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A3 Questions

It’s all about the Questions you are asking within each step that creates the dialogue for a good A3. 
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"Lean management is very much about asking questions and trying things or encouraging others to try things. Lean management itself is not much about providing the right answer but it is very much about asking the right question." – John Shook

N.B. This is not a comprehensive list of questions, but a general list of items you may ask within the steps when you are determining the extent of the problem(s).

Step 1 – Clarify the Problem[image: image2.wmf]
1. How did you identify the problem? – How do you know? Is it visible?

2. Why are you solving this problem? (Why is it important to solve)?  (Ultimate Goal)

3. What Key performance indicator is it affecting? (Quality, Safety, Productivity, Cost)

4. Are you able to quantify this problem? (How many times it’s happening, cost, and percentages?)

5. What should be happening in this situation? (Ideal Situation)

6. Are / is there a current Standard? (If so is it being followed?) (Who set this standard)? How long has it been in place?  Is it still valid?

7. What is currently happening? (Current)

8. What is the GAP between those? (Ideal vs. Current)

9. Do you have the data to support?  Can you get the data?  If so how much do you need?  Does the real data reflect the real problem situation?  (note** Facts vs. Opinion)

10. Are you tracking this problem in daily reports, scrap, repair, downtime, occurrences?

11. Can this problem be tracked? If so, do you need to track for a period of time before moving on to the next step? Who needs to be involved (people, process, or department)

12. How have you framed the problem?  Is it truly the problem?  Are you thinking about countermeasures in your description of your problem?  (For example:  How to train employees efficiently? as the problem—Training employees is a countermeasure to a problem?)

13. Have you used “Go and See” for Step 1? Are you able to differentiate between fact and opinion)?

14. How long has this problem been going on?  Has there been any activity in the past to learn from?

15. Is there a specific timeline to solve this problem

Step 2 – Breakdown the Problem[image: image3.wmf] 

1. Are you starting your breakdown with your GAP from Step 1?

2. Are you using the 4W breakdown points? (What, Where, When, Who)

a. Is it affected by quantity? Low or high productivity days?

b. Happening on similar processes? Similarities, product/part comparisons, differences visible?

c. Who is it affecting? Job, Process, leadership, company, customer?

d. Does this affect a team members or company’s Safety? Productivity? Cost? Quality?

e. Are there current standards in any of these breakdown areas?

3. Are you considering all the contributing factors to the GAP?  (Even the smallest count towards GAP)

4. How are you going about the prioritisation of the prioritised problem? Data? Facts?

a. Importance 

b. Urgency

c. Potential for Expansion

d. Extent of problem

e. Cost perspective

f. Safety, Quality, etc

5. Do you have data to support the prioritised problem? Why did you choose it first?

6. Are you using “go and see” to determine the contributing factors to the GAP?

7. Have you used “go and see” to determine the process of the prioritised problem?

8. Is there a current standard for the process?   Can you create it if it doesn’t exist?

Step 3 – Target Setting[image: image4.wmf]
1. Are you using words such as – Reduce, Increase, Eliminate, Decrease etc?

2. Is it quantifiable?  (How much – by When?)  Specific dates

3. Are you ensuring you are not setting the target back to the Ideal situation?

4. Are you ensuring your target isn’t a “what to do” or a Countermeasure type statement?

5. Is your target realistic? Or attainable?

6. Does your target contribute to the Ideal Situation (some percentage)? Can data support?

7. Does your target contribute to the Ultimate Goal/Purpose?

8. Does your target align or contribute to the current Hoshin plan or company business plan?

Step 4 – Root Cause Analysis [image: image5.wmf]
1. Are you starting with the Problem –which is the Point of Occurrence in the process that is creating the discrepancy?

2. Are you brainstorming potential causes by asking WHY?

3. Why is it happening?  Are you verifying each why with “go and see”?

4. Are you establishing a cause and effect relationship as you ask why?

5. Have you asked “WHY” downward the chain and “Therefore” up the chain to determine logic between the WHY’s?

6. Are you getting past the symptom of the problem? How do you know?

7. Have you asked too many WHY’s?  How do you know? Has your problem changed by asking too many WHY’s?  How do you know?

8. What tells you that you are at root cause? Are you using “go and see” to determine validity.

9. Are you involving the team members on the floor or at the process with the WHY questions?

10. Different WHY questions you could ask:  (not all inclusive, nor would all need to be asked – just general Why questions to ask to spark thought as you learn to be better problem solvers)
a. Why is there variation?

b. Why is there downtime?

c. Why did that happen?

