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Edge Problem Solving & Decision Making

Problem Solving & Decision Making

Leader’s Guide
Purpose: This course is designed to help participants explore the best
' practices for problem solving & decision making in the midst of
complex and chaotic environments.
Audience: This class is designed for employees at all levels ofdévelopment.
Class Size: Approximately 12 to 24 participants.
Workshop The above Gantt Chart shows a visual of theyclass timeline. Blue
Timeline: bars represent lecture, Red bars represent\group activities or
interaction, and Purple Bars representsWigeo Component.
Materials/ The following materials are recommeneéed for this course:
Equipment: ¢ Video: Problem Solving&Decision Making
¢ Flipchart stand and paper oridry erase board
+ Notepaper
¢ Tent cards or‘pame tags
¢ Edge Problem Selving & Decision Making Workbook,
PowerPoint & Projector
Organization: The Leaders guide is designed to be used with the supporting
ParticigantCourse Book and the video titled Problem Solving &
DeciSien Making. Leader’s notes are to the right of the
copresponding slide
Duration: 2 to 4 hours.
Sumpmary The activities in this Course Book are designed to allow the

instructor to tailor the curriculum to fit specific class needs. Some
activities may be altered or omitted. Depending on time allotment
and participant needs, instructors may wish to omit certain
activities. Additionally certain activities can be expanded to include
individual, partner, small group or whole class options.
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Edge Problem Solving & Decision Making

Slide 1 Welcome the group to Problem Solving &
mm‘ Decision Making developed by Edge Training
Decision Making || Systems inc.
Have participants sign in using the edge
Achieiing Desivod Resalis workshop sign in form.
Edfge Traigimy Systems foc.
30 Minutes allowed for group introduction
S depending on the size of the group.
e
2 Minutes - 30 Minutes »Q
Opening Slide O
. 2 bv
Slide 2 Cover course outline\ih detail. This outline should
Cogrse Qutline be specific to yo%npany needs. You can also
: add or take a onal activities to narrow
Desfinition OF Terminology
: Six Stage Problent Solving Process down the | @l this program.
v Technigues OF Prodlem Solving
v G Anadesiy, Sransformng 2 Minute
i Tools Uend e Evaiuating folvas Pa
® Chick Shiets, Inpaxt  pamanation
dmﬁﬂﬁy}n#!m:
=
‘O
«\
Slide 3 Discuss the course objectives. This would be a

Course Objectives

At Fhis Seisinn, Fou B Be dive To...

== Lindesiand o i oefine problsne snd’ S
Dlperives v sahir em

== [ pdnt feier Ao creit el e prraislees
P M ime 0F pAnous o

- Desvensiale e bo Ohoose the Dest des
DAY i gl AN R AT

—= Tiphe smay @ roomiber of Jolas [t sl
hecTvne Aol dems

good time to ask participants if there are any
other objectives they would like to see covered in
this class.

List those on a flip chart in order to cover later in
the class.

2 Minutes
Page #2
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Edge Problem Solving & Decision Making

Slide 4 Activity
The Farmer’s Land Bequest, follow directions on
screen.
When patrticipants finish the activity, draw the
Furmvers Lond Begvast correct solution on the board. Explain that the
Fuibalvy @ farTEr D SR . .
st e e e || PUFPOSeE Of this exercise was to encourage
fur ey At nnct || creative thought and to put them into a frame of
ol ik i mind to solve problems as a team.
5 Minutes \
Page #3 ,Q
C
Slide 5 Answer Key: Explain probably stuck in a
paradigm of how t ve this. This forced you to
think outside the the solution.
What previm@)eriences have you had that
made it Ifficult/easier to solve this
problem?
t' @eneral type of problem is this?
hat general principles could you invoke to aid
A& ou in solving future problems of similar nature?
R,
Slide 6 It is important for participants to understand the

d

Delinition 0f Terms

= Provhiem
]
o Vi

B hat p BT, pETEE
mrndlbeg et pomh b bx comechal
-
b A pRETESEE OF (NP rederd B B
ik 3 ohel lechenras of & rorcde of St
-
= Doreiiery Hhil prehes or sffedt mad, o
[ T
= SoviAtiour
5 The e or pooens of ey 2 proben

terminology before we begin.

