Why?: 10 Honest Servants.  (The paper)
26/07/2007 18:58
Gilb, Why? Paper                                                                                              Page 2 of 18
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Purpose: Paper; preliminary to possible book for managers.

Why? : to get them aware of and interested in Competitive Engineering/Planguage.

Audience: Managers: Project manager to CTO CIO, possibly CEO?

Publications for it:

My website www.gilb.com
· ? some management publications? 

· FEEDBACK: SEE LAST PAGE, please send feedback to tomgilb@mac.com asap, work in progress here.

· Introduction

· Managers risk making bad decisions, and risk delegating decision making on a ‘false’ basis. The key to avoiding this problem is to get the objectives set at the ‘right’ level. The key to the right level is to ask ‘Why?’ – maybe several times; until the right level becomes obvious. This paper will explore that method, and similar tools for smarter decision-making.

· “Why?” is the first tool, I want to introduce. It is complimented by other similarly ‘simple’ questions. As such, these questions are the basis for a management planning language, that I call ‘Planguage’.

· Kipling

“I Keep six honest serving-men:   (They taught me all I knew) 
Their names are What and Where and When   
And How and Why and Who. 
I send them over land and sea,   
I send them east and west;
 But after they have worked for me,   I give them all a rest. …”
<- “The Elephant's Child, 1902, Rudyard Kipling”
· [image: image1.wmf]
· Original woodcut, by Kipling,  illustration for The Just So story 'The Elephant's Child' by Rudyard Kipling
· Why? (Chapter 1)

· The Why Principle:

· The answer to ‘why’ is a ‘higher priority’ objective than the term you asked ‘Why?’ about.
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· The reason for asking ‘Why?’.

· Let us assume we are dealing with some proposed management objectives, like

· “Change the organization is use X Methods”

· The first reason to probe using a polite ‘Why? Is to understand the motivation from stakeholders – both ‘who are the stakeholders’ and ‘what do they expect as a result’. Your intent is

· 1. To help clarify the objective for all parties

· 2. To identify the stakeholders (those who want it and are expecting something as a result).

· 3. To check and see if there is a higher level objective behind it.

· 4. To understand the authority behind it (power).

· 5. To understand the economics, politics and consequent priority.

· The process for asking why.

· When are we done asking why?

· We will likely have to repeat asking why, each time we get an answer. We can use our common sense to tell us to stop. But here are some additional notions.

· We can stop when we have identified a reason from a stakeholder with more power than the stakeholder (client) you are primarily dealing with;  in other words - their boss; or perhaps ‘the law’ (corporate, national, agreements). This ‘higher level reason’ is then classified as a ‘Fundamental Objective’ from the point of view of your immediate client (those who you are helping to plan). The next level objective down from the Fundamental Objective, is hopefully the highest level of responsibility and concern from your client. This level is your client’s ‘Strategic Objective (Keeney). 

· You might have started this conversation with something the client believed was their objective, but if that was merely a means to serving their strategic objective, then – from their point of view – it is a ‘Means Objective’. 
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Illustration: Keeney’s Level of Objectives.

· For example: they may have started with: “my objective is to achieve formal certification for my organization in Method X”. 

· Why? “because then we will become something like 20% more productive”. Why do you want the productivity? Because we can (1) reduce current costs, (2) avoid the problems of recruiting expensive professionals, and (3) deliver higher quality products (4) faster to the marketplace”.

· Why? “Because my boss has objectives in those four areas and expects me to help him get there.”

· At this point you might suggest:

1. Your client gets their managers  4 objectives pinned down quantitatively (level and when) – if not already done.

2. Your client formally acknowledges their managers’ objectives as their own ‘Fundamental Objectives’

3. You client sets their own strategic objective to get about 20% more productivity. They specifically document that it is there to contribute some estimated improvement towards their managers four objectives.

4. Your client specify the ‘Method X’ as at least one possible ‘Means Objective’, that means it is a strategy for getting productivity. They should estimate how much productivity it will be expected to deliver, towards your client’s strategic objective.

