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Nexans 

	Title
	5 Whys Executive

	Original Document
	

	Topic
	5 Whys Executive

	Problem Solving Tool
	5 Whys

	Audience
	Executive Level

	Learning Objectives
	Drilling down to the root cause of a problem and developing an action plan to address it will greatly reduce the problem if not eliminate it all together.

There is not an adequate pool of candidates being groomed for future positions within the organization.



	Document Type
	Content Script/ Structure

	Date
	05-15-06

	Instruction
	Ctrl + Click to follow links


Character Profiles:
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	Gary
	Jane


For Sketching – highlighted in gray
Approximately – 22 sketches

Perspective: Characters are looking straight at you

( Start of SBL Storyboard

	Screen Number 1

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	You are a senior executive for a global cable company.  You are currently looking for a qualified candidate to head up the new services that your company is planning to launch next quarter.  You decide to look for a candidate within the company that you can promote to this position.
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Silhouette of candidates

	Place Comments Here


	Jane has been a solid performer in another department for close to 5 years.  Based on her knowledge and experience, you believe that she is the best candidate for the position.


	[image: image5.jpg]



Photo of Jane with a big smile
	Place Comments Here
Arne,

For a couple of reasons, we switched roles and made Jane the best candidate and Gary the second choice. 

	You invite Jane to your office and tell her the good news.  To your surprise, Jane rejects the offer and tells you that she is not ready for this type of responsibility. 
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Jane looking down with a unsure face – shoulders raised with one hand gesturing “no”
	Place Comments Here

	You then have a conversation with Gary.  You believe that Gary could do the job with a little extra coaching.  He also rejects your offer for reasons similar to Jane—he does not feel prepared to step into the larger role.  
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Gary gesturing with one hand as if saying “no” with an inverted smile on his face.

	Place Comments Here

	Click here to start
	
	


Back to top
	Screen Number 2

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	You decide to set up a meeting with Jane in the hope of convincing her that she is perfect for the job.
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Photo of Jane being invited to your office – her hand pointing at her chest, her face is a bit surprised as if saying “me?”
	Place Comments Here


	The purpose of your discussion is to identify what’s at the heart of why Jane turned down the job.

You start off by discussing the requirements for the position and reasons you believe Jane is qualified for the job.  

Then you ask her:
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Photo of half body of Jane in your office listening – looking straight at you – table in between you

	Place Comments Here


	

	
	On Click, go to Screen #
	Place Comments Here

	a) 
	Tell me, where do you see yourself 5 years from now... career wise?
	Screen 3
	

	b) 
	Why do you feel that you are not fit for this position?
	Screen 5
	

	c) 
	What are your reasons for rejecting the position without even thinking about it?
	Screen 4
	

	Comments General Comments Here:

· 


Back to top
	Screen Number 3

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Tell me, where do you see yourself 5 years from now... career wise?

Jane replies with something that has no value to you.
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Jane: (1) 
Hmmm… I dunno, probably married with kids.  A nice house by the beach.

Personal questions won’t help you get to the bottom of things.  You need to drill down on the issues.  Try again.

Screen 2 

(with choice A not highlighted as an option)


	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 4

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	What are your reasons for rejecting the position without even thinking about it?

This shocks Jane and she avoids answering the question.
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Jane looking at her watch shrugging with an unsure look on her face
Jane: (2) 
Uhm… I have a deadline this afternoon.  I promise I’ll think about.(trembling voice)

Jane leaves your office in a hurry.  You don’t feel confident that she’ll provide you with the answers you’re looking for.  

 Try again.

Screen 2 

(with Choice C not highlighted as an option)


	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 5

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Why do you feel that you are not fit for this position?

Jane’s reply is interesting.  This is not the first time you’ve heard this when attempting to promote from within.  You begin to think that this is a serious problem in the company and you are determined to find the root cause for why employees are turning down offers for promotion.  

You ask Jane:
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Jane sitting more comfortably with a smile.
Jane replies: (3) 
Well, I’m pretty comfortable with what I’m doing now.  This works for me.  Besides, I haven’t received training to do anything else.


	

	

	
	On Click, go to Screen #
	Place Comments Here

	a) 
	Why haven’t you received training to perform other functions?  
	Screen 8
	

	b) 
	What type of training are you interested in?
	Screen 6
	

	c) 
	Well, what will it take to make you feel comfortable in assuming the additional responsibilities that come with the new job?
	Screen 7
	

	Comments General Comments Here:

· 


Back to top
	Screen Number 6

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	What type of training are you interested in?

Jane has thoughtful look on his face.
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Jane shrugging eyebrows raised.
Jane replies (after a little hesitation): (4) 
I honestly don’t know.  I’ve never been asked.  I know what I need to do my job, but nothing more.

Finding out what Jane would like to receive training for will likely take you off track.  You want to determine why employees are turning down promotions.

Try again.

Screen 5 

(with Choice B not highlighted as an option)


	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 7

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Well, what will it take to make you feel comfortable assuming responsibilities in the new position?

Jane sits back and thinks.
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Jane with a really big smile on her face trying to be charming.
Jane replies: (5) 
Thanks for asking.  Uhm, a million dollar signing bonus, a corner office with a view and a personal secretary.

