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Doing It Better

This workshop will teach participants how to use a range of simple tools to generate ideas, solve problems and lead to improvements in programs, teams and care delivery.

These tools are not new.  In most cases they have been used for many years in a number of different business and health settings.

The tools are a snapshot of a range of activities which can help teams to work more effectively on specific issues.  There are plenty of others available.

If you are interested in finding out more, we suggest the NHS web-site below as a great place to start.

http://www.institute.nhs.uk/
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Hot Potato
Description

This tool involves the use of a ‘round robin’ format to develop and share information within a group.
When to use the Tool
Hot Potato is a quick paced, simple and fun method used to generate ideas. The process creates and shares ideas, which can then be explored by the team to come up with new ways to address a problem. 

How to use the Tool

1. Ask the team to sit in a circle, so that sheets of paper can be easily passed from one person to the next. 

2. Assign a particular task or problem to be considered for ideas. Ensure that everyone in the group understands and agrees on the task/problem to be discussed. 

3. Select a facilitator to manage the process.

4. The purpose of the exercise is for each team member to record as many ideas as possible in a set time limit (e.g. 1 minute). The following process is used to generate ideas: 

· On the appointed signal from the facilitator, everyone writes their ideas to the task/ problem in the time limit allocated. 

· The facilitator gives a signal to stop writing and sheets are passed to the next person. This person reads the idea in front of them and adds more ideas to the sheet, again within a short time-frame i.e. 1 minute.  It is important that ideas are not repeated.

· This process continues until each team member has written down their ideas on each sheet of paper. 

Teams of four or five participants tend to work best; however, this structure is capable of working with virtually any group size.
Variations

Instead of allowing one piece of paper for each team member, give a single sheet to an entire team. The first person writes an idea onto the sheet, and passes it to the next person who does the same. This then continues all of the way around the group. Ideas can also be rotated between different teams rather than individuals in each team.

Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________
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Reverse Brainstorming

Description
Reverse brainstorming helps you solve problems by combining brainstorming and reversal techniques. By combining these, you can extend your use of brainstorming to draw out even more creative ideas.

To use this technique, you start with one of two "reverse" questions:

Instead of asking, "How do I solve or prevent this problem?" ask, "How could I possibly cause the problem?"  For example instead of asking “how will we get all our GPs to provide us with their clinical data for the NPIs” you might ask “how will we prevent our GPs from providing us with their clinical data”.

Instead of asking "how do I achieve these results?" ask, "How could I possibly achieve the opposite effect?"

How to use the Tool

· Clearly identify the problem or challenge, and write it down. 
· Reverse the problem or challenge by asking:
"How could I possibly cause the problem?" or
"How could I possibly achieve the opposite effect?"

· Brainstorm the reverse problem to generate reverse solution ideas. Allow the brainstorm ideas to flow freely. Do not reject anything at this stage.

· Once you have brainstormed all the ideas to solve the reverse problem, now reverse these into solution ideas for the original problem or challenge.

· Evaluate these solution ideas. Can you see a potential solution? Can you see attributes of a potential solution? 

Tip
Reverse brain-storming is a good technique to try when it is difficult to identify solutions to the problem directly.

Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________

Affinity Diagram
Description
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An Affinity Diagram is a special type of brainstorming process that is used for organising large groups of information into meaningful categories. It helps us to clarify and make sense of a large or complex problem, e.g. 

· How to implement a process of continual improvement throughout the Division?

· Which causes of avoidable hospital admissions should we be working on?

· It is an excellent tool for creating a Cause and Effect Diagram.

 How to use the Tool
1. Define the problem or issue to be explored. Use problem definition and ensure that you state the problem as clearly and unambiguously as possible.

2. Brainstorm for ideas, but instead of everyone shouting out ideas, everyone silently writes down their ideas on sticky notes or index cards.

3. When the brainstorm is complete mix up all of the notes or cards and stick them on the wall or spread them out on a table.

4. Let the group arrange the notes or cards into related groups as follows:

· Take two cards that are related in some way and put them together.

· Find other cards that belong to this group and put them with the first two.

· Build other groups of cards in the same way until all of the cards have been grouped (about 10 groups maximum).
Notice that you are asked to group cards that are "related in some way" rather than taking safe, known categories such as 'Lack of Funds' or 'Communication', and then looking for cards that fit in these categories. Affinity Diagram is a creative process and it is important that you suspend the naming of the groups until the next stage of the process.