· What you have done now is established priorities – what really counts. And you have established responsibility and authority. If in doubt test this by further questions.
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Illustration: Sorting out the levels of objectives.

· “What would you choose if you could only have one of them – the Approval for method X, or the 20% Productivity Increase?” Answers to such questions can help you to prioritize!

· How can we do it in a constructive, non-confrontational way?

· First, make some educated guesses as to the answers. Hopefully you know what your real responsibilities are, and what you manager expects and is responsible for to their manager.

· Then interview your manager. With something like the following introduction:

· “Boss, I think I have worked out how we can get you what is most critical to your purposes. But I’d like to get that understanding confirmed or denied directly from you. My questions are not trying to challenge your needs or ideas at all. That will be up to you to decide. But I am going to try to understand what is most directly critical to you, and to understand how and where I can best help you get there.”

· How can we help people to understand what they ‘really want’?

· Ask them ‘Why?’, then confirm that their answer has a higher priority, to them, than what you asked ‘Why?’ about.

· Ask the powers that be, politely, if they feel that it is your job or their job to get the ‘answer to Why?’ results. If it is their job, not yours, then:

· Focus on understanding what they are responsible for achieving (your Fundamental Objective)

· And then determine how you best can help them (your Strategic Objectives).

· How can we document the results?  Here is a form we recommend, using the planning language (“Planguage”). This is a simplified example.

· My Bosses (Strategic) Objectives: 

· Type: My own ‘Fundamental’ Objectives.
· Supported by: Professional Productivity.

· Reduce Costs: …

· Goal [Next Year] 10%

· Avoid Recruitment Problems: …

· Goal [Next Year] 50% reduction

· Deliver Quality Products: …

· Goal [Next Year] 20% more

· Time to Market: …

· Goal [Next Year] 30% Faster

· My Objectives (your client’s).

· Professional Productivity:

· Type: My Strategic Objective.
· Scale: …<a defined scale of measure for Productivity needs to be put here>.

· Goal:  20%
· Supported by:

· Approval Method X: 

· My Strategies:

· Approval Method X:

· Type: Strategy.

· Impacts: Professional Productivity.

· Impact %: 50% (of 20% Goal).
· Notice that the planning language consists of a list of parameters (like ‘Impacts’, and a specification after each one.

· Who? (Chapter 2)

· The ‘Who?’ Principle:

· ‘Who?’ reveals critical stakeholders, and their requirements for you to consider.
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· What?  3

· The ‘What?’ Principle:

· ‘What?’ helps you clarify the scope of your decisions – making sure they are not too narrow or too wide.
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· How Well?  4

· The ‘How Well?’ Principle:

· ‘How Well?’ determines the critical performance attributes of the problem, which determine the stakeholder satisfaction, and the minimum costs of your solutions
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· When?  5

· The ‘When?’ Principle:

· ‘When?’ helps you find the optimum timing, not too early, nor too late.
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· Where? 7

· ‘Where?’  makes sure you deploy your efforts to the ‘right’ places, the most valuable ones first, and not wasting energy on valueless places.

· How? 8

· The ‘How?’ Principle:

· ‘How?’ makes sure you identify a cost effective solution to meeting your objectives, in the right places at the right time. It also helps you mixing up your ends with some suggested means. 
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· How Much?

· The ‘How Much?’ Principle:

· ‘How Much?’ makes sure we evaluate the several cost dimensions of our strategies (Hows); so that we create awareness of strategy efficiency (effects/costs) and of strategic lack of affordability.

· How Far? 9

· The ‘How Far?’ Principle:

· ‘How Far?’ gives you information about the limits tolerable for stakeholders; it clarifies real constraints on your solutions.
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· Constraints

· Fail

· Stop When? Done?  10

· The ‘Done?’ Principle:

· ‘Done?’ tells us when we can stop spending resources on the problem.
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· Summary
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Ashleigh Brilliant

· www. AshleighBrilliant.com

· has given Tom Gilb written permission to use the Pot Shots in his papers, books, and slides (2006).

· CE:

· Kipling

· Kiplings Poem, “I keep six honest men…..”