This only deals with Jane’s personal preferences.  

Try again.

Screen 5

	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 8

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Why haven’t you received training to perform other functions?  
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Jane with explaining look one hand gesturing to the outside.
Jane replies: (6) 
I guess the other managers don’t have time to do the training.  They have far more important things to worry about.


	

	This is deeper than you thought.  You need to find out more, you ask Jane:

	
	On Click, go to Screen #
	Place Comments Here

	a) 
	What important things?
	Screen 9
	

	b) 
	Why are you convinced that the managers don’t have time to train others?
	Screen 10
	

	Comments General Comments Here:

· 


Back to top
	Screen Number 9

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	What important things?
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Jane shrugging – unsure face.  Hands gesturing up 

Jane replies: (7) 
I don’t know.  You’d have to ask them. 

Jane shuts you down.  This won’t help you get to the root cause.  You’re wasting your time.  

Try again.

Screen 8 

(with Choice A not highlighted as an option)

	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 10

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Why are you convinced that the managers don’t have time to train others?
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Jane with a smile on her face. Head slightly tilted.
Jane replies: (8) 
I don’t think they value training that much.  Maybe they plan to work here forever. (Smiling)


	

	You know for a fact that this is not wise thinking.  In today’s world, with as much as people job hop, it is imperative that you prepare current employees to take on larger responsibilities.  Hiring from the outside often results in failure and is more expensive and time consuming than promoting from within.   
	
	

	

	
	On Click, go to Screen #
	Place Comments Here

	a) 
	Jane, do you think they’ll stay here forever?
	Screen 11
	

	b) 
	Jane, why do you think that the managers feel that there is no value in training employees for continued growth?
	Screen 13
	

	c) 
	Well, if you think managers may plan to stay in their current positions forever, is that the plan for yourself, too?
	Screen 12
	

	Comments General Comments Here:

· 


Back to top
	Screen Number 11

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Jane, do you think they’ll stay here forever?

(Asked with hope in your voice.)
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Jane with a big smile on her face – mouth open with hand pointing straight at you.
Jane replies: (9) 
You’re funny.  I was just kidding.  I have no idea if they plan to stay here forever.

Obviously, Jane wouldn’t know who plans to stay and for how long.

Try again

Screen 10

	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 12

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Well, if you think managers may plan to stay in their current positions forever, is that the plan for you, too?
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Jane looking down playing with her pen on your table. Unsure face.
Jane replies: (10)
I haven’t given it much thought.  I’m pretty comfortable where I am now but who knows what the future holds for me.

You’re focusing only on Jane, rather than the larger organization issue.

 Try again.

Screen 10

	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 13

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Jane, why do you think that the managers feel that there is no value in training employees for continued growth?
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Jane holding her chin head slightly tilted
Jane replies: (11) 
Hmmm…  it seems they don’t think about all that employee development stuff until we need to fill a position and then we’re where we are now—scrambling to find someone to take the job.  


	

	This arouses your curiosity.  So you ask Jane:

	
	On Click, go to Screen #
	Place Comments Here

	a) 
	How about if we send you to a seminar next week that will give you some good knowledge relevant to the job?
	Screen 14
	

	b) 
	So you think we should just hire from the outside?
	Screen 15
	

	c) 
	Why do we think about it only when it’s too late?  
	Screen 16
	

	Comments General Comments Here:

· 


Back to top
	Screen Number 14

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	How about if we send you to a seminar next week that will give you some good knowledge relevant to the job?
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Jane with a disagreeing face
Jane replies: (12) 
I don’t think one seminar will do me much good.  Plus, then I’ll be that much further behind the eight ball as far as being behind in my workload. 

One seminar is not the answer.

Try again.

Screen 13

	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 15

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	So you think we should just hire from the outside?
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Jane with a questioning face. One hand raised gesturing to the outside.
Jane replies: (13) 
If internal employees aren’t developed to take on bigger roles, then isn’t our only option to hire from the outside?

(14)

Successful organizations do both—promote from within and hire from the outside.  Hiring only from the outside is not the way to go.

Try again.

Screen 13

	

	
	On Click, go to Screen #
	Place Comments Here

	Comments General Comments Here:

· 


Back to top
	Screen Number 16

	Copy
	Photo/ Graphic Concept/ SFX
	Place Comments Here

	Why do we think about it only when it’s too late?  
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Jane with a serious face.  Both hands palm up explaining manner.
Jane replies: (15) 
It’s just the way we do things around here.  

It’s interesting that we’re having this conversation.
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Jane with one hand pointed at herself.  Serious face.
I, personally, have always wanted to move up but I only want to do it if I feel I’m prepared to be successful.  I know others feel the same way.  


	

	
	Place Comments Here

	You realize that the company, to date, truly hasn’t been doing enough to prepare employees for the next level within the organization.  Further, given the median age of the workforce, you know that the organization is going to be faced with this problem frequently in the near future.  Succession management is very important.

The 5 why approach helped you to get to the bottom of things.  Now you know that this is not about Jane not wanting to take the job; rather, it’s about the company’s lack of career growth programs.  

Congratulations!


	

	Comments General Comments Here:

· 


Back to top

































PAGE  
2
Vignettes for Training – Proposal                                             Monday, April 27, 2009