    5.     Now you can decide what to call each grouping. Header cards are created        and placed at the top of each grouping. The header card should clearly       define the common thread that ties all of the cards in the group together       (usually a 3 – 5 word description).

 
You may now find that some cards do not belong to a group. If so, continue sorting until everyone is satisfied with the final picture.
Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________

 Affinity Diagram

Ideas
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Five Whys
Description

The 5 Whys is a simple problem-solving technique that helps users to get to the root of the problem quickly. Made popular in the 1970s by the Toyota Production System, the 5 Whys strategy involves looking at any problem and asking: "Why?" and "What caused this problem?"

Very often, the answer to the first "why" will prompt another "why" and the answer to the second "why" will prompt another and so on; hence the name the 5 Whys strategy.

Benefits of the 5 Whys include: 

· It helps to quickly determine the root cause of a problem 

· It is easy to learn and apply 

How to use the Tool

When looking to solve a problem, start at the end result and work backward (toward the root cause), continually asking: "Why?" This will need to be repeated over and over until the root cause is identified.

Tip
The 5 Whys technique is a simple technique that can help you quickly get to the root of a problem. But that is all it is, and the more complex things get, the more likely it is to lead you down a false trail. If it doesn't quickly give you an answer that's obviously right, then you may need more sophisticated technique. 

Key points

The 5 Whys strategy is an easy and often-effective tool for uncovering the root of a problem. Because it is so elementary in nature, it can be adapted quickly and applied to most any problem. Bear in mind, however, that if it doesn't prompt an intuitive answer, other problem-solving techniques may need to be applied.

Example 1
The earliest known written version is the rhyme on is in John Gower's Confesio Amantis dated approximately 1390 AD.

For want of a nail a shoe was lost,

for want of a shoe a horse was lost,

for want of a horse a rider was lost,

for want of a rider an army was lost,

for want of an army a battle was lost,

for want of a battle the war was lost,

for want of the war the kingdom was lost,

and all for the want of a little horseshoe nail.

Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________

Concept or Mind Mapping
Just for fun…
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That’s Impossible
Description
That’s impossible is a tool that is used to ‘jolt’ people into believing that extraordinary things can be achieved. It is often used during sessions to create new ideas.

Often, we take it as a given that something is impossible. Maybe we weren’t able to do it in the past and haven’t recently reconsidered the possibilities.  But, if you really think about it, you should find it possible to do (or at least come close to doing) many ‘impossible’ things.

How often does your team think of a new way of doing things and then come up against an obstacle? How often do you come up with ideas that are not really any different to what you are currently doing? Define what is impossible, and then start to do it.

How to use the tool
Make a list of things that are currently accepted as being impossible e.g.
· It is impossible to know how many patients will want an appointment each day

· It is impossible to know if a patient will turn up for an appointment

· It is impossible for patients to remember everything their GP tells them  
For each item on the list, have a short brainstorming session to generate ideas. Ask:

· Is anyone else already doing that? 

· How could we actually do that? 

· How could we come close to doing that? 

· How could we do that at least some of the time?

When might I use this tool?
When you sense that people are reluctant to set ambitious goals for improvement.

When people say things like:

· ‘Well, there is no way that you can…’ 

· ‘It’s simply not possible to…’

Facilitator’s tips
· Because you are working on something that is widely held to be impossible, be prepared for stronger than usual negative thinking as you begin this tool. 

· Be sure to emphasise the rules of idea generation: suspend judgment, go for quantity, build on others’ ideas etc. 

· Capture all ideas for possible later development; don’t let laughter put you off. Suggesting that someone tries something thought to be impossible often results in laughter… until someone actually does it!
Great ideas 
"How often – even before we began - have we declared a task impossible? … A great deal depends upon the thought patterns we choose and on the persistence with which we affirm them."
Pierro Ferrucci

"Dream, believe, dare, do."
Walt Disney 

Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________
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Cause and Effect (Fishbone)
Description
· Cause and effect analysis helps you to think through the causes of a problem thoroughly, including its possible root causes. It is only by identifying the main causes that you can permanently remove the problem, or reduce the delay.

· A cause and effect diagram is a tool that helps you do this. The 'effect' is the problem you are working on, for example 'waiting time'. The tool can help you identify major causes and indicate the most fruitful areas for further investigation. 

· It will help you understand the problem more clearly.

· By going through the process of building the diagram with colleagues, everybody gains insights into the problem, alongside possible solutions. The people involved benefit from shared contributions, leading to a common understanding of the problem.

