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Introduction  

ά¢ƘŜ ǇǊƛƳŀǊȅ Ƨƻō ƻŦ ŀƴȅ manager ƛǎ ǘƻ ǎƻƭǾŜ ǇǊƻōƭŜƳǎΦέ  ¢Ƙƛǎ ŀȄƛƻƳ ƛǎ ōŀǎƛŎΦ  ¢ƘŜ manager who 
establishes a successful track record in solving problems is one who is building a solid base for 
advancement up the corporate ladder. 

¦ƴŦƻǊǘǳƴŀǘŜƭȅΣ Ƴŀƴȅ ƻŦ ǘƻŘŀȅΩǎ ȅƻǳƴƎ managers conclude that modern, complex technology 
demands complicated approaches to solving problems.  While advanced technology allows us to 
consider alternatives far different than those available just a few years ago, the process of selecting the 
best solution remains unchanged. 

This author, in fact, has served as a consultant to scores of business groups for the sole purpose of 
schooling managers in the importance of returning to the basics in problem-solving.  Successful 
managers discover that complicated approaches to problem-solving are often too involved to be 
practical.  They simply obscure the problem and cloud the solution. 

The manager who has the ability to zero-in on the heart and core of a problem has a better than 
even chance of solving it. 

The following pages outline for you: 

1) A brief discussion regarding generic problem solving and decision making 
2) A proven seven-step formula for solving problems 
3) Tested ways to make the formula work for you 
4) Suggestions on how to train your staff to use this formula 

As you study the contents of this paper, you may be tempted to short-circuit the process by skipping 
a step or two.  This will not help you.  On the reverse side of the coin, you may want to add an extra 
dimension or two to the formula.  Using imagination is always encouraged in solving problems, but 
beware of the danger of feeding a relatively simple problem into an overly-sophisticated formula.  The 
άŎǳǊŜέ Ƴŀȅ ǘǳǊƴ ƻǳǘ ǘƻ ōŜ ǿƻǊǎŜ ǘƘŀƴ ǘƘŜ ƻǊƛƎƛƴŀƭ ǇǊƻōƭŜƳΦ 

bƻǿΣ ƭŜǘΩǎ ǘŀƪŜ ŀ ŎƭƻǎŜ ƭƻƻƪ ŀǘ ǇǊƻōƭŜƳ ǎƻƭǾƛƴƎ ŦƻǊ a manager. 

Problem solving & decision making  

A decision is loosely defined as a choice between alternatives that results in an allocation of 
resources - money, personnel, time, etc.  

There are good decisions - good in the sense that they were logically made - and there are also good 
outcomes.  The assumption is that a good decision will lead to a good outcome.  This does not mean 
that a good decision will yield a good outcome.  O contraire, if it was only this easy. 
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Decisions are made from the considerations of objective data classed as certainties, and objective 
and subjective data classed as uncertainties.  The manager - using the word in its broadest sense - is 
constantly faced with the integration of uncertainties with certainties, to make decisions. 

The manager is thus, by profession, a decision maker, and is constantly faced with the integration of 
certainties with uncertainties.  However, these professional decision makers are very frank about their 
inability to explain and analyze their acts of decision. 

Former General Motors President Alfred Sloan, commenting on the company's founder William C. 
Durant, characterized him as a man who "would proceed on a course of action guided solely, as far as I 
could tell, by some intuitive flash of brilliance.  We never felt obliged to make an engineering hunt for 
the facts.  Yet at times he was astonishingly correct in his judgments." 

Now, nearly a century later, in this age of computers with their reams of data, of impressive charts, 
graphs, decision trees, and probabilistic and statistical technology - of reliance on the quantitative - it is 
becoming more and more difficult for many managers to live with, much less acknowledge, the fact that 
a great many of their important decisions are, as Durant's seemed to be, intuitive.  There seems to them 
to be something unscientific, unprofessional, about "flying by the seat of one's pants," acting on what 
seems to be little better than hunches or instinct - at least, so these managers believe.  Therefore, they 
do not often discuss it. 

Yet, the higher a person rises and the more complex their decision process, the more incomplete the 
support evidence available to them is, and the more intuitive their decisions must become. 

At positions low in the organization hierarchy the decisions are delineated, limited, and repetitive.  
At the highest levels, assuming the practice of the Exception Principle, decisions are very broad and have 
much more to do with future events.  At the lower levels, the decisions are less complicated, based on 
more reliable and objective data, and less costly if a mistake occurs. 

At the higher levels, they get very complicated, have to be based more on suspect, unavailable, 
and/or non-existent data, and often carry a large dollar sign on them.  Therefore, the pressure is greater 
at the top to make profitable decisions. 

The decision makers of the future will find themselves making decisions involving even more 
considerations than are present today. 

Classifying decisions 

To try to better understand the decision making process, H.A. Simon classified decisions into 
programmed and non-programmed.  

The programmed decision is repetitive and routine, has a definite procedure worked out for it, and 
does not call for a novel approach each time a problem comes up. 

The non-programmed decisions are novel, unstructured, have no "cut and dried" method for 
handling the problem, and call for intelligent adaptive and problem oriented action when solving the 
problem.  He further notes that the traditional techniques for these Non-Programmed Decisions are 
judgment, creativity, and intuition.   Tom Page, former COB of San Diego Gas and Electric, once said his 
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job was making exceptions to the rules.  In other words, he tackled the non-programmed decisions.  His 
people could handle the programmed decisions. 

C.I. Barnard categorizes decisions into logical and non-logical. 

Logical decision making involves conscious thinking and reasoning, and the process is expressible in 
words or other symbols.   

Non-logical decision making is not capable of being expressed in words, or as reasoning, and is made 
known only by the action itself.  He feels that this may be because these decision making processes are 
unconscious ones. 

The basis for decisions 

The categorization of decisions raises the question of when each type is utilized. 

The answer to the question is that it is the type of data or information available to the decision 
maker that determines what category of decision making will be used. 

Referring again to Barnard, materials for decision making can be classed as precise information, 
hybrid information (data of poor quality or limited extent, doubtful validity, qualitative, etc.), and 
information of a speculative nature (data not susceptible to mathematical or probabilistic expression, 
has uncertainties, difficult to ascertain, based on impressions, etc.) 

F.I. Shartle states: "Most decisions are made on the basis of incomplete evidence. Facts may not be 
available, or there may not be sufficient time or staff assistance to uncover or assemble them.   Thus, a 
good manager must be a good guesser.  He must piece together the fragments of facts he has, and act 
accordingly.  Some managers have reputations for being uncanny in making the right decision without 
apparent evidence." 

Bernard was also of the opinion that the large part of the data for decision making was of the non-
precise variety. 

All through the decision maker's life, (s)he has been taught to depend on facts and logic; but yet, the 
data used for decision making does not lend itself to the logical processes.  Psychologists also tell us that 
most decisions are not based on a logical approach, but on an emotional basis. 

There has been so much emphasis on the dependence of reason that the decision maker becomes 
afraid to trust his own judgment. 

Ray Brown also mentions this problem in his book.  He stated that people tend to be suspicious of 
decisions that arise from a person's individuality.  Thus, decision makers try to make everything look 
objective.  

In reality, they make the decision, and then look for the facts to support it. 

He further comments that if decisions spring from the facts, the decision maker would not be 
needed because he would be a transmitter and contribute nothing. 
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Simon also noted the lack of an objective basis for decisions by stating that:  

 Regarding incomplete knowledge: "In fact, knowledge of consequences is always 
fragmentary." 

 Since consequences lie in the future, imagination must supply the lack of experienced 
feeling in attaching value of these consequences. 

 Very few of the possible alternatives are available. 

When the basis for a decision is precise, reliable, and objective, the methodology of logic and 
reasoning or a scientific method can be used. 

However, the above indicates that such decisions would probably be made at the lower levels of the 
organization. 

John McDonald was of the opinion that business managers make mostly repetitive and routine 
decisions. Some managers estimated that their routine decisions comprised up to 90 percent of all the 
decisions they are confronted with. Therefore, the novel or "true" decisions are infrequently made. 

With the advent of the management sciences, and of the computer, a great deal of work has been 
done with data that is not so precise, reliable, etc.  This methodology, given the title of Decision Risk 
Analysis or Cost/Benefit Analysis, is an example of such an approach.  It is an approach that has been 
helpful to modern day managers. 

Unfortunately, the advent of the management sciences and the computer also brought with it a 
renewed attempt to quantify everything.  This has led the decision maker to forget that these 
techniques and tools were designed to aid in the collection and analysis of data but will not make the 
final decisions for him. 

Ernest Weinwurm, in his 1960 American Society of Mechanical Engineers Report discussing progress 
in Management Science, decried the overemphasis on quantification of data, and the lack of attention 
given the decision maker. 

R.E. Brown speaks of a "data addict" who sits in front of the computer monitor waiting for decisions 
to come out.  He further states: 

"The top billing being given to scientific methodology in decision making is causing administrators to 
adopt increasingly an 'embarrassed to know you' attitude toward intuition.  Because intuition occurs in 
the absence of hard facts, or ahead of the facts, it is being written off as being in the same company as 
the divining rod of the well digger and the tea leaves of the soothsayer.  The inability of intuition to 
identify the specific facts with that it associates is causing it to be increasingly considered intellectually 
disreputable.  However, it is just this facility for producing ideas of nebulous origin that makes intuition 
such an extremely able adjunct of the administrator's judgment." 

It seems that non-logical, non-programmed decisions have been ignored.  A methodology for them 
is not being developed with the fervor reserved for decision making under certainty, and under 
uncertainty and risk.  If one looks at the writings in the field, the back of the book may say a little about 
decision making based on data of a speculative nature.  Intuitive or precognitive decision making is 
"persona non grata." 
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How manager s make decisions 

How do managers actually go about making their 
important decisions? 

