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PROBLEM
SOLVING

“From now on, red ink means profit and
black ink means loss. Problem solved!”
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Problem Solving

 “The world we have created today as a result of our thinking
thus far has created problems that cannot be resolved by

thinking the way we thought when we created them.”
Albert Einstein

i
Veriloquent Inc.

* “No problem can be solved from the same level of
consciousness that created it.” Albert Einstein
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Core task of management & staff = Problem Solving

 There is a general consensus (among scholars studying
organization behaviour) that one area of common-ground
among all organizations is that; “organizations are primarily
problem-solving systems whose success is measured in how st
efficiently they solve the routine problems associated with G
accomplishing the organizations primary mission”. Veriloguent Inc.

- Whether it is a company manufacturing automobiles, or a
company that sells insurance, how effectively the company
responds to emergent problems and opportunities directly
impacts whether the company can survive or grow in our
complex and ever-changing world.

® osland et. al, 2015, Textbook, page #288
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Kilmann (1979) describes problem-solving this way:

* “One might even define the essence of management as
problem defining and problem solving, whether the
problems are well structured, ill-structured, technical,
human, or even environmental. Managers of organizations
would then be viewed as problem managers, regardless of
the types of products and services they help their
organizations provide. It should be noted that managers s
have often been considered as generic decision makers Ver“;;:';m e
rather than as problem solvers or problem managers.

Perhaps decision making is more akin to solving well
structured problems where the problem is so obvious that
one can already begin the process of deciding among clear-
cut alternatives. However, decisions cannot be made
effectively if the decision is not yet defined and if it is not at
all clear what the alternatives are, céhershotldeiye. rase #268

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021




« Groups are used in solving complex problems, especially when
no one person has all the necessary information, skills, and
diverse perspectives. The more diverse the group, the better
people can contribute a variety of new dreams, new ideas,
different pieces of information, and varied ways to contribute
getting tasks done.

*  Problem solving is not just a mental puzzle - it is also a social
process that requires communication, perception, creativity, it
conflict management and group/ facilitation skills. S

Veriloquent Inc.

- Employees at all levels are more likely to be committed to
implementing the solutions to problems if they participated in
the problem solving process. Therefor the decision about who
is invited to problem solving groups is critical. As a general rule,
those who are likely to be critical in the implementation stage
of a solution should be members of the problem solving team,
along with those who have the most knowledge about the
situation and the most power to changeitg

sland et. al, , Textbook, page #288
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Models of Problem Solving.

Model 1 - a Dialectics model of Problem Solving

* Elbow (1973) describes the “doubting” and “believing” games as
one way to conceptualize the two different mindsets required for
problem-solving. The first rule of the believing game is that people
refrain from doubting or evaluating and instead focus on possibility 2

hinki Iy exoloring h id K o
thin Ing - Dpen ‘f E'Kp Drlr'lg oW an idea can worik. ‘!.r'erilnqueni Inc.

* In contrast the doubting game comes later in the problem solving
process. The doubting process focuses on a reductive, structured,
“objective” rationality. People who are oriented towards doubting
poke holes in ideas and arguments, they torpedo any assumptions,
and probe ideas or plans analytically. People who are orientated to

doubting ask “what’s wrong with this”.
® osland et. al, 2015, Textbook, page #289
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Model 1 - a Dialectics model of Problem Solving continued

It is important to note that effective problem solving involves the
integration of dialectically opposed mental orientations. What are referred
to as i and BHEEN mindsets.

GEEERIBERE\iindset — Believing = facilitates the expansion phases of
problem solving, vision/exploration, information gathering, idea getting,
participation.

-Mindset— Doubting = facilitates analysis, criticism, logical
thinking, and active coping with the external environment. This mode is
most appropriate for the contraction phases of problem solving such as
priarity setting in situational analysis, problem definition in problem
analysis, decision making in solution analysis and planning in
implementation analysis.

Problem-solvers need practice to match mindsets with the problem solving
tasks at hand and to be always aware if they are in -or - mindsets
and be ready when appropriate to switch from one mindset to the other.

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021 ® Osland et. al, 2015, Textbook, page #289
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Stages of the Problem Solving Model

Stage 1: Situation Analysis

Step 1: First task is to examine the situational context and
determine the right problem to tackle. Problem finding is as
important as problem solving.

