AFFINITY DIAGRAMS or STORY BOARDING

Step 1:  Develop a clear Statement of Purpose.  This is a brief statement defining the reason for the exercise.  We use Affinity Diagrams in the following ways:

a) To poll customers about what they need or want

b) To generate potential causes to a problem we are encountering in the workplace

c) To generate ideas on how we can meet the needs of customers 

d) To brainstorm solutions or improvements to a current process

e) To brainstorm new products or services your company wants to offer

It should be concise and a statement or question that leaves lots of room for possibilities.  For example:

"As customers, what do you need / want?"

"What can we do about schedule delays?"

"What features do we need in our next product / service?"

Step 2:  (Optional step)  Invite your team to the meeting and share with them 

your Statement of Purpose.  If they are representing a function / group within your company then ask them to poll their colleagues for their inputs.  They should write this down on a sheet of paper (no editing) and either send it to you ahead of time or bring it with them to the meeting.  These could be posted on the wall of the meeting before it starts so that everyone has a chance to read what is written. 

Step 3:  Room Setup.  Pick a room that is big enough to hold all the people and 

has uncluttered walls without obstructions to getting to them.  There should be enough space between the table and the wall for everyone to gather and move the post-its around.  Paper the walls with blank flip chart paper or butcherblock paper.  Post in a prominent place the Statement of Purpose.  Have a good supply of 3 x 5 inch post-it notes and black permanent marker Sharpie pens, a roll of masking tape and one red wide tipped pen.  Use the red marker to draw a box around 10 of the post-it notes and put these up on the blank poster paper in a row off to the side.  If you decide to do Step 2 above leave one wall for people to post their interview results. Also post on the wall or flip chart the Statement of Purpose.

Step 4:  Pass out 3 x 5 inch post-it notes and black permanent marker Sharpie 

pens to each participant.  Remind them of why they are there --- point to the flipchart with the Statement of Purpose.  Ask if there are any questions about what it means.  Then instruct them that they are to generate as many ideas that related to your Statement of Purpose as possible.  One idea per post-it note.  They are to just write down the essence not a book on the post-it note.  This can be a word / short phrase / short sentence.  Write clearly … that is PRINT if at all possible.  Make it large enough that others can read it.  Give them about 5 minutes to do this.  Watch the activity in the room.  When you see that the amount of notes being produced begins to wane then call time and proceed to Step 5.  [Note:  If you have individuals in the room who are bilingual but have difficulty writing in English buddy up people so that one is the scribe for both.  One fluent in both languages and is able to write with one that is not.  Do this ahead of time so that there is no loss of time or of face.]  

Step 5:  Instruct them:

· To post their ideas on the papered wall at random.  

· Once they are all up tell them to stand close to the wall.  They are to rearrange the post-it notes IN SILENCE so that those they think belong together are in a grouping.  The only rule to breaking silence is if they can't read someone's writing. 

· If they see duplicates then just stack the duplicates on top of one another.

· If they think the same idea belongs in two categories they can copy the original and put it into the second category.

· Once they have the groupings put together they are free to take the pre-made notes with red boxes and write the "Header" that fits and post it above the grouping.  

· If there are more than 8 notes in one grouping have them subdivide the group into 2 or more categories (until there is only about 7 or less in each sub group.  This means there can be 2 or more levels deep. 

Step 6:  They can step back and look at what they have done.  This entire 

exercise should take about 30 minutes.  If you have time and want to pursue it … give them a strip of colored dots for multi-voting.  Assign or write on each strip what each color stands for ….  Example:

· Green Dot = My first choice 
· Blue Dot = My second choice 
· Red Dot = My third choice

· Yellow Dot = My fourth choice
Have them cast their votes by placing their dots on or very near the post-it with the ideas that they think are most important to focus on.

If it is not absolutely obvious just looking at the board what are the top 2 or 3 picks then give each dot a numerical value.  For example:

· Green Dot = 10 points

· Blue Dot = 5 points

· Red Dot = 2 points

· Yellow Dot = 1 point

This should give you clear winners.

Step 7:  Have someone on your team or a secretary do one or all of the following:

a) Take a digital photo of the wall with the organized (and voted) post-it notes.  Save it and send it to each member of the team as an attached document.

b) Take down the flipchart paper with the post-it notes securely fastened so you can repost it for the next meeting.

c) Recreate the categories and their details in a MS Word document (include total numeric value for each if multi-voting has occurred).
