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The NEED approach 
Making better decisions, solving problems, improving performance 

!
Introduction 
All organizations are facing recurring problems they have great difficulty to solve. For example, 
in a youth organization leaders fail to implement effective participation of  youth in decision-
making : 

• They fall into authoritarian or laissez-faire 

• They just have a "small group of  friends " around them and fail to recruit more young people 

• They take care of  everything and the kids did not really have any responsibility 

Despite all efforts through disseminating manuals and  training, the problem is not solved. 

The first reaction to a problem is often to propose solutions without taking into account the real 
causes of  the problem. Sometimes solutions are proposed by the hierarchy of  the organization, 
through manuals or training courses, in a top-down process.  

But they remain unimplemented because they were not sufficiently developed in a process of  
dialogue involving grass-roots leaders in analysing the problem and finding solutions. There is 
no feeling of  ownership. 

When implemented, they still fail to solve the problem, which was insufficiently analyzed , and 
are quickly abandoned. 

The problem we need to understand is that we cannot solve a problem through a simple 
transmission of  information. We can transmit information, but we can not transmit knowledge 
or skills. Knowledge and skills require ownership and personal re-construction. They require an 
active process of  dialogue, experience and cooperation 

Education through dialogue is a popular education approach used in adult education which was 
described by Jane Vella, an American educator disciple of  Paulo Freire. The basic principle is 
that adult learning is more effective through dialogue ( Vella, 2008). 
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Dialogue comes from two Greek words : dia means "between",  and logos means "word." 
Hence, dia + logue = "the word between us". 

Adult education is based on the principle that adults have enough life experience to enter into 
dialogue with any teacher or trainer on any subject and build best new knowledge , attitudes 
and skills from this experience (Knowles, 1970). 

So, if  we want to effectively support adult leaders in Scouting, we should involve them in a 
bottom-up process of  dialogue, experience and cooperation, which is the collaborative learning 
approach used by the Scout method. 

That means that we have to pass from a “Teaching or training culture“ to a “collaborative 
learning culture“. 

In every National Scout Association, County teams play a crucial role, which is to support local 
groups in charge of  delivering the Scout Programme to the various age sections in a specific 
local community. They could use the NEED approach, which proposes to involve grass-roots 
leaders in a bottom-up process of  dialogue, experience and cooperation to help them contribute 
to find solutions to the problems they face. 

!
!
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The NEED approach 

NEED is an acronyme for Needs assessment, Experience, Evaluation, Dissemination. The 
NEED approach includes 4 mains phases and 6 steps : 

1. Needs assessment  

1.1.Mind the gaps: identify the gaps between current results and desired results 

1.2.Analyze: identify the problems and find their root causes 

1.3.Decide: select the best solutions to improve the performance (reach the desired results) 

2. Experience 

2.1.Experiment the selected solutions 

3. Evaluate 

3.1.Control the results 

4. Disseminate 

4.1.Build and share tools to support the implementation of  solutions 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KEW WORDS STEPS

1. Identify: 
Mind the gaps

• Setting up a steering group 
• Determine what data are required to identify needs 
• Determine potential sources of  available data (at national or provincial 

levels) 
• Select information gathering tools to collect information that is not already 

available (surveys, interviews, focus groups, performance observation) 
• Test information gathering tools : interview protocols, questionnaires, etc. 
• Collect information using a variety of  tools and techniques 
• Define needs on the basis of  performance gaps between current and desired 

results.

2. Analyze: 
problem posing, 
finding the root 
causes

• Prioritize the needs (gaps) on the basis of  size, scope, distinguishing 
characteristics, and relative importance. 

• Conduct a needs analysis—for the highest-priority needs—to better 
understand what is working, what is not working, and what the systemic 
relationships are among needs. 

• Seeking the causes (brainstorming) 
• Visualizing the causes (Ishikawa diagram) 
• Prioritizing the causes (weighted vote) 
• Validating the main causes (Pareto diagram)

3. Decide : 
selecting the 
best solutions

• Seeking solutions (brainstorming) 
• Selecting the best solutions (multicriteria analysis)

4. Experience 
the selected 
solutions

• Defining the area of  experience 
• Setting up an action plan 
• Implementing all planned actions

5. Evaluate • Measuring the results of  experienced solutions and comparing them to the 
initial situation (is the gap closed?)