McDonald surveyed a few managers and found 
that "they are remarkably candid about their 
own inability to analyze the act of decision." 

Samples of the replies were: 

Charles Cox, president of Kennecott Cooper 
says: "I do not think businessmen know how 
they make decisions.  I know I do not." 

Charles Dickey, chairman of the executive committee of J.P. Morgan & Company says: "There 
are no rules." 

Benjamin Fairless, ex-chairman of U.S. Steel: "You do not know how you do it." 

John McCaffrey, president of International Harvester: "It is like asking a pro baseball player to 
define the swing that has always come natural to him." 

Dwight Joyce, president of Glidden Company: "If a vice president asks me how I was able to 
choose the right course, I have to say, 'I am damned if I know'." 

The New York real estate and theater wizard Roger Stevens, reversing Thomas J. Watson's 
famous maxim, says: "Whenever I think, I make a mistake." 

Fletcher L. Byrom, president and chief executive officer of Koppers Company, giving top 
executives advice, said:   "I have found that some of the most horrible mistakes we have made 
came after I ignored my intuition under the pressure of what looked, at the time, like 
unshakable evidence." 

The manager of the corporate economic planning division of a major oil company, who has been 
in the operations research field for about 12 years, wrote:   "I have been getting the unsettling 
feeling that many decisions are, and perhaps have to be, based on what I would call 'gut feel' or 
intuition." 

The Wall Street Journal ƛƴ ǘƘŜ ΨтлΩǎ, began a front page article on Charles G. Abbot, the retired 
secretary of the Smithsonian Institution, with the following words:  "Charles Greeley Abbot 
dreams things up. 

"At two o'clock on the morning in July 1965, for example, Mr. Abbot awoke in his suburban 
bedroom to find that he had been dreaming about something that had not been invented yet. 
So he invented it. Then he went back to sleep. 

"Things happen that way with Mr. Abbot, inventor and scientist and sage. Some of his best ideas 
came as dreams in the middle of the night." 

Your ability to cope with 

problems or cut them down to size 

is the primary contribution you can 

make to your business. 
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Based on both this and other written material, as well as a great deal of oral material gathered form 
discussions with managers, it does seem that managers do use intuition or precognition in their decision 
making process. 

Today's managers are paid to find and define problems.  Analyze them, develop alternate solutions 
for them, decide upon the best of these alternates for each problem, and, finally, act upon these 
decisions. 

In the main, these decisions have to turn out to be profitable ones, or the decision maker is forced 
to vacate his position. 

Whether programmed or non-programmed, logical or non-logical, objective or subjective, there is a 
practical approach to problem solving.  The rest of this paper describes this approach. 

Problem Solving: A Practical Approach  

tǊƻōƭŜƳǎΚ  {ǳǊŜΣ ȅƻǳΩǾŜ Ǝƻǘ ǘƘŜƳ ς just like everyone else.  Only your problems as a manager are 
compounded due to pressures cascading down from those above you and seething up from those whom 
you supervise. 

Once upon a time you could handle all of these pesky problems easily.  Now, with the increasingly 
ŎƻƳǇƭŜȄ ŘŜƳŀƴŘǎ ƻŦ ǘƘŜ ƧƻōΣ ǘƘŀǘΩǎ ōŜŎƻƳƛƴƎ Ƙŀrder with each passing day. 

Take a few moments and ask yourself four questions.  Then honestly answer them as best you can: 

1) Do you find yourself spending too much time on trying to solve just one or two problems, while 
ƻǘƘŜǊǎ άŦŀƭƭ ǘƘǊƻǳƎƘ ǘƘŜ ŎǊŀŎƪǎέ ōŜŎŀuse they remain unattainable? 

2) Over the past few weeks, has one small problem that should have been handled been allowed 
to mushroom out of all proportions? 

3) IŀǾŜ ȅƻǳ ǎǇŜƴǘ ƳƻǊŜ ǘƛƳŜ ƻǊ ȅƻǳǊ ŎƻƳǇŀƴȅΩǎ ƳƻƴŜȅ ƻƴ ŎƻǊǊŜŎǘƛƴƎ Ƨǳǎǘ ƻƴŜ ƳƻǊŜ ǇǊƻōƭŜƳ ǘƘŀƴ 
was absolutely necessary? 

4) IŀǾŜ ȅƻǳ ŜǾŜǊ ōŜŜƴ ǘŜƳǇǘŜŘ ǘƻ άǘƻǎǎ ƛƴ ǘƘŜ ǘƻǿŜƭέ ŀƴŘ ƭŜŀǾŜ ȅƻǳǊ Ƨƻō ōŜŎŀǳǎŜ ƻŦ ŀƭƭ ǘƘŜ 
problems facing you? 

LŦ ǘƘŜ ŀƴǎǿŜǊ ǘƻ ŀƴȅ ƻŦ ǘƘŜǎŜ ǉǳŜǎǘƛƻƴǎ ƛǎ ά¸ŜǎΣέ ȅƻǳǊ ƛƳƳŜŘƛŀǘŜ ŎƘŀƭƭŜƴƎŜ ŀǎ ŀƴ manager may be to 
stop whatever you are doing and reevaluate your approach to solving problems. 

You inability to handle problems correctly may be nothing more than a matter of attitude. 

Why, for example, are some managers ς perhaps those who work closely with you ς overwhelmed 
with problems, while others seem to handle them in stride?  One of the reasons could be that the 
mature manager realizes that problems are but a part of the job.  In fact, (s)he realizes that the reason 
(s)he has a job in the first place is to settle problems.  Were it not for ǇǊƻōƭŜƳǎΣ όǎύƘŜ ǿƻǳƭŘƴΩǘ ōŜ 
needed and would be working elsewhere ς if at all. 

Problems not only are those things that enable you to earn a salary, they also help you to grow as a 
manager and as an individual.  How you face them is a matter of attitude. 
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Another trouble spot may lie in your approach to solving problems. 

Consider Gary D., an executive in his early fifties who has worked for a public utility in Spokane for 
over the past ten years.  He has had plenty of chances to rise up the company ladder, but he is so 
smothered with his day-to-day problems that he is rewarded only with anxieties and frustrations 
ōŜŎŀǳǎŜ ƴƻǘƘƛƴƎ ƎŜǘǎ ǎƻƭǾŜŘΦ  DŀǊȅ ǳǎŜǎ ŀ άǎƘƻǘƎǳƴέ ŀǇǇǊƻŀŎƘ ς attempting to cope with everything at 
once.  Unfortunately for Gary, his problems are rarely solved.  He keeps hitting wrong targets. 

Ralph K., forty-seven, has problems ς small problems ς that swell out of proportion simply because 
he works at avoiding them.  He hopes that his problems will vanish with the passing of time.  He resorts 
to ǿƘŀǘ ǘƘŜ ƭƻƎƛŎ ǇǊƻŦŜǎǎƻǊ ŘŜǎŎǊƛōŜǎ ŀǎ άŘŜŎƛǎƛƻƴ ōȅ ƛƴŘŜŎƛǎƛƻƴΦέ  ¢ƘŜ ǊŜǎǳƭǘΚ  ¢ƘŜ ǇǊƻōƭŜƳ ŘƻŜǎƴΩǘ Ǝƻ 
away; it only grows. 

Forty-nine year-old Tim C., by contrast, has his problems, too, but seems to handle them with 
relative ease ς one at a time.  He even converts some of them into springboards for self-improvement.  
Not only can he solve his problems, he benefits from them. 

²Ƙŀǘ ŘƻŜǎ ¢ƛƳ ƘŀǾŜ ǘƘŜ DŀǊȅ ŀƴŘ wŀƭǇƘ ŘƻƴΩǘΚ  ¢ƘŜ ŀƴǎǿŜǊ ƛǎ ǎƛƳǇƭŜΦ  ¢ƛƳ Ƙŀǎ ŦƻǳƴŘ ŀ ǿŀȅ ǘƻ 
approach each problem in a systematic fashion. 

The same system that helps him can help you. 

IŜǊŜΩǎ Ƙƻǿ ƻƴŜ ǇǎȅŎƘƻƭƻƎƛǎǘ ς Dr. Ronald Wiley of the University of Iowa ς sees the situation: 

The executive who tries to solve problems by depending on abstract reasoning, experience, 
general information, memory, or a superficial survey of the problem situation is headed for 
ǳƭǘƛƳŀǘŜ ŘƛǎŀǎǘŜǊΦ  LŦ ȅƻǳΩǊŜ ƭǳŎƪȅΣ ȅƻǳ Ƴŀȅ ǊŜŀŎƘ ǎƻƳŜ ŎƻǊǊŜŎǘ ǎƻƭǳǘƛƻƴǎ ƛƴ ǘƘƛǎ ƳŀƴƴŜǊΣ ōǳǘ ƛƴ 
ǘƘŜ ƭƻƴƎ Ǌǳƴ ȅƻǳΩƭƭ ƘŀǾŜ ŀ ƭƻǿ ōŀǘǘƛƴƎ ŀǾŜǊŀƎŜΦ 

A seven-step formula has been created through research and experience that provides a logical and 
open-minded approach to problem-solving.  It does not guarantee that you will find the perfect solution 
every time.  What it does do, those who use it agree, is to help overcome the desire to arrive at snap 
judgments on the basis of past experience or intuition ς a temptation that seems to grow stronger with 
every year we spend in a management position. 

The seven phases are listed here in the order that would normally be followed.  The sequence is not 
hard and fast.  The phases usually overlap.  Often it may become necessary for you to be working on 
several phases at the same time. 