People think of problems and solutions going
hand-in-hand. We are driven to find solutions
when we are confronted with problems.

We often mistake symptoms for problems. We
will talk about how to drill down deeply to find the
real problem and the cause so you can begin to
try to find solutions. Solutions are possibilities,
ideas, strategies, desired results.

3 Minutes
Page #4
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Slide 7 Show the Problem Solving & Decision Making
Profilem Selving Video Video. Prep participants to take notes regarding
e o Wleh T the 6-step process in their workbook on page #5.
Take Nole OF The Six Steps In .
The Problem Solving Process Video
24 Minutes
Record Your Ideas On Page #5 0 | | Page #5
Your Warkbook
- N
C
Slide 8 Review the six step p of solving problems.
T Dutne rhe e We will cover ste%- in more detail in this
. e E:'ul.-.du- ] e T e CIaSS O
- Teliee Comreat Sisks & Naare Tesesd Cuns
sy 3 Minut
4 Fralwale Safwiins
Sptea e Ll e S e Page
B e B Jide dtatT Tl et Sahaties
+ Cruske Aatise am, Tirssinss, Hesnursbls Lawls 0
£ Foaw i & Ivaloaty Prograsr
Fotimnir 8 il ] iy
R,
Slide 9 Step #1Defining The Problem

Prolbiem Solving Frocess

A Deﬂmmem.ﬂubm

et The [acts, wiha, mhal, when, snere,
whw, ard how

¢ Maks sure Hial whal looks s & prizbies
B noE pekl 4 spinglom

« Dyl dodam o e caiee of the problam by
asking “why™ a rumber of limes

< |Lonk for smething Sat cheanged ot the
sare lime B peoblem soss

=»

This step allows us to determine the root cause
and treat the problem, not the symptom

Asking “why?” is the backbone of creative
problem solving. You are usually faced with
symptoms and we try to solve the symptoms not
the root problem.

If you don’t ask why and dig deeper, you won't
be solving the real problem or finding the real
cause of the problem.