· The cause and effect diagram is sometimes called a fishbone diagram (because the diagram looks like the skeleton of a fish) or an Ishikawa diagram (after its inventor, Professor Kaoru Ishikawa of Tokyo University).

The tool quickly helps you to fully understand an issue and to identify all the possible causes of a problem or delay - not just the obvious. If you know the cause of the delay, you are then better placed to implement the solution.

What does it do?
· Enables a team to focus on the content of the problem rather than its history or the differing interests of team members. 

· Creates a snapshot of the collective knowledge and consensus of a team around a problem. 

· Focuses the team on the root cause of the problem - not its symptoms.
How to use the Tool
Firstly, identify the problem. Write it in a box and draw an arrow pointing towards it. Think about the exact problem in detail. Where appropriate, identify who is involved, what the problem is, and when and where it occurs.

Example:
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Identify the major factors and draw four or more branches off the large arrow to represent main categories of potential causes. Categories could include: equipment, environment, procedures, and people. Make sure that the categories you use are relevant to your particular problem / delay. An alternative way of creating the branches of a cause and effect diagram is to carry out the Affinity Diagram technique and use the group headings produced there.

For Example
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· Take each of the main categories and brainstorm possible causes of the problem. Then, explore each one to identify more specific 'causes of causes'. Continue branching off until every possible cause has been identified. Where a cause is complex, you might break it down into sub-causes. Show these as lines coming off each cause line. 

· Analyse your diagram. By this stage you should have a diagram showing all the possible causes of your delay / problem. Depending on the complexity and importance of the problem, you can now investigate the most likely causes further. This may involve setting up interviews (see getting patient perspectives), carrying out process mapping or surveys which you can use to decide whether the causes identified are correct.

Tips
· Make sure that your team agree on the problem statement. Include as much information as possible in the ‘what’, ‘where’, ‘when’ and ‘how much’ of the problem. Use data to specify the problem if possible. 

· Aim to construct the diagram with the people involved in the problem. 

· You can use a cause and effect diagram as a working document that is updated as and when you collect more data, or to trial various solutions. 

· Use a paper surface so that you can transport the final diagram. 

· Ideally, causes should appear in only one category, although some people causes may overlap.
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Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________

Force Field Analysis
Description
Force Field Analysis is a method for listing, discussing, and assessing the various forces for and against a proposed change. It helps you look at the big picture by analysing all of the forces impacting on the change and weighing up the pros and cons. Having identified these, you can then develop strategies to reduce the impact of the opposing forces and strengthen the supporting forces. An effective team building tool, it is especially useful when you want to overcome resistance to change.

Forces that help you achieve the change are called ‘driving forces’. Forces that work against the change are called ‘restraining forces’. 

Force Field Analysis can be used to develop an action plan to implement change. Specifically it can:

· Determine if a proposed change can get support 

· Identify obstacles to successful solutions 

· Suggest actions to reduce the strength of the obstacles.

Some types of forces to consider:

· Available resources, traditions, vested interests, organisational structures, relationships, social or organisational trends, attitudes of people, regulations, personal or group needs, present or past practices, institutional policies or norms, agencies, values, desires, costs, people, events.
By spending a bit of time looking ahead and anticipating these problems, you can change or work with or around some of the barriers. You may also find out which things really make a difference to implementing change successfully.  This approach can help you quickly identify people, issues or things that may get in the way of any improvements you are planning. It can also help you find allies to support you. To make it work, you do need to act on some of the forces that you identify.

What does it do?

· Investigates the balance or power in an issue. 

· Identifies the most important people (stakeholders) and groups involved or affected.
· Identifies opponents and allies. 

· Identifies how to influence the target group through action planning.
How to use the tool
· Using adjectives and phrases, describe the current situation as it is now and the desired situation as the vision for the future.
· Identify what will happen if there is no action taken. 

· List all the driving and restraining forces for the change. 

· Discuss the key restraining forces and determine their severity.
· Discuss the key driving forces and determine their strength. 

· Allocate a score to each using a numerical scale where 1 is very weak and 5 is very strong. 

· Chart the forces by listing, in strength scale, the driving forces on the left and the restraining forces on the right. 
· Total the driving forces and the restraining forces.
· Explore the restraining forces and the best way to address them. 

· Explore the driving forces and the best way of advancing them. 

· Identify priorities and produce an action plan. 