One thing is important, however.  YOU MUST COMPLETE ALL SEVEN PHASES OF THE PROBLEM-
SOLVING FORMULA IN ORDER FOR THE SYSTEM TO WORK FOR YOU.  Avoid taking short-cuts. 

[ŜǘΩǎ ǘŀƪŜ ŀ ǎǘŜǇ-by-step look at this system.  As you consider each phase, think of how it can help 
you once you put it into practice. 
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Step I: Identify the Real Problem. 

Picture, for a moment, a small bug that has wandered into a plush mansion.  It makes its way to the 
living room and crawls onto a multi-colored Persian rug.  
Suddenly, it finds itself amid a kaleidoscope of brilliant hues.  
As the bug travels from one area of the rug to another, its 
mood and feelings are affected by the particular color. 

The bug first enters a red section.  The surrounding 
crimson atmosphere makes it angry, uptight, and ready for a 
fight.  It crawls into a blue area, and becomes calm and 
peaceful.  In yellow, it feels cowardly.  In white, it is unclean 
ŀƴŘ ǳƴǿƻǊǘƘȅΦ  .ŀŎƪ ǘƻ ǊŜŘΣ ŀƴŘ ƛǘΩǎ ŀƴƎǊȅ ŀƎŀƛƴ 

It looks like our bug is headed for a nervous breakdown! 

Poor little bug.  If only it could benefit from another viewpoint ς staying above it all.  Up there, it 
could see how the many colors weave themselves into a magnificent, harmonious pattern. 

5ƻƴΩǘ ȅƻǳ ŦŜŜƭ ƭƛƪŜ ǘƘŀǘ ǿŀƴŘŜǊƛƴƎ ōǳƎ ǎƻƳŜǘƛƳŜǎ ς snowed under by the problems of the moment?  
Is each problem pulling you in a different direction?  If so, your first responsibility is to look at your 
entire situation from an overall view and determine what problem is really important.  You must ask 
ȅƻǳǊǎŜƭŦΥ  ά²Ƙŀǘ ƛǎ ǘƘŜ ǊŜŀƭ ǇǊƻōƭŜƳ ǘƘŀǘ L Ƴǳǎǘ ŘŜŀƭ ǿƛǘƘ ŦƛǊǎǘΚέ 

How many times have you lost precious hours on the job 
trying to solve the wrong problem?  Unless you make a sincere 
effort to identify your real ǇǊƻōƭŜƳΣ ȅƻǳΩǊŜ ƴƻ ōŜǘǘŜǊ ǘƘŀƴ ǘƘŜ 
incompetent physician who treats the rash instead of the cause. 

Once you are able to recognize a problem, it should be 
carefully defined; otherwise you could waste your time solving 
wrong problems. 

Suppose, for instance, that you have just had a luncheon with 
a prospective client.  For one reason or another, you are offended by a remark (s)he made about your 
corporation.  As you drive back to the office, his/her remark lingers in your mind and, in 
ŎƘŀǊŀŎǘŜǊƛǎǘƛŎŀƭƭȅ ƘǳƳŀƴ ŦŀǎƘƛƻƴΣ ǿƛǘƘƻǳǘ ǊŜŀƭƛȊƛƴƎ ƛǘΣ ȅƻǳ ŘŜŦƛƴŜ ȅƻǳǊ ǇǊƻōƭŜƳ ŀǎ άƎŜǘǘƛƴƎ ŜǾŜƴέ ǿƛǘƘ 
this inconsiderate person.  You may eventually succeed in solving this problem, only to realize too late 
that the real problem was selling the client on your company or your product.  Chances are, by now, the 
once prospective client may well be thinking of how (s)he can retaliaǘŜ ŀƎŀƛƴǎǘ ȅƻǳΦ  LǘΩǎ ŀ ǾƛŎƛƻǳǎ ŎƛǊŎƭŜ 
that began when one or both of you failed to solve the really problem facing you. 

In many situations, identifying the real problem is the most difficult phase of problem-solving.  But 
once you have correctly defined it, the rest of the steps should be much easier to accomplish. 

By the way, as you go through the next phases of your seven-step problem-solving formula, it is 
quite possible that each new discovery will lead you back to step #1 as you wish to redefine the 
problem. 

If you do not 

correctly define your 

problem, you are not 

likely to solve it. 

Ȱ) ÄÏÎȭÔ ËÎÏ× ×ÈÁÔ ) 

ÔÈÉÎË ÕÎÔÉÌ ) ×ÒÉÔÅ ÉÔ ÄÏ×Îȱ 

- Samuel Johnson 
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Step II: Write It Down  

Lǘ ƛǎ ƴƻǘ ŀŎŎŜǇǘŀōƭŜ ŦƻǊ ȅƻǳ ǘƻ ǎŀȅΥ  άL ƪƴƻǿ ǿƘŀǘΩǎ ǿǊƻƴƎΣ ōǳǘ L Ƨǳǎǘ ŎŀƴΩǘ Ǉǳǘ ƛǘ ƛƴǘƻ ǿƻǊŘǎΦέ  
bƻƴǎŜƴǎŜΗ  LŦ ȅƻǳ ŎŀƴΩǘ ŜȄǇǊŜǎǎ ȅƻǳǊ ǊŜŀƭ ǇǊƻōƭŜƳ ƛƴ ǊŜŀƭƛǎǘƛŎ ǘŜǊƳǎΣ ȅƻǳ ƘŀǾŜƴΩǘ ƛŘŜƴǘƛŦƛŜŘ ǘƘŜ ǎƻǳǊŎŜ ƻŦ 
ȅƻǳǊ ŦǊǳǎǘǊŀǘƛƻƴǎΦ  Dƻ ōŀŎƪ ǘƻ {ǘŜǇ ІмΦ  ¸ƻǳΩve got some homework remaining. 

²ŜΩǾŜ ŀƭƭ ƘŜŀǊŘ ŀōƻǳǘ ǘƘŜ ǘǊŜƳŜƴŘƻǳǎ Ƴƛǎǎƛƻƴ ƻŦ ά!ƭŎƻƘƻƭƛŎǎ !ƴƻƴȅƳƻǳǎΦέ  Lƴ ƻǊŘŜǊ ǘƻ ƘŜƭǇ ŀ 
member in his/her fight against aƭŎƻƘƻƭƛǎƳΣ ά!Φ!Φέ ŜƴŎƻǳǊŀƎŜǎ ƘƛƳκƘŜǊ ǘƻ ǎǘŀƴŘ ōŜŦƻǊŜ ǘƘŜƛǊ ǇŜŜǊǎ ŀƴŘ 
ŎƻƴŦŜǎǎΥ  άL ŀƳ ŀƴ ŀƭŎƻƘƻƭƛŎΦέ  LǘΩǎ ŀ ǘǊȅƛƴƎ ŜȄǇŜǊƛŜƴŎŜΦ  ¸ƻǳ ŀǊŜ ƴŜǊǾƻǳǎΣ ƘǳƳōƭŜŘΣ ŀǎƘŀƳŜŘΣ ŀƭƭ ƻŦ ǘƘŜǎŜ 
plus more.  At the same time, (s)he must be willing to articulate his/her problem if (s)he expects to win 
the battle, and once again be a credit to his/her job, family and their selves. 

Likewise, you must be willing to spell out the nature of your problem in a way that leaves no doubt 
ƛƴ ȅƻǳǊ ƳƛƴŘ ŀǎ ǘƻ ǿƘŀǘ ȅƻǳΩǊŜ ǳǇ ŀƎŀƛƴǎǘΦ 

PerhapsΣ Ƨǳǎǘ ǇŜǊƘŀǇǎΣ ǘƘŜ ǇǊƻōƭŜƳ ƛǎ ŀ Ŧƭŀǿ ƛƴ ȅƻǳǊ ƻǿƴ ǇŜǊǎƻƴŀƭƛǘȅΦ  aŀȅōŜ ȅƻǳΩǾŜ ōŜŜƴ ǘƻƻ ǎƘƻǊǘ-
sighted, or maybe you lack the courage to take a stand. 

True, nobody enjoys seeing a personal weakness in bold print.  Nevertheless, when you face up to 
your real problem and are willing to put it in writing before your very eyes, the hardest part is over.  
bƻǿΣ ȅƻǳΩǊŜ ōŜƎƛƴƴƛƴƎ ǘƻ ƳŀƪŜ ǊŜŀƭ ǇǊƻƎǊŜǎǎΦ 

Four general rules should be observed when writing down the specific problem: 

1) The definition should be written in a cƻƳǇƭŜǘŜ ǎŜƴǘŜƴŎŜΦ  5ƻƴΩǘ Ƨƻǘ Řƻǿƴ ŀ ǇƘǊŀǎŜ ƻǊ ǘǿƻΦ  ! 
complete sentence makes for a complete thought.  Fragmented thoughts will not do the job for 
ȅƻǳΦ  [Ŝǘ ǘƘŜ ǇǊƻōƭŜƳ ȅƻǳΩǾŜ ǎǇŜƭƭŜŘ ƻǳǘ Ŏƻƴǘŀƛƴ ŀ ǎǳōƧŜŎǘΣ ŀ ǾŜǊōΣ ŀƴŘ ŀƴ ƻōƧŜŎǘ όƛŦ ƴŜŎŜǎǎŀǊȅύΦ  
Avoid adverbs, adjectives, or evaluative words.  Be as direct and as objective as possible. 