5 Minutes
Page #7
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Slide 10 My car doesn't start. Is that the problem? No,
Root Cause - Ask Why? that is a symptom.
Wiy i et T . . X
e e . 4 Ao “Why didn’t the car start?” The battery is dead.
i i s A dead battery is probably a symptom of the true
"W o e itory ¥ e problem.
oty oyl ks gl by e e prd e
o, B S Rplew o, i, i
hon et bl B it d e B “Why did the battery go dead?” This forces you
Bl 0 S sl to think of all the things that would kill a battery,
==|| like a bad alternator, a loose belt, lac in
the battery, bad connection, left the light ,€etc,
etc.
You see the value of asking @
2 Minutes
Page #8
<)
Slide 11 Asking why is the‘.@kbone of problem solving.
gther Fips / Summary .
T e e e Hackieons ot Break co blems into smaller parts and
probiem sohang solve t Il parts
== Thui hegss wbu i Sibarrrrong el S, B
reat the Tue problemes, ot sTpIDME
i, i e I N w disagreement about the problem,
= WToih i Ty, SLEQ Fwiy, bt I Bk iR II'the data and facts.
and go beck o it when ywou sre fesh
== Jranler other pecplé wi B diferar poinks of
i hen you are having difficulty in understanding
== | 'the problem, leave it for a while, let it sink in, go
¢ back to it when you are fresh.
° 6 Involve other people with different points of view.
N 5 Minutes
Z Page #8
Slide 12 What are you trying to achieve by solving this
Pralilem Sofvimg Précgss || problem? Involve the people who have a stake
r T in solving the problem. Get their input. Make
‘_m:w't"i:,d e A sure that everyone fully understands the problem
< 'What are: we Srying b3 acoomplish or you may find that you are getting different
G ¢ Define the curvent & the desimed state solution objectives.
o This sfasnes pins whine you ane and s
pOu wiank b be
* Prioriies i rore s o dhyective b The objectives should be specific & measurable.
e e I RIS Paint a picture of the desired result, so that
==| | everyone involved can visualize it.
2 Minutes
Page #9
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Slide 13 Activity
Lap Analysis Activity Gap Analysis, Where we are vs. where we
- 2 Gap Anal want to be
"Increase In Profitability” . .
You are not trying to solve this problem, you are
SremiStan  pmmiSan ||| performing a gap analysis to determine where we
are now and where we want to be.
T i i Ty Bl oioalac Tty
mmshemem— wwweawss || We want to move from the current state toth
== || future desired state.
10 Minutes ,Q
Page #10 O
o
Slide 14 Activity ‘: )
Brivers & Barriers Drivers & Barrier 6
Thisk OF The Farces That Wil Support Or Bock The % Lo
Inplaspesiation Of Teur Flan In this activity, thinking of the forces that
Lisk These Daiemin” & Wasiiein” Belom
lan (Drivers) and the forces
S AT EPF ey P your plan (Barriers).
Frerems [n H:#.-l-*r Yerwry iy Cevs
N RS ot |- oty o it e, support people, products,
w—— rs could be, non-supportive people, high
st products, etc.
10 Minutes
Page #10
R,
Slide 15 Step # 3 Developing Solutions begins with

Prolbiem Solving Frocess

& Pevelop Solutions
¢ [rairedorm @l posshie schsors
o Repaies Qroup oomimiimend
# GGmups made up of people with detfenent
puents of view are more proguctie
« ECans partcipation ad enk the
imperesihie & possibie

=

brainstorming all possible ideas. You goal is to
go for quantity of ideas.

3 Minutes
Page #11
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Slide 16 Some people are more comfortable sharing their
Brafnstorming ldeas ideas in smaller groups.
& Bl e b Lhine e the bop . .
- Brosh e grevs up el nber gt Realign groups, people who spend a lot of time
i RalaDi QrosiEe: 19 Eupnt el 18 Revy e H . : -
ngamss et together begin to think alike, promote creativity.
= [resrpersis soiiaSes thal Snomrsgs ITEREmET
AR AT s P A Encourage people who are hesitant, otherwise,
i Bk S s oo s iy s . .
s EXISHTED 13 SV HRa Kt 38 the K bops: they will just go along with the group to avoi
- Tk B Sraak, 880 ErerRy, hemar or grTeiston maklng waves.
=y
Incorporate activities. Stimulate the rgy.indhe
room by introducing a new trai f@t,
taking a break, stretch, joke, a ball around.
3 Minutes
Page #11 %
Slide 17 Explain the rules alnstormlng When running
ﬂm Rufes a bramstorm@ on, it is wise to set up
e B e e ground rulg main objective is to set rules
¢ Ewmryore mus Wdestand T objece n e free thinking and participation.
»  EWEnyOre MU [ pe
s Chinmily - Go By il iy 00 ol (aoii i
#  \Wikd idees sooapibed - et plereful, Ter-oak
HihFlokng oot dedsd i desnnd
& Sedl your PO of s Wl 7
= Rl @l desas
Py
O
. — ] .
Slide 18 Activity
Brafustormigg Activity .& How do we increase profitability?
Ganerate As Many Ideas As Possitle . . .
r Generate as many ideas as possible. Give
How Do We Increase Proftaniity® participants 15 minutes to record all of their
Recovd Your Ideas On Fage #13 ideas. Then, ask participants to share their ideas
Q Be Prepared o Report Cut To The Group and compare if the others had anything different.
15 Minutes
== | Page #13

Copyright© Edge Training Systems Inc. 2007

Page 7




Edge Problem Solving & Decision Making

Slide 19 Cover Idea Stimulators, emphasize to
loes Stimulaters participants they sometimes need a fresh outlook
S TP in O(der to change perspectives on problem
- Wt P solving.
= 1ar i & M o fskonica) perseet e :
N A N k . .
& dsking Wln? W BT | P.,\) This helps them step outside the box and look for
e e B R L& | | new, innovative ways of solving problems.

