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Welcome to Acuity

Hi and Welcome!

LEAIP Acuity is a very simple and powerful methodology that can help you and your people clearly see
where valuable time and energy are best invested. [t hag universal application whatever the focus -
improvement initiatives, buginess or investment decigions, organization structuring, social causes,
education, software develogmen’f, writing a book, developing a wellness program....in short, its a way to
eagily and wisely make the best use of life and universe! [t has served me and, more importantly, the people [
have had the honor of working with in a myriad of situations and cultures, all around the world over the last
20 years, extremely well. L hope it brings you even a fraction of their successes in your own exciting
endeavors.
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preSident, LEA[p.COfn gharpness or enn%ss of thought, vision, action...

- the ability to see or understand something easily
- aquick and penetrating ingight

related terms:

accentuate, advance, affect, agree, amplify,
arrange, choose, clagsify, collaborate, commit,
conclude, convey, determine, establich, focus,
gauge, map out, mediate, order, prioritize, rank,
sequence, simplify, succeed, tap, unleash, unlock
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Acuity - Overview

The Acuity process takes you fhrou?h a5 step
process where you convert your multitude of
possibilities, around a focus, into priorities.

Acuity’s very visual process centreg around moveable
graphics called SticEies. The Sticky harkeng back to
the sticky notes that were once used to cover many
walls, windows, doors... with ideas as people
collaborated, figured out and remembered to do stuff.
But these LEAIP Stickies have advantages beyond not
falling to the floor every time the door opened i‘ahem,
gpeaking from frequent personal experience :-)> ).
Thege Stickies can change colour, we can gtore all
kinds of data behind their brief digplay, and we can
analyze and save their positions.

So that’s it: your ideas, options, alternatives — move
some stickies around - see priorities. Thig guide should
cover what you need to get started applying and
benefiting from Acuity...




Acuity - Single Page Overview

Enter a new session name
here and press enter.

enter a new session-name
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Working with Acuity

Acuity - Overview

Acuity sessions tend to be with teams of peorle
but the tool is equally valuable for individually
working on alternatives and priorities

...on a tablet or larger
sereen when working

.. on your tablet for in small teams....
individual work......

... by connecting your tablet to a
projector and projecting onto a large
sereen when working with larger teams.




/ Starting a Segsion
T

p: The session name should reflect the focus of the session

e.g. Business Start-up or Waste Reduction or Patient Wait Time or Projects for 2017 or...
] .].‘fé
o A
A New Segsion
Tap here and .
type in a name Let's get started...
for the new - -
SeSSion Enter a new session name by /A
\ here and press enter. -. )
enter a new session-name noun: aewity akyooads
sharpness or keenness of thought, vision, action...
- the ability to see or understand something easily
An E xistin g gesgion - aquick and penetrating insight
; - - related terms:
(?lzrl.(;g :};?r?el?’l;e; Or select an existing session e accenfuafi, advanfe, ai?'eei, [:i;gl:ee, fmplify, )
' arrange, choose, classify, collaborate, commit,
gesgion 1_ha t has — y Existing ‘ — conclude, convey, determine, establish, focus,
Ny Other Existing Session 173 auge, map out, mediate, order, prioritize, rank,
alre a dy b een ] Prac[tice Session | 2eq3ence,gimplifg, suceeed, fap‘,)unleash,unloak
creafed Sample Session - N
(to delete a seggion) 2 7=

.
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The B/E Canvas - Overview R,
/The title of the

current session i Benefit Definition :
Sticky Generator Closes the sesgion
Practice Session J What are the few key meagures of success? - TAP HERE to add & display your key measures& Close
1-DefineB&E ([ 1<0wa ||
2 - Map | _double tap o
. 2 3 - Group enter Sticky's \

Maln Menu 4 - Analyze & Adjust = ﬁa-
5 - LEAIP List
Guide

Add & Map Stickies
Quick Guide

| - Define success (desired benefite)

and effort for the session. ! Th

2 -Select or add a new Sticky . e

Double tap the sticky and give it a fitle B {\f
ln{o panel 2 3 - Considering the relative effort and| e n e '

benefit of the current sticky, drag the

Sticky on to the Effort/Benefit E H.O rt

Canvag and position it accordingly.