2) ¢ƘŜ ŘŜŦƛƴƛǘƛƻƴ ǎƘƻǳƭŘ ƴƻǘ ōŜ ǘƻƻ ōǊƻŀŘΦ  tŜǊƘŀǇǎ ȅƻǳ ǿŀƴǘ ǘƻ ŀǾƻƛŘ ƘǳǊǘƛƴƎ ǎƻƳŜƻƴŜΩǎ ŦŜŜƭƛƴƎǎΣ 
so you express your problem in such generalized terms that there is really no concrete 
ǎǳōǎǘŀƴŎŜ ǘƻ ȅƻǳǊ ǿƻǊŘǎΦ  ¢Ƙƛǎ ǿƻƴΩǘ ƘŜƭǇ ȅƻǳ ŀ ōƛǘΦ  ¸ƻǳǊ Ƨƻō ŀǘ ǘƘŜ ƳƻƳŜƴǘ ƛǎ ǘƻ ƛŘŜƴǘƛŦȅ ŀƴŘ 
ǎƻƭǾŜ ŀ ǇǊƻōƭŜƳΣ ƴƻǘ ǘƻ Ǌǳƴ ŦƻǊ ƻŦŦƛŎŜ ŀǎ ǇǊŜǎƛŘŜƴǘ ƻŦ ŀ ά5ŀƭŜ Carnegie {ŎƘƻƻƭΦέ 
 
If your definition is too broad, the guidelines to solving the problem will be too broad, and your 
subsequent research for facts and an eventual solution may flounder aimlessly. 
 
If you were to experience some discomfort, and your physician defined your illness in broad, 
general terms instead of giving you a specific diagnosis, you might spend years taking remedies 
for every disease under the sun and never be cured of your ailment. 

3) On the other hand, the definition should not be so narrow as to exclude possible solutions.  If 
that same physician feels (s)he has pinpointed the cause of your illness within the first 30 
seconds of talking with you, (s)he takes a chance of not considering several other possibilities.  
Consequently, the prescribed medication may prove useless. 

4) Finally, the definition should not in itself be a conclusion.  If you have a problem with an 
ǳƴǇǊƻŘǳŎǘƛǾŜ ŜƳǇƭƻȅŜŜ ǿƘƻ Ƴŀȅ ōŜ ŜȄǇŜǊƛŜƴŎƛƴƎ ǎƻƳŜ ƳŀǊƛǘŀƭ ǇǊƻōƭŜƳǎΣ ŘƻƴΩǘ ǿǊƛǘŜ ǘƘŀǘ ȅƻǳǊ 
problem is to help the employee straighten out his home life.  This is a possible conclusion, 
ŎŜǊǘŀƛƴƭȅΦ  .ǳǘ ȅƻǳ ŎŀƴΩǘ ōŜ άŀƭƭ ǘƘƛƴƎǎ ǘƻ ŀƭƭ ǇŜƻǇƭŜΦέ  ¸ƻǳ ŀǊŜ ǘǊŀƛƴŜŘ ŀƴŘ ǇŀƛŘ ǘƻ ōŜ ŀ ŎƻƳǇŀƴȅ 
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manager, not a marriage counselor.  Your problem is how to regain the production standards 
you and your company once enjoyed. 

Step III: Gather Information  

Once you have identified your real problem and you write it down in a meaningful sentence, you can 
begin to gather information about it.  The information you get may be of many kinds.  The detective calls 
Ƙƛǎ ƛƴŦƻǊƳŀǘƛƻƴ άŎƭǳŜǎέΤ ǘƘŜ ŘƻŎǘƻǊ Ŏŀƭƭ ƘƛǎκƘŜǊǎ άǎȅƳǇǘƻƳǎέΤ ǘƘŜ ǎŎƛŜƴǘƛǎǘΣ άŘŀǘŀέΤ ŦƻǊ ȅƻǳ ǘƘŜȅ ŀǊŜ 
ƳŜǊŜƭȅ άŦŀŎǘǎΦέ 

Get those facts.  Dig out as much as you can that applies to your problem.  Take a lesson from your 
family doctor, your insurance representative, or your plumber.  They make their diagnosis on the basis 
ƻŦ ŦŀŎǘǎΦ  ¢ƘƻǎŜ ǇǊƻōƭŜƳǎ ȅƻǳ ŜȄǇŜǊƛŜƴŎŜ ŀǎ ŀ ƳŀƴŀƎŜǊ ǊŜǉǳƛǊŜ ǘƘŜ ǎŀƳŜ ŎƻƴǎŎƛŜƴǘƛƻǳǎ ŀǘǘŜƴǘƛƻƴΣ ŘƻƴΩǘ 
they? 

Can you recall one instance when you made a mistake because you had too much information?  At 
the same time, thing of the scores of people you know and work with who continually come up with 
ǿǊƻƴƎ ŀƴǎǿŜǊǎ ōŜŎŀǳǎŜ ǘƘŜȅ ǊŜŦǳǎŜ ǘƻ ǘŀƪŜ ǘƛƳŜ ǘƻ ƎŀǘƘŜǊ ŜƴƻǳƎƘ ƛƴŦƻǊƳŀǘƛƻƴΦ  ¸ƻǳ ŎŀƴΩǘ ŀŦŦƻǊŘ ǘƘƛǎΗ 

Ask questions of experts in the field, and really listen to their answers.  You may want to get input 
from some of your closer friends or from someone who has 
wrestled with the same problem.  Whatever your source of 
information, be objective. 

Maj. Robert P. Crow, who taught the problem-solving course 
at the Air University at Maxwell Air Force Base, emphasized this 
point: 

The most foolish thing you can do is to stack the evidence 
by confining your search to facts that tend to support 
your own preconceived ideas.  When you do, you are not 
solving proōƭŜƳǎ ǎŎƛŜƴǘƛŦƛŎŀƭƭȅΦ  ¸ƻǳΩǊŜ Ƨǳǎǘ ōǳƛƭŘƛƴƎ 
camouflage ǘƻ ŎƻƴŎŜŀƭ ǘƘŜ ŦŀŎǘ ǘƘŀǘ ȅƻǳΩǾŜ ŀƭǊŜŀŘȅ 
jumped to a conclusion. 

Evaluate each item of information you receive.  You must check it for reliability.  Is this an 
established fact, an expert opinion or just an opinion? 

One warning:  An off-hand opinion is not an infallible fact merely because it comes from you 
supervisor.  Dr. T.F. Staton, psychologist and consultant for the U.S. Air Force, once wrote: 

If you are the one who is charged with solving a problem, you will be shirking your duty 
if you accept uncritically every idea on the subject that has been expressed by your 
ǎǳǇŜǊƛƻǊǎΦ  ¸ƻǳ Ƴŀȅ ƘŀǾŜ ŀ ƭƻǘ ƻŦ ǊŜǎǇŜŎǘ ŦƻǊ ȅƻǳǊ ōƻǎǎΩ ǿƛǎŘƻƳ ŀƴŘ ŜȄǇŜǊƛŜƴŎŜΦ  .ǳǘ ƛŦ 
(s)he is counting on you to solve this problem, you owe it to him/her to subject their 
ideas to the same examination for validity that you apply to all other data. 

The more information 

you have, the more likely 

it is that your solution 

will be sound. 
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The more possible solutions 

you form, the more likely you are 

to include a sound one. 

One of the best ways of gathering reliable data is to get out of the office and seek it for your self.  
Ask the person who is running the machine or the salesman making the rounds.  Listen to what they 
have to say.  Usually a primary source is always better than a secondary source. 

A story from the autobiography of the late Gen. George S. Patton illustrates the point.  In WW II, his 
U.S. Third Army was making a bold dash across France.  In the midst of the advance, General Patton 
came upon an armored division that had halted on the bank of a river.  Patton stormed into division 
headquarters to ask why the tanks had stopped.  The commander explained that he and his staff were 
studying maps at that very moment to see if they could find a place where the river could be forded. 

άL ŀǎƪŜŘ ǘƘŜƳ ǿƘȅ ƛƴ ƘŜƭƭ ǘƘŜȅ ƘŀŘ ƴƻǘ ƎƻƴŜ Řƻǿƴ ǘƻ ǘƘŜ ǊƛǾŜǊ ǇŜǊǎƻƴŀƭƭȅΣέ tŀǘǘƻƴ ǿǊƻǘŜΦ  άL ǘƘŜƴ 
told them that I had just waded across the river, that it was not more than two feet deep, and that the 
ƻƴƭȅ ŘŜŦŜƴǎŜ L ƪƴŜǿ ŀōƻǳǘ ǿŀǎ ƻƴŜ ƳŀŎƘƛƴŜ Ǝǳƴ ǘƘŀǘ ƘŀŘ ŦƛǊŜŘ ŀǘ ƳŜ ǾŜǊȅ ƛƴŀŎŎǳǊŀǘŜƭȅΦέ 

No ƳŀǘǘŜǊ ǿƘƻ ȅƻǳ ŀǎƪΣ ŘƻƴΩǘ ǊŜƭȅ ǳǇƻƴ ŀǎǎǳƳǇǘƛƻƴ ƻǊ ƘŜŀǊǎŀȅ ŜǾƛŘŜƴŎŜΦ  {ǘŜŜǊ ŎƭŜŀǊ ƻŦ ǘƘŜ 
patronizing soul who volunteers opinions, showering you with glowing praise.  This may be great for the 
ego, but does little to help you solve your problem.  Find someone who is both knowledgeable and bold 
ŜƴƻǳƎƘ ǘƻ άǘŜƭƭ ƛǘ ƭƛƪŜ ƛǘ ƛǎΦέ  5ƻƴΩǘ ǘŜƭƭ ƳŜ ǿƘŀǘ ȅƻǳ ǘƘƛƴƪ L ǿŀƴǘ ǘƻ ƘŜŀǊΦ  ¢Ŝƭƭ ƳŜ ǿƘŀǘ L ƴŜŜŘ ǘƻ ƘŜŀǊΦ 

LŦ ȅƻǳΩǊŜ ŀŦǊŀƛŘ ƻŦ ǿƘŀǘ ȅƻǳ ƳƛƎƘǘ ŘƛǎŎƻǾŜǊ ŀǎ ŀ ǊŜǎǳƭǘ ƻŦ ǘƘŜ ŦŀŎǘǎΣ ǊŜƳƛƴŘ ȅƻǳǊǎŜƭŦ ǘƘŀǘ ǘƘŜ ǘǊǳǘƘ 
may hurt a bit sometimes, but it will never do any real harm. 

