
enable individuals, whether working alone or as a group, to achieve
the intended function of each step. For the purposes of CPS we define
a Thinking Tool as a structured strategy to focus, organize, and guide an
individual or group’s thinking. Therefore, in each of the chapters on the
process steps (Chapters 5 through 11), we will present tools that are
useful to, though not limited to, that particular step. If you are familiar
with other tools that work well in Diagnostic, Visionary, Strategic,
Ideational, Evaluative, Contextual, and Tactical Thinking, by all means
use those as well within the CPS framework.

As noted in Chapter 2, each step of the CPS process has a divergent
(i.e., generating options) and convergent (i.e., screening, selecting, and
supporting options) phase. Most tools can be further sorted as to
whether they are designed to promote either divergent or conver-
gent thinking. With one exception—the Formulating Solutions step—
the tools in each subsequent chapter are categorized as either divergent
or convergent tools. The tools associated with Formulating Solutions
tend to be more integrative and thus encompass both the divergent and
convergent phases in the service of Evaluative Thinking.

We now turn to some basic Diagnostic Thinking Tools that will
help you to engage in Assessing the Situation, followed by some key
Metacognitive Tools for Assessing the Situation in the CPS process. These
two sets of tools reflect the dual function of Assessing the Situation—
describe and identify data and determine the next process step.

� DIVERGENT THINKING TOOLS
FOR ASSESSING THE SITUATION

All of the divergent tools presented here will help you to think broadly
about the content of any situation you face, that is, to cast a very wide
net as you gather data—the first function of the Assessing the Situation
step. The tools presented in Table 5.2, and the elaborated descriptions
that follow, use divergent thinking to explore situations from as many
angles as possible.

Five W’s and an H

Diagnostic tools are all about questions, and the most familiar ones
have been around since journalists first tried to give us the basics in
a short amount of time or space. The “5 W’s and an H”—Who, What,
When, Where, Why, and How—provide fundamental questions for
data identification and management (Isaksen & Treffinger, 1985; Noller,
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Parnes, & Biondi, 1976). But here’s a divergent tip that will help you
get even more mileage out of these basic diagnostic questions—add the
word “else” to each word and you will get even more information
in the same category—who/who else? what/what else? It’s a simple
semantic technique—ask targeted questions and your mind will seek
appropriate answers; add “else” and your mind will go on a search for
even more data for you to choose from in the same category. To apply
Five W’s and an H,

1. Follow the principles for divergent thinking. Commit to using
the divergent thinking principles either individually or within
a group.

96 THINKING TOOLS FOR LEADERS

Table 5.2 Assessing the Situation: Divergent Tool Overview

Tool Name

5 W’s and an H

Sources: Isaksen
& Treffinger
(1985); Noller,
Parnes & Biondi
(1976).

Why/Why
Diagram

Sources: Higgins
(1994); Majaro
(1991).

What the Tool Does

Provides a basic
overview of the data
by asking “who, what,
when, where, why,
and how.” Through
the use of these
categories, an
individual or group
can explore data
associated with an
opportunity or
predicament.

By asking a series of
“Why?” questions you
are able to uncover
what is behind a
situation.

What You Do

Gather data, ask and record
answers to the general
questions “who, what, when,
where, why, and how.” Add
“else” to get more of each. If
you keep the divergent
guidelines in mind for each
category, you will get even
more stretch, including
original perspectives that you
might have otherwise
overlooked.

Identify a situation that
requires creative thinking.
Pose the question “Why?” in
regard to this situation. For
example, “Why is this
happening?” “Why is it a
problem?” or "Why is this
important?” Ask “Why?” a
multitude of times. Once
initial responses are recorded,
conduct a second round of
“Why?” questions, but this
time on the answers yielded
by the first round.

© 2005 Puccio, Murdock, & Mance. Reprinted with permission.
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2. Identify a situation and apply Five W’s and an H. Find a
situation for which you need to develop a better understanding.
List each of the Five W’s and an H on separate sheets of paper,
or divide one sheet into parts with one question in each part.
Taking each category separately, generate responses to each
question and write them under the appropriate question. To get
you started, see the list of questions below for examples within
each category; generate further questions to allow yourself to
examine more data relative to each category. Don’t worry if
your responses overlap. An overlap in data is much better than
a gap. Finally, if a question does not apply, skip over it.

Who: Who is involved? Who is the primary decision maker?
Who are all the people affected by this situation?

What: What is the history behind this situation? What is the
ideal outcome? What has already been tried?

