diagrams)

and flowcharting.

Attribute As-Is Desire( Action Step
Project Not started as of| Ready for review | 1. John write first draft by 7/18.
Charter 7/1 by 8/1 2. Mary and Fred agree on
wheezit vs cost tradeoff by
7/9.
3.

© 2003-2020 Synerqgy Professional Services, LLC amthovation Frameworks, LLC
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QuickTip - Five Whys

This is a very simple but powerful questioning methat helps a team peel away layers of
symptoms to get closer the real root cause oluatsin. Understanding these root causes is key
to making long term improvements to a situatioheathan treating symptoms. The technique
was originally developed by Sakichi Toyoda whoesdahat "by repeating why five times, the
nature of the problem as well as its solution bez®uiear."

When to Use

e When you want to bring clarity and refinement forablem statement.

¢ When you need to elicit information on real motigas, needs, or existing ways of doing
things. For example, you may need to understamdahbusiness process is really performed
instead of how it is supposed to be done, and why.

¢ When you want to push a group to delve deepegtodiout what the real problem is, not
just its obvious symptoms.

Procedure
1. To use informally, usually in a 1:1 or small graagerview:
a. Ask a question about why something happened aong @ certain way.
b. When you get an answer, ask why that is the wey dr why not an alternative
approach.
c. Keep asking why or why not, being careful to phridsequestion in a variety of
ways so that you don’t come across as obnoxiogsmirontational.
d. Repeat until you get to the root cause, which nag more or less than five
repetitions.
2. To use more formally, such as in a problem-sohdegsion or kaizen event:
a. Gather a group of people who have good insighttimgoroblem or situation that
you want to understand.
b. At the top of a whiteboard or large piece of papeite a summary of the
problem.
c. Ask why five times, as described above. Writeaghswer to each successive why
below the previous one, connecting it with a vaitime. If there is more than
one answer to a why question, write all of thentt@same line, resulting in a
branching tree.
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Example

eCustomer satisfaction scores are too low.

J

Why are scores too low?

\

*They hang up on calls to the customer service number.

J

Why do customers hang up?

N\

*They get lost in the automated telephone tree that
they must traverse being being connected to a live
person.

J

Why do they get lost?

\
*The tree is very complex, so it takes many choices and
keypresses to get to a relevant option (the tree is five
levels deep, with ten choices at the top level).
J

Why is the tree so complex?

\
*The choices for the most common customer problems
are buried deep down, and many of the choices are for
obsolete products or rare situations.

J

See more about the Five Whys technique at ASQ’s quality tools resource center:
https://asq.org/quality-resources/five-whys
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QuickTip - Cause and Effect Analysis

In 1943 Dr. Kauru Ishikawa developed cause ancceffealysis. The technique creates a visual
diagram of what causes an observed effect or Btuailhe diagram shows is usually called a
fishbone diagram (after its shape) or an Ishikaiagram (after its inventor). This technique is a
structured way to think about why something is leaqpg, allowing you to focus your limited
resources on the most effective way to changeithati®n.

When to Use
Use this technique when you need to get to theqaoses underlying a situation in order to
solve the real problem rather than just a surfgogpsom.

Procedure

At head of the fish write the symptom or effect of the situation to be analyzed.

«Identify the major categories of causes of the effect name a big bone of the fish for each
category.

hs Ne *For example, “methods, machines, materials, and people” are typical categories in a
Major manufacturing environment. )
Sources
~
. elteratively break down underlying causes into smaller bones (contributing causes).
Determine
Causes y
~
*Select the vital few causes to investigate further.
Narrow the
Focus y

Example

The example below shows the fishbone diagram &ituation where projects at a company often
finished behind schedule. The company wanted dergtand why so many projects were late and where
to focus to improve things. Therefore the effebfywn on the head of the fish, is “Projects miss
schedules.” The main bones of the fish are thermajor categories of things that contributed tetpa
slips, such as poor planning. The smaller bonesauses that contribute to each category.
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Note that the diagram is not just a collectionafiges. Causes are organized into major catedories
help make sure some are not left out. The comfamyd the causes by extensively interviewing the
people who worked on projects. It used the affinltstering technique to figure out the relevant
categories for the fishbone, and finally it looKedoverlooked causes in each category. Thensgt wa
ready to select a vital few root causes to focuBoimprovement.

