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“If people do not participate in
decisions, there is little to
prevent them from assuming
that things would have been
better, ‘if I'd been in charge’.”

~Unknown
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Useful Team Processing
Tools

A number of tools have been developed to
provide a structure which facilitates team
discussion, exploration of ideas, and
discussion making. Examples include:

Seven Management and Planning Tools

« Activity Network Diagram -+« Affinity Diagram

* Interrelationship Digraph <« Matrix Diagram

* Prioritization Matrix * Process Decision Program
* Tree Diagram Chart

Source: The Memory JoggerPlus+, GOAL/QPC, 13 Branch Street,
Methuen, MA 01844, 508-685-3900, Fax 508-685-6151



Useful Team Processing
Tools- Continued

Others
* McNeill’s Agenda Planner « Assignment Matrix
« Brainstorming * Consensogram
+ Deployment Flow Chart * Fishbone Diagram

« Histograms

* Force Field Analysis . o
Integrative Analysis Diagram

+ Impact/Changeability (9-Block)

. Multivoting
* Issue Bin _ « Pareto Chart
« Nominal Group Technique . Progress Check
« PE.R.T. Chart « Run Charts

e Radar Chart
« Stability Chart

Source: The Memory JoggerPlus+, GOAL/QPC, 13 Branch Street,
Methuen, MA 01844, 508-685-3900, Fax 508-685-6151



Information Management and Performance Improvement

MISSION & VALUES
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Flow Chart

v To identify the actual flow or sequence of
events leading to a service or product.

v Shows where simplification or
standardization may be possible.

v Allows examination of activities that may
Impact the process performance.

v ldentifies where additional data may be
needed.
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HUMAN RESOURCES
HIRING PROCESS FLOWCHART
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Activity Description
Product Design / Inception
Market Research
Production Analysis
Product Model
Sales Brochure
Cost Estimate
Testing
Sales Traning
Pricing

Production Review

Reguired
Predecessor

{none)

(none)

B E

F G

Duration
(weeks)



Request for Proposal Plan PERT Chart

Define statement of Define scope of
need services required
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Develop evaluation
criteria (score card) Conduct evaluation of
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Draft RFP

Finalize RFP

Brief on RFP release
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Conduct legal review
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Flow Chart: How To Do It

1. Determine the frame or boundaries of the process.

2. Determine the steps in the process.
3. Sequence the steps.
4. Draw the Flowchart using consistent symbols.

O An oval is used to show the materials, information,
or action (inputs) to start the process or to show
the results at the end (output) of the process.

[J A box or rectangle is used to show a task or
activity performed in the process. Although
multiple arrows may come into each box, usually
only one output or arrow leaves each activity box.



Flow Chart: How To Do It

¢ A diamond show those points in the process
where a yes/no question is being asked or a
decision is required.

© A circle with either a letter or number identifies
a break in the Flowchart and is continued
elsewhere on the same page or on another

page.
— Arrows show the direction or flow of the
process.

5. Test the Flowchart for completeness.
6. Finalize the Flowchart.



Force Field Analysis

v To identify the forces and factors that either
support or work against the solutions of an
ISsue or problem.

v Presents “positives” and “negatives” of an
Issue or problem, so that they can be easily
compared.

v Forces groups to work together.
v Encourages agreement about priority.

v Promotes honest reflection of underlying
roots to an issue or problem.



Force Field Analysis: Retaining
Customer Service Employees

401K Benefits » <« Low Pay

Lack of Opportunities
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Environment
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Free Lunches »
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Insurance Benefits Plan

- No On-site Daycare

Strong Community = Center

Casual Dress Code = = Long Hours

Christmas Bonus » = No Stock Options



Forces for Change
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Force Field Analysis
Understanding the Pressures For and
Against Change — by Kathleen Lepori

Proposal
For
Change

* Peer help A *Willingness of
}Nhen ne:c_:leéi ﬁn‘;plosl/eelf tcf;

