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Abstract
This document provides basic instructions for the construction of KJ diagrams. KJ diagrams, also known as affinity diagrams, are a mechanism
for collecting and organizing facts relevant to a problem. KJ diagrams focus on language data as opposed to numerical data and are especially
useful for facilitating group problem solving efforts. The end result of a KJ diagram is typically a set of 4-7 causal factors that underlie a problem.
The KJ diagram is a map of the causal structure of a problem with can focus and guide problem solving efforts.
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Introduction to KJ Diagrams

= Purpose
= Unearth facts relevant to a problem.
= Build common understanding of a problem.
= Understand the causal structure of a problem.

= Most suited for
=  Multi-faceted problems
= Non-technical problems
= Problems involving disparate interests and perspectives

= Developed by Kawakita Jiro (thus “KJ”).
= KJ Diagram also called “Affinity Diagram”—several variants in use.

= Example problems
=  Why don’t more Americans commute to work by bicycle?
= What limits the productivity of the Des Moines call center?
»  Why aren’t yields 100 percent on the number 3 pretzel line?
» Why is it I'm late for class about once a day?
=  Why do | spend so much money eating out?

= Process

Form Team

Pose a question

Write statements of fact that relate to the question
Arrange similar facts into groups

Create headers for groups of facts

Arrange groups and identify links among groups
Write concluding statement and reflect

Perform ritual “YO WAN”
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1. Form Team

= Team size is ideally 3-6 members.

Team should include key stakeholders.

» Sometimes face a trade-off between including key stakeholders and including those who have basic
knowledge of problem.

Allocate about two hours.

Can be completed by one person for problems addressed by a single individual.

Materials required:
» Square self-stick notes (e.g., “Post Its”)
= Markers (e.g., “Sharpie”) for post its
= Flip chart or whiteboard

= Markers for chart/board

Example:

A bicycle advocacy group wished to increase the number of people who commute to work by bicycle in the
United States. The group assembled a team to discover some of the underlying factors that limit the use of
bicycles in commuting. The team comprised two people from the advocacy group, two bike commuters and two
people who do not commute by bicycle.




Why don't more Americans commute to work by bicycle?

2. Pose Question

» “Why/what” questions usually work better than
‘how” questions.

= “Why don’t...” vs. “How can we...?”

= Question should be “scrubbed” to ensure that it
reflects group’s problem solving focus.

= Write question at top of whiteboard or flipchart.




3. Write Statements of Fact

= Each fact is scrubbed by the author and then
scrubbed by the group to eliminate judgments,
inferences, and predictions.

Each team member writes 5-10 statements of

fact on individual self-stick notes.

Rules

» Statements are facts not judgments.

» Facts are in some way relevant to the

question.

» Facts need not directly “answer” question.
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4. Arrange Facts in Groups

The KJ dogma requires that this grouping be

Why don’t more Americans commute to work by bicycle?
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5. Create Headers for Groups

, _ Why don’t more Americans commute to work by bicycle?
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6. Arrange Groups and Show Relationships
- ]

= Stack the facts underneath the Why don’t more Americans commute to work by bicycle?

headers.

= Arrange the headers/stacks into
groups in order to reflect similarities
among the headers.
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7. Write Concluding Statement and Reflect
- ]

= Draft a statement that Captures the Wh)/ don't more Americans commute to work by b/‘CyC/e?

essential message of the facts,

Commuting by bike requires an investment in skills and
headers, and groups.
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: . : time and effort.
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= How could the image of bike
commuting be enhanced?

» What information systems might be
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Step 8: Perform the ritual “YO WAN”

= As with many methodologies within the Total Quality Management (TQM) movement, the construction of the KJ
diagram carries with it some ritual.

= In the best case, ritual may create a cultural bond that contributes to organizational efficiency and problem
solving efficacy.

* In any case, the ritual adds a bit of levity to the process.

= The YO WAN ritual is performed as follows:

= After team members come to consensus that the KJ diagram is a good reflection of the causal structure of
the problem, the team stands ready for the YO WAN.

= All team members hold their hands in front of them at waist level with palms up.

» The team chants YO....WAN while simultaneously bringing the hands together in a clapping motion at chest
height. The WAN syllable coincides with the clap.

= |[f the chant is not sufficiently enthusiastic it is repeated (or the team returns to the KJ diagram until it is an
good reflection of the group’s problem solving effort).

= I'm sure YO WAN is derivative of some expression in Japanese, but has probably lost quite a bit in various
reinterpretations over the years. (In an interesting twist on this ritual, one group | worked with on a product
development project insisted on chanting “YO MAMMA.”)

YO WAN
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