4 - Adjust the relative positions of the| O

other Stickies a nva s

5 - Readjust all the Stickies until
comfortable with the relative positions

Repeat 2-5 until all sticks are placed|

: Sticky Parking Lot

g i k ' (stickies placed here do not
t'c .g 2 : appear in the LEAIP list)

Parking Lot

/What are the likely major elements of effort? - TAP HERE to add your key elements of effort

\ E ffort Definition A /




Step [: B/E Definition l

- Define B & E <\
2 - Map

Ac,\s\e’%
In Thig Step
3 - Group

4 - Analyze & Adjust
5 - LEAIP List Benefit and Effort are defined and displayed to guide

positioning the Stickies where:

describes what success looks like, the
“true north” of the session

Effort describes the kinds of tings that make an
item more difficult to accomplish

k Effort Definition /

/




Step [: B/E Definition

2 - Map

3 - Group
4 - Analyze & 1
5 - LEAIP List

1 -DefineB &E

~

<

l

The Benefit and

E ffort definitions
appear above and
below the B/E
Canvag and help
guide positioning
the Stickies

Benefit Definition

LLLLL

Effort [

N

Enter or adjust your definitions for benefit & effort

Ithese can he added to or adjusted at anytime during the session|

Practice Session Close

Things that mean we have succeeded - e.g. more time, less waste, better satisfaction..

Key benefit factors are the very few terms that best describe what success looks like for
this specific exercise. Each situation will have its own specific set of desirable benefits.
What are the desired outcomes? Keep it very brief - less is more! - a very few key word
or terms (usually no more than 4 to 5 key factors). Here are some examples of the kinds
of terme that can come up as key benefit factors :

scroll the text...

Things that make our options harder - e.g. money, learning curve, time to implement...

Key effort factors are the very few terms that best describe factors that will likely make
the ideas in this session more difficult to accomplich. What could likely make things difficult
or lese do-able? As with key benefits, less ie more! - ugually no more than 4 to 5 key Ay

factors. Here are some examples of the kinds of terms that can come up as key effort
factors :

scroll the text...

Enter the key words
that best deseribe

« Benefit here

Guidance on

£ defining benefit

Enter the key words
that best deseribe
Effort here

&

— Guidance on
defining effort

\ efinition

/
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Define B & E

Map <
Group
Analyze & Adjust

LEAIP List

Step 2:

Map

In Thig Step

Stickies are added to the EB Canvag and positioned (mapped)
according to the benefit and effort they bring relative to the

other Stickies
More detailed

data can be added to each Sticky

Practice Session
1-DefineB&E Add A
2-Map Sticky
3- Group
4 - Analyze & Adjust
5 - LEAIP List
G Hi
Add & Map Stickies
Quick Guide
1 Define suscess (desired benefite)
and effort for the session.
2.-Seleotor add anew Sticky -
Double tap the stcky and gieit 2
e
3 - Considering the el
and benefit of the ou "
drag the new Sticky on to the
Efi nvas and position

the other
placements seem about right

Repeat 2-4 1o load all Stickies.

Sticky Parking Lot

Kies placed here do not
pear in the LEAIP list)

Benefit: Things that mean we have succeeded - e.g. more fime, less waste, better satisfaction. Close

# >

#l1<l-n/a>
Quik fodo #8<3-0> Fo B /e o
withhuge Some Very T Everything
122> Sage Advice a
A wacky idea

Alternative 2
that just might|
#4 <4-n/a> work #0<10-0>

Another Another
#1<6-n/a>
Idea #1

option Alternative

#54<I1-0> #9 <12-A>

A good quick Change the

suggestion big thing that
is arely used

Higher

__Effort: Things that make our options harder - e.g. money, learning curve, fime to implement...




Step 2: Map - The Sticky

Each Sticky digplays the following summary
information for each item being considered