* Improved jo elp—lack o
performance volunteers

* Cost effective * Availability to
method of help
training * Ability/skill to

* Worke
empr)V\;erment Create an O gev|eprused/overb

+ Distribute new intefnal peer- urdened
ideas and SHPEOL HEtAerk volunteer
technology within WestEd * Adhering to

* L earning is that can offer guidelines of
leveraged human;to- conduct

* Help meet numan, JUstin: * Tedious
corporate time help that selection/accept
mission of will foster a ance process
excellence mutual : » Computer/softw

* Fosters 3 understanding are compatibility
continual of collaborgtive, » Accuracy
learning coop'eratlve » Motivation of

* Bring together 3 Iearn!ng gnd employees to
geographically organizational continue to be
distributed change. part of the
employees 2 support network

* Take load off ¢ Elimination of
help desk peers for not

* Better time participating,
management attitudes, etc.

Scale: 1-5 (I - weakest
and 5 - strongest)




Personal goal: Improve fitness

Driving forces

Summer is coming, look good at the beach @

Look good for my partner

More energy to perform better at work
More energy for my family

Perform better for my work sports team
Feel better about myself

Stay alive for my children / grandchildren

Total

D<A
DA

.
L 3

Current
state

Restraining forces
Time-poor, work long hours

Lack of access to gym
Easy access to unhealthy food
Office job, low activity

Genetic predisposition for weight gain

0006

Competing habitual patterns (TV, Internet) @
Physical impairment

Total

5 20

Force Field Analysis example
www.sidewaysthoughts.com



Force Field Analysis:
How To Do It

. Draw a large letter “T” on a flipchart.

. At the top of the T, write the issue or problem that
you plan to analyze.

. To the far right of the top of the T, write a description
of the ideal situation you would like to achieve,
eliminate, avoid, or maintain.

. Brainstorm the forces that are driving you towards
the ideal situation. List them on the left side.

. Brainstorm the forces that are restraining movement
toward the ideal state. List them on the right side.



Force Field Analysis:
How To Do It

6. Prioritize the driving forces that can be strengthened
or identify restraining forces that would allow the
most movement toward the ideal state if they were
removed.

When choosing a target for change, remember
that simply pushing the positive factors for a
change can have the opposite effect. It is often
more helpful to remove barriers. This tends to
break the “change bottleneck” rather than just
pushing on all the good reasons to change.



Fishbone Diagram

v Focuses on identifying the root causes of
the problem.

v Used to identify, explore, and graphically
display the problem or condition.

v Focus the team on causes, not
symptoms.

v A snapshot of the collective knowledge
of the team.

v Organizes the team around the problem.



Fishbone Diagram: Poor
Customer Response Time

Disorganized Always Running
Out of Materials

Untrained
Materials Outdated

oo Few Proper Materials
Never Ordered Poor Customer

Response
Time

Improper Use of E-maill

No Established Methods
No Step-by-step Documentation

Communication



Fishbone Diagram Example

Cause Effect

[ People ) ( Method ] [Measurement]

Micro-managing

Bureaucratic Did not track progress
boss
Absent secretary Poor prioritization No short term goals
Sick children Unforeseen variables Lack of accountability

Lack of communication
from client

Lack of planning No timesheet

Missed

Deadline

Coffee machine
broken

Car wouldn't
start

Poor internet
connection

Fluorescent lights Unstable desk

Small cubicle No printer paper

Office too cold Out of pens

Slow computer Noisy coworkers Squeaky desk chair

[ Machine J [Environment) ( Materials J

www.timvandevall com | Copynght @ 2013 Dutch Renaissance Press LLC.