Step 2: Visioning/ Exploring is the stage where groups envision s
what is possible. The process of articulating desired goal states Nl
and ideals. Veriloquent Inc.
Step 3: Priority Setting has three specific tasks. (1) to explore the
current situation for those features that facilitate or hinder goal
achievement; (2) to test the feasibility of changing those features;
and (3) to articulate reality—based goal statements that give
substance to values and allows them to be realized. An example
of a clearly articulated goal statement is - "Reduce the cycle time

for the grant-proposal process by 20 percent within six seeks”.

) Osland et. al, 2015, Textbook, page #290
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Stages of the Problem Solving Model Cont.

Stage 2: Problem Analysis — the task of the problem

analysis is to understand and define the problem thoroughly.
Step 1: Information Gathering. Problem finding is as important as
problem solving. In this step it is important for facts to be
separated from opinion so that the eventual solution will be data-
driven and based on solid ground other than assumptions.

Step 2: Problem Definitionis a process of building a model
portraying how the problem works — factors that cause the
problem, factors that increase or decrease the strength of the
problem, connections and relationships among various elements,
and symptoms of the problem.

Only when the problem has been thoroughly analyzed and defined
is the group ready to begin thinking about solutions in the next

® Osland et. al, 2015, Textbook, page #2
stage.
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I'.""-:'-
LIV |
c..:-l.!-'...i
Veriloquent Inc.



Stages of the Problem Solving Model Cont.’

Stage 3: Solution Analysis — Idea getting and Decision
Making.

There are two stages of idea getting. The first requires
great creative imagination to generate ideas. The second,
an analytical process to evaluate the ideas that are
generated.

Step 1: Idea Getting. Brainstorming is the process that
helps most in idea getting and will be explained in more
detail in further slides.

Step 2: Decision-Making. The focus of this step is to sort
through the ideas that are generated in brainstorming and
then evaluating ideas against the criteria that an effective
solution could meet. It is important to assess “if" the
solution solves the problem, and producgs.the desifred. . e s

result..t.is.also. impertant.io ensure the solution has no

harmfiil cide effeecte ar neaative 1in-intended

2
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Stages of the Problem Solving Model Cont.’

One way to evaluate solutions is to use the Payoff Matrix
below. General Electric (GE) is one company that uses this
tool to help employees think about and categorize

solutions in terms of their potential impact and
achievability.

Payoff Miatrix

i
"I:?;.'?
Low Payoff Veriloguent Inc.

Big Payoff

EASY TO IMPLEMENT TOUGH TO IMPLEMENT

® osland et. al, 2015, Textbook, page #293
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Stages of the Problem Solving Model Cont.

Stage 4: Implementation Analysis — Participation and
Planning.

The final stage is to ensure the solution is successfully
implemented. This involves getting the right team together
and developing an effective plan to make sure the problem
gets solved.

Three common errors in this stage are:

(1)Failing to gain the commitment of the people needed to
implement the plan;

(2)Failing to assign clear responsibility for each task;
(3)Failing to follow-up and monitor the implementation
process.

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021
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Stages of the Problem Solving Model Cont.’

Stage 4: Implementation Analysis — Participation and
Planning.

Step 1: Participation. In organizations most solutions are
implemented in groups or teams, so the critical task is full
participation of the best people who work together
effectively.

Step 2: Planning. Like we discussed in management class
— if you fail to plan — plan to fail. Once team members are
committed (think of the Einstein chalkboard shared in
class) they need to know their roles, responsibility’s, key
tasks with deadlines, how their work will be monitored and
how collectively the work and solutions will be evaluated.

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021
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Model 2: The Kolb model - was
developed to help prevent people
from failing to see;

(1) The opportunities in the problem;

(2) The danger of leaping too quickly
into discussing potential solutions
before completely analyzing the
problem, and,;

(3) The missed opportunity of not
focussing enough on the
implementation of issues.

This model consists of four analytical
stages that correspond to four
stages of the experiential learning
cycle.