. ., £ anather depariaes 7
Fo B A nevoemer?. | o8 ol

3 Minutes

Page #14 \
o

J' i1

Juestioning 272 to stimulate creativit to avoid questions

that go into an e oop, going nowhere,

Slide 20 Questioning is the q@!y@nd most direct way
T

= The key b generating a ot of deas & bo ok 8

lot of puestions such as Why d Why did it have to
= Crsslions prosecks & s for ek dge happen?

and Tor urdessianding
sk wilve, whid, s, sy, wity, o e . .

aind il irsgaects of W prochem 1o B sobod Rather{"a uestions that open the mind, that
# | I HE SR T K . . .

oo s diiodhis sﬁ information, alternatives.

w—— uestions are empowering because of this.

They lead to new thoughts, new ideas, new

ossibilities, new solutions.
‘$ 2 Minutes

. @ Page #14
A

Slide 21 There are many ways to use Mind Maps? Mind

Mind Mapping @ maps give you a visual picture of flow charts,

processes and procedures.

¢ HeEipe v iD e the Dig ol visialy.

#  Haips vou o kel e ressorehye betwesn
ik ki

bl i i o K i Mind maps can be us_ed anytime_you are in_a
BN, search mode, pondering alternatives, or trying to
«  CBn De e wit Hthe other proiem solwing .
bechvicues start a project.

r B, Mieea Py

= AR DAL
= T A Ttz ST S

3 Minutes
Q —| | Page #15
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Slide 22

Explain the mind mapping procedures, cartwheel
method, start with problem, then generate ideas.
This creates a visual and separates ideas into
categories.

As you click through this slide, illustrate how
visually mapping the problem, we can sometimes
see the problem leads us to an alternative
solution.

3 Minutes
Page #16

Slide 23

wind Maggi

S K

r—

Mo San e nomess FroiTeiyin T

= ke
Lo L =]

Lo e

\
Barr Premr i

Explain the process aad"Show this example of
mind mapping, emphasize the different
categories or causes,that might be affecting our
problem.

You can altefthis slide to the specific needs of
your grganization.

Asyyourclick through this slide, the various
categories will appear on the screen.

5 Minutes

Slide 24

Draw A Mind Map To Generate
Ideas To Sofve A Probiem,

MHow Can We Increase Frofitabiity

Use Page & 17 To Drow Your Hind Map

Activity
Draw a mind map to generate ideas for this
problem.

How can we increase profitability? Or any
other problem you would like to solve.

Move people around again to form new groups.

Allow 10 minutes to draw a mind map of ideas.
Have each group present their mind maps.

10 — 20 Minutes (Optional)
Page #17
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Slide 25 Step #4 Evaluate Solutions
Probiem Solving Process
Choosing the best solution is usually easy if the
4. Evaluale Solutions - .
k A b i e previous steps are done well. It will probably be
delermine which dea rell most complebedy obvious.
salisty the cljechves
oot boros i wi | | But, sometimes the problem is more complex
# Wake your SOl actionable il and requires more consideration. Then, you
F A, R e e would probably want to take more time a ive
==| | more thought to choosing. Be scienti Y
utilizing the method of developing @
3 Minutes
Page #18
o
Slide 26 Explain the methods 'Ozlll,cover today. You
Evaluating Selutions can practice a few of these, or all of them,
: o : depsnﬁmg on th lotted for your
# HRank The ldess Lisng Cumrent Kneawletge WOrKS Op.
< ldeniify Adwmnbages And Dsadyantages
: T'":‘WWLW '5'"_‘*"*_'1';"““ Exampl provided in this workshop,
i el howe free to add your own evaluation
P i el Dol e Thhe il Tt | | ME USe the examples provided.
ks e Highest Uising &I The Mathods
— utes
ge #18
R,
Slide 27 Activity