Step IV: List Possible Solutions 

Now the fun begins.  Enjoy the adventure of letting your imagination run wild.  Write down every 
ǇƻǎǎƛōƭŜ ǎƻƭǳǘƛƻƴ ƴƻ ƳŀǘǘŜǊ Ƙƻǿ άŦŀǊ ƻǳǘέ ƛǘ Ƴŀȅ 
seem at the moment.  ¸ƻǳ ǿƻƴΩǘ ōŜ ǇŜƴŀƭƛȊŜŘ ŦƻǊ 
ǿǊƻƴƎ ŀƴǎǿŜǊǎ ŀǘ ǘƘƛǎ ǇƻƛƴǘΦ  ¸ƻǳǊ άōǊŀƛƴǎǘƻǊƳƛƴƎέ 
ƳƛƎƘǘ ǘǊƛƎƎŜǊ ŀ ŦǊŜǎƘ ŀǇǇǊƻŀŎƘ ǘƘŀǘ ȅƻǳ ƘŀŘƴΩǘ 
considered before. 

Keep an open mind.  Resist the temptation to 
evaluate proposals as you jot them down.  List 
even the more seemingly absurd ideas along with 
the plausible ones.  The conclusions reached at this stage are merely tentative.  Your objective in this 
phase of the seven-step formula is to form as many tentative conclusions as possible. 

!ǎ ŀƴ ŀŘŘŜŘ άǇƭǳǎΣέ ŦƻǊƳƛƴƎ ǎŜǾŜǊŀƭ ǘentative conclusions is the best possible safeguard against the 
danger of accepting or acting on a conclusion without adequate evidence to support it. 

Be Flexible.   Your goal is to arrive at the correct answer to your problem instead of a merely 
workable method. 

Dr. Alexander Fleming, for example, discovered a miracle drug, penicillin, because he looked beyond 
the obvious to consider the remote potential within a common mold.  For centuries, other scientists 
throughout the world knew about this same mold, but no one ever thought that any help could come 
from it. 
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A conclusion is reliable only 

when you know it to be true. 

Be creative.  Give your imagination complete freedom.  Postpone critical evaluation until the next 
step.  If you try to uncover flows in your tentative conclusions while forming them, you will only inhibit 
your imagination.  This could choke off a potentially sound conclusion before it is ever born.  Who 
knows?  Perhaps the wildest of ideas is the one that will ultimately provide the most workable solution. 

Use this same approach to solving your particular problem.  List every possible solution that pops 
into you mind.  Once again, be specific. 

If your list is short, with just two or three ideas, probe deeper.  Only after you tabulate a dozen or 
more solutions should you proceed to Step #5. 

Step V: Test Possible Answers 

Your objective in this phase of problem-solving is to take a hard look at all of your tentative answers 
by testing them for reliability. 

9ǾŜǊȅ ƻƴŜ ƻŦ ȅƻǳǊ ǘŜƴǘŀǘƛǾŜ ǎƻƭǳǘƛƻƴǎ ǘƻ ŀ ǇǊƻōƭŜƳ ƛƴǾƻƭǾŜǎ ǎƻƳŜ ƪƛƴŘ ƻŦ ƛƴŦŜǊŜƴŎŜΦ  !ƴ άƛƴŦŜǊŜƴŎŜέ 
is a process of reasoning by which a conclusion is derived from the evidence you have at hand. 

Suppose, for example, you are eligible for a vice presidency in your corporation and you read this 
statement in a company newsletter: 

ά!ƭƭ ǾƛŎŜ ǇǊŜǎƛŘŜƴǘǎ ŀǇǇƻƛnted in the last five years will 
ōŜ ƳƻǾŜŘ ǘƻ ƻǳǊ ƴŜǿ Ǉƭŀƴǘ ƛƴ /ƘƛŎŀƎƻΣ LƭƭƛƴƻƛǎΦέ 

If you conclude that you will be made a vice president and sent to work in Chicago, your conclusion 
is the result of an inference in which you combined two pieces of evidence ς the statement in the 
newsletter and the fact that you are eligible for a vice 
presidency.  If you immediately contact a real estate 
broker and put your house on the market so that you 
can have a head start in settling your family affairs 
before you move to Chicago, you have violated a 
cardinal rule of problem-solving by forming only one 
tentative answer and acting upon it before you test it for reliability. 

In order for any conclusion to be accurate, you must know that: 

1) The evidence used is in itself known to be true. 
2) All inference involved are flawless. 

In the case of your anticipated move to Chicago, your conclusion fails on both counts:  The 
statement in the company newsletter may be false, and your inference that you will be appointed to a 
vice presidency and asked to move is full of holes. 

In this phase of your problem-ǎƻƭǾƛƴƎ ŦƻǊƳǳƭŀΣ ǘƘŜ ƪŜȅ ǿƻǊƪ ƛǎ άƻōƧŜŎǘƛǾƛǘȅΦέ  ¢ƘŜǊŜ ǿƛƭƭ ōŜ ŀ ǎǘǊƻƴƎ 
temptation on your part to pick out the solution you secretly favored all along and proclaim it to be the 
best of the lot.  This you must never do! 
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How can you insure your objectivity?  The best suggestion anyone can give is to measure each 
tentative conclusion against a common yardstick.  That yardstick is a summary of as many specific 
criteria as you can think of.  These specific criteria are best phrased as questions that are drawn from 
three general categories: 

1.  Suitability 
a. Will the solution do the job? 
b. Will it remedy the problem completely or only partially? 
c. Lǎ ƛǘ ŀ ǇŜǊƳŀƴŜƴǘ ƻǊ ƻƴƭȅ ŀ άǎǘƻǇƎŀǇέ ǎƻƭǳǘƛƻƴΚ 
d. Will it assist in preventing the problem from recurring? 

2. Feasibility 
a. Will your solution work in the cold, cruel world of actual practice? 
b. How much will it cost to implement? 
c. Can you or your company afford it? 
d. Do you have the personnel to carry it out? 

3. Acceptability 
a. Will your boss go along with the solution? 
b. Is the solution too severe for the problem? 
c. Will the solution be acceptable to the other company employees? 
d. Well there be any change in your comǇŀƴȅΩǎ ƛƳŀƎŜ ǘƻ ǘƘŜ ŎƻƳƳǳƴƛǘȅ ƻǊ ǘƘŜ ƛƴŘǳǎǘǊȅ ŀǎ 

a result of this solution? 

IŜǊŜ ƛǎ ƻƴŜ ǇǊƻǾŜŘ ƳŜǘƘƻŘ ƻŦ ŜǎǘŀōƭƛǎƘƛƴƎ ŀ άǘŜǎǘ ǎƘŜŜǘέ ŦƻǊ ǘŜƴǘŀǘƛǾŜ ǎƻƭǳǘƛƻƴǎ ǘƻ ȅƻǳǊ ǇǊƻōƭŜƳǎΦ 

Write your specific personal goals (or those of your company) across the top of a piece of paper, 
then the possible solutions ȅƻǳΩǊŜ included in step #4 down the left side.  A good solution to any 
problem is one that is in harmony with the predetermined goals set by yourself or by the corporation 
you represent. 

[ŜǘΩǎ ǎŜŜ Ƙƻǿ ǘƘƛǎ ǿƻǊƪǎ by using a personal problem and personal goals.  Suppose you have served 
as a manager with a small corporation for nine years.  If you continue to climb the corporate ladder, a 
vice-presidency is in your future.  However, you have noticed that your job fails to offer the 
άŜȄŎƛǘŜƳŜƴǘέ ƛǘ ǳǎŜŘ ǘƻΦ  Lƴ ŦŀŎǘΣ ǎƻƳŜ Řŀȅǎ ȅƻǳ ŀǊŜ ŘƻǿƴǊƛƎƘǘ ōƻǊŜŘΦ 

Unexpectedly, your brother-in-law offers you a position with a corporation he has just formed, at a 
salary close to the one you are now earning.  You are promised that if the new venture succeeds as 
planned, your chances are phenomenal for both financial and career success.  The new job would 
require some travel away from home ς as much as one week a month for the next year. 

¸ƻǳ ƘŀǾŜ ŀ ŘŜŎƛǎƛƻƴ ǘƻ ƳŀƪŜ ōŀǎŜŘ ǳǇƻƴ ǘƘŜ άǇƭǳǎŜǎέ ŀƴŘ άƳƛƴǳǎŜǎέ ƻŦ ǘǿƻ ƻǇǇƻǊǘǳƴƛǘƛŜǎΦ 

You realize that the new company offers far less security than your current place of employment, 
but the chances for advancement are much greater. 

! ƴŜǿ ŜƴǾƛǊƻƴƳŜƴǘ ǿƻǳƭŘ ƎƛǾŜ ȅƻǳ ŀ ƳǳŎƘ ƴŜŜŘŜŘ άǎƘƻǘ ƛƴ ǘƘŜ ŀǊƳΣέ ōǳǘ ǘƘŜ ŜȄŎƛǘŜƳŜƴǘ Ƴŀȅ ƎƛǾŜ 
way to anxiety in the event the operation does not succeed as planned. 
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The new job would require you to be away from your family longer than you desire, but that may be 
the only way you can really grow. 