When: When did this start? When would you like to take
action? When would you like to have this resolved?

Where: Where is this taking place? Describe the physical
and psychological factors that surround this situation.
Where has this situation been successfully managed? How
has it been managed? Where are there situations similar to
this? How are they similar?

Why: Why is this important? Why is this occurring? Why
are you, or others, concerned about this situation?

3. Use the tag “else” to stretch for more data. Note that no one
question is necessarily better than another, nor is any particular
order significant. If some questions don’t stimulate much infor-
mation, ask “Who/what/when/where/why/how else” and
then move on to another question if information isn’t flowing.
Remember to go for quantity, make connections, be wild, and
add incubated data later if needed.

4. Check your data. Scan your data for quantity and variety: if
you are satisfied, move on to convergence; if not, generate more
or different things in as many categories as you need.

Why/Why Diagram

The Why/Why Diagram is based, in part, on the Japanese quality
technique called the “Five Whys.” The purpose of the Why/Why
Diagram is to get to the heart of a problem in a systematic way and to
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relate the results to the overall problem. Asking why forces your mind
to search for reasons, and continuing to ask why of the same data per-
petuates more abstract answers as well as restatements of the problem.
To complete this tool,

1. Recall the principles of divergent thinking. Review the princi-
ples for divergent thinking and use them to guide your appli-
cation of this tool.

2. Identify a situation and apply “Why?” questions. Identify a
situation you feel needs to be clarified. Give the situation a title
and write it midway down on the left side of a sheet of paper.
As an individual or as a group, pose the question “Why?” to
this situation. Use “Why?” questions that help you to dig more
deeply into the situation. “Why is this happening?” “Why is it
a problem?” Think of as many “Why?” questions as you can.
Your responses to these questions should be listed in a column
to the right of the situation.

3. Ask “Why?” again to broaden your view. Create a second
column of responses by asking “Why?” of the list of answers
you just generated. Challenge yourself to look at the situation
more deeply by generating multiple responses to this second
round of “Why?” questions. When you have finished, the
responses will fan out from the title you gave the situation on
the left side of the paper.

4. Extend each strand. Continue to fan out by asking “Why?”
along each chain of responses. Continue until you have
explored the possible causes and whys thoroughly. When you
are satisfied that you have carried each strand out to its logi-
cal conclusion, shift to a convergent tool to identify the most
critically important views of the situation.

Using the divergent tools above, or others that might be familiar
to you, will generate many different pieces of data. Now that you have
stretched to examine the situation from as many angles as possible,
what comes next? In each step of the CPS process, divergent thinking
is balanced with convergent thinking. In order to make the diverged
data more manageable, you need to converge on data that are most
important. The next section describes some Thinking Tools that help to
narrow down a large set of data.
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� CONVERGENT THINKING TOOLS
FOR ASSESSING THE SITUATION

Have you ever heard someone use the expression “Too much informa-
tion”? This phrase is typically used when someone feels overwhelmed
by information or learns something he or she did not want to know.
You might feel this way as you look at the large amount of data gener-
ated through the divergent tools in Assessing the Situation. In CPS, it
is critical to identify the salient pieces of data to move forward. There
are convergent Thinking Tools that we can apply in Assessing the
Situation to avoid this feeling and to identify the most relevant pieces
of data.

Table 5.3 provides a summary of some convergent Thinking Tools
that can help you identify the most pertinent data in your situation.
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Table 5.3 Assessing the Situation: Convergent Tool Overview

Tool Name

Hits

Source:
Treffinger,
Isaksen, and
Firestien (1982).

Highlighting

Source:
Treffinger,
Isaksen, and
Firestien (1982).

What the Tool Does

Uses an intuitive
approach to identify
the most pertinent
data within a large set.
Reduces individual
data points to a more
manageable number.

Identifies the most
relevant individual
pieces of data and
then organizes
individual data points
into clusters.

What You Do

Review your list of data. As
you look over your data,
mark those items that jump
out at you or seem most
relevant to the situation.

There are three basic steps to
Highlighting. First, identify
the Hits among your data.
Second, group only those
data that have been selected
into categories.  Third, name
each category.

© 2005 Puccio, Murdock, & Mance.  Reprinted with permission.

Hits

Hits is a convergent tool that is used extensively with all kinds
of thinking because of its simple but effective convergent function—
selecting. Believe it or not, sometimes decision making is just that—
simple—and once you select, you can move on to a variety of actions

05-Puccio-45033.qxd  8/8/2006  3:45 PM  Page 99