6. Disseminate • Formalizing the solutions 
• Building tools to facilitate their appropriation and their implementation 
• Publishing and disseminating tools
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1. Needs assessment 
The first phase of  the NEED approach is focused on needs assessment. Needs assessment 
includes three steps : (a) identify, (b) analyse and (c) decide. 

a. Identify 
Mind the gaps 
 At the beginning of  any project or program, there are gaps between your current achievements 
and your desired accomplishments. For example, a National Scout Organization has adopted a 
new programme for the Scout section with a stronger emphasis on youth involvement in 
decision-making, but a survey developed in several counties shows that, on average, youth 
participation in the Units, measured on the “ladder of  participation“ of  Roger Hart (see fig. 1), 
does not exceed the level 4 (“Young people assigned but informed“). The level recommended by 
the new programme was 6 at least (“Activities initiated by adults but decisions shared with 
youth"). There is a difference, a gap between current achievements and expected 
accomplishments.  

This gaps defines needs to be identified and addressed if  we want to improve the performance 
(see fig.2). In the given example, we can see that there is a need to improve youth involvement in 
decision-making from the level 4 to the level 6. Gaps or needs determine what results should be 
achieved before actions are taken. They help us make justifiable and informed decisions. 

Fig. 1 - Le ladder of  participation by Roger Hart 

    

Too often, we begin decisions with solutions already in mind, such as when we say: 

• “What we really need is to recruit more leaders.” 
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• “I need more resources.” 

• “They need more training.” 

Each of  these statements begins with a solution before we understand the performance need or 
gaps in results to be addressed. Ignoring gaps can be dangerous. When you make decisions 
about what to do without a clear distinction between where you are and where you want to be, 
then the odds of  achieving desired results are greatly diminished, and resources may be lost.  

From a performance perspective, identifying gaps offer two useful formulas for assessing needs:  

a. Needs are gaps between current results and desired results. The size and importance of  the 
gaps can then be compared to inform your decisions. 

Fig. 2 - Gaps defines needs to be addressed if  we want to improve the performance 

b. Needs are prioritized through the comparison of  (1) costs associated with addressing the 
needs (or closing the gap) and (2) costs associated with not addressing the needs (or leaving 
the gap). Involving resources in adressing needs that have no priority would be a bad 
decision. 

Fig. 3 - Comparing the costs of  addressing the needs to the costs not addressing the needs 
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Gathering data 
In general, through meeting group leaders and Unit leaders and discussing with them, a County 
team has a good idea of  the main problems that exist within the Scout Units. 

However, it is important to identify more precisely the gaps between the current results and the 
desired results in various areas. Several steps are necessary for that. 

i. Setting up a steering group - The steering group maybe the County team, but it is also 
important to involve representatives of  the Group leaders and even some experienced Unit 
leaders in in a collaborative work to conduct the needs assessment process. This will create a 
larger feeling of  ownership on the findings of  the work . 

ii. Determine what data are required to identify gaps - you may have already an action 
plan based on the strategic national plan and proposing objectives to be reached in several 
areas, for example the implementation of  a new youth programme or an effort to limit the 
turn over of  the Unit leaders, or the goal to increase the membership in the adolescent 
section. You will have to list the data that are required to identify the gaps between the 
current results and the desired results in these various domains. 

iii. Determine potential sources of  available data. Some data may be already available 
at various levels. For example, the evolution of  the membership, or the proportion of  leaders 
having attended the various training courses. 

iv. Select information gathering tools to collect information that is not already available. 
You can use several tools to gather complementary information. For example : surveys, 
interviews, SWOT analyses, focus groups, World Café, etc.   You need to choose the tools 1

that are the best adapted to the time and the human and financial resources you have and 
also which meet your concerns,  for instance you may prefer tools that will involve Group 
leaders and Unit leaders in a real collaborative work. 

