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Purpose & Audience 
Purpose 
• 

This pack of activities contains descriptions of a num
ber of tools that m

ay provide 
valuable help to you and your organization; they have been successfully deployed 
in thousands of w

orkshops around the w
orld. 

• 
The tools help team

s to w
ork m

ore effectively; they create inclusion and build 
com

m
itm

ent. 
• 

Each tool is described clearly and succinctly so that you are able to use them
 

readily w
ithout the need for training. 

Audience 
• 

These tools are useful to you if you are involved in project or operational w
ork 

w
here change and im

provem
ents are required and/or expected. 



Can I rem
ove the W

orkshopBank logo? 

W
orkshopBank ow

n the intellectual property rights for this m
aterial. All rights are reserved.  

 You m
ay view

 and/or print these pages for your ow
n personal use subject to these restrictions. 

But you m
ust not: 

– 
Republish this m

aterial as your ow
n. 

– 
Sell, rent or sub-license this m

aterial. 
– 

Use this m
aterial in front of a live audience, reproduce, am

end, duplicate or copy this m
aterial 

unless the W
orkshopBank logo is clearly visible. 

 If you w
ould like to rem

ove the W
orkshopBank logo you can purchase a license by becom

ing a 
VIP M

em
ber for a reasonable fee here: 

 https://w
orkshopbank.com

/vip 



Tool/technique 
W

hat is it? 
W

hy w
ould you use it? 

Problem
 

Solving 
Action 

Planning 
Team

 
Building 

Prioritization 
Process 
Analysis 

Issue 
Analysis 

B
rainstorm

ing 
A technique to capture free flow

ing 
ideas from

 a group 
To generate w

ide-ranging 
ideas in a group 

✓
 

✓
 

✓
 

✓
 

✓
 

B
row

npaper 
Technique 

A technique that uses a large area of 
brow

n paper upon w
hich is typically 

m
apped a process – it therefore 

provides a “high touch” visual 
representation of a process, including 
activities, interfaces, decision points 
and inform

ation sources 

To enable an organization or 
team

 to understand the 
processes im

pacted by 
potential issues.  It is also a 
good technique to gain team

 
buy-in 

✓
 

✓
 

✓
 

✓
 

✓
 

D
ay In The Life O

f 
(D

ILO
) 

A technique to m
ap a “Day In the Life 

O
f” a role or group of roles 

To analyze w
ork-life balance 

& role effectiveness 
✓

 
✓

 
✓

 
Fishbone A

nalysis 
and Five W

hys 
2 techniques to help understand the 
root causes of issues. 

To understand underlying 
causes 

✓
 

✓
 

✓
 

✓
 

Force-field A
nalysis 

A “View
” of change in an organization 

w
hich m

aps forces pushing tow
ards 

change and forces restraining change 

To identify the m
ost effective 

w
ays to bring about change 

✓
 

✓
 

✓
 

✓
 

✓
 

✓
 

P
rioritization M

atrix 
A technique for helping to prioritize 
options 

To prioritize options & 
solutions 

✓
 

✓
 

✓
 

✓
 

✓
 

P
roblem

 S
olving / 

Team
 B

uilding 
(P

S
TB

) 

A structured process to problem
 

solving as a team
 

To take an issue and develop 
an action plan 

✓
 

✓
 

✓
 

✓
 

✓
 

✓
 

S
ix H

ats 
A w

ay of raising aw
areness about 

different styles of thinking 
To w

ork m
ore efficiently in 

diverse groups 
✓

 
✓

 
✓

 
✓

 
S

takeholder 
M

apping 
A tool to identify the project’s 
stakeholders and increase their 
support 

To identify w
ays to align 

stakeholders 
✓

 
✓

 
✓

 
✓

 
S

W
O

T 
A fram

ew
ork for structuring an 

organization’s Strengths, 
W

eaknesses, O
pportunities and 

Threats 

To identify and focus upon 
areas 

✓
 

✓
 

✓
 

✓
 

✓
 



Tools & Activities 

Brainstorm
ing 

Brow
npaper Technique 

Day In the Life O
f (DILO

) 

Fishbone Analysis and 
Five W

hys 

Force-field Analysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Brainstorm
ing 

W
hat is it? 

• 
“The best w

ay to have a good idea is to have lots of ideas” 
• 

A technique to capture a group’s ideas relating to a topic or issue  
• 

Idea is to capture as m
any free-flow

ing ideas as possible 

W
hen w

ould you use it? 
• 

W
henever you have an idea that needs “w

orking” 
• 

W
henever you need to involve other people in exploring an issue  

or idea 
• 

W
henever you need to involve other people to explore an issue and/or its resolution 



Brainstorm
ing 

Are there any rules? 
• 

People M
UST feel free to contribute ideas in a creative m

anner and so: 
– 

No criticism
 eg �O

h w
hat a silly idea� 

– 
No idea is a bad idea 

– 
�Free W

heeling� w
elcom

e 
– 

Q
uantity of ideas is needed – don

�t hang back from
 just saying w

hat is in your head 
– 

No questions during the session 
– 

State ideas quickly and in a m
anner in w

hich no enlargem
ent is needed 

– 
Don
�t m

ind stating the obvious 
– 

Don
�t fear repetition 

– 
Do com

bine and im
prove on other ideas 

• 
Be considerate of the different styles people display during brainstorm

ing – try and create the right environm
ent for 

everyone to contribute 

Are there any variations on this tool? 
• 

If the group is very large, you m
ay split the group into sub-groups and com

bine the results at a later stage 



Roles 

In brainstorm
ing it is im

portant that the roles are clear and 
that one person does not try to undertake tw

o roles. 
 • 

Issue O
w

ner – the person w
ho w

ants the answ
er or the output. 

• 
Facilitator – the person w

ho is facilitating the session and w
hose 

tasks are set out on the follow
ing slide. 

• 
Expert – m

ay be an expert in the subject m
atter. 

• 
Contributors – people contributing tow

ards the brainstorm
. 



Pre-w
ork 

• 
Think carefully about w

ho should be invited. 
• 

How
 are you going to explain clearly w

hat the issue is? 
• 

W
hat structure needs to be designed? 

– O
ne topic area or sub-sets? 

– Everyone w
orks on everything or break into groups w

orking on parts? 
– O

ne session or m
ultiple sessions? 

– Length of session? 
– Does the brainstorm

ing form
 part of another activity? 

• 
Suggestions: 
– Keep focused upon the subject. 
– Develop and m

aintain a tight brief. 
– Keep to tim

e. 



Process 
1. 

The Facilitator should run and control the process and should capture ideas w
ith no judgem

ents and contribute few
 

ideas them
selves. 

2. 
The Facilitator kicks off the session by clearly stating the problem

 or issue and ensures there is a shared 
understanding of the situation. 

3. 
The Facilitator explains the process / structure of the session paying special attention to the tim

e lim
it and w

hat is 
likely to happen next as a result. 

4. 
Phase 1 – Idea Generation (objective = volum

e of ideas) 
– 

The Participants are encouraged to start contributing ideas. 
– 

The scribe should note ALL ideas as given – in the w
ords of the Participants - no judgem

ents should be m
ade. 

– 
After the brainstorm

ing tim
e is up points of clarification can be requested. 

5. 
Phase 2 – Idea Grouping (objective = structure ideas into com

m
on them

es) 
– 

The Participants exam
ine the ideas one by one and either expand, com

bine or elim
inate som

e. 
– 

Ideas can be grouped if they are saying the sam
e thing. 

6. 
Phase 3 – Idea Review

 (objective = identify “nugget” ideas that run across groups/them
es) 

– 
If the ideas require prioritising, Participants m

ay then be invited to place Post-It notes on the resulting 
flipcharts w

ith their personal votes for the first, second and third highest positions. 
7. 

If required, a visible output (e.g. a series of flipcharts) can then sum
m

arised into typed or graphical form
at and 

distributed to the appropriate stakeholders. 



Idea G
eneration 

Idea G
rouping 

Idea R
eview

 



Brainstorm
ing Secret Sauce 

• 
If the group is very large, you m

ay split the group into sub-groups and 
com

bine the results at a later stage. 

• 
People w

ill naturally com
m

ent on other people’s ideas. It’s hum
an 

nature. As the Facilitator your m
ain job in Phase 1 is to m

ake sure this 
doesn’t happen by politely rem

inding people of the rules. Try and do 
that in a hum

orous w
ay so you keep the atm

osphere light and creative. 