) Ranking relative
Sticky# to the other

Stickies

Sticky’s Titl

Grouping ldentifier™

*n/a [not ageigned) i digplayed when a
Sticky is not agsigned to any group

/




1 -DefineB &E

2 - Map

3- Group\>

Step 2: Map — Adding a Sticky

Double tap the first Sticky and give it a title,
then drag it onto the B/E canvas

4 - Analyze §
5 - LEAIP Lis

Mapping
guidance

Practice Session
1-DefineB&E |
2 - Map

3 - Group

4 - Analyze & Adjust"'-

5 - LEAIP List
Guide
Add & Map Stickies
Quick Cuide

| - Define success (desired benefite)
and effort for the sescion.

2 -Select or add a new Sticky .
Double tap the sticky and give it a title

3 - Coneidering the relative effort and|
benefit of the eurrent sticky, drag the
Sticky on to the Effort/Benefit
Canvag and position it accordingly.

4 - Adjust the relative positions of thel
other Stickies

5 - Readjust all the Stickies until

comfortable with the relative positions

Repeat 2-5 until all sticks are placed|

Sticky Parking Lot

(stickies placed here do not
appear in the LEAIP list)

~ What are the few key measures of success? - TAP HERE to add & display your key measures
i 1 <On/e )
i —double tap to
enter Sticky's

Close

~_1 |
~ : (deat#!,

on - |




/l <0-n/g>

N

Tap on any field to add
or adjust its contents

it is always a good
idea to at least enter a
title for the Sticky.

[t is optional to enter

anything in any of the
fields.

Sticky#

Rank Group
Vol B0 (/

Step 2: Map - Editing a Sticky’s Data

N P
E};\\\a@\

Sticky numberic  Rank is assigned automatically
_double tap to already assigned according to the positioning of the Tap here to assign
enter Sticky'e automatically Sticky the Sticky to a
data_ \ \ grouping of related

Stickies

Sticky # 61 Rank 9 Group G
Sticky’s title -
thig is what you
Title Run optimal inventory analysie will see on the

Sticky

Detail Spot check soh inventory are shouing U to 4U% excess
There haen't been a stoek-out on any itern in 3 yeare [mportant
The cranization ie carrying $2Omillion of inventory with intormation fhat
annual carrying coste of at (eact #lmilion => optimal GOUId.h?lp with
inventory levele will reduce wagte (epace, enerny explammg’ .
R understanding,
consumption, vehicle wear & tear..) implementing...
Notes 1  Brenda suggested thi a Sticky
Notes fields are
Notes 2  Kai has volunteered to take the lead available to use
for whatever
Notes 3  Inwentory quantities could be adjusted by August else you'd like to
add or assign to
S your Sticky
e —— (removes the

Delete this Sticky €~ Sticky)
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Step 2: Map - Positioning Stickies

5 - LEAIP List

4 - Analyze & A ¢ -Add A

ped

1 - Define B & E (- Tap here to add 2 - Drag the new sticky on to the canvag

an additional Sticky and position it congidering how much benefit
2-Map ite idea brings and how much effort is
3 - Group \> / required relative to the other Stickies

=

Sticky

p

4 -Add another
Sticky until all the

Stickies have been
loaded

\

.

kies

enefite)

ky -

- -
A

#3 <3n/a>
S Some very 9a0: i
advice itV

Quick to do
with huge reaulte

3 - Readjust the relative positions of the
any of the other Stickies until the overall
positions seem about right




1-DefineB &E
2 - Map

3 - Group
4 - Analyze & Adm

5 - LEAIP List

Step 3: Group

In Thig Step

Any related Stickies are identified and assigned a
group and color

A label can be asgigned to each group

The Stickies that are not assigned to a grouping keep
their n/a group designation and yellow color

#2<9-A>

Abit of work

required but
wil help

#9<12-A>
Change the
big thing that
s rarelyused

Higher ~
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1-DefineB&E
2 - Map
3 = Group

5 - LEAIP List

4 - Analyze & Adjust

Step 3: Group — What Are Groups? —lEAC!‘g
<

A group is a collection of related opportunities that are similar and or related in
some way e.g. by type, tagk, expertise...