v. Test information gathering tools : interview protocols, questionnaires, etc. Once you 
have selected some tools, you need to check if  they are well adapted to the way you will use 
them and to your audience. For example, in preparing a survey, you will need to test the 
questions and ensure that they are well understood ; if  you have decided to use focus groups, 
you need to select the people who will be involved and find experienced facilitators. 

vi. Collect information using a variety of  tools and techniques. It is quite important to select 
and use various tools in order to get data from diverse perpectives. 

vii. Define needs on the basis of  performance gaps between current and desired results. The 
conclusions get from the various information gathering tools will help you identify the gaps 
between the current results and the desired results. These gaps are the needs to be 
addressed. 
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b. Analyse : problem posing, finding the main causes 
Now that you have collected more precise data, you need to analyse them. The steering group 
in charge of  conducting the needs assessment will be in charge of  this analysis. This implies 
several steps. 

i. Prioritize the needs (gaps) on the basis of  size, scope, distinguishing characteristics, and 
relative importance. Certainly, you cannot address all the needs you have identified. You 
need to select the most important or the most urgent, those that will receive the highest 
priority. 

ii. Conduct a needs analysis—for the highest-priority needs—to better understand what is 
working, what is not working, and what the systemic relationships are among needs. It is 
quite important to formalize the problem is an important step because you cannot solve a 
problem if  it is not well  defined. Once a need is identified, the natural tendency is to jump 
to solutions immediately without defining the problem. We must resist this temptation.The 
problem will be better defined if  we can quantify it with indicators. A common method used 
to define the problem is 5 W - 2 H, which means: WHY? WHAT? WHO? WHERE? 
WHEN? HOW? HOW MUCH?    It is necessary to define one or several indicators 2

adapted to the problem because in the "control" phase of  the approach, we will have to 
compare the value of  the indicators with the initial situation. This  will allow to verify that 
the solution is efective and that the problem has been properly solved. Some indicators are 
very simple, type 0 or 1, for example, if  the problem is "the failure of  the washing machine", 
the indicator is obvious. But  often it is necessary to define more complex indicators. Even if  
the problem is qualitative, we must find  an indicator to quantify it. For example, if  the 
problem is "young people are not really involved in decision-making", it will be necessary to 
define an indicator on youth participation and their level of  involvement (eg, using the 
Roger Hart's scale on youth involvement). The indicator will help you define an objective 
should be described by an sentence understandable by all, defining the problem we want to 
solve with the values of  the indicators we want to achieve. For example: "Within two years, 
90% of  local groups will experience a level of  youth participation corresponding to the level 
6 of  the Hart's ladder." 

iii. Seeking the causes (brainstorming) - The search for causes is carried out through a 
"brainstorming"   , which allows to use the synergy of  a group . The purpose of  3

"brainstorming" is to work by association of  ideas to produce the greatest number of  ideas 
on an issue in a minimum of  time. 

iv. Visualizing the causes - The tool used to visualize the causes is the "fishbone" diagram   . 4

This tool will help you understand the links between causes and effects. 
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v. Prioritizing the causes (weighted vote) - Once the causes are identified we must prioritize 
them, that is to sort them by order of  importance. A commonly used tool to prioritize the 
causes is the weighted vote   , it has several advantages: 5

• It allows a consensus among the members of  the working group, 

• It is simple to implement. 

vi. Validating the main causes (Pareto diagram) - After prioritizing the causes, we need to 
choose those that we will validate on the field. For this, we can use "The Pareto chart"   . It 6

shows the relative importance of  diferent causes of  a problem and thus allows to select those 
to be solved first. In addition, it can display in the time how the implemented actions had an 
impact on the causes of  the problem. 

c. Decide : selecting the best solutions 
Now that you have analysed the problems, you need to find possible solutions and select the 
best ones.  

i. Looking for solutions - In seeking solutions, we will use the same tool as for searching for 
the causes, i.e the brainstorming. At the end of  the brainstorming, you will have a list of  
potential solutions supposed to to eliminate the causes of  the problem. The mistake would 
put to jump on the first solution proposed. You need to have a number of  possible solutions 
in order to weigh them with several criteria and select the best one. 

ii. Selecting the best solutions - The best solution is the one which best meets the criteria 
chosen to evaluate the solution, for example: cost, speed, ease of  implementation, etc. To 
determine the criteria we will use the brainstorming and then the weighted voting for 
sorting them by order of  importance. Of  course, the classification of  criteria    will vary 7

depending on the type of  solution to be implemented: for some solutions, the facility of  
implementation will be the most important criterion, for others it will be the cost or the 
short time to get results. !