• 
M

ake sure som
ething happens after the session w

ith the ideas and 
output. W

hen nothing happens as a result after a brainstorm
ing session 

it m
akes it m

uch harder to effectively run sessions like this in the future. 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

Day In the Life O
f (DILO

) 

Fishbone Analysis and 
Five W

hys 

Force-field Analysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Brow
npaper Technique – W

hat is it? 

• 
The Brow

npaper Technique dem
onstrates a team

 building 
approach that uses the pow

er of the team
 to develop view

s 
on w

here w
orkload issues m

ight be. 
• 

A brow
npaper is a visual w

all display (usually created on 
brow

n w
rapping paper typically 3ft high and up to 60 ft long). 

• 
It docum

ents an entire process or situation. 
• 

It provides a “high touch” visual of an entire process. 
• 

It details the actual steps taken and highlights all activities, 
interfaces, decision points and inform

ation sources. 



The Brow
npaper Technique can be applied to a 

variety of processes and in a variety of situations 
• 

For exam
ple: 

– 
As is – actual process in use today 

– 
Should be – process or group of activities according to new

 idea or proposal 

– 
Could be – desired activities/process 

– 
To be – m

odel for im
plem

entation 

• 
A key objective of the Brow

npaper Technique is that the team
 / organization explore together 

the processes or sets of activities under review
 and their associated strengths and opportunities.   

• 
W

orking in this w
ay increases the buy-in and ow

nership in the results. 

• 
The Brow

npaper Technique can be one of the m
ost pow

erful and im
portant techniques to build 

m
om

entum
 in a change process. 

• 
The technique can also be used to portray the various parties or roles involved in the process 
(som

etim
es called �sw

im
 lanes�). 



Brow
npaper creation has tw

o distinct phases: 
Developm

ent and Evaluation 
Developm

ent 
• 

Brow
npaper developm

ent is a fact-gathering exercise and as such, all ideas are 
good ideas. 

• 
No value judgem

ents are m
ade w

hile the brow
npaper is being developed and it is 

acceptable for participants to disagree on their interpretation of the process.  

Evaluation 
• 

Evaluation of the brow
npaper is perform

ed after the process/activity flow
 has 

been finalised. 
• 

The results are evaluated for com
pleteness, scale and scope of activities and 

participation in the processes/activities being investigated. 
• 

It is im
perative that the brow

npaper is signed off by the steering com
m

ittee or 
m

anagem
ent as an accurate picture of the process or activities under review

. 



Brow
npaper Technique Process 

Brow
npaper creation is iterative; the process flow

s should be m
apped out first in draft using 

pencil (or w
ith Post-Its) and verified before a final brow

npaper is produced.   
 Four stages are norm

ally used to docum
ent a process: 

Step 1
 Initial Briefing – oral w

alkthrough by know
ledgeable resource. Take notes and get a good understanding. 

Step 2
 Rough Draft – block out the m

ajor flow
 in pencil on brow

npaper w
ith the know

ledgeable resource. Use 
Post-It notes w

ith details on to increase flexibility and reduce rew
ork tim

e. Check for accuracy. 

Step 3
 Brow

npaper – use coloured m
arkers to draw

 the process flow
 on the brow

npaper. Augm
ent the process 

flow
 w

ith exam
ples of docum

ents and explanatory narrative. 

Step 4
 Evaluate – creatively display strengths, problem

s and opportunities that appear in the rough draft (e.g. 
rew

ork loops, tim
e lags, m

ultiple approvals). Get sign-off by appropriate m
em

bers of the m
anagem

ent 
and other stakeholders 



Each stage of the brow
npaper developm

ent should 
phase-in m

ore staff involvem
ent 

Steps 1 & 2  Start w
ith as few

 people as possible, specify those people closest to the related w
ork activities 

Step 3    
 Check accuracy w

ith a few
 different people 

Step 4 
 Get strength and opportunity input from

 a few
 m

ore people 

Step 4 
 Final review

 and sign-off on the brow
npaper by participants and key individuals 



Conducting initial briefings allow
s you to gain a good understanding of either the 

parts or w
hole of a process under review

 and identify issues and opportunities  

• 
W

hen opening the briefing session, m
ake the appropriate introductions and explain the purpose of the 

session. 
• 

It is difficult to draw
 an ordered process flow

chart from
 scratch w

hen learning about the process. 
Therefore explain that diagram

s and notes produced during the process w
ill probably be m

essy but 
that a re-draw

n version of the process w
ill be given to them

 for approval. 
• 

The follow
ing list show

s the types of questions that m
ight be asked during an initial briefing session: 

– 
�Can you please elaborate on your role and the responsibilities that you have w

ithin that role?� 
– 
� Please take m

e through the process that you perform
, m

anage, oversee.� 
– 
� W

hat are the tim
escales, volum

es, costs?� 
– 
� W

hat review
 activities do you undertake?� 

– 
� W

hat review
 processes are you subject to?� 

– 
� Does this diagram

 represent everything you perform
, m

anage, oversee?� 
– 
� W

hat are the issues that w
orry you about this process?� 

– 
� W

hat opportunities for im
provem

ent do you think exist in this process?� 



Constructing the process flow
chart 

Review
 a Form 

Assessm
ent 

• 
Black or dark blue m

arkers are used for lines and text 
• 

Green ink is used to identify strengths 
• 

Red ink is used to identify opportunities and concerns 

• 
Squares show

 a task   
• 

An activity description should be five w
ords or less 

• 
Start the description w

ith an action verb 

• 
Clouds show

 inform
ation stores betw

een activity/ 
inform

ation flow
s 

Is this Form
 

com
plete? 

Yes, 70%
 

No, 30%
 

• 
Diam

onds show
 decisions 

• 
Descriptions prom

pt a Yes/No answ
er 

• 
Indicate w

hat percentage of activity takes w
hich path 

The m
ajor part of the process flow

chart are the flow
charting sym

bols and a defined colour schem
e: 

BLACK 

GREEN 

RED 



An exam
ple of a sim

ple process flow
chart 

Eat Breakfast 

Ask partner for 
m

oney 
Get m

oney 
Kiss partner  

goodbye 

Leave 

house 
Drive to w

ork 
Have 

enough 
m

oney 

W
ith 

partner 
over 10 

years 

Have car 
keys 

No 

Yes 
Yes 

No 

No 

Yes 



An exam
ple of a sim

ple “sw
im

 lane” process flow
chart 

Partner 1 
Is 

brea
kfast 
good 

Eat breakfast 
Enough cash 

Ask partner for 
cash 

Put cash in 
w

allet 
Leave hom

e 
Enough  
petrol  
in car 

Call at petrol 
station 

Drive to w
ork 

Partner 2 
Prepare 

breakfast 
Give partner 

cash 

Garage attendant 
Fill car up w

ith 
petrol 

No 
Yes 

Yes 

No 

Yes 

No 



Your final brow
npaper w

ill look som
ething like this 

• …
. 

• …
. 

• …
. 

• …
.. 

Strengths 
 • …

. 
• …

. 
• …

. 
• …

.. 

Issues/Flags 
 • …

. 
• …

. 
• …

. 
• …

.. 

Opportunities 
 • …

. 
• …

. 
• …

. 
• …

.. 

Task 
Links 

Decision points 

Issue/Red flags Live docum
ent 

Strength or w
eakness 

Sum
m

aries of strengths, 
issues and opportunities 

<Process Title> 

Sign-off: 



Your brow
npaper should be augm

ented by real exam
ples 

• 
Actual docum

ents, com
puter printouts, reports, etc, m

ust be used to illustrate data flow
. 

• 
Augm

enting the brow
npaper w

ith the docum
entation is a very effective w

ay of highlighting the issues in a process or 
set of activities. 

• 
The flow

chart can be augm
ented w

ith explanations if necessary. 

• 
It is im

portant that all data flow
s on the flow

chart are broadly quantified: 
– 

Percentage of volum
e for various activities 

– 
Tim

e fram
es for key steps 

– 
Num

ber of people perform
ing tasks 

– 
W

ork volum
es/flow

s w
herever possible 

– 
Costs 

• 
M

anagem
ent should review

 the brow
npaper to see if the data is com

plete and to obtain inform
ation to support the 

proposal. 

• 
At the end of the paper, post sum

m
aries of the strengths, key findings and opportunities on individual sheets of w

hite 
paper. 

• 
M

ake sure that the brow
npaper is signed off by its participants and leadership to show

 the findings from
 the 

brow
npaper have authority am

ongst staff. 



