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Why…

At the first meeting, Eamonn chose to use the Affinity diagram because so much animosity surrounded the issue.  He felt that there was a high risk of blaming and losing focus.  When the Affinity Diagram was complete Eamonn had the group take a five-minute break.  When they returned, Eamonn directed the use of a Relations Diagram to help determine which category had the greatest impact on the other categories.  After the Relations Diagram was complete Eamonn implemented (A+B=C) in order to obtain a focus for problem-solving.  At the end of the meeting, Georgia suggested utilizing Break-Time Brainwriting in order to generate and collect ideas from those who utilized the Teacher’s lounge.  One week later, the group met again in order to find solutions to the lack of consistency problem.  At the beginning of the meeting, they used Nominal Brainstorming to get everyone’s initial suggestions and then began using Popcorn Brainstorming to capture the group’s enthusiasm and build on each other’s ideas quickly.  When the brainstorming activities were complete, Eamonn drew a Matrix Diagram and had the group evaluate the brainstormed ideas based on two criteria:  ease of implementation and impact on the problem.  Once the group had been polled with the Matrix Diagram, Eamonn called for a five minute break while he marked the results on a Measurement Map.  After reviewing the Measurement Map the group then reached consensus on a course of action.  Eamonn gave them his thanks and pizza.  

And how…
Affinity Diagram (Pg. 54)

For Generating and Organizing Ideas

1. Define purpose of affinity diagram.  Write the problem (if used to look at problems) or opportunity (if used to generate solutions) question on a flip chart or board.
2. Record ideas on cards.

· State one idea per card, writing clearly.

· Use no more than seven words per card.

· Don’t worry about spelling errors.

3. Clarify ideas orally, allowing one minute per idea.

4. Combine similar ideas in silence, a quick process.  Don’t force a card into a category.  Loners are OK.

5. Label the categories.  Look for one card in each grouping that captures the essence of the group, and use it as a category title.  If one doesn’t exist, make a card, and place it at the top of the grouping.

6. Limit the number of titles to less than 10 for optimum success.

7. Clarify combining.  Author has the final say.


Relations Diagram (Pg. 60)

For Analyzing a Process
1. Agree on a definition of the problem or identification of the issue.
2. Record the problem statement in the corner of a wall, flip chart, or large card.

3. Remove the category cards from an affinity diagram or use the ideas from brainstorming and place or write them around the problem statement, allowing space under them to put the idea cards.
4. Arrange the idea cards under the appropriate category cards if needed for clarity.

5. Take one category and evaluate if a causal relationship between it and each of the other categories exists.  Draw a line between cards, using arrows to indicate cause and effect.  Arrows point away from cards that are causal issues and point to cards that are affected by a causal issue.

6. Move clockwise from card to card.

7. Total the arrows going to and away from each card, and write the totals above the card.

8. Cards with a high number of arrows going to them are key issues or ideas.  Cards with a high number of arrows going away from them are driving forces or causal issues.

Brain
writing (Pg. 52)


For generating and collecting ideas quickly from a group.
1. Define the problem or opportunity.  Begin the problem statement with “How to.”
2. Write the statement at the top of a blank sheet of paper.

3. Following the guidelines for brainstorming, write three ideas for solving the problem on your sheet of paper.

4. Pass your paper to the person on your right, who adds three additional ideas, building upon the preceding ones.

5. Continue this activity until each sheet contains 15 ideas or until the team exhausts all ideas.

6. Pass the paper to the right again.

7. Choose the three ideas that you like best and write them on the bottom of the paper.  Fold the paper so that others cannot see your choices.

8. Pass the paper to the right again; the next person chooses three ideas and folds the paper again so that the choices cannot be seen.  Continue this activity one more time so that three people have written their choices on each paper.

9. Pass the paper again.

10. Tally the votes on your sheet to determine the best ideas on that sheet.

11. Record the best ideas on a flip chart, discuss them, and reach a consensus.

Nominal Brainstorming (Pg. 49)


For generating and collecting ideas quickly from a group.

1. Explain the procedure and the guidelines to gather ideas (see Step 6)
2. Present the problem, which is best if phrased as a question; or ask the group to define the problem.

3. Allow time for participants to think.

4. Solicit ideas from participants by orde of seating.

5. Write ideas on a flip chart or board.

6. Follow these guidelines to gather ideas:

· Ask questions only to clarify.

· Piggyback ideas if possible.

· Think creatively, looking beyond the obvious.

· Passing is OK.

7. Clarify the ideas.  Combine obvious duplicates.  The author of an idea has the final say on whether it should be combined.

8. After two turns around the group, open the discussion to any participants for ideas that may have been missed.

Popcorn Brainstorming (Pg. 50)


For generating and collecting ideas quickly from a group.
1. Explain the procedure and the guidelines to gather ideas (see Step 6)
2. Present the problem, which is best if phrased as a question; or ask the group to define the problem.

3. Allow time for the participants to think.

4. Randomly solicit one idea at a time.  Listen to all ideas and help less vocal participants express their ideas.

5. Write ideas on a flip chart or board.

6. Follow these guidelines to gather ideas:

a. Ask questions only to clarify.

b. Piggyback ideas if possible.

c. Think creatively, looking beyond the obvious.

d. Passing is OK.

7. When the flow of ideas slows substantially, ask if the group has any more ideas before closing the activity.

8. Clarify the ideas.  Combine obvious duplicates.  The author of an idea has the final say on whether it should be combined.

Matrix Diagram (Pg. 62)


For Planning and Decision-Making
1. Agree on the variables you want to compare for interrelationships.  They may be generated from the branches of a tree diagram or from a brainstormed list.

2. Place the items you want to compare in Column 1 of the matrix.  Place the variables as headings for the remaining columns.

3. Agree on the prioritization symbols to be used.  For example, H = high positive relationship; M = medium positive relationship; L = low relationship; - = no relationship.  Numbers can also be used.  For example, 9 = high; 3 = medium; 1 = low; 0 = no relationship.

4. Complete the matrix, using the prioritization symbols you’ve selected.

Measurement Map (Pg. 63)

For showing the relationship between ease of implementation and impact.

1. Draw a measurement map:  Show ease of implementation on the horizontal axis and impact of the problem on the vertical axis.
2. Write the problem statement at the top of the map.

3. Draw horizontal and vertical grid lines to show low, medium, and high.

4. If you have not already done so, rate each solution option as high, medium, or low for ease of implementation and for impact.

5. Plot each solution