Evaluating Solutions

Mow Do We Incrosse Proffiabiity
Mafer Fo Your Edeas On Page #13

&ank Yourr Ideas Froor I — 5
{Liog Your Corrent Knowledge Basa)

Record Fowr Fap 5 Foeas On Page #16
—'?.-

Choose the best solution to the original problem:
or chose an idea of your own.

How do we increase profitability?

List your top 5 ideas in order of preference using
your current knowledge base.

10 Minutes
Page #19
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Slide 28 Instruct participants to list the advantages &

Evaluating Solvtions disadvantages of their selected problem.

Mow Do We Incrosse Proffiabiity
Ueing Four Tdaas On Page £19

This method should help them see the drivers &

barriers to their problem.
PEEk Yoy Top T Toess

List The Advari i__umm.mmgu 10 Minutes
7 Page #20
=

>

o
Slide 29 Choosing the best so U@ usually easy if the
Probifem Sofvimg Process || previous steps are done well. It will probably be
& Choose & Imploment Dest igea | | OCVI0US:
» (Oraposez the best jdes Dased on evaluation y . . . . .
% Dvinbun tay inpherieaiices tstetrs After evaluati e criteria, this will help you in
= Crale actbon phare, Hime Bnes, G your de @ making process. Criteria will
+ Resign ks, goak B objeciives change ed on the organization, resources,
= Defermuate medsuraide resuls an I \ m

« Creati @ contingsshcy plan

w— 0 e work of planning, delegating, setting
ime lines will be critical in the implementation

lan.
$ 3 Minutes

. @ Page #21
A

Slide 30 Explain the Impact/Implementation Difficulty
fmpact / mplemenialion Analysis. This method allows you to list your
ideas, and using your current knowledge base,
helps determine the level of business impact and
I the level of implementation difficulty.

‘ The ideal solution will have a high level of
business impact and a low level of

Q ———— . implementation difficulty.

8 Minutes (Optional Activity)
Page #22
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Slide 31

The Low Hanging Fruit Matrix allows you to take
your Business Impact and Implementation
Difficulty and plot in on the matrix to catch the
“Low Hanging Fruit”.

Plot your ideas in the matrix as it relates to
difficulty & impact. The example here shows idea
#1 has a low level of difficulty with a high level of
impact.

Again you are looking for the lowest leve
difficulty with the highest busin i :

10 Minutes (Optional Activ
Page #23

Slide 32

Problem Solving Process

. Follow Up & Evaluate Progress
+ Follesw through s sofutions

# [stabieh acoourrsbid ity

= Monier and ek progness

» Evabayie pesuls and adiust solutions

= Pl back om your cormgency plan i needed

The final step is to f band evaluate
progress. This is e successful
implementation r solution and probably the

area we mos@ orget.

Follow u xplaining the importance of
evaluating your ideas and tracking progress.

Qlution does not work, we may be forced
o fall back on our contingency plan to achieve

e desired results.

3 Minutes
Page #24

Slide 33

Prolbiem Solving Frocess

Pofor She Prodinm

i B Lmi WP e b e

=

i Praiia s
- Dl Cort ik Naare Desasd Cus
Mooy Salafioas
i Breniem e

& R e

sptEaEcEh sl e S e
B Olvigeag B S danar T et Sedhalies
= Cresie At Ram. Tirsisss, Hesambds §enils
i Follaw iy & Frailvedy Prograsr
Pl & il s Sy

=»

Final review the six step process of solving
problems. Explain the importance of following
each step and not taking any shortcuts in this
process.

This also might be a good time to check for
understanding or answer any guestions the
participants may have on the six-step process.