Exam
ples of brow

npaper opportunities to look for 

• 
Duplication – elim

inate duplication of w
ork / processes 

• 
Redundancy – elim

inate situations w
here tw

o people do the sam
e activity 

• 
Frequency of use – elim

inate or reduce reports not read / used; m
atch frequency w

ith need 
• 

Accuracy – m
atch appropriate level of accuracy to need 

• 
Tim

elines – the cost of w
aiting / not getting things on tim

e 
• 

Standardisation – the cost of not standardising w
hen it m

akes sense to 
• 

Procedures – the cost of docum
enting practices 

• 
In-sourcing – the cost of m

aking it yourself; m
aking instead of buying 

• 
Authorisation – the cost of consensus 

• 
Validation – the cost of security checking 

• 
Forecasting – the cost of prediction 

• 
W

aste – the cost of consum
ption 

• 
Specification – the cost of custom

isation; unnecessary conform
ance 

• 
Storage and surplus – the cost of holding / storing / archiving 

• 
Best practices – the opportunity cost of know

ledge / skill transfer 
• 

Reconciliation – the cost of non-aligned inform
ation / data 



Brow
npaper Technique Secret Sauce 

D
on’t create a finished brow

npaper from
 scratch 

• 
Use pencil to do a first draft – it m

akes it easier to correct m
istakes, sends a m

essage that this is not a “done deal”, but a “let’s discover this together” process – the 
use of Post-It notes produces greater flexibility. 

 D
isagreem

ent about how
 the activity is com

pleted is O
K

 
• 

It is probable that different people perform
 the sam

e activity differently; that is a significant finding! Try to capture both and get separate agreem
ent. 

M
ake not know

ing the answ
er to every question O

K
 

• 
In the process of asking questions needed to identify the activity, it alm

ost alw
ays happens that a question w

ill be asked that no one can answ
er off the top of their 

heads. 
 A

sk for hard copy and com
plete exam

ples 
• 

All key docum
ents should be obtained w

ith “live” inform
ation, if possible. Ask for a printed copy of significant com

puter screens if the function is online or interactive 
betw

een user and system
. 

 N
o value judgem

ents (yet) 
• 

The process of creating the initial brow
npaper should be a fact-gathering exercise. The evaluation of the inform

ation com
es later. At this point, all ideas are good 

ideas. 
 Identify one stream

 of activity and do it start to finish: then integrate other stream
s w

ith it 
• 

Experience has show
n that participants m

ay becom
e confused w

hen trying to understand and docum
ent several flow

s sim
ultaneously. 

 W
rite explanations directly onto the brow

npaper 
• 

The only paper attached to the brow
npaper should be “live” docum

ents and their Post-It note critiques. 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

Day In the Life Of (DILO) 

Fishbone Analysis &  
Five W

hys 

Force-field Analysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Day In the Life O
f (DILO

) 
W

hat is it? 
• 

A visual w
ay of show

ing the activities of an individual or group of individuals in a school. It can be used 
to show

 a �W
eek in the life of�, a �M

onth in the life of�
��Term

 in the Life of� etc. The tool can therefore 
be used to reflect a num

ber of roles, groups of roles or tim
efram

es. 
• 

The technique enables a group to drive out a shared view
 of w

orkload and the underlying issues. 
• 

It is based upon com
pletion of a w

orkload analysis tem
plate. 

A DILO
…

 
• 

Docum
ents the entire set of activities for a m

em
ber of staff / role holder- 

• 
Provides a high-touch w

ay of show
ing the extent of som

eone’s role. 
• 

Highlights the m
ajor areas of w

ork and w
here the greatest volum

es of w
ork are created. 

• 
Can be done for a single m

em
ber of staff or a group of staff w

ho have the sam
e role or function and 

can be synthesis of all the individuals. 



Q
uestions a DILO

 gives you answ
ers to…

 

• 
Are your staff spending their days on the right things? 

• 
How

 is their w
ork-life balance? 

• 
How

 is the start and end of their day effecting their focus and attention on 
their job? 

• 
Are they doing the right tasks at the right tim

e? 
• 

How
 are their delegation skills? 

• 
Are their w

orkloads in line your expectations? 
• 

W
hat is the balance like betw

een spontaneous and planned w
ork? 

• 
Are there any opportunities to redistribute tasks to better qualified 
resources? 



W
orkload Analysis Tem

plate 

Activity analysis 

     

W
eekend 

     

After w
ork 

        

During w
ork 

Before w
ork 

G
ood use of 
your tim

e  
(1-5) 

1 = low 

D
escription of activities 

Tim
e spent 

(m
ins) 

Tim
e 



Process (1-to-1) 
1. 

M
ost often you w

ill w
ant to run it as a 1-on-1 w

ith each staff m
em

ber. Decide w
hat tim

efram
e you w

ould like to 
run (day-in-the-life-of (DILO

) and w
eek-in-the-life-of (W

ILO
) are m

ost com
m

on.  

2. 
Explain the process to staff m

em
ber paying careful attention to how

: 

– 
The purpose of a DILO

 / W
ILO

 is to help them
 achieve a greater level of job satisfaction. W

hilst you can’t prom
ise im

m
ediate resolution and 

change the results of this process should help both you personally and m
anagem

ent understand your unique challenges.   

– 
The results and analysis of this process are 100%

 confidential and w
ill never be used against them

 in any future review
 process. 

– 
It’s im

portant they are honest w
hen com

pleting the tem
plate. 

– 
This is just the start of the process in helping you achieve greater job satisfaction. The plan going forw

ard is to run these periodically so 
progress can be assessed. 

3. 
Hand the W

orkload Analysis Tem
plate to the Participant and ask them

 to com
plete it. 

4. 
Schedule a follow

-up m
eeting to transform

 the tem
plate together into the output form

at. 

5. 
Brainstorm

 the O
bservations, O

pportunities and Issues. 

6. 
Create an action plan together for how

 to address the issues and take advantage of the opportunities.  



Process (Team
) 

1. 
If you are running this process in a team

 w
orkshop environm

ent the process is largely the sam
e. You w

ill, though, w
ant to spend 

m
uch m

ore tim
e on Step 3 m

aking sure everyone in the room
 is com

fortable w
ith the process and feels safe in the know

ledge that 
the inform

ation w
on’t be used against them

 in the future. 

2. 
Decide w

hat tim
efram

e you w
ould like to run (day-in-the-life-of (DILO

) and w
eek-in-the-life-of (W

ILO
) are m

ost com
m

on.  

3. 
Explain the process to the Participants paying careful attention to how

: 

– 
The purpose of a DILO

 / W
ILO

 is to help them
 achieve a greater level of job satisfaction. W

hilst you can’t prom
ise im

m
ediate resolution and change the results of this process 

should help both you personally and m
anagem

ent understand your unique challenges.   

– 
The results and analysis of this process are 100%

 confidential and w
ill never be used against them

 in any future review
 process. 

– 
It’s im

portant they are honest w
hen com

pleting the tem
plate. 

– 
This is just the start of the process in helping you achieve greater job satisfaction. The plan going forw

ard is to run these periodically so progress can be assessed. 

4. 
Hand the W

orkload Analysis Tem
plate to the Participants and ask them

 to com
plete it. 

5. 
Schedule a follow

-up session to transform
 their tem

plates into the output form
at. 

6. 
Brainstorm

 the O
bservations, O

pportunities and Issues. 

7. 
Identify them

es that several Participants share and create an action plan together for how
 to address the issues and take 

advantage of the opportunities.  



Exam
ple: The DILO

 technique can be applied to a 
variety of roles & states in a school 

For exam
ple: 

 • 
A

s Is – actual activities in use today 
• 

S
hould B

e – activities according to job 
descriptions 

• 
C

ould B
e – desired roles 

• 
To B

e – m
odel for im

plem
entation 

• 
A key objective of the technique is that all 
parties explore together the role under 
review

 and its associated strengths and 
opportunities. 

• 
This increases the buy-in and ow

nership 
in the results and project as a w

hole. 

Roles for w
hich the  

technique can be used: 
 • 

Headteacher 
• 

Deputy Headteacher 
• 

Head of Faculty 
• 

Head of Year 
• 

Teacher 
• 

Subject Co-ordinator 
• 

Team
 Leader 

• 
Teaching Assistant 

• 
School Adm

inistrator 
• 

Bursar 
• 

Caretaker 
• 

Etc. 