Stickies can be, but don’t have to be, assigned to a grouping.

A grouping is usually assigned to Stickies that are related to a common subject,
sub-project, owner-..., or whose activities are interrelated...

The Stickies in the grouping can then be viewed with the group’s identifying color
They help to assign a common Erioritg across a serieg of alternatives

The Stickies in each group will be clustered together in the LEAIP List

By clustering related items into a single entity, groupings are extremely useful for simplifying the
bigger picture. Thig simple example illustrates the general process of grouping.

/ GroupA: Yardwork \

Mow lawn [ - Cut firewood
Mow lawne Weed garden
Mend chair 2 - GroupA: Yard Work
Cut firewood il> GroupB: [ngide work : Weed garden> Mow lawns
Daint room Paint room
Weed garden Mend chair 3 - GroupB: [ncide Work
Varnigh table Varnich table Varnigh table>Paint room>
Change tyres Sew cughion >Mend chair>Sew cughion
Sew cughion

No group 4 -Change tyres

AN

Cut firewood
Change tyres //
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Step 3: Group — Setting Group Labels

1-DefineB &E

Tap on any of the group
labels to set a group’s
label and information

Tap here and enter a

2 - Map
3 - Group

[enter group title

Group Legend label for the grouping.

4 - Analyz

[enter group title for legend]

5 - LEAIP

[enter group title for legend]

\/
Strategic Initiatives

ltemg in this grouping are major decisions requiring
group and country coordination. Some are alreadyin
progress

_ T O MM OO OB I

A
v

[enter group title for legend]
[enter group title for legend] J

Brenda, Raphi and Kai would like to take these items

add a note-2 or reference

add a note-3 or reference

A(‘:;\ig

<

j

More
detailed
information
that further
explaing
the
grouping

Notes fields
available to
use for
whatever
else you'd
like to add
or assign to
the group




/ Step 3: Group — Assigning Groups to Stickies %EA@K
<&

*When a Sticky is not agsigned to any
\\ group use n/a ?no’r asgigned)

- Daf Double tap the Sticky
1-Deine B&E that you would like to
2 - Map add to a grouping
3 - Group "

4 - Analyze & A( Sq
5 - LEAIP List

Tap on the Sticky’s
current group
/ assignment

Seroll the picker dial
m——— to the appropriate
grouping
Group n/a / =
Close
iption for this Siiokyl Assign the Stigky to a group

n/a
Strategic Initiatives

\ i/
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1 - Define
2 - Map

3 = Group
4 - Analyzé
5 - LEAIP I

The group
label afpears
on the legend.

&
Stickies in
the group are
shown in the
grouping’s
color.

Practice Session
1 - Define B & E { Add A

~ i Sticky
2 -Map #11 <I-n/a>

3 - Group Quick to do

4 - Analyze & Adjust" S—
5 - LEAIP List
Guide
Group Legend
Strategie Initiatives

I [enter group fitle for legend]

#4 <4-n/a>
Another
option

[enter group fitle for legend] #(<6-n/a>

(deaf!

[enter group title for legend]

[enter group title for legend]
[enter group title for legend]

Sticky Parking Lot

(stickies placed here do not
appear in the LEAIP list)

.