Scope
Increases
Goldplating Poor initial
definition
Customer

Poor scope
change
control

needs change

Overestimate
productivity

Poor
Planning

Insufficient feasibility
investigation

Didn’t include
all tasks

Underestimate
task duration

Projects miss

schedules
Bc_>t_t|enecl_< on Silo'd Mis- Poor risk
critical skill sets Lack of communication — planning
urgency No buffer or slack
Inadequate Too much Too willing to Unplanned
staffing ~ —>"  multitasking e risks rework
People .
Problems Surprises
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QuickTip - Pareto Analysis

Pareto analysis is used to help decide which ofyncanses to focus on in order to change a
situation most effectively. It takes advantageéhef Pareto Principle, which says that most
problems have only a few primary root causes. rigixhose root causes will fix most of the
resulting problems.

When to Use
Use this technique when you don’t have enough tmesources to fix everything and want to
focus on the things that will have the biggestetften a situation.

It is often used together with cause and effeclyaisa Cause and effect analysis is used to
figure out the root causes of a situation, thee®aanalysis is used to decide which of those
causes to focus attention on. A Pareto chart phatérequency of occurrence of causes in
descending order.

Procedure

1. Decide what causes you will analyze or what caieggrou will use to group items. For
example, if you are working on improving customenvgce, you might use categories
like “excessive wait time” or “unable to fix custen's issue.”

2. Decide how to measure the categories. Common negasuts are number of
occurrences, frequency, cost, and time spent.tHéocustomer service example, you
could measure number of occurrences (how oftenejresentative was unable to fix the
issue) or frequency (what percentage of the intemas resulted in no fix).

3. Decide what period of time you will analyze. losiid be long enough to capture a valid
picture of what is happening, but not so long thaill be unfeasible to gather data.

4. Collect data for each category or gather dataahaady exists. Subtotal into each
category.

5. Plot the categories on a column chart in decreasidgr. If there are many categories
with small measurements, they can be grouped aer6t

6. Optionally, also plot a line that shows the cumutatontribution of causes (see example
below). This line should reach 100% at the righgtaategory.

7. Based on this information, decide which categoy@ms will focus on to get the most
return for your improvement effort.

Example
Quiality pioneer Joseph Juran popularized the P&etaiple, which he named after Vilfredo
Pareto, a 19th century Italian economist who depedca theory of unequal distribution. Pareto
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observed in the area he studied that 80% of théthveas held by 20% of the population. The
80-20 ratio, or one similar to it, seems to applynany situations.

For example, if 80% of customer complaints are edus/ 20% of the issues that we have
uncovered, we should focus on fixing those feweassio get the most return on our quality
improvement investment.

The example Pareto chart below shows the primasytsghat are preferred by employees at a
company, which plans is doing a Pareto analysgitde its decisions on which recreational
benefits to offer to them.

By convention, the causes (in this case sporteprates) are arranged left to right in decreasing
order of contribution. The columns show the nundfegmployees who named a certain sport as
their first preference, and the blue line showscimaulative percent contribution of each sport in
order of preference.

In this example, just over 80% of employees wowtagcess to their preferred sport if the
company offered opportunities for the leftmost feupotball, baseball, dancing, and soccer.
This isn’t 80-20, but it illustrates that focusiog a subset of causes can satisfy most of the need.

Sports Preferred by Acme, Inc Employees

) 100% g

3 s

o -80% §

o [&]

£ - 60% o

w o

© - 40% 2

é - 20% =

E

=) - 0%

z &
See more about Pareto analysis at ASQ’s quality tesource center:
https://asq.org/quality-resources/pareto
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