W
ILO

 – sam
ple of w

orkload analysis tem
plate for a 

staff m
em

ber of a school Activity analysis 

     

W
eekend 

     

After w
ork 

        

During w
ork 

Before w
ork 

O
ther 

M
eetings 

C
over 

P
astoral 

M
arking 

P
lan / prep 

A
dm

in 
Teaching 

G
ood use of 
your tim

e  
(1-5) 

1 = low 

D
escription of activities 

Tim
e spent 

(m
ins) 

Tim
e 



Sam
ple output of a “W

eek In the Life O
f” (W

ILO
) for 

a school teacher 

Effectiven
ess  

ratin
g
 

Key observations 

•   •   •   •   O
pportunities 

•   •   •   •   Issues 

•   •   •   •   

O
th

er
3

 h
o

u
rs

T
each

in
g

2
0

 h
o

u
rs

A
d

m
in

1
5

 h
o

u
rs

P
rep

/
p

lan
n

in
g

1
0

 h
o

u
rs

M
arkin

g
8

 h
o

u
rs

P
asto

ral
3

 h
o

u
rs

C
o

ver 
6

 h
o

u
rs

M
eetin

g
s

8
 h

o
u

rs



DILO
 Secret Sauce 

• This activity can also be used to show
 a “W

eek in the life 
of”, a “M

onth in the life of”, a “Year in the Life of” etc.  

• The tool can be used to reflect a num
ber of roles, groups 

of roles or tim
efram

es. 

• The w
orkload analysis tem

plate needs to be com
pleted as 

honestly as possible so w
hoever is com

pleting it needs to 
feel ‘safe’ that their answ

ers w
on’t be used against them

. 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone Analysis &  
Five W

hys 

Force-field Analysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Fishbone Analysis and Five W
hys 

• 
These techniques assist team

s to understand the causes of 
problem

s or issues. 
• 

They encourage you to find the root of the problem
 or issue. 

• 
W

ithout such analysis, you can often m
ove into “fix it” m

ode 
before you really understand a problem

 or issue. O
ften this 

m
eans you end up fixing a sym

ptom
 and either the problem

 
rem

ains or it reappears in another guise. 
• 

Fishbone Analysis and Five W
hys share m

any characteristics. 
Choose the one that feels best for your issue and your team

. 



Fishbone Analysis 

W
hat it is? 

• 
The Fishbone diagram

 (som
etim

es called the Ishikaw
a diagram

)  
is used to identify and list all the possible causes of the problem

  
at hand. 

• 
This is prim

arily a group problem
 analysis technique, but can be 

used by individuals as w
ell. 

• 
The process is called Fishbone Analysis because of the w

ay in 
w

hich the inform
ation gathered is arranged visually – like the 

skeleton of a fish. 



Fishbone Analysis - exam
ple  

Level 1 cause 
Level 1 cause 

Issue  

Level 1 cause 

Level 1 cause 
Level 1 cause 

Level 1 cause 

Level 2 cause 

Level 2 cause 

Level 2 cause 

Level 2 cause 

Level 2 cause 

Level 2 cause 

Level 2 cause 

Level 2 cause 



Fishbone Analysis 

W
hen w

ould you use it? 
• Any tim

e you have a tricky issue that you suspect 
doesn’t have a sim

ple one dim
ensional solution. 

Are there any rules? 
• Brainstorm

ing w
orks very w

ell in conjunction w
ith this 

tool and all the rules that apply to brainstorm
ing apply 

here. 



Process of Fishbone Analysis 
1. 

The problem
 or issue is w

ritten dow
n or enclosed in a circle on the right side of a large 

piece of paper or a brow
npaper on the w

all. 
2. 

A straight line is draw
n to the left (like the backbone of a fish). 

3. 
The next step involves draw

ing stem
s at 45° angle to the backbone line. At the end of 

each of these stem
s are listed all of the causes of the problem

 or issue that can be 
brainstorm

ed. 
4. 

Branches can be placed on each stem
 for further breakdow

ns of each cause. 
5. 

The Fishbone diagram
 can be brainstorm

ed over m
ore than one session. Professor 

Ishikaw
a, w

ho developed the technique, described the process as one in w
hich “you 

w
rite your problem

 dow
n on the head of the fish and then let it cook overnight”. 

6. 
W

hen the diagram
 is com

pleted, your group can begin to analyze the stem
s and 

branches to identify the real problem
s or issues that need to be solved. 



Fishbone Analysis - exam
ple  

Budget constraints 
No assistant 

Issue  

Takes w
ork hom

e 

ICT has increased 
capacity in the past 

She w
orks through 

school holidays 
Alw

ays coped 

Has an understanding 
husband 

Takes  
w

ork hom
e 

Governors given no 
priority to support 

Job holder never 
com

plained 

Increasing capability 
of ICT 

ICT has increased 
capacity in the past 

Paid during  
holidays 

Likes to  
be there 

O
ver w

orked 
School Secretary 



Identify the key factors first 

Prom
oting 

inclusion 
of children w

ith 
special needs in 
m

ainstream
 

extended 
services 

Access 
Finance 

Transport 
Capacity 

Attitudes 

Training 



Prom
oting 

inclusion 
of children w

ith 
special needs in 
m

ainstream
 

extended 
services 

Access 
Finance 

Transport 
Capacity 

Attitudes 

Clarity of 
future budget 

provisions 

Reliance on 
voluntary 
agencies 

Unreliable 
estim

ates of 
costs  

High costs of 
special m

edical 
& social support  

W
heelchair 

access lim
ited  

Stairs lim
it 

access to 
facilities 

Low
 aw

areness  
and tolerance 

am
ong 

m
ainstream

 

Bullying 

Lim
ited No. 

of specially 
qualified staff 

Staff w
ork- 

life balance 
issues 

Specialist 
transport  
required 

Dependent on 
existing LA 

contract 

Training 

Need to 
adjust travel 

tim
es 

Need for 
special equipm

ent 
& m

aterials 

Higher staff 
to pupil ratio 

Need to 
train up 

m
ainstream

 
staff 

Analyze each of the key factors (m
ain bones) in turn 



Fishbone analysis is useful for a num
ber of reasons 

• It encourages your team
 to study all parts of a 

problem
 or issue before m

aking a decision. 
• It helps show

 the relationships betw
een causes and 

the relative im
portance of those causes. 

• It helps your team
 see the total problem

 or issue as 
opposed to focusing on a narrow

 part of it. 
• It offers a w

ay to reduce the scope of the problem
 and 

solve less com
plex issues rather than m

ore com
plex 

ones. 



Fishbone Diagram
 Secret Sauce 

• 
Instead of a facilitator leading the discussion on each branch give a m

em
ber of 

the team
 responsibility for facilitating the brainstorm

ing of one m
ain bone. That 

w
ay it becom

es a team
-building exercise also. 

• 
Keep the group aw

ay from
 discussing possible solutions. The tem

ptation is alw
ays 

there to jum
p into solution-m

ode but it’s im
portant people see the w

hole picture 
first before getting into fixing things. 

• 
The ‘key factors’ along each of the stem

s can often be categorized depending on 
the situation using one of these standard m

odels: 

– 
The 6 M

s (used in m
anufacturing: M

achine, M
ethod, M

aterial, M
an Pow

er, M
easurem

ent and M
other 

Nature) 
– 

The 7 Ps (used in m
arketing: Product / Service, Price, Place, Prom

otion, People / personnel, Positioning, 
Packagings) 

– 
The 3 Ss (used in service: Surroundings, Suppliers, System

s, Skills, Safety) 



The Five W
hys 

W
hat is it? 

• 
A tool to help get to the root 
cause of an issue. 

• 
It is a variation of the approach 
used in Fishbone Analysis. 

W
hen w

ould you use it? 
• 

W
hen you w

ant to deepen your 
understanding of an issue and 
its underlying causes. 

Are there any rules? 
• 

Best used in conjunction w
ith 

brow
npaper technique and so 

these rules also apply. 
• 

Participants need to be open 
and honest. 

   



Process of Five W
hys 

1. 
The tool is best used w

ith a num
ber of people – betw

een 
six and ten is ideal. 

2. 
The tool is best used in conjunction w

ith the 
brainstorm

ing technique. 
3. 

Clearly define the issue to be tackled and state it on the 
left side of the paper. 

4. 
Com

plete the diagram
 by m

oving from
 left to right. M

ove 
from

 the problem
/issue statem

ent by asking the 
question �w

hy?� 
5. 

