\olume 2
(onsulting




663. Deck oF CArDS:
UsinG Deming’s FUNNEL EXPERIMENT®

Goal

® To demonstrate the harmiul effects of overad-
justing a process.

Group Size
Faaar I-u:.q'nhl"u.p Lo five pl':ﬂp|t exch.

Time Reguired

Thirty minuies,

Materials

® Four colored dots to serve as the "argen,” one colored dot for cach
subgroup,

Ome deck of fiftyswo playing cards per subgroip.

Four small tape measures, one per subgroup.

A dozen colored dots of a different color for Team B.

Index cards on which the rules for each subgroup are written in advance.,
Paper and pencils for each subgroup,

One copy of the Deck off Cards Trainer Notes for the faclitator.

Physicl Setting

A room large enough for four groups of people o stand and work in small
cirches.

*Thim aciiviey weas inmprined by W, Falwsieis Deming s Funmsel Experiment, o disoussed n his
ok, Ohal of the Criie, Chageer 11 Caommaon Capses and Spercial Canses, MIT Frem, Cambridge,
lakaai hiuse T
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Process

1. Before wsing this acovity for the firs time, read throwgh the reles and do
a dry run with voluneers so that vou are familiar with the resubts that
each subgroup will achieve,

2. Prior o the session, place one colored dot or “tanget™ on the floor to mark
where each of the four subgrowps will be located for this activity, Also write
the miles and team designations (A, B, C, or I} on the index cards

2. Ask the participants to form four small groups, with no moere than five
members each, and w asemble around one of the dos on the oo

3, Tefl the subgroups that they represent fouwr different manufacturing teams,
anicd that their objoctive is w deposit as many “produces” (playing cands) as
close to the target (the dot) as possible, while following their particular
Tules.

4, Tell the teams that they are to “deliver product” by dropping one playing
card at a time from shoulder height. Demonstrate dropping a card per-
pendicular (mot horizonal ) o the colored dot or “arget” on the floor
{This provides the most varkation. )

B, Reiterate the goal for cach subgroup: To deliver as many produces, as
close o the target a5 possible, whille following the rule for the team. Hand
out one deck of playing cards, a tape messure, one “rule cand,” and paper
and pencils 1o each team. Give Team B the extra dots of a different color
G over the rule that each team recefved with that team:

m Teawm A: Do nog adjuse. Drop every card over the wrger

" Tnﬂ?ﬁfurn:h:img.mmmﬂmdhmﬂ{}ﬁ-nmth:urgelm
the spot where the card landed, Position your nest drop at X disiance
from the Exel poserion sou saed. Ulse the additonal colored dots to mark
your last positions.

m Team O After cach drop, measure the distance (X) from the trget to
the spot where the card landed. Set the next drop position X distance
o the fargel, bt in the opposite directon,

n Team [ Set the next drop position directly over the spot where the
last card you dropped landed.

B. Altow the teams o conduct a dozen drops. Fay particular attention to
teams: B and C, as their miles are the most difficaln vo followe
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7. After all have finkshed, review the activity with the entire group:
® What rule did your group follows
® What results did you achieve? Why do you think that happened?
8 Can you think of times on the job when this tyvpe of resulis happened?
s What happens o an organization as a result of overadjusting a process?

s What can you do in the future 1o prevent this type of problem in your
arganization?

Voriation

n [f time permits, do another round, allowing teams 1o make process im-
provements rather than following one rube. Have cach seam identify one
imprevement w make, test i, and then compare results, For example,
one process improvement might be o hold the card parallel 1o the floor
before dropping it The result using Rule A will be that almost every card
will settle down on top of the wrgee!
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