!
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2. Experiencing the solutions 
a. Defining the experimental area !
Even if  the problem to be solved is general throughout the organization, it may be 
advantageous to limit  the experimental area to one or several groups, so to not spend 
unnecessary energy if  the solution is not as good as expected. 

In addition, it is better to avoid areas where major changes are expected such as restructuring, 
change of  leaders, etc. 

b. Setting up an action plan !
To implement the selected solutions various actions will be needed. 

They must be planned and a driver (responsible for the implementation and the monitoring of  
the action) shall be appointed. 

For example if  to improve the quality of  the activities proposed in the Scout section you have 
selected the solution: "develop activity sheets and publish them on the Internet," to experiment 
this solution, you will have to implement several actions such as: 

• Create a website to publish activity handouts 

• Set up an editorial board Drafting Committee to select and publish handouts 

• Launch a call  for proposals to youth leaders and technical instructors for writing draft 
handouts 

• Establish a team of  writers and illustrators to complete the handouts before publication 

• Create an interactive system that enables youth leaders to pull up information on the 
implementation of  activities and interact with each other to share their experiences 

The action plan can be summarized in a Gantt chart or a table. It must be accompanied by a 
budget. 

c. Implementing all the planned actions !
When all actions are planned, the drivers appointed and the associated resources defined, we 
efectively implement all actions. 

To have a good chance of  success, it is recommended to explain to the local groups how the 
operation will take place and why this or that sector of  experimentation was chosen. 

!
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3. Measuring the results of  the implemented 
solutions and comparing them to the initial situation !
Before proceeding with the following steps, it is necessary to check the results i.e, to ensure that 
the taken actions have been efective and that the set target have been reached. 

In some cases, it is necessary to wait a few months, to monitor the indicators and to ensure that 
is achieving the set target. 

Otherwise, we must go back to the previous step, check what was wrong (eg, the actions taken 
have not been properly implemented). 

If  everything is correct in a given step, we need to check one by one the previous steps until we 
find  an error in the method. 

We correct this error then we "go down the steps". 

4. Formalizing the solutions and facilitating their 
appropriation 
!
Now that you have experienced and validated some solutions, you need to formalize them and 
facilitate their appropriation by the different leaders within the various groups. This includes 
three phases 

a. Formalizing solutions and if  possible implementing anti-errors 
systems !

Formalize solutions, it is to write a procedure so that they are applied consistently and that the 
problem no longer appears. 

In the case of  the creation of  a resource center on the Internet to improve the individual's 
activities, formalize the solution would be, for example, to show leaders how to use the resource 
center and participate to its  enrichment. Activity sheets should also provide guidance on how to 
involve young people in choosing and planning activities in order to cover the full range of  
identified issues. 

b. Designing tools !
If  the solution implemented in the experimental area reaches the objectives, then we must 
generalize the solution to other areas of  the organization facing the same problem. 

The best way to generalize solutions is to build tools that others can easily use and get ownership 
through their own experience. 

!
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c. Publishing results and tools (knowledge management) !
It is important for the development and motivation of  working groups that their work is 
recognized and appreciated. The publication of  research results and tools developed allows 
recognition and enhances motivation and commitment of  the actors. 

It also allows a knowledge management process so that the solutions are disseminated and 
generalized in the whole organization. 

The formalization can take the form of  a handout summarizing: 

• What is the need (i.e: the problem to be solved with some examples) 

• What is the result to be achieved 

• What is the solution proposed 

• How to implement it, with a list of  the needed resources and the various steps to be followed. 