Ask the group �w
hy� and capture the responses – this 

can be done by using Post-Its to arrive at a consensus 
answ

er e.g. the issue is �Pupil num
bers/intake num

bers 
have dropped

� 
6. 

Responses (the �w
hys�) m

ight include �the reputation of 
the school has dropped

� or �the catchm
ent area has 

reduced
� 

7. 
For each response, again ask the question �w

hy?�. 
Continue to record responses and m

ove across to the 
right of the diagram

. Try to go to five levels of �w
hys� 

Issue
 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 

W
hy 



The Five W
hys analysis identifies underlying 

causes to a challenging issue 

Revenue budget 
not  

balanced 

Costs too  
high 

W
hy? Incom

e  
too low

 



Posing the question “W
hy?” at 

successive levels of analysis 

Revenue budget 
not  

balanced 

Costs too  
high 

Prem
ises costs 8.5%

 

Staffing costs 86%
 of 

budget. 

S
taffin

g
 very stab

le 

Partners are 70%
 

W
hy? 

W
hy? 

W
hy? 

W
hy? 

Incom
e  

too low
 

Low
 num

ber of support 
staff 

Larg
e n

u
m

b
er of m

an
ag

em
en

t p
oin

ts 



The Five W
hys helps us to understand all the 

causes of a challenging issue 

Revenue budget 
not  

balanced 

Costs too  
high 

Prem
ises costs 8.5%

 

Staffing costs 86%
 of 

budget. 

Staffing very stable 

Partners are 70%
 

W
hy? 

W
hy? 

W
hy? 

W
hy? 

Incom
e  

too low
 

Incom
e heavily reliant 

on few
 large clients 

Com
pany facilities are 

underused  

Decision by m
anagem

ent 

Large num
ber of m

anagem
ent points 

Historic 

Have allow
ed som

e queue jum
ping 

Cleaners local people w
ith strong  

connection to com
pany 

Em
ploy ow

n cleaning staff at high rates 

Plan still has 3 years to run 

Roll drop in January 

Co-ordinator’s salary now
 in m

ain com
pany budget 

Com
pany X decided not to reapply 2 years ago 

Knock-on im
pact in other areas, eg. FSM

, SPP 

Health and safety issues 

Better econom
ic clim

ate for new
 ventures 

Greater variety of facilities available 

M
anagem

ent have stopped overtim
e  

Prem
ises staff cost 3.5%

 

Low
 num

ber of support 
staff 

5-year routine m
aintenance 

plan undercosted   

Conference center opened 
locally 
  Big fish w

ere necessary in 
early days 

Partners have strong 
connection to Pw

C 

M
eeting room

s not used 
for external events 

W
hy? 



Five W
hys Secret Sauce 

• 
W

hen deciding how
 best to capture the answ

er, it is good practice to 
check w

hether som
eone not involved in the analysis could nonetheless 

follow
 the logic of the analysis by reading your output afterw

ards. 

• 
Note: For illustrative purposes in this exam

ple I have identified just tw
o 

causes at each level. In your analysis there m
ay w

ell be m
ore than tw

o 
answ

ers to “W
hy?” at each level. 

• 
You m

ight not be able to solve all the root causes you identify, but 
don’t w

orry, having the insights from
 your analysis w

ill ensure that your 
solution w

ill be better inform
ed and m

ore em
bracing. 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone Analysis &  
Five W

hys 

Force-field Analysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Force-field analysis 
W

hat is it? 

• 
Kurt Lew

in, a pioneer in the study of change, developed the concept of 
force-field analysis to enable people to m

anage change better. 
• 

Lew
in suggests that change results from

 the relative strengths of 
com

peting, driving and restraining forces – the driving forces push the 
organization tow

ards change; the restraining forces push against change. 
• 

Force-field analysis helps you to understand the balance of driving forces 
and restraining forces in respect of a particular change. Based on this 
understanding your group can identify appropriate restraining forces to 
rem

ove or decrease and identify appropriate driving forces to increase. 



Force-field analysis 
W

hen w
ould you use it? 

• 
Usually early on in a project or program

 to identify the m
ost effective w

ays to 
bring about change. 

• 
The results of an analysis translate into im

plem
entation actions. 

Are there any rules? 
• 

Brainstorm
ing w

orks w
ell to identify both driving and restraining forces – so apply 

usual brainstorm
ing rules. 

• 
Ensure that you quantify the im

pact of each force. 
• 

Analysis is m
uch m

ore pow
erful w

hen done in a group rather than individually. 



Force-field analysis Process 
1. 

Clearly state w
hat change you are looking to bring about (or perhaps it is an 

option for change that you w
ish to explore). W

rite this at the top of your diagram
. 

2. 
Draw

 a vertical line dow
n from

 the statem
ent of change. O

n the right of the line, 
you can brainstorm

 the driving forces; on the left of the line, you can brainstorm
 

the restraining forces. 
3. 

For each force, agree a score betw
een 0 and 5 to reflect the extent of the im

pact 
(positive or negative). 

4. 
Draw

 an arrow
 w

here the length is equivalent to the score agreed and the 
thickness of the arrow

 is used to represent the relative im
portance of the force. 

5. 
Brainstorm

 (or use a problem
-solving technique like PSTB) to generate solutions 

for increasing driving forces and reducing restraining forces. 



W
hat a force-field analysis looks like 

5 
4 

3 
2 

1 
0 

1 
2 

3 
4 

5 

Change 

Driving forces 
Restraining forces 



Exam
ple of a school using force-field analysis 

Em
ploying study supervisors to undertake cover 

-ve im
pact 

Staff enthusiastic – im
proving their 

w
orking conditions 

Reduction in adm
in for arranging supply 

Lessons planning and m
aterials are online via intranet 

School updated 

No teachers doing cover – better prepared and 
less stressed 

Low
er stall absence rates 

Pupils know
 the supervisors 

Supervisors know
 the pupils 

+ve im
pact 

Can they cope? 

Parental objections 

Supervisors cannot set the w
ork 

Pupils m
issing out on learning 

opportunities 

Requires staff to teach one 
m

ore hour per w
eek 

ICT training for supervisors 

Cost  
of ICT 

Opposing forces 
Driving forces 

In this exam
ple, the 

thickness of the arrow
s 

is used to indicate 
im

portance of the force 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone Analysis &  
Five W

hys 

Force-field A
nalysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Prioritisation m
atrix 

W
hat is it? 

• 
A fram

ew
ork to help prioritise a num

ber of options or alternatives  
• 

Each option is rated in term
s of the im

pact it w
ould have if it w

ere 
im

plem
ented and in term

s of how
 �do-able� the option is 

4 
3 

2 
1 

1 2 3 4 
High 

Im
pact 

Low
 

Low
 

High 

Do-ability 

HIGHER 
PRIORITY 
OPTIONS 



Prioritisation m
atrix 

W
hen w

ould you use it? 
• 

Any tim
e you have a long list of ideas or solutions that you w

ould like to 
prioritize (and therefore shorten). 

 Are there any rules? 
• 

Best w
hen tim

e lim
it is agreed beforehand and adhered to. 

• 
Best w

hen at least 6 people contribute. 
• 

Every person should have their say. 
• 

W
hilst the idea is to prioritize options, do not over-play the need for a 

“score” – som
e options m

ay be ok to be “top right”  



Prioritisation M
atrix Process 

1. 
How

 is the tool used? 
2. 

List on a flipchart the options under consideration. 
3. 

Explain the tw
o aspects being evaluated i.e. im

pact and “do-ability” 
4. 

Define w
hat you m

ean by im
pact so everyone is w

orking from
 the sam

e understanding. 
5. 

Sim
ilarly, define w

hat you m
ean by do-ability (probably includes effort, cost, tim

e, resources, 
risk etc.) – you m

ay draw
 up a “w

eighted do-ability” score allocating w
eightings to aspects 

according to the issue, options and circum
stances – (see exam

ple later). 
6. 

W
ork through each option asking the group to agree scores (1 = low

 to 4 = high) for im
pact 

and do-ability for each of the options. 
7. 

M
ake sure that everyone is O

K w
ith the score before proceeding. 

8. 
Plot each score on prioritisation m

atrix draw
n on a flipchart or brow

npaper. 
9. 

To ensure the results are “calibrated”, the final results can be challenged i.e. does option 5 
have m

ore or less im
pact than option 7 etc. 