Now is the time to list your specific goals across the top of a page.  In this instance, your goals might 
include: 

1. Potential Salary 
2. Job security 
3. Advancement potential 
4. Time with the family 
5. Enjoyment of the work 

Your specific options should be listed down the left column.  At first, there might appear to be only 
two choices: 

1. Keep the present job 
2. Change jobs 

There may be a third option, however.  (Here is where creative thinking comes into play.)  Instead of 
instantly leaving your secure job and taking a chance with the new job, is there a possibility of your 
working at the new job on a part-time basis, at least for six months or so, until you have a better idea 
ǿƘŜǘƘŜǊ ƻǊ ƴƻǘ ǘƘŜ ƴŜǿ ŎƻǊǇƻǊŀǘƛƻƴ ǿƛƭƭ ōŜ ǎǳŎŎŜǎǎŦǳƭΚ  LŦ ǘƘŜ ŀƴǎǿŜǊ ǘƻ ǘƘŀǘ ǉǳŜǎǘƛƻƴ ƛǎ ά¸ŜǎΣέ ȅƻǳ ƘŀǾŜ 
another possibility to consider. 

hƴŎŜ ȅƻǳ ƭƛǎǘ ǘƘŜ ƻǇǘƛƻƴǎ ŀƴŘ Ǝƻŀƭǎ ƻƴ ŀ ŎƘŀǊǘ όǎŜŜ ƛƭƭǳǎǘǊŀǘƛƻƴύΣ ȅƻǳ Ŏŀƴ άƎǊŀŘŜέ ŜŀŎƘ ŎŀǘŜgory (on a 
scale of 1 ς 5). 

Using a number system (5 for highest and 1 for lowest), or a letter grade (A ς F), evaluate the 
possible solutions as they apply to each of your goals.  You may wish to make it less complicated merely 
ōȅ ƛƴǎŜǊǘƛƴƎ άhYέ ƻǊ άbƻǘ hYέ ƻǇǇƻǎƛǘŜ ǘƘŜ ǎƻƭǳǘƛƻƴǎΦ 

By using the following illustration, you may discover that the third option ς working part-time for six 
months ς was more in harmony with your specific goals. 

You can use the same chart as you work with the problems facing you on the job.  In this instance, 
incorporate the values of the company you represent.  Some of these values would include: 

1. Earning a profit 
2. Maintaining good employee-employer relations 
3. Enhancing the public image 
4. Building for future growth 
5. Creating a better product or service 

Let us say that you are faced with the problem of purchasing a new fleet of cars for all the corporate 
managerǎΦ  ¢ƘŜ ǇǊŜǎŜƴǘ ŦƭŜŜǘ ƛǎ ǎŜǊǾƛƴƎ ǘƘŜ ǇŜƻǇƭŜ ǿŜƭƭΣ ōǳǘ ƴŜǿ ŎŀǊǎ ƳƛƎƘǘ ŎǊŜŀǘŜ ŀ ōŜǘǘŜǊ άƛƳŀƎŜέ ŀƴŘ 
increase morale.  Your tentative conclusions offer a variety of choices: 

1. Keep what we have 
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There is never any 

perfect solution 

2. Get new cars for everyone 
3. Get new cars for some now and for others six months from now 

When you have a problem facing you as a manager, list the alternatives in the left hand margin and 
compare them to the values ȅƻǳΩǾŜ indicated at the top of the page.  Try it. 

Alternatives Potential 
Salary 

Job 
Security 

Advancement 
Potential 

Time for 
Family 

Enjoyment 
of Job 

Totals 

Keep present job 3 4 3 4 3 17 
Change jobs now 4 3 5 2 4 18 
Work on new job 
part-time 

4 4 5 3 4 24 

Leave blank for 
any new idea 

      

 

LǘΩǎ ŀƳŀȊƛƴƎ Ƙƻǿ ƳǳŎƘ ƳƻǊŜ ŎƭŜŀǊƭȅ ȅƻǳ Ŏŀƴ ŀǇǇǊƻŀŎƘ ǘƘŜ ǎƻƭǳǘƛƻƴ ƻŦ ŀ ǇǊƻōƭŜƳ ƻƴŎŜ ȅƻǳ ǎŜŜ ȅƻǳǊ 
preliminary evaluation in black and white. 

Step VI: Select the Best Answer 

Now is the time for a manager decision.  Here is where you earn your salary. 

On the basis of everything you have done so far, your job is to evaluate which tentative conclusion is 
going to be the most reliable for your company and your present situation. 

Normally, there will be some weaknesses in the evidence, 
in the inference, or both.  In the real world of problem-
solving, the best you can hope for is a high degree of 
reliability. 

If you delayed making a decision until you discovered the 
perfect solution to a problem, you will dwell forever in the 
limbo of indecision. 

This is not to encourage you to be overly hasty in your approach to problem-solving.  Although your 
problems are important and pressing, most often you are not dealing with a άƭƛŦŜ ƻǊ ŘŜŀǘƘέ ǎƛǘǳŀǘƛƻƴΦ  At 
the same time, once your evidence reveals one solution that does make sense and is reliable, you have 
got to take action. 

How much reliability must you require for your solution to be valid?  That depends on you and how 
vital the problem or the solution might be to you or to your corporation.  Obviously, solutions to 
problems that are small require less reliability, while possible solutions to bigger problems must stand a 
more rigid test. 

Were you a juror in a murder case who believes that convicting an innocent defendant of murder 
would be a tragic error, you should demand the highest degree of reliability practical, namely true 
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No solution to any problem will do 

any good if it goes no further than 

printed words on a piece of paper. 

beyond a reasonable doubt.  When you must select between two brands of laundry soap at the grocery 
store, your degree of reliability becomes much less important.  As a purchasing agent for a corporation 
ǎŜƭŜŎǘƛƴƎ ŀ ŦƭŜŜǘ ƻŦ ŀǳǘƻƳƻōƛƭŜǎ ŦƻǊ ǘƘŜ ŎƻƳǇŀƴȅΩǎ ǘƻǇ ōǊŀǎǎΣ ȅƻǳ ǎƘƻǳƭŘ ŘŜƳŀƴŘ ŀ ƘƛƎƘŜǊ ŘŜƎǊŜŜ ƻŦ 
reliability than when you sent grocery shopping, but not as high as when you decided the fate of the 
accused murderer. 

Your grading sheet might reveal one answer that stands head and shoulders above all the rest.  If so, 
you are most fortunate.  More often than not, no one potential answer is so obviously clear.  Your best 
answer, as it turns out, might be a combination of two or more of the possibilities listed in Step #4. 

Question:  What if the evaluation of your tentative solutions reveals that none of them is sufficiently 
reliable?  Then you must repeat the entire cycle.  Quite possibly, you have not identified the real 
problem. 

5ƻƴΩǘ ƭŜǘ ǘƘƛǎ ŘƛǎŎƻǳǊŀƎŜ ȅƻǳΦ  9ŀŎƘ ǊŜǇŜǘƛǘƛƻƴ ƻŦ ǘƘŜ ŎȅŎƭŜ Ŏŀƴ ōŜ ŀƴ ŀŘǾŜƴǘǳǊŜΦ  9ŀŎƘ ǘƛƳŜ ȅƻǳ 
repeat the cycle, chances are that you will discover new information that may suggest new, exciting, and 
more positive solutions. 

Step VII:  Put the solution into action  

Once you are convinced that you have discovered the right solution for that problem facing you, put 
it into action.  

You know from your own experience 
that any plan that looks perfect on paper 
may not work so perfectly when put into 
action. 

Watch the results.  Be objective. 

5ƻƴΩǘ Ŧŀƭƭ ƛƴ ƭƻǾŜ ǿƛǘƘ ȅƻǳǊ ǎƻƭǳǘƛƻƴ ǎƛmply because it is your solution.  If a problem disappears after 
you have put the solution into practice, you have probably hit the nail on the head and discovered the 
ǊƛƎƘǘ ŀƴǎǿŜǊ ŦƻǊ ǘƘŜ ǊƛƎƘǘ ǇǊƻōƭŜƳΦ  LŦΣ ƻƴ ǘƘŜ ƻǘƘŜǊ ƘŀƴŘΣ ǘƘŜ ǇǊƻōƭŜƳ ŘƻŜǎƴΩǘ ŘƛǎŀǇǇŜŀǊΣ ŘƻƴΩǘ ǘƘǊƻǿ 
away the solution ς not just yet.  Perhaps a modification or two is needed ς a slight emphasis here; a 
ƭƛǘǘƭŜ ŎƻƳǇǊƻƳƛǎŜ ǘƘŜǊŜΦ  LŦΣ ŀŦǘŜǊ ŀ ǇǊŜŘŜǘŜǊƳƛƴŜŘ ǇŜǊƛƻŘ ƻŦ ǘƛƳŜ ǘƘŜ ǇǊƻōƭŜƳ ŘƻŜǎ ƴƻǘ ǾŀƴƛǎƘΣ ƛǘΩǎ ŀ 
pretty good bet that you have not properly defined the real problem.  Go back to step #1 and start 
again. 

9ǾŜǊȅ ǇǊƻŦŜǎǎƛƻƴŀƭ ŀƛǊƭƛƴŜǎ Ǉƛƭƻǘ Ǌǳƴǎ ǘƘǊƻǳƎƘ ŀ ǇǊŜǇŀǊŜŘ ǎƘŜŜǘ ƻŦ ǇŀǇŜǊ ƪƴƻǿƴ ŀǎ ŀ άŎƘŜŎƪƭƛǎǘέ ǇǊƛƻǊ 
ǘƻ ŜǾŜǊȅ ŦƭƛƎƘǘΦ  Lǘ ƳŀǘǘŜǊǎ ƴƻǘ ƛŦ όǎύƘŜΩǎ Ŧƭƻǿƴ ǘƘŀǘ ǎŀƳŜ ŀƛǊŎǊŀŦǘ ŦƻǊ ǘŜƴ ȅŜŀǊǎ or ten months.  (S)He runs 
through the entire list.  Likewise, if you are called upon to render sound solutions to the problems facing 
you or your corporation, you owe it to yourself and to your employer to follow each step of the problem 
solving checklist that has worked so well for others. 