Carver County Public Health
HAN Project

Policies Procedures Plant/Technology
Fax machine -
Lack of written elow
procedure \
Lackof
agency policy Incomect contact Can'trezend corrected
mformation faxesthrough JElast

Changesin -
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IeEpOonses as comrections

Grant made
requirements Tracking actua
change time fax

received

Logging results iz

tedious Limited staff

Too much staff
time to conduct

HAN test

Fax machine

doesn'tlog Incomect time stamps Unly one

fax responses on faxes perzon
assigned

Time changes
don’t get made

B.ecipients are not onented to
the HAN process

Measurement People




Procedures

Computer not

updated No training
\ \
Wrong fee L‘;ﬂte?um
Too much
rude coffee
Too many
" grounds -
No training Wrong size filter . ;
= Bad cream Dirty cups el
f,.-“'f Brew time too Bad coff
/ long /
Bad sugar Outdated ,-f"'f e
_ .. hot enough
Lids don't ﬁibl'r'ty baske /
Packets wet cup wﬂéﬂer not
working

Material

Equipment




Fishbone Diagram:
How To Do It

1. Select the most appropriate cause & effect format.
There are two major formats:

Dispersion Analysis Type - Constructed by
placing individual causes within each “major”
cause category and then asking of each individual
cause “Why does this cause happen?”

This question is repeated for the next level of
detalil until the team runs out of causes.

Process Classification Type - Uses the major
steps of the process in place of the major cause
categories. The root cause questioning process is
the same as the Dispersion Analysis Type.



Fishbone Diagram:
How To Do It

2. Generate the causes needed to build a Cause &
Effect Diagram.

Choose one method:
Brainstorming
Check Sheets
3. Construct the Cause & Effect/Fishbone Diagram.

Place the problem statement in a box on the right
hand side of the writing surface.

Draw major cause categories or steps in the
production or service process. Connect them to
the “backbone” of the fishbone chart.



Fishbone Diagram:
How To Do It

Place the brainstormed or data-based causes in the
appropriate category.
Repeatedly ask one of the two following questions of
each cause listed on the “bones”:

“Why does it happen?”

“What could happen?”

Interpret or test for root cause(s) by one or more of
the following:

Look for causes that appear repeatedly within or
across major cause categories.

Select through either an unstructured consensus
process or one that is structured.

Gather data to determine the relative frequencies
of the different causes.



Interrelationship Digraph

v Used to systematically identify analyze, and
classify the cause and effect relationships
so that key drivers or outcomes become the

focus.
v Encourages thinking in multiple directions.

v Allows key issues to emerge naturally rather
than being forced by a dominate or powerful
team member.

v Teams can identify root causes even when
credible data does not exist.
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Reduced productivity among doctors in the hospital

The pay level of

doctors
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Equipment
guality and
reliability
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availability
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Changes in
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Interrelationship Digraph:
How To Do It

1. Agree on the issue/problem statement.
2. Assemble the right team.

3. Lay out all the idea/issue cards that have either
been brought from other tools or brainstormed.

Arrange the “cards” in a large circular pattern,

leaving as much space as possible for drawing
arrows.

Use large, bold printing, including a large letter
on each idea for quick reference later in the
process.



Interrelationship Digraph:
How To Do It

4. Look for cause/influence relationships between all of the
iIdeas and draw relationship arrows.

Choose any of the ideas as a starting point. If all of
the ideas are lettered, work through them in
seqguence.

An outgoing arrow from an idea indicates that it Is
the stronger cause or influence.

Ask of each combination:

Is there a cause/influence relationship? If yes,
which direction of cause/influence is stronger?

Draw only one-way relationship arrows in the
direction of the stronger cause or influence. Do not
draw two-head arrows.



Interrelationship Digraph:
How To Do It

5. Optional: Review and revise the first round.

6. Tally the number of outgoing and incoming arrows
and select key items for further planning.

Record and clearly mark next to each issue the
number of arrows going in and out of it.

Find the item(s) with the highest number of
outgoing arrows and the item(s) with the highest
number of incoming arrows.

Outgoing arrows- A high number of outgoing
arrows indicates an item that is a root cause or
driver. This is generally the issue that teams
tackle first.



Interrelationship Digraph:
How To Do It

Incoming arrows- A high number of incoming
arrows indicates an item that is a key outcome.
This can become a focus for planning either as a
meaningful measure of overall success or as a
redefinition of the original issue under
discussion.

7. Draw the final Interrelationship Digraph.

|dentify visually the key drivers (greatest number
of outgoing arrows) and the key outcomes
(greatest number of incoming arrows).



Questions