Exam
ple in a school 

Issue  
Behaviour during lunch break – secondary school 

O
ptions  

1. 
Recruit and train additional staff to supervise  

2. 
Segregate classes 

3. 
Segregate year groups 

4. 
Shorten lunch hour 

5. 
Stagger lunch hour  

6. 
Abandon lunch hour – have m

ini breaks 
7. 

Allow
 pupils out of school 

8. 
Lunch passes – allow

 pupils hom
e 

9. 
Shut school at lunch hour – keep pupils out 

10. 
Provide lunch tim

e clubs 



3 
1.6 

4 
1 

1 
10. Provide lunch tim

e clubs 
1 

2.9 
1 

4 
3 

9. Close school at lunch 
1 

2.8 
1 

2 
4 

8. Allow
 pupils hom

e w
ith 

perm
ission from

 parents 

1 
3.4 

1 
4 

4 
7. Allow

 pupils out of school 
4 

2.5 
1 

1 
4 

6. Abandon lunch break 
2 

1.5 
2 

2 
1 

5. Stagger lunch break 
3 

2.7 
3 

2 
3 

4. Shorten lunch break 
1 

2.5 
1 

1 
4 

3. Segregate year groups 
1 

2.5 
1 

1 
4 

2. Segregate classes 
3 

1.5 
2 

2 
1 

1. Recruit and train additional 
staff 

Score 
Score 

Score 
1 - 4 

1 - 4 
20% 

30% 
50% 

W
eighting 

Im
pact score 

Do-ability score 
RISK 

EFFORT 
COST 

N.B. Do-ability scores  
1 = option uses a lot of that aspect eg 1 under cost is very costly 
4 = option uses little of that aspect eg 4 under cost is not very costly 

Prioritisation m
atrix – school exam

ple 



Prioritisation m
atrix – school exam

ple 

Do-ability 

Im
pact 

1 2 3 4 

1 
2 

3 
4 

1 

2 

4 

5 

6 

7 
8 9 

10 
Therefore higher priority 
options are: 
 6.

 Abandoning the lunch 
break 

4.
 Shortening the lunch 
break 

10.
 Providing lunch clubs 

1.
 Recruit and train 
additional staff 

High 

Low
 

Low
 

High 

3 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone A
nalysis &

  
Five W

hys 

Force-field Analysis 

 

Prioritisation M
atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Problem
 Solving/Team

 Building (PSTB)  

W
hat is it? 

• 
It is first and forem

ost a structured approach to problem
 solving. 

• 
O

ne of its greatest strengths is that the “O
w

ner” of the issue w
ill w

alk 
aw

ay w
ith an action plan. 

W
hen w

ould you use it? 

• 
W

henever you have an issue or problem
 that requires a team

 
solution. 

• 
W

henever you require a rigorous process to address an issue. 



PSTB – Problem
 Solving/Team

 Building 
Are there any rules? 

• 
Not rules per se – just good team

 behaviour that needs to be em
phasised 

• 
Headlining, i.e. keep the discussion at the right level 

• 
No idea is a bad idea 

• 
Be open-m

inded 

• 
Listen as w

ell as contribute 

• 
O

ne at a tim
e 

• 
Participate actively 

• 
Don’t kill the process 

• 
Agree the tim

e contract (e.g. 20, 30, 45 m
inutes) 

• 
Rem

em
ber w

ho ow
ns the problem

 

• 
Clear roles and responsibilities (see later) 



The process has 7 steps for the team
 to w

ork through 

5 m
ins 

10 m
ins 

10 m
ins 

5 m
ins 

30 m
in exam

ple 

Problem
 

Statem
ent 

Background 

Idea 
Generation 

Idea 
Selection 

Benefits/ 
Concerns 
Analysis 

W
ork 

Critical 
Concerns 

Action 
Plan 



Roles & Responsibilities 

  Resources 
• 

Contribute ideas and 
expertise 

• 
Follow

 the process 
• 

Help the team
 attain 

the goal 

Facilitator 
• 

Focused on the 
process 

• 
Keeps the 
m

eeting on 
track 

• 
Prom

otes 
creativeness 

Ow
ner 

• 
Decision  
m

aker 
• 

O
w

ns the problem
  

and goes aw
ay  

w
ith an action plan 

• 
Focused on  
content 



Step 1: The problem
 statem

ent 
• 

Initial statem
ent of the task, opportunity or challenge 

• 
M

ust be concise and accurate 
• 

M
ust be action-oriented, how

-to 

Key player(s): O
w

ner 



Step 2: Background 
• 

Add inform
ation 

• 
Clarify and define the key term

s 
• 

Identify constraints 
• 

List w
hat w

e have tried before and the outcom
es 

• 
Provide m

otivating statem
ents of benefits 

Key player(s): O
w

ner 



Step 3: Idea generation 
• 

Brainstorm
 new

 approaches and creative alternatives 
• 

Q
uantity over quality 

• 
No processing of suggestions 

• 
Establish Ground rules for success 

• 
Idea generations could be run as a “3 level” process 
– 

Level 1 – Idea generation: objective = volum
e of ideas 

– 
Level 2 – Idea grouping into com

m
on them

es:  
objective = structure ideas into com

m
on them

es 
– 

Level 3 – review
 ideas across them

es to see if com
m

on threads can be found: objective 
= identify “nugget” ideas that run across groups/them

es 

 Key player(s): Resources 



Step 4: Idea selection 
• 

The ow
ner selects the ideas to be processed 

• 
Cluster ideas to fram

e direction 
• 

Select a w
orkable num

ber of ideas only 
• 

Provide focus for the resources 

Key player(s): O
w

ner / Facilitator 



Step 5: Benefits/concerns 
• 

Benefits and concerns 
• 

The ow
ner leads - the resources give the benefits 

• 
Concerns in “how

 to” form
at for action 

• 
O

w
ner leads - then resources state concerns 

• 
Need to increase quality of the solution and team

 satisfaction 
• 

Need to increase the identification of the problem
s but find 

solutions 

 Key player(s): O
w

ner / Resources 



Step 6: W
ork the critical solutions 

• 
Identify critical concerns 
–  “A concern that if not resolved, w

ould necessitate m
odifying or 

discarding the selected idea/solution…
” 

– W
ork these as a m

ini problem
 solve 

• 
Identify any “killer” concerns 
– Critical concerns that cannot be overcom

e 
– Need the selection of new

 ideas  
 

Key player(s): Facilitator 



Step 7: Action plan 
• 

Blueprint for executing the solution 
• 

W
ho does w

hat by w
hen 

• 
Ensure tangible results 

• 
Tie up the loose ends 

• 
Increase ow

nership through task assignm
ent 

• 
Establish a tracking system

 for m
onitoring and m

easuring progress 

Key player(s): Facilitator 



PSTB Secret Sauce 
• 

O
nce the team

 gets going in the idea generation phase it can be hard 
to cut them

 off. If the content is great and you don’t w
ant them

 to stop 
then the Facilitator can give a polite “w

e now
 need to m

ove on to the 
next phase but as this is going so w

ell let’s give it another 2 m
ins”. You 

can alw
ays m

ake up the tim
e in the Idea Selection phase w

hich rarely 
takes m

ore than a couple of m
inutes to com

plete. 

• 
There are very rarely any critical concerns that are so critical that it 
rules out the solution. That w

on’t stop doom
sayers from

 suggesting 
them

 though so m
ake sure you ask the question “is that so critical and 

out of our control that w
e can’t overcom

e it w
ith som

e carefully 
planned actions later on?” 



PSTB Secret Sauce 
• 

Leave plenty of tim
e for Action Planning and m

ake sure you com
plete this phase 

w
ell (it’s the w

hole point after all). After all that expended creative energy the 
group w

ill be tired and the tem
ptation can be to do a half-job. Be diligent! 

• 
W

hile there is no obligation on the Problem
 O

w
ner to pursue each shortlisted idea 

and every action proposed, the Problem
 O

w
ner should be aw

are that an im
plicit 

or ‘psychological’ contract exists as a consequence of the PSTB process. The 
value of any future PSTB exercises is likely to be underm

ined if the Team
 feels 

their collective input has not been pursued. 

• 
This process w

ill take som
e practice to get perfect and requires lots of discipline 

from
 all the parties involved. Keep trying and don’t get discouraged because the 

results can be truly am
azing! 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone Analysis &  
Five W

hys 

Force-field A
nalysis 

 

P
rioritisation M

atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

Stakeholder M
apping 

SW
O

T 

 



Six Hats  
W

hat is it? 
• 

The “Six Hat” m
ethod w

as developed by Edw
ard de Bono. He provides som

e new
 

direction labels for thinking, that signal the different directions in w
hich thinkers 

can be invited to look. 
• 

A “hat” indicates a role. A hat can be put on or taken off w
ith ease. A hat is also 

visible for everyone else to see. Although the hats are usually im
aginary, a poster 

of the different hats can be useful in the room
 w

here a group is w
orking. 