Refer to this seven-step formula often: 

1. Identify the real problem 
2. Write it down 
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3. Gather information 
4. List possible solutions 
5. Test possible answers 
6. Select the best answer 
7. Put the solution into action 

Place the list where you can see it ς above your desk, beside the telephone, or on the refrigerator 
ŘƻƻǊ ŀǘ ƘƻƳŜΦ  aŜƳƻǊƛȊŜ ƛǘΣ ƛŦ ȅƻǳ ǘƘƛƴƪ ƛǘ ǿƛƭƭ ƘŜƭǇΣ ǎƻ ȅƻǳ Ŏŀƴ ǳǎŜ ƛǘ ŀǘ ŀ ƳƻƳŜƴǘΩǎ ƴƻǘƛŎŜΦ  ¸ƻǳǊ ǊŀǘŜ ƻŦ 
success may not be 100 percent at first, but your batting average will increase with practice. 

bƻ ƭƻƴƎŜǊ ǿƛƭƭ ȅƻǳ ǊŜƳŀƛƴ ǾƛŎǘƛƳ ǘƻ ǘƘŀǘ άōǳƎ ƛƴ ǘƘŜ ǊǳƎέ syndromeΦ  ¸ƻǳΩƭƭ ǎŜŜ ǘƘŜ ŜƴǘƛǊŜ ǇƛŎǘǳǊŜΣ 
ŀƴŘ ȅƻǳΩƭƭ ƪƴƻǿ Ƙƻǿ ǘƻ ǇǊƻŎŜŜŘ ƳƻǊŜ ǎǳŎŎŜǎǎŦǳƭƭȅΦ 
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How to Make this Formula Work for You  

The experience of being a part of the problem-solving process and watching positive results develop 
for your company (and for yourself) results in a natural high, and motivates business managers many 
times more than salaries and bonuses could ever do.  Meanwhile, problem-solving is a time consuming 
and often frustrating activity.  There are few minutes in your day that are not filled with your direct 
involvement in solving problems.  Few things are more taxing. 

The strain of problem-solving can result in irreparable damage to staff camaraderie; lead to divorce 
and other family problems; be a major cause of ulcers, chronic headaches, and perhaps lead to 
alcoholism and drug abuse, or sow the seeds of a multitude of white-collar crimes.  It can be the single 
most defeating, depressing, and demanding experience that a manager encounters.  It can destroy the 
problem-solver, emotionally and physically.   So why do it? 

What is the difference between the one who can solve problems effectively and the one who is 
overcome with the burdens of making decisions?  Many successful managerǎ ŎƭŀƛƳ ǘƘŀǘ ƛǘΩǎ ƳŜǊŜƭȅ ǘƘŜ 
matter of attitude discussed earlier.  An over-simplification, perhaps; nonetheless, there is much to be 
learned from this insight.  

Before you attempt to solve your problem using the seven-step formula just outlined, you would do 
well to consider some suggestions that have aided others whose primary responsibility it is to solve 
problems.  These suggestions have helped them; they can help you as well: 

1. Anticipate your problems. 
2. DonΩǘ ōŜ ƘŀǎǘȅΦ 
3. Remain objective. 
4. Set your priorities. 
5. Keep your solutions simple. 
6. Consider holding a conference. 
7. Prepare an effective presentation. 

[ŜǘΩǎ ǘŀƪŜ ŀ ōŜǘǘŜǊ ƭƻƻƪ ŀǘ ŜŀŎƘ ƻŦ ǘƘŜǎŜΦ 

1. Anticipate your problems.   

The point is well accepted that it has ōŜŎƻƳŜ ŀƴ ŀȄƛƻƳΥ  ά!ƴ ounce of prevention is worth a pound 
ƻŦ ŎǳǊŜΦέ  ¦ƴŦƻǊǘǳƴŀǘŜƭȅΣ ǘƻƻ Ƴŀƴȅ ƳŀƴŀƎŜǊǎ Ŧŀƛƭ ǘƻ ǊŜŎƻƎƴƛȊŜ ǘƘŀǘ ǘƘƛǎ ŀǇǇƭƛŜǎ ǘƻ ǘƘŜƛǊ Řŀȅ-to-day 
routines. 

One major reason might be that they are so concerned about putting out the fires created by 
ǘƻŘŀȅΩǎ ǇǊƻōƭŜƳǎ ǘƘŀǘ ǘƘŜȅ ƘŀǾŜ ƭƛǘǘƭŜ ǘƛƳŜ ǘƻ ǇǊŜǾŜƴǘ ŦǳǘǳǊŜ ǇǊƻōƭŜƳǎΦ  ¸ŜǘΣ ƘŀǇǇȅ ƛǎ ǘƘŜ manager who 
is able to anticipate the unseen hazard that might develop before it develops. 

The question that looms ƛƴ ǘƘŜ ƳƛƴŘ ƻŦ ǘƘŜ ŀǿŀǊŜ ƭŜŀŘŜǊ ǿƘƻ ŀƴǘƛŎƛǇŀǘŜǎ ǇǊƻōƭŜƳǎ ƛǎΥ  ά²Ƙŀǘ ŎƻǳƭŘ 
Ǉƻǎǎƛōƭȅ ƘŀǇǇŜƴΚέ 

!ƭǿŀȅǎ ŀǎƪ ǘƘŜ ǉǳŜǎǘƛƻƴǎΥ  ά²Ƙŀǘ ƛŦ Φ Φ ΦΚέ 
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One project engineer developed an idea for a new puzzle designed for children.  He worked up a 
model and tested it on his own children and grandchildren.  The results were extremely positive.  It 
appeared to him as though the youngsters truly enjoyed the challenge of trying to solve the new puzzle.  
The engineer took the idea to his manufacturing 
ŦƛǊƳΦ  ¢ƘŜ άǇƻǿŜǊǎ ǘƘŀǘ ōŜέ ƭƛƪŜŘ ƛǘ ŀƴŘ ŘŜŎƛŘŜŘ ǘƻ 
produce 100,000 of the puzzles and distribute 
them to drug stores, gas stations and other outlets 
that the company sales manager had considered 
the best possible markets for this new product.  
They anticipated that truck drivers and travelers 
would be the best potential customers for the 
innovation. 

Record sales were predicted as the company waited expectantly for the first returns.  But not a 
single puzzle was sold.  Why?  The cruel answer was spelled out in bold letters.  The puzzle simply did 
not appeal to anyone in the markets they had chosen.  Consequently, the company swallowed its pride, 
admitted to the industry that it had guessed wrong, wrote off the project as a loss and, for all we know, 
could still have all 100,000 puzzles stored in some remote warehouse taking up valuable and expensive 
space. 

Not one of the managers who were paid to market the program had the insight, before placing the 
ǇǳȊȊƭŜǎ ƛƴ ǘƘŜ ƻǳǘƭŜǘǎΣ ǘƻ ǊŀƛǎŜ ǘƘŜ ǉǳŜǎǘƛƻƴΥ  ά²Ƙŀǘ ƛŦ ƻǳǊ ƛƴƛǘƛŀƭ Ǉƭŀƴ ŦŀƛƭǎΚέ  IŀŘ ǘƘŜȅ ŘƻƴŜ ǎƻΣ ǘƘŜȅ 
might have been ready with an alternative marketing plan that would have included other avenues of 
distribution.  As it was, the company took its loss and gave up.  The sales manager, meanwhile, searched 
the want ads for openings at other firms. 

It begins with anticipating problems. 

Remember, however, that it is equally important for any manager to anticipate the entire problem 
as much as is necessary and possible. 

Several years ago a government agency responded to a plea to send food to starving natives in a 
remote African nation.  The solution was simple, according to some experts.  Several American produce 
companies had stockpiles of frozen chickens that could be purchased at a reasonable price.  These 
chickens, they claimed, could be boxed and shipped to Africa without much trouble.  But since the sub-
tropic country lacked refrigeration, the chickens had to be unfrozen and canned.  A canning company 
shoed how this could be readily done and a contract was signed for the work. 

It looked as though the problem was solved.  What happened came as a complete shock to 
everyone involved.  After thousands of cases were shipped, the cans of chicken suddenly swelled and 
eventually exploded in the hot sun, showering putrid meat over the African landscape.  Nobody had 
anticipated the problem that would result were some of the chickens canned before being completely 
thawed out.  A high bacteria count and thousands of putrid chickens resulted. 

¢Ƙƛǎ άǎƴŀŦǳέ ǿŀǎ ƻƴƭȅ ǘƘŜ ǘƛǇ ƻŦ ǘƘŜ ƛŎŜōŜǊƎΦ  ¢ƘŜ !ŦǊƛŎŀƴǎ ǿŜǊŜ ƻŦŦŜƴŘŜŘ ōȅ ǘƘŜ ƳƛǎǘŀƪŜΣ ŀƴŘ ǘƘŜ 
Communists were quick to point out that obviously the Americans were unable to know the difference 
between good meat and bad meat.  They even raised the question in the minds of the Africans that this 
may have been a deliberate attempt on the part of the United States to embarrass and undermine the 

Anticipating problems and 

solving them before they occur can 

be the most important role you 

will play as a manager. 



   

 

20 

natives.  The effects of this problem lasted for years, and required the skills of more than one diplomat 
from the State Department to restore friendly relations. 