Step4: Analyze & Adjust

1-DefineB &E
2 - Map

In Thig Step

3 - Group
4 - Analyze & Adjust
5 - LEAIP List N - Stickies are assigned to | of 4 quadrants

\ - and complex opportunities are broken down into a
series of sub-items
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Step 4: Analyze & Adjust - the 4 Quadrants 4

/ N
1-DefineB&E
10:43 AM 100% -
2 - Map ession Benefit: Things that mean we have succeeded - e.g. more time, less waste, better satisfaction..
E { AddA
3 - Group | Sticly

4 - Analyze & Adjust|adgust ...
5 - LEAIP List

e T Best Opportunities Complex Opportunities

high benefit, easier to do

Good benefit but will involve a

High benefit. Eagier to do congiderable amount of work

Fillers
less benefit but easier to do
(do if/when time permits)

Strategy: Implement these as quickly as ! :
posslb? e starting with the easiest onee 1] Strategy: Break these down

that deliver the greatest benefit into a series of simpler sub-
opportunities or taske

Complex Opportunities
replace or break these down
with a serieg of simpler

#5 <I-0>

oo Fillers
{ Strategy: Do thege when they

fit in well with a higher benefit
item or if /when time permits

Sticky Parking Lot

(stickies placed here do not
appear in the LEAIP list)




Step 4: Analyze & Adjust

-

1-DefineB &E
2- Map zssion_

11:03 AM 100% -
Benefit: Things that mean we have succeeded - e.g. more time, less wagste, better gatisfaction..

3 - Group  Sticky
4 - Analyze & Adjust |
5 - LEAIP List

#3 <Bn/a>
An option

Everything

Analysis Legend #0 <0-0>
Another
Alternative

Best Opportunities
high benefit, easier to do

Fillers
less benefit but easier to do
(do if/when time permits)

Complex Opportunities
replace or break these down

with a series of simpler
sub-opportunities/tasks

Readjust the

positions of o
the Stickies —| - el
accordingto | |

fhe quadrant Sticky Parking Lot

(stickies placed here do not

deﬁl’\iﬁons - appear in the LEAIP list)

\\ T " Effort: Things that make our options harder - e.g. money, learning curve, time to implement... /




1-DefineB &E

2 - Map

3 - Group

4 - Analyze & Adjust
5 - LEAIP List

[n thig step, break down
complex opportunities,
into a series of more
manageable sub-itemg

ﬁ Step 4: Analyze & Adjust - breaking down complex items

#8<5-D>
Part that will
be really faet

to do

#12 <2-D>

#6 <4-D>
Really Big &
Valuable

Initiative .
Mega-items,

more often
than not, can
be broken
downinto a
series of very
doable parts.

After [0 & Add the sub-
14 we could parts as new
do this p: Stickies with
their own
group and
delete or park
the original
Sticky

/




Step5: LEAIP List l A@g
1 - Define B & E pott®
2o In This Step
3 - Group

4 - Analyze & Adjust
»  Acuity organizes and displays the Stickies in prioritized and
sequenced form, from best opportunities to least.

S - LEAIP List <\

k »  The LEAIP List can be distributed (e.g. to session participants)

LEAIP List For: Practice Session

Pri




Step 5: LEAID List - Overview

/ Sticky colors Banld colors 0\“\5
- Defi - i r

1 - Define B § show quadrant v e o practice Session display group Sond LEAP Lio]

2 - Map (opportunity type) asgignments

3 - Group Q'::k-nt,:do Analysic Legend

Priority # |
4 - Analyzd & e
5 - LEAIP Ljst 022 7R IS 86 <9-4>
Alternative 2 [l§ A bit of work Re-do Complex Opportunities
p Priority #2. ™ mqulrsd but willg  Everything
riorities are
listed in < 18 30> 1750 #0 <00> #5<-0> G Uaner
descending — ;;‘M-V-rs Auaokyidea [l Arciver [l A good quik [ Lo
Advice Mpimlgli Alternative suggestion

order from
highest priority: -
..top to bottom Priorty § 4 -
for groupings

and ungrouped e
items Priority # 5
I Hi
L 0 13 <8-n/z>
An opfi
. Priority # 6 noper
..and left to right

w“h in groups scroll down for more priorities...

