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Process 2: Set SMART targets
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Process 2: Gather facts and keep asking “Why”

Problem : “The milk is spoiled”

• Why 1? : “why is the milk spoiled”

• Why 2? : “we had too many cartons in the fridge.”

• Why 3? : “We bought more cartons than we needed at 
the store.”

• Why 4? : “There was a sale on milk and we tried to save 
money.”
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Process 3: Specify and check the real root cause 

Align 5 Whys

What is the cause of poor sales negotiation of a staff member

• Why 1? : The staff member does not work well

• Why 2? : His motivation is low

• Why 3? : He does not have confidence in collecting sales

• Why 4? : He does not know how to negotiate with customer

• Why 5? : There is no guidelines for staff members to use for 
negotiation

• OK The root cause has been detected
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Process 3: Specify and check the real root cause 

Misalign 5 Whys

What is the cause of poor sales negotiation of a staff member

• Why 1? : The staff does not attempt to conduct enough business

• Why 2? : He does not realize that his business performance is low

• Why 3? : His salary is low

• Why 4? : His superiors’ performance evaluation skills is inconsistent

• Why 5? : The HR performance evaluation system is not good

• NoK: The Why 4 becomes unfocused and shifts from staff to 
superior then the system. The Why should be on the staffs 
performance levels and work attitudes to find the actual root cause
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Process 3: Specify and check the real root cause 
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Impact/Effort Matrix Example

• A countermeasure which requires low effort and produces high 
impact is ideal.
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Cost/Impact Matrix Example
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Key elements of an effective problem statement

• Gap: Identify the gap (pain) that exists today. (what)

• Timeframe, location and trend: Describe when and 
where the problem was first observed and what kind of 
trend it is following (how often).

• Impact: Quantify the gap (cost, time, quality, 
environmental, personal, etc.) (how much)

• Importance: To the organization, the individual, etc. 
(who) to better understand the urgency. (why)
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Tree Diagram Example
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Process 1:Evaluate overall results and processes 
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Example : Drawing a Pig
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Continuous Improvement (Kaizen)
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