Kolb’s Problem-Solving Model

Situation Problem Solution Implemeantation
Expansion Analysis Analysis Analysis Analysis
Green
Mode
Mind-set

Froblam Problam ] Eodution
Chosen Defined Implemented

Priority Problem Decision
Setting Definition Making

Planning

Kind-set

Detective Insentor Coordinator

\\////,/'

Manager

Lrperarsisonsl Eshaswmr Sa Expassshal Sopasch
Jowa S Oalkied Diwnd & Wad, s 0 Ha® .-l-JIJ'.-.E Tt

Dave Farthing, Veriloguent, Inc. www.veriloguent.org. ®2021 17



Stages of KOBL's Problem Solving Model

Stage 1: Correspondsto| What's the most
Situation Analysis concrete jmportant problem?
experience

Stage 2
Problem Analysis

Problem analysis,
to reflective

What are the
causes of the

observation problem?

Stage 3: Solution analysis, What's the best

Solution Analysis to abstract solution?
conceptualization

Stage 4: Implementation How do we

Implementation analysis, to active implement the

Analysis experimentation solution?

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021
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Fgure 1. Lean Six Sigma Processes at Xerox

SIX STIGMA

+ Customet issues and opportunities,

+ Business strategy, H H
i new generation problem-solving
 Priorities,
P'i°fmzed:vt *isimfoizd Resuitz i e Six stigma is one of two of the most highly
maﬁﬂe ﬁmi;? { cium:tﬁne? developed and distinct approaches to
' A problem-solving.
% ~ J\ ) * Inthe 1980’s Motorola was inspired by the
DIAICs thepesoct mamagamont framowod. Toyota created high quality products and the
> Mm>m> MI> ,nm> cml> Total Quality Movement (TQM). To compete,
American companies like Motorola, Texas
P eine et puose and e Instruments and GE developed Six Sigma
inspects | Measure curent parformance. problem solving, that has reportedly has
deverables and < Anaze causesandconfimwithdaa saved GE alone over $8 Billion in one three-
ciﬂ"::::e’"' Improve by removing variation and nonvalue added acthites, year period alone.

\fontrol gains by standardizing.
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APPRECIATIVE INQUIRY

new generation problem-solving

Appreciative Inquiry (Al) is used in
organization development in efforts to make
organizations and the people within them
more effective.

Rather than focusing on problems, Al focuses
on what the organization is like at its best.
Developed by David Cooperrider, the
following is the process that employees are
taken through:

Discover: Appreciate “what is”

Dream: Imagine “"what could be”

Design: Determine “what should be”
Destiny: Create “what will be”

. ®2021



1 think we might
need facilitation.

LOVING-COMMUNITY.COM
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FACILITATION
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A Facilitator:

- Sets the tone in creating a respectful and welcoming
environment.

* Directs the process.

- Encourages the parties to speak freely and respectfully.

* Recognizes that assisting others with a group process is very
sensitive and serious, especially when they are opening up
emotional areas of anger, fear, conflict and frustration.

* Is not a judge or advisor.

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021
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Role of a Facilitator:

Confidentiality - All matters are confidential at all times.

Listening - A Neutral facilitator must at all times model effective listening and
respect for participants. Participants must feel like they all had a chance to
speak and when they do speak, that they are listened to appropriately.

Do not be afraid of silence during the session. Occasionally, you may feel the it

need to break the silence, but the silence may allow you to gather your il
thoughts, analyse the problem, compel the parties to talk to each other, and Veriloquent Inc.
finally, set the tone for listening.

Directing the process - “Directing” does not mean being stern in appearance
and not allowing dialogue or discussion. To direct the process really means, to
be the person who is the keeper of the ground rules and procedures, which
are conducive to the eventual resolution of a specific problem or issue. Your
responsibility is to give structure to the session.

Dave Farthing, Veriloquent, Inc. www.veriloquent.org. ®2021




Role of a Facilitator:

Being Neutral - As a facilitator, you must be neutral. Assisting others to help
resolve their differences and conflicts to achieve a common goal, requires a
great deal of energy and commitment. It is a role not to be taken lightly.

Impartiality - A facilitator must impartially and conscientiously project the
posture of neutrality to the parties throughout the session.

