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What Is It?

6 Thinking Hats is a method of organising thoughts on a topic. It is a tool that can be used to facilitate a meeting or just as simply alone to clarify thoughts.

Who can use it?

Anyone can use 6 Thinking Hats, although its primary use is by someone leading a meeting.

Why 6 Thinking Hats?
The ‘hats’ method provides a very simple structure to organise thoughts around a topic. This helps meetings and personal thoughts run more smoothly and reach conclusion quicker and easier.

6 Thinking Hats also ensures that all possibilities are discussed, and precludes the option of positive or negative bias occurring. 

6 Thinking Hats – Explanation of Hats
Introduction

Put simply, the 6 hats represent 6 different modes of thought that naturally occur when discussing an issue. It is necessary to understand what each of these hats represent before starting a discussion.

Blue Hat

The blue hat represents the process that will be followed. In “blue hat” participants decide the order of the hats to be used and how much time will be spent in each hat (mode of thought). Also in blue hat, timekeepers and other officials are appointed to ensure the meeting is kept on track.

White Hat

The white hat represents data – cold, hard fact. In “white hat”, individuals present what they know about the issue at hand in terms of quantifiable data. If two or more individuals debate a point, then record both, but do not enter into debate at this point. Disagreements can be resolved later. In the white hat, information gaps can also be identified for later identification and clarification.
Red Hat

This hat is about feelings. In “red hat”, individuals give their gut reaction to the situation. They do not have to qualify the statement or explain why they feel that way. This type of feeling is not usually allowed in normal meetings and is a bonus when using six hats method.

Yellow Hat

The yellow hat represents positive thought. Here, participants extol the benefits of the issue at hand and build on the ideas it contains.

Black Hat

This hat usually follows yellow hat and is used to focus on the negative issues concerning the issue. Here, risks are also identified.
Green Hat

The green hat is used for idea generation. These could encompass new ways of looking at the current issue or suggesting a totally new issue that achieves the same results.
6 Thinking Hats – How to use it
Using 6 hats in practice
Once you have understood the functions of each of the six styles of thinking, the meeting can continue.

Assign an amount of available time for each of the six hats. Do not switch between the hats until the time for a particular hat is up, and then only switch to the next allocated hat. Otherwise, it defeats the purpose of the session and the meeting degenerates into the usual mode of business!

Then move onto the next hat, spending only the allocated time on the hat as before and then moving on.

Hints & Tips

It is generally good to start and end with a blue hat in order to define what you are going to do and where you intend to go next.

Black should generally follow yellow as an issue can be destroyer by negative thoughts before allowing the positive to shine out (although the opposite can be applied when all are initially agreed how wonderful the issue is!)

Tools of the trade

There are a number of tools that fit nicely within each of the hats. Descriptions of how to use these tools can be found elsewhere in this toolkit.

6 Thinking Hats – How to use it
White hat

Check sheets

Histograms and Pie Charts

Process Flows and Flowcharting

Run Diagrams

Cause & Effect

Pareto Analysis

Benchmarking

Tree Diagrams

Green

Brainstorming

Affinity Diagrams

Benchmarking

Yellow & Black

Force Field Analysis
Contingency Diagram

Selection Grid

Blue

Multivoting

Icebreaker

Facilitation Skils

Red

Brainstorming