Tips for implementation
Once you have carried out an analysis, you can decide whether the project or change is viable. If the project has to be delivered to meet a target, the results of the Force Field Analysis can help you to work out how to improve the probability of success. Here you have two choices: 

· To reduce the strength of the forces opposing a project, or 

· To increase the forces pushing a project

Often the most appropriate solution is the first: just trying to force change through may cause its own problems as people can be uncooperative if change is forced on them.

Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________

Force Field Analysis
	Current Situation: 

Practice nurses are not used effectively
	Ideal Situation

Practice nurses are used effectively 
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Six Thinking Hats

Looking at a Decision from All Points of View
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"Six Thinking Hats" is a powerful technique that helps you look at important decisions from a number of different perspectives. It helps you make better decisions by pushing you to move outside your habitual ways of thinking. As such, it helps you understand the full complexity of a decision, and spot issues and opportunities, which you might otherwise not notice.

Many successful people think from a very rational, positive viewpoint, and this is part of the reason that they are successful. Often, though, they may fail to look at problems from emotional, intuitive, creative or negative viewpoints. This can mean that they underestimate resistance to change, don't make creative leaps, and fail to make essential contingency plans.
Similarly, pessimists may be excessively defensive, and people used to a very logical approach to problem solving may fail to engage their creativity or listen to their intuition.

If you look at a problem using the Six Thinking Hats technique, then you'll use all of these approaches to develop your best solution. Your decisions and plans will mix ambition, skill in execution, sensitivity, creativity and good contingency planning.

This tool was created by Edward de Bono in his book "6 Thinking Hats".

How to use the Tool:

· Each "Thinking Hat" is a different style of thinking and participants must contribute to the discussion from the perspective of the ‘hat’ which may be quite different from their personal perspective. 
· Hat ideas can be presented on an individual basis however ownership of the ‘thinking’ is increased when all participants wear the same hat at the same time – except for the blue hat which remains with the chairperson.
· Typical steps are:

· Blue Hat chairs the meeting

· White Hat presents the facts on the decision

· Green Hat generates ideas

· Yellow Hat presents the logical benefits

· Black Hat presents the unemotional and logical negatives
· Red Hat describes stakeholders possible feelings and emotional reactions 

· Blue Hat summarises and adjourns the meeting

The hats are explained below:
· Blue Hat:
The Blue Hat stands for process control. This is the hat worn by people chairing meetings. When running into difficulties because ideas are running dry, they may direct activity into Green Hat thinking. When contingency plans are needed, they will ask for Black Hat thinking, and so on. 

· White Hat:
With this thinking hat, you focus on the data available. Look at the information you have, and see what you can learn from it. Look for gaps in your knowledge, and either try to fill them or take account of them.
This is where you analyze past trends, and try to extrapolate from historical data.
· Green Hat:
The Green Hat stands for creativity. This is where you can develop creative solutions to a problem. It is a freewheeling way of thinking, in which there is little criticism of ideas. A whole range of creativity tools can help you here.

· Yellow Hat:
The Yellow Hat helps you to think positively. It is the optimistic viewpoint that helps you to see all the benefits of the decision and the value in it, and spot the opportunities that arise from it. Yellow Hat thinking helps you to keep going when everything looks gloomy and difficult. 

· Black Hat:
When using Black Hat thinking, look at things pessimistically, cautiously and defensively. Try to see why ideas and approaches might not work. This is important because it highlights the weak points in a plan or course of action. It allows you to eliminate them, alter your approach, or prepare contingency plans to counter problems that arise. 

Black Hat thinking helps to make your plans tougher and more resilient. It can also help you to spot fatal flaws and risks before you embark on a course of action. Black Hat thinking is one of the real benefits of this technique, as many successful people get so used to thinking positively that often they cannot see problems in advance, leaving them under-prepared for difficulties.

· Red Hat:
Wearing the Red Hat, you look at the decision using intuition, gut reaction, and emotion. Also try to think how other people will react emotionally, and try to understand the intuitive responses of people who do not fully know your reasoning.

You can use Six Thinking Hats in meetings or on your own. In meetings it has the benefit of defusing the disagreements that can happen when people with different thinking styles discuss the same problem.

Example

____________________________________________________________________________________________________________________________________________________________________________________________________________________________
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DO  Keep asking “Why?” until you are satisfied that you have arrived at the cause





DO  Each time the question “Why?” is answered ask “ Why?” again





DO  Ask “Why?” this particular problem, situation or idea exists





THINK Identify a problem, situation or idea to be studied
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