d. Why is there a defect occurring?

e. Why is the customer not happy?

f. Why did it get to the customer before it was detected?

g. Why wasn’t this defect caught internally?

h. Why was the standard not met?

i. Why wasn’t there a standard set?

j. Why was the team member not following the standard?

k. Why wasn’t this prevented?

l. Why is there a lack of accountability?

m. Why does this happen on this equipment and not others?

n. Why is this happening on this particular product and not others?

o. Why does this seem to be seasonal?

p. Why was it designed that way? Or why our process allowed this?

q. Why are there different standards for all our plants, offices?

r. Why is there waste in the process?

s. Why wasn’t this communicated?

t. Why weren’t the stakeholders involved?

u. Why was this not tracked?

v. Why wasn’t there a quality check?

w. Why is there unevenness in the process?

Step 5 – Develop Countermeasures[image: image6.wmf]
1. Are the countermeasures you are brainstorming addressing the root cause?

2. Are you considering more than 1 countermeasure to address the root cause?

3. Are you asking questions to rate the various countermeasures you brainstormed, for example:

a. How feasible is this countermeasure?

b. Who could it impact? Next process, other departments, plants, people?

c. What is the cost involved?

d. What is the effectiveness of the countermeasure?

e. Does it contribute to the key performance indicators of the company?

f. Is there a skill set needed to implement?

g. Do we have all the resources needed to implement this countermeasure?

4. Have you created a detailed action plan to implement the specific steps to the countermeasure(s)?

5. Are you using a Gantt chart format?  (What, Who, Where, When)

6. Have you set timelines, milestones, and dates?

7. Have you involved everyone in this Gantt chart that is a stakeholder?

8. Have you given actual assignments for implementation?

9. Does everyone involved have an updated copy of the implementation plan?

Step 6 – Seeing Countermeasures Through [image: image7.wmf]
1. How is your implementation going?  What is the status?  Are things going according to plan?

2. How are you confirming? Who is responsible for implementing?

3. Was the countermeasure (s) effective?  Was a short-term countermeasure necessary?  

4. Are you using the communication circle – reporting, informing, and consulting?

5. Are your team, supervisors, and stakeholders involved?  Go and See?

6. Are there contingencies to the plan?  Have they been communicated?

7. Has any negative news regarding the implementation been shared with everyone?

8. Have your modifications or changes made an impact to addressing the root cause?

9. Are you prepared to give status reports as the plan rolls out?

10. How long will you track the changes to determine effectiveness?

Step 7 – Monitor both process and results[image: image8.wmf]
1. Did the implementation plan meet the Target set in Step 3? If not, how much?

2. If not, what happened?  Was your target realistic?

3. How did you confirm this?  

4. Did you go back through Step 6 to ensure the proper countermeasure was selected? If so, was the root cause correct?

5. How long have you tracked the effectiveness?  

6. Is it sustainable, repeatable, and measurable?

7. If so, have you determined the relationship of the process you used vs. the results you got?

8. Have you evaluated your results by looking at the 3 perspectives
?


a. Customer – Did I make the customer happy? Did I meet their need?

b. Company – Did I affect a key performance indicator for the company?  Did I meet the Ultimate Goal?

c. Your own viewpoint – What process did I use?  Did I follow the PDCA process?  Did I ask the right questions within each step? Did I jump to countermeasures?

9. Was it deemed a failure or success?  If the plan failed are you going to use the PDCA to go back through? If successful, have you involved everyone necessary?  Will “Go and See” be a priority?

10. Have you completed the overall check or evaluation to determine you are ready for Step 8? 

Step 8 – Standardize and Share Successful Practices[image: image9.wmf]
1.  Have you standardised the new practice? By changing or creating:

a. New or revised Standardised work

b. Flowcharts

c. A manual

d. Check sheet

e. Policy / Procedure / Process

f. Work Instruction or Job Breakdown

g. Equipment or Machine check

h. Process changes
2. Have you created a new Ideal Situation with this change? 

3. Does the new Ideal need to be changed on the A3 before moving on to the next prioritised problem? (Isn’t always necessary). 

4. Has kaizen been incorporated? Always raising the bar when a standard is met?

5. Are you ready to go back to step 2 and tackle another prioritised problem that will continue to reduce the GAP?

6. Have you documented the contribution to the GAP when you start the next A3 to see if it has been reduced?

7. Will I need to continue to track for a period of time?

8. Will the A3 be documented / filed for future use? (i.e. coaching, sharing)?

9. Was the learning shared within each step of the A3 process? 
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