Avoid making assumptions - This can prevent your proper understanding, "w?
which may also aggravate the existing problem. yer“n;;,em Inc.
Do not criticize, antagonize or chastise - Determining guilt or innocence is
not the basis of the process. At no time should you be Judgmental or make
put downs, accusations or criticism.
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A Facilitator begins by setting Ground-rules:

* The purpose of establishing ground rules or guidelines is to create a
“container” for the group process. By agreeing explicitly on how the process
will go, people become more consciously aware of the impact that behaviour
has on the success (or not) of an event.

* One way to establish ground rules (especially if time is short) is to post a list
of ground rules and secure agreement from participants to abide by them.
Below are some suggestions of what effective ground rules could be.

L
Suggested Ground Rules el

e Respect each person’s opinion.

e Only one person talking at a time. 5 _
e Give each person equal time to speak. I ~GROyNL =)
* No interrupting. ;
e Avoid discrimination and put-downs.

e All ideas are valuable (no judging).

e What is said in the room stays in the room. Rl e b, &
e Cell phones on mute or off. TR TR R
* Whatever else your group thinks is important. B

—ry Veriloquent Inc.
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BRAINSTORMING:

Brainstorming is when members of a group come up with as many ideas as
possible around one topic or issue. The facilitator generally writes all the ideas
on flip chart paper and the flip charts are posted on the wall so that all
participants can see them.

The intention of brainstorming is to come up with as many different ideas as s
possible. Ideas should not be judged, except to say: “Every idea is a good idea.” Ry
Even ideas that seem silly or unrealistic may lead to other more practical ideas, Veriloquent Inc.

and should be encouraged.
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RULES FOR BRAINSTORMING:

1. Do not evaluate the ideas that members generate.

2. Everything gets written down in the words of the author of the
idea.

3. Include all ideas — even the wildest ones.

4. Generate as many ideas as possible. e

L\ ﬂﬂﬂﬂﬂ A L\ If'l ImANm Al\f\f\ I\IFI\AA \ W} NI\V\I\FI\+I\A

c'.'h.-"'.;:
Veriloquent Inc.
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LISTENING:

- Effective listening is essential to facilitation, it is what
encourages facilitation participants to talk openly about the
facts, feelings and trust the group with any ideas they
generate.

- To effectively listen attempt must be made by the listener s
(a facilitator in this case) to restate the content of what the Hq""t .
speaker has said. It shows the listener is trying to
understand how it would feel to be the other person. It

aarson is import sarth giving
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FLIPCHARTING:

* Facilitation has become
synonymous with “Flip-
charting”. Flip charts and
paper are not cheap.
There are many situations
where they will not be |
available. When they are, || | 5. oot paraphrase, wse the Exact wods
they should be treated as . 7.  Maoke a separate list of abreviations
a valued resource. Having |
a plan “B” is always a 1
good idea if flip charts are
not available.

? Flipchart Skills

1

| 1. Print Legibly

2. Use Black or Dark Blue Markers

< Den't write in red

Veriloquent Inc.

| | 4. 6-8 ltems per page

- 5.  One idea per line

and post it

| 8. Post all flip charts so that participants |

can see them clearly
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FACILITATION:

 We will cover more on
facilitation in class.

1R YOUR GROUP YOU N

TVWE BEEM ASKED TO
FRETLITATE THTS MEETING.
T ALOME WELL DETERMINE
LaHD  CAM SPEAR.

TAdpai Eeaell EEOTTADAMEREOL.SOW

T'D LIKE 70 BEGIM
LIITH & RALY DLSPLAY
aF MY POLWER, HOU
s MIOT SPEMK.

thHg & THH b Pt Syedeid. Reasil)

HEY | LALLY. .
DID oL EVER
HWEAR, OF & THINMG
CRILLED EREBCISET

1 THINK YOULL AGREE THAT
THLS MEETING WENT
SMOOTHLY
WITH ME AS
FACILITATOR, |

SCOTTADAMESAOL COM

THE BREAKTHROUGH
WAS WHEN T REALIZED
T WAS THE ONLY ONE
HERE WITH ANYTHING
VALUABLE TO SAY.

e TTEHE United Pesture Syndicate, lnc.{MYC)

LET'S HAVE A MOMENT
OF SILENCE TO HONOR
ME FOR MY BRILLTANT
LWORK DESPLIE BEING
SURROUNDED BY
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