• What are the mistakes to be avoided 

!
!
!
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Data collection Tools and Techniques 
Focus groups 
• Purpose 

To collect information from a small group (7-12 participants) in a systematic and structured 
format. 

• Process 

Focus groups are group interviews that give the researcher the ability to capture deeper 
information more economically than individual interviews. The focus group is formed of  
individuals with characteristics of  the overall population. For example to identify the difficulty 
experienced by new adult leaders with youth participation, you select some new adult leaders 
representative of  the overall group. 

A skilled facilitator is selected. His role is to encourage group interactions to get a more 
comprehensive understanding of  what is being studied. The facilitator is assisted by a note-taker. 

A series of  questions have been prepared. The questions should be open-ended because the 
intent of  the focus group is to promote discussion. Yes/No questions or questions that are too 
specific can limit discussion and decrease the value of  a focus group. A sample of  an open-
ended question would be “What do you think of  this story?” This question promotes discussion 
about the story. A close-ended question such as “Did you like the story?” does not promote 
discussion. 

Interviews 
• Purpose 

To collect information from a single person through a format that may range from structured, to 
semistructured, to unstructured. 

• Process 

Determine what information is required from each interview. 

Select interviewees who can best provide the information you are looking for in the interviews. 
Experts are often included as interviewees, but novices should also be considered when 
questions regarding current (or entry) knowledge and skills are elements in the assessment’s 
considerations. 

For each interview, create a protocol that will guide the questions that are to be asked. The 
protocol can be structured ( clearly defined questions and order of  questions to be repeated to 
elicit the same type of  information across different interviewees); or unstructured ( starting with a 
set of  loosely planned questions in the protocol, that the interviewer may alter the depending on 
the information provided by each interviewee). 
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Take careful notes during the interview, off  ering to recap the response of  the interviewee 
whenever there may be confusion. 

Dual-response surveys 
• Purpose 

To collect information from a large number of  people—typically located in multiple locations— 
regarding their perspectives on both current and desired performance. 

• Process 

Identify questions to include in your needs assessment. Questions should focus on results 
and performance, rather than on what resources or changes participants may want. 

 Create the survey using the dual-response format.  The dual-response survey format 
provides significant benefits over traditional single-response tools in completing a needs 
assessment. It allows collects information regarding both the current  and desired  
performance, thereby providing clear data regarding the size, direction, and relative priority 
of  performance gaps (or needs). This type of  survey gives you more options for analyzing 
data than does its single-response counterpart. 

Pilot test your survey with participants who are representative of  your target audience. 
When participants have completed the draft survey, calculate the results to ensure that you 
can use the information attained from each question. 

• Example of  question 

SWOT 
• Purpose 

To identify, organize, and prioritize the strengths, weaknesses, opportunities, and threats (or 
SWOTs) that influence the planning, design, development, implementation, and evaluation of  
almost any program or project. 

• Process 

Decide on a focus for your SWOT+ analysis. For instance, are you looking for SWOT factors 
that influence just a project or your whole county action plan? 
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Identify internal and external stakeholders for the SWOT analysis. These partners should 
represent an array of  perspectives around the performance issue at the center of  your needs 
assessment 

In a meeting (or by e-mail), have group members identify SWOT factors from their perspectives. 
In most situations, begin your SWOT analysis by asking participants to simply brainstorm ideas 
to fit into the following four categories: 

Strength:  An internal competence, valuable resource, or attribute that an organization can use 
to exploit opportunities in the external environment 

Weakness:  An internal lack of  a competence, resource, or attribute that an organization 
requires to perform in the external environment 

Opportunity:  An external possibility that an organization can pursue or exploit to gain benefit 

Threat:  An external factor that has the potential to reduce an organization’s performance 

When you have identified an adequate number of  SWOT factors (6 to 10 per category is 
typically enough), sort them into a SWOT matrix. 

World Café 
• Purpose 

To yield deeper insights into pressing collective issues.  