· I Keep six honest serving-men:   (They taught me all I knew) Their names are What and Where and When   And How and Why and Who. I send them over land and sea,   I send them east and west; But after they have worked for me,   I give them all a rest.  I let them rest from nine till five.   For I am busy then, As well as breakfast, lunch, and tea,   For they are hungry men: But different folk have different views:   I know a person small — She keeps ten million serving-men,   Who get no rest at all! She sends 'em abroad on her own affairs,   From the second she opens her eyes — One million Hows, two million Wheres,   And seven million Whys!
· http://en.wikisource.org/wiki/The_Elephant%27s_Child
· "Just So Stories" (1902), http://en.wikipedia.org/wiki/Just_So_Stories
· Source of Illustration: http://en.wikipedia.org/wiki/Image:Justso_elephantchild.jpg
· Original woodcut, by Kipling,  illustration for The Just So story 'The Elephant's Child' by Rudyard Kipling
· Public Domain
· 5 Whys

· http://en.wikipedia.org/wiki/5_Whys
· The five whys is a question asking method used to explore the cause/effect relationships underlying a particular problem. Ultimately, the goal of applying the 5 Whys method is to determine a root cause of a defect or problem. The following example demonstrates the basic process.

· My car will not start. (the problem)

· Why? The battery is dead. (first why)

· Why? The alternator is not functioning. (second why)

· Why? The alternator has broken beyond repair. (third why)

· Why? The alternator is well beyond its useful service life and has never been replaced. (fourth why)

· Why? I have not been maintaining my car according to the recommended service schedule. (fifth why, root cause)

· The five iterations are not gospel; rather, it is postulated that five iterations of asking why is generally sufficient to get to a root cause. The real key is to encourage the troubleshooter to avoid assumptions and logic traps and instead to trace the chain of causality in direct increments from the effect through any layers of abstraction to the first or root cause.

· The technique was originally developed by Sakichi Toyoda and was later used within Toyota Motor Corporation during the evolution of their manufacturing methodologies. It is a critical component of problem solving training delivered as part of the induction into the Toyota Production System. The architect of the Toyota Production System, Taiichi Ohno, described the 5 whys method as "... the basis of Toyota's scientific approach ... by repeating why five times, the nature of the problem as well as its solution becomes clear." [1] The tool has seen widespread use beyond Toyota, and is now also used within Six Sigma.

· Some consider the 5 Whys to be a powerful mnemonic for engineers or technically savvy individuals to help get to the true causes of problems. It has also been criticized as being too basic a tool to analyze root causes to the depth that is needed to ensure that the causes are fixed. Reasons for this criticism include:

· Tendency for investigators to stop at symptoms rather than going on to lower level root causes.

· Inability to go beyond the investigator's current knowledge - can't find causes that they don't already know

· Lack of support to help the investigator to ask the right "why" questions.

· Results aren't repeatable - different people using 5 Whys come up with different causes for the same problem.

· These can be significant problems when the method is applied through deduction only. On-the-spot verification of the answer to the current "why" question, before proceeding to the next, is recommended as a good practice to avoid these issues. [2]
· Keeney:

· Ralph L. Keeney: ‘Value-Focused Thinking, A Path to Creative Decisionmaking, ISBN 0-674-93198-X, Harvard University Press, Cambridge MA, and London England, 1992.

· I am especially indebted to Prof. Kenney for giving me the mechanism of Fundamental Objectives, Strategic Objectives and Means Objectives.

FEEDBACK PLEASE

July 26 2007

Dear Reader

This is a rough draft of a paper and possible book manuscript.

I am putting it on my website with a view to getting some feedback.

The Why? Chapter is ‘complete’ – as a rough draft.

The chapters 2 to 10 are in rough outline with principles and Pot Shots.

Remember this is for top managers, not ‘techies’!

So if you are NOT the target audience, I ask you to imagine if the top managers you know might like something like this? 

(Don’t be afraid to ask them directly to look at it).

As a ‘reward’ for your feedback I will send you a download link to my Competitive Engineering book. (Remind me to do so).

Any suggestions and ideas are very welcome, as soon as possible because I am working on this all August 2007.

TomGilb@Mac.com








