• 
The m

ethod provides a w
ay for groups to experience the pow

er of parallel 
thinking. 

W
hen w

ould you use it? 
• 

A useful technique to help your team
s think together. 



How
 the Six Hats are different ... 

D
irections, not descriptions 

The hats are directions, not descriptions of w
hat has happened. W

hen you use the hats to help 
thinking, it is not a m

atter of saying w
hatever you like and then using the hats to describe w

hat has 
been said. You should set out to think in a particular direction …

 "Let's have som
e w

hite hat-thinking 
here" m

eans a deliberate focus on inform
ation. Everyone now

 tries to think of inform
ation that is 

available, inform
ation that is needed, questions to be asked, other w

ays of getting inform
ation, and 

so on. "I w
ant your red hat on this" is a specific request for feelings, intuition and em

otions on a 
particular issue. 

 N
ot categories of people 

There is a huge tem
ptation to use the hats to describe and categorise people, such as "she is purple 

hat" or "he is a green hat person." That tem
ptation m

ust be resisted. The hats are not descriptions of 
people but m

odes of behaviour. Every person m
ust be able, and skilled, to look in all the directions. 



Directions of the Six Hats 

Facts and figures, data and inform
ation

 
W

hite hat-thinking covers facts, figures, inform
ation needs and gaps.  

“I think w
e need som

e w
hite hat-thinking at this point …

” m
eans “Let's drop the argum

ents and 
proposals, and look at the data base.” 

Em
otions and feelings, hunches and intuition

 
Red hat-thinking covers intuition, feelings and em

otions. The red hat allow
s the thinker to put forw

ard an 
intuition w

ithout any need to justify it. “Putting on m
y red hat, I think this is a terrible proposal.” Usually 

feelings and intuition can only be introduced into a discussion if they are supported by logic. Usually the 
feeling is genuine but the logic is spurious. The red hat gives full perm

ission to a thinker to put forw
ard 

his or her feelings on the subject at the m
om

ent.  

Judgem
ent and caution 

Purple hat-thinking conveys judgem
ent and caution. It is a m

ost valuable hat. It is not in any sense an 
inferior or negative hat. The purple hat is used to point out w

hy a suggestion does not fit the facts, the 
available experience, the system

 in use or the policy that is being follow
ed. The purple hat m

ust alw
ays 

be logical.  

W
hite hat 

Red hat 

Purple hat 



Directions of the Six Hats 

P
ositivity and optim

ism
, constructive

  
Yellow

 hat-thinking is the logical positive. W
hy som

ething w
ill w

ork and w
hy it w

ill offer benefits. It can be 
used in looking forw

ard to the results of som
e proposed action, but can also be used to find som

ething of 
value in w

hat has already happened.  

C
reativity, m

ovem
ent, provocation

  
Green hat-thinking offers creativity, alternatives, proposals, w

hat is interesting, provocations and 
changes.  

C
ontrol, conducting events

  
Blue hat-thinking provides overview

 or process control. It looks not at the subject itself but at the 
“thinking” about the subject. “Putting on m

y blue hat, I feel w
e should do som

e m
ore green hat-thinking 

at this point.” 

Yellow
 hat 

Green hat 

Blue hat 



Using the Six Hats 
There are tw

o types of use for the Six Hats: 
 1)  O

ccasional U
se 

This is the m
ost com

m
on. At a m

eeting or in a conversation som
eone suggests the use of one 

of the hats – then the conversation continues. The hat that has been introduced is only used 
for 2 or 3 m

inutes. This occasional use of the hats allow
s som

eone to ask for a particular type 
of thinking or to suggest a sw

itch in thinking. 
 2)  S

ystem
atic (S

equence) U
se 

Here a sequence of hats is set up in advance and the thinker(s) goes through one hat after the 
other. This enables a subject to be covered quickly and effectively. Also useful w

here there is 
disagreem

ent and no useful thinking is being done. 
Som

e exam
ple sequences and their uses are show

n overleaf. 
 



Exam
ples of using the Six Hats in sequences 

Yellow
 / Purple / Red 

For quick assessm
ent of an idea 

W
hite / Green 

To generate ideas 

Purple / Green 
To im

prove an existing idea 

Blue / Green 
To sum

m
arize and spell out the alternatives 

Blue / Yellow
 

To see if the thinking has had any benefits 

+ 
+ + + + + 



Benefits of using the Six Hats 
P

ow
er 

The intelligence, experience and know
ledge of all the m

em
bers of the group are fully used. Everyone is looking and 

w
orking in the sam

e direction. 
 Tim

e saving 
Subjects can be fully explored m

ore quickly w
hen everyone is thinking in the sam

e direction. W
here points of view

 are 
at odds, they are laid out alongside each other rather than argued out. Later on, if it is essential to decide betw

een the 
tw

o, a decision is m
ade. Tim

e savings of 50%
 or m

ore are com
m

onplace. 
 R

em
oval of E

go 
Confrontational and adversarial thinking exacerbate the ego problem

. Six Hats thinking rem
oves it. W

ith the Six Hats 
m

ethod you exert your ego by perform
ing w

ell as a thinker under each of the hats. The Six Hats m
ethod provides 

neutral and objective exploration of a subject —
 argum

ent does not. 
 O

ne thing at a tim
e 

W
ith the Six Hats m

ethod, w
e try to do only one thing at a tim

e. There is a tim
e w

hen w
e look for danger (purple hat). 

There is a tim
e w

hen w
e seek new

 ideas (green hat). There is a tim
e w

hen w
e focus on inform

ation (w
hite hat). W

e do 
not try to do everything at the sam

e tim
e. 

 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone Analysis &  
Five W

hys 

Force-field A
nalysis 
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Six Hats 

Stakeholder M
apping 

SW
O
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Stakeholder M
apping  

W
hat is it? 

• 
A pow

erful stakeholder alignm
ent tool that allow

s the team
 to quickly and visually 

assess their stakeholders’ im
pact on the success of a change program

. 
• 

A tool to develop strategies that increase stakeholder support. 
• 

A different w
ay of looking at stakeholders. 

• 
A m

eans of focusing stakeholder discussions.  

W
hen w

ould you use it? 
• 

Any tim
e you w

ould like to identify w
ays to align stakeholders and m

axim
ize 

com
m

itm
ent and support for im

plem
entation. 



Are there any rules? 

• Never print or leave your m
ap lying about – there are 

legal ram
ifications for m

aintaining inform
ation 

about individuals. 

• Also, be aw
are that the data in your stakeholder m

ap 
represents your perceptions about other people – 
and they m

ay not necessarily agree w
ith you! So it is 

w
ise to keep this sensitive inform

ation very 
confidential. 



How
 w

ould you define “Stakeholders”? 

• Typically you can think of stakeholders as ‘Anyone w
ho 

has a stake in the change initiative’ although this can be a 
bit broad. 

• A m
ore w

orkable definition m
ight be: ‘Anyone w

ho can 
m

ake, or break, your change project’. 

• This group of m
ore specific stakeholders can be 

segm
ented into four m

ajor groups – Sponsors, Change 
Team

s, Reference Groups and Users. 



W
hat are the different types of “Stakeholders”? 

• 
Sponsors (or project ow

ners) are often those w
ho initiate change by m

obilizing the resources 
needed and charging people w

ith the responsibility for getting it done. Sponsors ow
n the 

requirem
ent for change – and if the requirem

ent changes they m
ust direct the change project 

accordingly. 

• 
Change Team

s are those charged w
ith the responsibility for executing the change and ensuring 

it happens. The change team
 is responsible for com

ing up w
ith the solution to the change 

requirem
ent. 

• 
Reference Groups include those people that change team

s m
ust refer to in order to arrive at the 

right solution. They ensure that the change w
ill w

ork. 

• 
Users are a broad group of people w

ho benefit from
 the change solution. (Note: The Reference 

Group and som
e of the Change Team

 m
ay also be classed as Users. This is often a good idea). 



W
ho typically gets involved? 