• Process 

The World Caf. format has gained in popularity over recent years because it is an easy approach 
to gathering information through collaboration; also it is a generally quick and usually fun 
process. (See http://www.theworldcafe.com/method.html for more information on the 
approach.) The collaborative conversations bring together stakeholders in group settings to 
formulate directions (or ideas, opinions, and so on) concerning needs, next steps, and solutions. 

Have organizers determine in advance the targeted questions that will address the key 
objectives for holding the World Caf.. 

Seat groups of  four or fi ve people at small tables or in clusters. Each table is led by a host 
who has been given some guidance about duties of  facilitating the table work. 

Set up progressive (usually three) rounds of  conversation of  approximately 20–30 minutes 
each. 

Encourage both table hosts and members to write or draw key ideas using the markers and 
paper provided. 

When groups have completed the initial round of  conversation, ask one person to remain at 
the table as the host while the other group members become ambassadors. Ambassadors 
carry key ideas, themes, and questions from their first group into their new conversations. 

!
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Performance observation 
• Purpose 

To accurately documents the steps, procedures, tools, and decisions made in completing a task.  

• Process 

To begin, identify essential tasks involved in the achievement of  current performance, for 
example in preparing and running a team leaders council. 

For each essential task involved in the achievement of  current performance, determine 
which tasks can be observed during the needs assessment. 

Create a performance observation protocol or checklist to ensure that you systematically 
assess the current performance. 

Select the performers to be observed. It is frequently helpful, when possible, to observe the 
performance of  both an expert and a novice so you can isolate potential differences. 

Observe the performer while he or she completes the task. During the observation, the 
observer should not interfere with the performance. 

After the task is completed, meet with the performer to debrief  him or her on the 
observation. Try to identify any unique characteristics of  the observed performance that 
may not be relevant to your assessment (for instance, unrelated activities or interruptions 
that took place during the observation), (b) determine if  the observation is representative of  
task performance by others, or (c) find out what recommendations the performer would off  
er for completing the task more effi ciently or effectively. 

 Write a summary report of  the findings from each performance observation. 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Decision-making Tools and Techniques 
5W/2H 
A common method used to define the problem is 5 W - 2 H, which means: !
• WHY? 

• WHAT? 

• WHO? 

• WHERE? 

• WHEN? 

• HOW? 

• HOW MUCH? 

The replies to questions are given by the group. The order of  questions is not imposed, it's 
possible to come back to any question to complete the answer. 

!

What? • What is it about? For example : What element of  an educational programme 
• What default? …

Who? • Who is involved? What team? What service? 
• Which functions? 
• Who has any useful information on the problem? 
• Who should be informed?

Where? • In which place?   
• Which area?   
• Which range of  distance?

When? • At which time?   
• At which hour?   
• Since when? 
• How frequently?

Why? • Why to be concerned by the problem?   
• What is the threat?   
• What are the stakes?

How? • How was the problem detected? 
• Through which observation?   
• Through which evaluation?

How much? • What is the cost of  the problem for the organization?  
• In terms of  money?   
• In terms of  image? 
• In terms of  recruitment?
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• The replies to the question "Who?" may show that some other people should be integrated 
into the working group. 

• The "What" question is certainly the most difcult, but it should be responded as precisely as 
possible. 

• The group may decide to reduce the perimeter of  the problem in order to be able to find  a 
solution in a reasonable time and ensure that it stays a human size problem. 

• In order to well  identify the problem, the group may decide to implement a survey in the 
field(questionnaires, evaluation, etc.) 

!

Rules and objectives • Formalize the problem by responding to the questions What? 
Who? Where? Why? How? How much?

Facilitator' role • Write all the replies to all the questions without giving his/her 
own opinion. 

• If  necessary regroup all similar replies with the agreement of  
the group.

Mistakes to be 
avoided

• Enlarge the problem too much or reduce it too much. 

• Forget involved people.

Participant's role • Do not critize other participants' replies. 

• Do not copy their ideas.
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Brainstorming 

Rules should be written and accessible to everybody. 

The facilitator should say to a member, who would have the tendency to contest an idea, that he 
must accept all ideas without being personally involved. An idea expressed by somebody can 
make another person think about another idea and so on.   This  helps the group to produce 
more ideas. 