) [enter group title for legend]

\\Hi Lo Tip: Data for Stickies and groups (group legend iteme) can be edited in thie mode by double-tapping on thege ifemg/
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Step 5: LEAID List - Using the List

1-DefineB&E
2 - Map
3 - Group

5 - LEAIP List

4 - Analyze & Adjust

Working from top to bottom down the LEAIP List...

Priority # |

Priority#2 ™

#2 <7-f>
A bit of work

...and left to right through any groups

Title

—i Detail

Notes 1

Notes 2

Quick to do with huge resulte

Adapt existing code from Project2013
Add connectione to wifi devices

Kira, Ben & Chen Li have taken thig onel

Started: May 2016

Notes 3  Planned completion: Aug 2016

4

<

A(‘o‘ig

Best Opportunities — make thege a reality, fast!

Fillers — if there is time

T Tip: A Sticky can be double
tapped and the Notes and
Detail fields used to keep track
L of assignments and actions

Comilex — if they can be broken down

/
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Step 5: LEAIP List — Completed Stickies

1-DefineB &E

2 - Map

3 - Group

4 - Analyze & Adjust
5 - LEAIP List

Notes 1

Notes 2  Started: May 2016

Notes 3 Completed: Aug 2016

have been automatically adjusted for the completed
Sticky reagy for continuing with the next priorities

Kira, Ben & Chen Li have taken this one

Sticky Parking Lot

<

[ - Update the
_— completed
Sticky’s data

Repeat 2-4 to [oad all Stickies

- I
3 - Returning to the LEAIP List, after 2, the priorities

(stick
app

¥2 <I-A>

Priority #( M AL

Priority # 2 ™

#4 <3-n/a2>
Priority # 3

Sage Advice [l that just might ll Alternative

#11 <l-n/a> do not
Quick todo | ="
with huge

2 - The completed Sticky can be
moved to the Sticky Parking Lot
(to keep arecord of progress,
actiong, accomplishments)

or deleted.




The Parking Lot

-

Stickies placed here are not included in the LEAIP List T
[t is a good place for temporarily storing: (5

- Stickies that need further clarification/ consideration RS
- Stickies to be deleted

- Stickies during repositioning operations on the canvas
- Completed Stickies...

#5<I1-D>
A good qick
suggestion

Stick

Sticky Parking Lot

(stickies placed here do not
appear in the LEAIP list)

R .-

v

e T T ——————
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Title

[enter text to digplay on Sticky]

_______

a p OWN =

- DefineB& E

- Map

- Group

- Analyze & Adjust
- LEAIP List

#(1<l-n/a>

Quick to do

Navigation Guide

‘ L\i‘&

<

l

Double Tap on a Sticky or Group label - opens data editing functions
Single Tap on a data field - to enter data or edit in data field

Touch and Drag — moves a Sticky

Tapping on any index item — recalculates rankings and adjusts overlapping Stickies

#l1<l-n/a>
Quick to do
with huge
#2<2-A
Alternativ

#l1<l-n/a>
Quick to do
with huge

Alternative 2

Touching a Sticky - brings the Sticky to the front of the other Stickies

#l(<[-n/a>
Quick to do
with huge
#2 <2-A>
Alternative 2




Practice Session
Sample Session

Deleting a Session

wg{«\)

Cloge (without deleting)

Delete a session

/ Select a session to delete

/ My EXisting Session
Tap here on the My Other Existing Sessio
session sereen Practice Session
/ Sample Session
7

Seroll the picker dial to
the sesgion you would like
to delete

Confirm (or cancel)
the deletion

Close

Delete Session:
Practice Session ?

Cancel Delete

O\

X\
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/ Why LEAIP Acuity is such a Powerful Tool 4

The LEAIP Compounding Effect

Rapid high-impact advances free up more time/energy/resources for making even
further advances. This hag a similar amplifying impact on advancement as compounding
interest early is well proven to do in finance. We call this the LEAIP compounding effect.

4 The LEAID Acuity way -
large rapid advances early
Level of
Progress/
Advancement

The alternative -
delayed smaller advances

->

Time