Reference Group 
Ensure that it w

orks 

Change Team
 

Com
e up w

ith the 
solution 

Sponsors 
O

w
n the requirem

ent 

Users 
Reap the benefits 



Stakeholder M
apping Process 

1. 
Draw

 the stakeholder m
ap w

ith tw
o axes: 

– The X axis represents the spectrum
 of dispositions tow

ard 
your change project; from

 Against at one extrem
e – to For at 

the other. 
– The Y axis represents the spectrum

 of involvem
ent from

 
high at the top to none at the bottom

. 
 Note that the Y axis intercepts at the m

id-point of the X axis. 
This represents a position on the X axis equivalent to a neutral 
disposition – neither for, nor against, the change (see next 
slide). 



Involvem
ent 

A
gainst 

For 



Stakeholder M
apping Process 

2. 
The group discusses each stakeholder in turn determ

ining 
their location on the m

ap by rating their relative disposition 
tow

ards your project and the degree to w
hich they are actively 

involved in it (use the Exam
ple Dispositions slide to help you 

decide w
here each should sit). 

3. 
Note: Tw

o stakeholders m
ay both be actively involved, but 

have quite opposing dispositions tow
ards your project: one 

actively underm
ining it w

hile the other is actively prom
oting it. 



Involvem
ent 

Against 
For 

The enem
y; taking 

every opportunity 
to underm

ine your 
efforts 

Change cham
pion; 

takes personal  
responsibility for  
ensuring success 

Fence sitter; 
not engaged; 
w

aiting to see 
how

 it goes 

The cynic; fires 
cheap shots to test 
your resolve 

W
illing helper; 

anxious to lend 
a hand  

Exam
ple dispositions 



Stakeholder M
apping Process 

3. 
This w

orked exam
ple illustrates som

e typical stakeholder 
disposition tow

ards a school change initiative. Ideally you 
w

ould w
ant everyone to be at the top right-hand corner – 

actively involved and cham
pioning your project! But this 

exam
ple show

s a broad landscape of diverging dispositions 
that is m

ore typical.  

4. 
Note that in addition to the disposition of each stakeholder w

e 
have added one further dim

ension: the degree to w
hich each 

stakeholder can influence the change is reflected in the size of 
the circle used to denote that stakeholder. This dim

ension 
reflects one aspect of the underlying political situation. 



Involvem
ent 

Against 
For 

+5 
-5 

0 10 

Deputy head 

Headteacher 

Adm
in 1 

Part-tim
e  

teacher 
Parents 

Chair of  
Governors 

Governing  
body 

SM
T 

Adm
in 2 

Full-tim
e 

teaching 
 staff 

LSA 

Key:  Size of circle = degree of influence on change 



Stakeholder M
apping Process 

5. 
The last step in the m

apping exercise is to add a final dim
ension: 

this is the relationships that exist betw
een stakeholders. 

6. 
Draw

 lines that connect tw
o stakeholders in your m

ap w
here a 

relationship currently exists.  The thickness of the line can indicate 
your rating of the relative strength of that relationship – the closer 
the relationship, the thicker the line. This represents another aspect 
of the underlying political situation and is helpful to know

. 

7. 
In the effort to shift dispositions to a m

ore favorable situation you 
m

ight w
ant to exploit the relationship that exists, say, betw

een a 
strong supporter of your project and som

eone else w
ho rem

ains 
skeptical or even cynical. 



Involvem
ent 

A
gainst 

For 
+5 

-5 

D
eputy head H

eadteacher 

A
dm

in 1 

Part-tim
e  

teacher 
Parents 

C
hair of  

G
overnors 

G
overning  

body 

S
M

T 

A
dm

in 2 

Full-tim
e 

teaching 
 staff 

LSA
 

K
ey:  Thickness of line = strength of relationship 

0 10 



Stakeholder M
apping Secret Sauce 

• 
It is w

ise to know
 how

 each of the broad groups of stakeholders is 
disposed tow

ards your change project, e.g. are they actively 
supportive, or unsure, skeptical or even against the change? 
Stakeholder m

apping illustrates these dispositions – so that you 
can determ

ine w
hat action you need to take in order to shift 

unfavorable dispositions m
ore positively. 

• 
The size of the circle is im

portant dim
ension to the success of 

change. You w
ant the m

ost influential stakeholders on the right 
of your m

ap and m
igrating to the top so if they’re not you need to 

w
ork out a w

ay to get them
 there. 



Stakeholder M
apping Secret Sauce 

• Note that a relationship can be negative as w
ell as 

positive. The assum
ption can be that all relationships are 

positive ones. If you think it is relevant, you m
ight w

ant to 
illustrate a negative relationship by a broken line. 

• Be careful, because stakeholder m
aps can contain the  

identities of individuals. There are legal ram
ifications for 

m
aintaining inform

ation about individuals. 



Tools & Activities 

B
rainstorm

ing 

Brow
npaper Technique 

D
ay In the Life O

f (D
ILO

) 

Fishbone Analysis &  
Five W

hys 

Force-field A
nalysis 

 

P
rioritisation M

atrix 

Problem
 Solving/Team

 
Building (PSTB) 

Six Hats 

S
takeholder M

apping 

SW
OT 

 



W
hen w

ould you use it? 

• 
It is a good activity to use early in a project or program

 to 
highlight w

hat currently w
orks and w

hat doesn’t so you get 
an accurate feel of the situation before m

oving on. 

• 
It can also be used operationally as part of a quarterly team

 / 
organization review

 process. 

• 
You can also use it as a good icebreaker to bring your 
Participants together and achieve som

e quick shared 
understanding of the landscape. 

  



SW
O

T Process 
1. 

The Facilitator agrees the scope of the SW
O

T w
ith the Participants being careful to also define w

hat’s out-
of-scope for the exercise as w

ell as w
hat’s in-scope, e.g.  

• 
‘the m

erger betw
een our tw

o com
panies / departm

ents’. 
• 

‘our transform
ation from

 a “com
m

and and control culture” to a m
ore collaborative, people-focused leadership approach’. 

2. 
The Facilitator asks the Participants to brainstorm

 all the Strengths they can see and w
rite each one on a 

single post-it and stick it in the appropriate quadrant. O
r on a flipchart if you prefer. 

3. 
Repeat step 2 for each of the other aspects W

eaknesses, O
pportunities and Threats. 

4. 
O

nce each aspect has been covered, the Facilitator asks the Participants to identify any links , e.g. there 
m

ay be a strength that links w
ith an opportunity (good) or a w

eakness that is linked to a threat (not so 
good). 

5. 
O

n a new
 piece of flipchart paper create an Action Plan looking to: 

• 
Turn W

eaknesses into a Strengths (e.g. som
ething ‘sm

all’ could be redefined as being ‘nim
ble’ instead). 

• 
Turn Threats into O

pportunities. 

6. 
Agree how

 the outputs are to be published to w
ider stakeholder groups (e.g. the board or a project 

sponsor). 



Q
uestions to help stim

ulate your conversation 

Strengths 
• 

W
hat do you know

 w
orks w

ell? 
• 

W
hat do you do better than others? 

• 
W

hat do others outside view
 as your strengths? 

• 
How

 do you achieve your success currently? 
 O

pportunities 
• 

W
hat are you not doing yet but could easily see 

yourself doing w
ith the right m

om
entum

? 
• 

Are there any of your strengths that could 
represent a new

 opportunity for you? 
• 

Are there any changes in political policy on the 
horizon that could help you? 

 

W
eaknesses 

• 
W

hat doesn’t w
ork so w

ell? 
• 

W
hat could you im

prove? 
• 

W
hat should you stop doing? 

• 
W

hat do others outside do badly that you also do? 
 Threats 
• 

W
hat is your com

petition doing m
uch better than 

you? 
• 

Are you lacking resources (people and/or m
oney) 

m
eaning your progress is inhibited? 

• 
Are there any regulatory issues that could stop or 
hinder progress? 

• 
Are any w

eaknesses a real threat to your 
organization / project?  



Threats 
O

pportunities 

W
eaknesses 

Strengths 



SW
O

T Secret Sauce 

• Consider all possibilities – this is w
here brainstorm

ing 
w

orks w
ell w

ith this tool e.g. there w
ill be m

any 
INTERNAL opportunities as w

ell as EXTERNAL. 
• All statem

ents added to the chart should be 
confirm

able and universally accepted to be seen as 
valid. 

• Consider using the Prioritization M
atrix if you end up 

w
ith a long list in any of the categories so you focus on 

the ones m
ost likely to have the greatest im

pact. 

  