The brainstorming includes three phases: 

1. A reflection phase (5 to 10 min.) during which the group members are invited to note all the 
ideas which com to their minds. 

2. An expression phase (which should not stop the first one) where every group member is 
allowed to express their ideas freely. All the ideas are noted. This phase (about 20 min.) can 
be free or organized by the facilitator (roundtable) in order to enable each participant to 
express their ideas. In order to really work by association of  ideas, while a participant 
express an idea, others can note new ideas coming to their minds. 

3. A phase to sort out and re-formulate the ideas in order to: 

• make all ideas understandable by all 

• re-group similar ideas expressed in a diferent way (but ensure that participants agree with 
this re-grouping) 

• eliminate ideas that the group consider as out of  the subject. 

!!

Rules and objectives • Produce as many ideas as possible in the shortest time. 

• Say everything : express own ideas without constraints, without 
being concerned by their value. 

• Express as many ideas as possible without copying other's ideas. 

• Do not criticize others' ideas.

Facilitator' role • Write down all ideas, 

• Ensure that the rules are respected. 

• Ensure that every participant is participating. 

• Group similar ideas with the agreement of  the group

Mistakes to be 
avoided

• Express a judgement about some expressed ideas 

• Stop the brainstorming before all ideas have been expressed.

Participant's role • Do not criticize others ideas, 

• Do not copy their ideas.
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The fishbone diagram or causes-effects diagram 
The fishbone diagram allows to present all the ideas expressed during the brainstorming and to 
classify them. 

One can classify then according to the five "M": 

• Matters: all things that are consumable (financial means, raw materials, energy, information, 
etc.) 

• Methods: Al what is linked to know-how or to organization (procedures, ways of  working, 
etc.) 

• Materials: all what is coming from investments (equipment, machines, computers, tools, 
premises, etc.) 

• Manpower: All what is related  to human action (skills, behaviours, training, management, 
communication; etc.) 

• Milieu: All what is related to physical and human environment (temperature, noise, working 
conditions, etc…). 

How to build a fishbone diagram? 
1. Draw a large horizontal arrow from left  to right (pointing towards the effect, i.e the 

problem) 

2. Draw oblique arrows for each family of  causes (one arrow for each "M"), 

3. Place the causes found out during the brainstorming on small branches linked to the "M" 
arrows. On each of  these branches you can write down more detailed causes which appear 
when one ask the question "Why?" 
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Weighted vote 
How to proceed? 

• Associate to each identified cause a letter, 

• Explain to participants that: 

They have 10 points to vote, 

They can give these points or part of  them to the causes they think are the most important, 

They cannot give more than 5 points to a specific cause, 

They must write down on a paper the letters associated to the causes as well  as the number 
of  points given to each cause and keep that anonymous. 

• Collect the papers and count the number of  votes given to each cause. 

• Classify the causes according to the total of  points each one has received. 

Example, in a youth organization , a group in charge of  studying the fast turnover of  members 
has identified the following causes: 

• bad quality of  activities, 

• not enough activities, 

• bad relationships between young people and adult eaders, 

• bad relationships with the group of  young people, 

• weak youth involvement in decision making. A letter was afected to each cause: 

A letter was afected to each cause: 

• A: quality of  activities 

• B: frequency of  activities 

• C: relationships between young people and adult leaders 

• D: relationships with the group of  young people 

• E: youth involvement in decision making 

Participants vote and share their points between the various causes: 

!

!

John Mary Mark Julie

C: 5 A: 5 A: 3 B: 5

A: 3 B: 2 E: 4 D: 3

E: 2 D: 3 D: 1 D: 2
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The various causes are sorted by the number of  votes they received : 

!

Pareto's diagram 

In an area of  an organization, members who decided to not renew their membership were 
interviewed. 

