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Planning tools

• Fishbone diagram

Kaoru Ishikawa (1915-1989)
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Divergent Thinking Tools 
(Idea Generating) 
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Brainstorming Nominal Group Technique (NGT) 

Structured 
1. Agree on the topic. 
2. Each team member in turn gives an idea (this 

rotation procedure is key to brainstorming). 
3. No ideas are criticised.  Ever! 
4. Write each idea on a flipchart. 
5. Keep going around till all ideas are presented. 
6. Passing is permitted. 
7. When everyone is passing the idea generating 

part is over. 
8. Review the written list for clarity and eliminate 

duplicate ideas. 
9. Individuals can clarify what their idea is but there 

is no rationalizing why they offered the idea. 
 

Unstructured  
This is the same process as the Structured 
brainstorming but the ideas are given by all tem 
members at any time.  There is no need to pass 
because ideas are not recorded in any order. 

Brainstorming and NGT are similar in that they both 
are designed to creatively and efficiently generate a 
list if ideas in a safe environment. 
 
NGT follows the basic steps for brainstorming with 
the following exceptions: 
1. Each member of the team is given a pile of sticky 

notes. 
2. Each person is asked to write one idea on a  

sticky note. 
3. Usually about 5-10 minutes is sufficient to get 

their ideas down on the sticky notes. 
4. The sticky notes are placed on a flipchart. 
5. Review, clarification and elimination of duplicate 

ideas is done as in brainstorming. 
 
 The major advantage to NGT is that the rotation 
procedure is not used.  Each person can generate 
ideas on their own without feeling pressured to offer 
an idea or embarrassed if they don’t have one and 
therefore must pass on each rotation. 



Affinity Diagram (Organizing Ideas) 
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Affinity Diagrams are used to organize ideas into categories that seem to form natural 
groupings.  The steps include: 

1. Generate at least 20 ideas using brainstorming or NGT. 

2. Each idea should be on a separate sticky note. 

3. Place the ideas randomly on the wall, a window or flipchart pages. 

4. Without talking (and believe me this is THE hardest thing for team members to do) start 
sorting the ideas into related groups. 

5. This is usually done by having the team stand around all the notes and read them. 

6. The facilitator invites someone to start putting ideas together that seem to more or less 
have something in common.  

7. Others will quickly join in this process.  But remember it is done silently!  

8. There will be times when a person will take a note from one grouping and place it in 
another.  This is acceptable. 

9. New groupings may emerge, groups might be split up and there may be a few that don’t 
fit with any others. 

10. If you have a group of 20 ideas, it is typical to end up with about 4-5 groupings. 

11. Finally create a label or header for each grouping. 
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Prioritisation

Impact/difficulty 
matrix

Pareto chart
Vilfredo Pareto (1848-1923)



When to use a Pareto chart

• When you can categorise items that have 
the potential to contribute to the 
improvement you are considering

• When you want to analyse data about the 
frequency of problems



Why do my kids arrive late at school?

Date Reason Date Reason Date Reason Date Reason

01/04/2017 weekend 08/04/2017 weekend 15/04/2017 weekend 22/04/2017 weekend

02/04/2017 weekend 09/04/2017 weekend 16/04/2017 weekend 23/04/2017 weekend

03/04/2017
arrived on 

time 10/04/2017 watched tv 17/04/2017
unable to find 

shoes 24/04/2017 slept late

04/04/2017
clothes not 

ironed 11/04/2017 slept late 18/04/2017

distracted by 
dog on way to 

school 25/04/2017
played on 

xbox

05/04/2017
arrived on 

time 12/04/2017
clothes not 

ironed 19/04/2017
played on 

xbox 26/04/2017
arrived on 

time

06/04/2017
played on 

xbox 13/04/2017
arrived on 

time 20/04/2017 watched tv 27/04/2017
arrived on 

time

07/04/2017
played on 

xbox 14/04/2017
finishing 

homework 21/04/2017 slept late



reason frequency

arrived on time 5
clothes not ironed 2
distracted by dog on way to school 1
finishing homework 1
played on xbox 4
slept late 3
unable to find shoes 1
watched tv 2
weekend 8



reason frequency Cumulative 
%

weekend 8 30%
arrived on time 5 48%
played on xbox 4 63%
slept late 3 74%
clothes not ironed 2 81%
watched tv 2 89%
distracted by dog on way to 
school 1 93%
finishing homework 1 96%
unable to find shoes 1 100%
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