3 —10 Minutes (Depending on questions)
Page #25
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Slide 34 This is a fun activity to test your participants’
Decision Making Skills ability to solve a problem as a group.
. iﬂ.m“d'n . Depending on group size, break the participants
iyttt Bl lonobcmsnfrmtigs b o ol into teams of 5-8 each.
rrefres nhw ST rriles mwwy o e bghted poie o e
Pl Dol [Ted Foulh Biedi g fad (vl i @b il
NN AL IR PRI WO S Read the scenario as it is on the screen.
Foar aws's syl dopends on meching B moth
g B2 ou et chooes Uhe ool ofecel feres sbaad
b e 00 e ik D e nerb A P 3 Minutes
—=| | Page #26 \
C
Slide 35 Explain the rules, yo eople to first
lost 8n The Moon complete the activ'ty@/idually. This forces
L Morkns sy ekt chscs sty s them to make a %I - Then as a group, they
ey L LR o e e can discuss a@ the items of importance.
E S [T [T
* ;":-'Tr'wmh “lmwﬂ — 1
[ Lh.ﬂu:.-.—.uﬂulﬁhﬁ-l--ru 3 MInUt
i mlmmm—'—muu g Page
T Mifwwrrey sl gy gre paia e aoed b b gepayeenad
B Dol o s asgs sl Tk of HESS 0
.
Q
Slide 36 On page #27 you will see the scoring sheets.

Lost 0n The Moon |5

| Faes Tha Ffeon neass in
Femen O Thesd Empoemdne e

Fma ol ag e e Carrn @ How For S

P | B Teamin G Chrygm |

frm @ Mg Mowa g (D evra oy |

Sy L e | “f Bag Trs iiiesd

W O ARSI

[P T T 1

Bgs Py

T L e T

Bk Bamyrred T ™ amemstl i B p 0

Have patrticipants rank their individual answers in
Column “B”, Have them list the group rank in
Column “D”

It's OK for them to disagree as a group, conflict is
good and this forces them to listen and think
through their decisions.

15 Minutes
Page #27
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Slide 37 ) on The Answer Key: Provided by NASA
s o BT To complete the scoring, ask participant to list
T s T the NASA answers in Column “A”, then take the
= = difference and list it in Column “C” for individual
results, and again in Column “E” for group
results.
Example, if you listed 1 in column “A”, and 3
column “B”, the difference is 2, no need\to =
or —
Then total down column “C” a &E
using the rating guide on the'b of Page
#27. The lower the scores theBetter. Usually you
will find lower scores as oup as compared to
individual results. Thi asizes the
usefulness of grou ensus when making
decisions.
10 Minute O
Page #
Slide 38
Did We Survive? &5 A
8-20 = Excollont: &
Wom fardieed And faved Your Team |
FI-FF = Good: €
Wou Mads ¥ Just by The Kick 0F Tems 1
23-45 = Fatir: ©
Whew, Tou Were 5o Cless 1
46-70 = Dops: 1
Diant Woery, We'B &kert Your Family |
71-112 = O Well: &
S Tow m Tivke Saree Class Meon Weel T
.
<
o :

<
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Slide 39 Have participants go to page #28 and explain the
Profilem Selving Tips quick reference sheets on Problem Solving &
R i O m#ﬂ Decision Making.
= e TN 5 Minutes
= Brainstonming Ruies Page #28
= Idea Stmuiators
= Ewalustion Mathods
=
Slide 40
Slide 41 Solicit and respond to any questions the group
What ﬂMﬂm may have. If you do not have an answer, list
= guestion with name of person and email or call
F’ rﬂﬂmﬂ them with the answer when you have the
= answer.
Have participants complete course evaluations,
'Tﬁ stand in the back of the room while participants
£ L complete course evaluations and thank them for
==| | their participation as they exit the room.
Course Evaluation (Last 2 Pages In
Workbook)
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