On  one year, it is possible to count the number of  departures according to the various causes. 
After having sorted the causes by order of  importance, the followed table is obtained: 

Now, we build a Pareto's diagram 
 with on the vertical axis  the cumulated percentages of  8

departures and on the horizontal axis  the various causes. We look at the causes which are 
included in 80% of  the cumulated percentages 

We can see these causes are: 

• A - poor quality of  activities, 

• E - lack of  involvement in decision making 

• D - relationships within the group 

The Pareto's diagram (see following page) enabled us  to validate the main causes on the field. 
We will have to focus on these causes in priority. The Pareto's diagram will also allow us  to show 
the achieved progresses by comparing the curb before and after the solutions are implemented. 

!

Rank Causes of  turnover

1 A: Qualities of  activites

2 E: Youth involvement in decision-making

3 D: Relationships within the group

4 C: Relationships with adult leaders

5 B: Frequency of  activities

Causes of 
departure

A. Quality of 
activities

E. Involvement 
in decision-
making

D. 
relartionships 
within the 
group

C. 
Relationships 
with adult 
leaders

B. Frequency 
of activities

TOTAL

Number of 
departures

50 32 26 18 8 134

Percentage of 
departures

37.31 23.88 19.40 13.43 5.97 100.00

Cumulated 
percentage of 
departures

37.31 61.19 80.60 94.03 100.00
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come from 20% of  the causes.



!
Criteria to select the best solutions 
How to select the best solutions to solve a problem. Which criteria will we use? 

To determine the criteria we will use the brainstorming and then the weighted voting in order to 
sort them by order of  importance. Of  course, the classification of  criteria will vary depending 
on the type of  solution to be implemented: for some solutions, the facility of  implementation 
will be the most important criterion, for others it will be the cost or the timeliness of  results. 

Let us  take again the example of  the quick turnover of  members in a youth organization. The 
main causes are: 

• quality of  activities, 

• youth involvement 

• and relationships within the group 

First let's look at "the quality of  activities". 

Let us  suppose that after having made a brainstorming and a weighted vote to find  the 
solutions and the criteria, we obtain the following results: 

• Solutions: 

Create activity handouts and publish them on the Internet 

Train leaders to involve young people in selecting and planning activities 
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Create a national network of  skilled instructors able to advise leaders and create activity 
handouts in various areas such as culture and expression, environment and outdoors, 
sciences and techniques, etc. 

• Criteria (results of  the weighted): 

Cost : 39 
Efectiveness : 31 
Ease of  implementing : 11 

Now we can draw a table where we will distribute in the columns (for each criterion) 10 points 
(maximum 5 point per criterion). The solution which corresponds the best to the criteria is the 
one having the bigger total of  points. 

We now assign a weight to each criterion so that the most important criterion has the greatest 
weight. 

We can, for example, using the weighted vote and note that the results gave values of  
approximately 40 (39) 30 (31), and 10 (11) to each criterion, dividing by 10, we get the coefcients 
respective weighing: 4, 3 and 1. 

We divided by 10 simply for not having too large numbers to handle while maintaining the 
relative importance of  the criteria. We will now use these weights in the table: 

Solutions Cost Effectiveness Ease of 
implementation

Create activity handouts and publish them on the 
Internet

5 4 2

Train leaders to involve young people in selecting 
and planning activities

2 3 1

Create a national network of activity instructors 2 4 2

Criteria Weight

Cost 4

Effectiveness 3

Ease of implementation 1

Solutions Cost (4) Effectiveness 
(3)

Ease of 
implementation 
(1)

TOTAL

Create activity handouts and publish them on 
the Internet

5 x 4 = 20 4 x 3 = 12 2 x 1 = 2 34

Train leaders to involve young people in 
selecting and planning activities

2 x 4 = 8 3 x 3 = 9 1 x 1 = 1 18

Create a national network of activity 
instructors 

2 x 4 = 8 4 x 3 = 12 2 x 1 = 2 22
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And we calculate the total of  each line : 

• The optimal solution is the one that gets the greatest amount, in our case, it is the 
development of  activity sheets and their publication on the Internet. It should be the priority 
number one because it best meets the various criteria. 

• We can estimate, however, that its  implementation should be based on the "creation of  a 
national network of  instructors" and should have an impact on the training of  leaders. 

!!
!
!
!
!
!
!
!
!
!
!
!
!
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