¢ƻŘŀȅΩǎ ŜŦŦŜŎǘƛǾŜ ƳŀƴŀƎŜǊ Ƴǳǎǘ ōŜ ŀ ǎƭŜǳǘƘ ƳǳŎƘ ƭƛƪŜ {ƘŜǊƭƻŎƪ IƻƭƳŜǎ ŀǎ όǎύƘŜ ǇǊƻōŜǎ ǘƘŜ 
implications of a proposed solution to a problem.  Too often, if the solution to a problem answers the 
present need and everyone concerned agrees that the idea sound, there is little reason to probe further.  
Once ǘƘƛǎ ŀǘǘƛǘǳŘŜ ƛǎ ǎŜǘ ƛƴ ƳƻǘƛƻƴΣ ƛǘΩǎ ǘƻƻ ƭŀǘŜ ŦƻǊ ŀƴȅƻƴŜ to prevent a problem before it happens. 

Not long ago, an arbitrator for the Federal Mediation and Conciliation Service was called to hear a 
dispute that arose between a major city in the southeastern part of the United States and a local union 
of fire fighters.  Because of the sharp rise in the cost of medical insurance, both the City and the union 
agreed to a self-funded insurance plan into which the city would contribute 80% of the premiums and 
the employees 20%.  All went well at first.  The premiums were less expensive without any loss of 
benefits to the employees. 

But, alas, the cost of medical treatment increased so rapidly that the City Commission unilaterally 
determined that it had to raise the cost of premiums by 35%.  Both the City and the members of the 
¦ƴƛƻƴ ǿŜǊŜ ǊŜǉǳƛǊŜŘΣ ǘƘŜǊŜŦƻǊŜΣ ǘƻ ŘƛƎ ŘŜŜǇŜǊ ƛƴǘƻ ǘƘŜƛǊ ǇƻŎƪŜǘǎ ŦƻǊ ŜŀŎƘ ƳƻƴǘƘΩǎ ǇǊŜƳƛǳƳ ǇŀȅƳŜƴǘΦ 

The Union raised an objection based upon a small clause in the collective bargaining agreement that 
said, in effect, that no decision would be made regarding the cost of wages and other benefits without 
the consent of both management and labor. 

ά¢Ƙŀǘ ǿƻǳƭŘ Ŏƻǎǘ ǘƘŜ /ƛǘȅ ƻǾŜǊ ϷоллΣллл ƛƴ ǊŜŦǳƴŘŜŘ ǇǊŜƳƛǳƳ ǇŀȅƳŜƴǘǎΣέ ŀǊƎǳŜŘ ǘƘŜ /ƛǘȅΩǎ 
attorney.  The arbitrator was not swayed by this appeal, however, and ruled that the City, indeed, 
violated a section of the agreement by its unilateral action. 

.ŜŎŀǳǎŜ ƴƻ ƻƴŜ ǿŀǎ ŀōƭŜ ǘƻ ŀƴǘƛŎƛǇŀǘŜ ά²Ƙŀǘ ƛŦ Φ Φ Φ Κέ ǘƘŜ /ƛǘȅΩǎ ǘǊŜŀǎǳǊȅ ƭƻǎǘ ƻǾŜǊ ŀ ǉǳŀǊǘŜǊ ƻŦ ŀ 
million dollars in refunds. 

Lƴ ǘƻŘŀȅΩǎ ǊŜǎǳƭǘǎ-oriented society there is a strong tendency for managers to center their attention 
on solving immediate concerns and to ignore preventive actions.  However, the cost-minded manager is 
quick to realize that preventive action is usually the least expensive and, in the long run, much more 
effective way.  In addition, solving problems before they become problems sales the time and energy 
needed to renew or maintain good public relations among business associates. 

2. $ÏÎȭÔ ÂÅ ÈÁÓÔÙ 

A hasty solution to a problem is often more harmful to you and your business than is the problem 
itself.  A decision that turns out wrong because it was made too quickly may cause other problems for 
you, while the original trouble continues to hang around and to grow in intensity. 

Some managers endorse the άǎƘƻƻǘ ŦǊƻƳ ǘƘŜ ƘƛǇέ ǎǘȅƭŜ ƻŦ ƳŀƴŀƎŜƳŜƴǘΦ  hƴŜ ƳŀƴŀƎŜǊ ƻŦ ŀ ƳƛŘ-
ǿŜǎǘ ǳǘƛƭƛǘȅ ŎƭŀƛƳŜŘΥ  ά¢ƘŜ ǎŜŎǊŜǘ ƻŦ ƎƻƻŘ ƳŀƴŀƎƛƴƎ ƛǎ ǘƻ ƳŀƪŜ ƛƴǎǘŀƴǘ ŘŜŎƛǎƛƻƴǎ ŀƴŘ ǘƻ ōŜ ǊƛƎƘǘ ƳƻǊŜ 
ǘƘŀƴ рл ǇŜǊŎŜƴǘ ƻŦ ǘƘŜ ǘƛƳŜΦέ  aƻǎǘ ǎǳŎŎŜǎǎŦǳƭ ƳŀƴŀƎŜǊǎΣ ƘƻǿŜǾŜǊΣ ǿƻǳƭŘ ŘƛǎŀƎǊŜŜ ǿƛǘƘ ƘƛƳΦ  
Conscientious managers who render decisions that affect the welfare of a company and the future 
wages of its employees must carefully utilize all the information at their disposal before they approve 
ideas they want to be sure they have genuine potential for solving the company problems. 
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Why do so many manager decisions turn out to be disasters simply because they were made in 
haste?  One common reason given, especially by younger managers, is that they feel the pressure from 
ŀōƻǾŜ ǘƻ άǘŀƪŜ ŎŀǊŜ ƻŦ ǘƘƻǎŜ problems NOWΗέ  ¢Ƙƛǎ ǇǊŜǎǎǳǊŜ όǊŜŀƭ ƻǊ ǇŜǊŎŜƛǾŜŘύ ƛǎ ŜƴƻǳƎƘ ǘƻ ǘŜƳǇǘ 
them to take instant action at a time when careful and specific planning is called for. 

In these instances, the youthful manager owes it to their company and to themselves to 
communicate with their superior at the outset.  They must ask for the necessary time to make not just 
any decision, but the best decision. 

More often than not when this conversation takes place, the manager discovers that the pressure 
was only assumed.  In reality, the boss wants the best possible decision, and is pleased that the manager 
has the insight to give problems the attention they deserve. 

Another reason for hasty decisions is that the input received by the manager may not be all that 
ŀŎŎǳǊŀǘŜΦ  ²Ŝ ǘƘƛƴƪΣ ƴŀǘǳǊŀƭƭȅΣ ƻŦ ǘƘŀǘ ŦŀƳƻǳǎ ŀŎǊƻƴȅƳ ŎƻƛƴŜŘ ōȅ ǘƘŜ ŎƻƳǇǳǘŜǊ ƛƴŘǳǎǘǊȅΥ άDLDhέ ς 
ƳŜŀƴƛƴƎΣ άDŀǊōŀƎŜ LƴΤ DŀǊōŀƎŜ hǳǘΦέ 

The inaccurate input may come from one of three sources: 

a) From  yourself :  because you are not familiar with the facts and/or the circumstances. 
b) From other people: who are just as ignorant of the facts and choose to offer opinions as if they 

were sound and accurate data.  Others might be well-meaning subordinates who are tempted to 
echo only what you believe and feed you information that you already know. 

c) From outdated material: that may have been accurate several years ago, but is not in line with 
the advanced technology of the modern era. 

A fourth possible reason for hasty decisions is the feeling that once a decision ς any decision ς is 
ƳŀŘŜΣ ǘƘŜ ǇǊƻōƭŜƳ ƛǎ ǎƻƭǾŜŘΦ  ¢ƘŀǘΩǎ ǘƘŜ ǎŀƳŜ ƭƛƴŜ ƻŦ ǘƘƛƴƪƛƴƎ ǳǎŜŘ ōȅ ŀƴ bΦCΦ[Φ ǉǳŀǊǘŜǊōŀŎƪ ǿƘƻ ƛǎ 
scrambling in order to avoid the on-charging defensive linemen and decides to throw a forward pass 
ōŜŦƻǊŜ Ƙƛǎ ǊŜŎŜƛǾŜǊǎ ŀǊŜ ƛƴ ǇƻǎƛǘƛƻƴΦ  ¢ƘŜ ǊŜǎǳƭǘ ǘƻƻ ƻŦǘŜƴ ƛǎ ŀƴ ƛƴǘŜǊŎŜǇǘƛƻƴ ǘƘŀǘ ƭŜŀŘǎ ǘƻ ŀƴ ƻǇǇƻƴŜƴǘΩǎ 
score.  It would have been much better were the QB to have taken a loss or a few yards and attempted 
the play again when there was more time. 

That approach may fit a movie script.  The business manager, however, deals with real problems in 
real life situations. 

3. Remain objective 

Every decision you will make as a manager in order to solve a problem is one made through your 
own unique perspective.  Each of us likes to consider ourselves as an objective thinker.  As much as we 
might hate to admit it, however, we are emotional creatures who make decisions based upon what is 
known as a frame of reference ς i.e., the organized body of accumulated knowledge and experience 
with which we both interpret new experiences and guide our behavior.  The frame of reference is that 
which gives meaning to the things that we see, head, or read. 

²Ŝ Řƻ ƴƻǘ άǎŜŜέ ŀƴ ŀǳǘƻƳƻōƛƭŜΣ ŦƻǊ ŜȄŀƳǇƭŜΦ  ²Ŝ άǎŜŜέ ƭƛƎƘǘ ǿŀǾŜǎ ŀƴŘ άƛƴǘŜǊǇǊŜǘέ ǘƘŜƳ ŀǎ ŦƻǊƳƛƴƎ 
a car.  A jungle-dwelling native with no knowledge of automobiles might perceive a red Audi TT as a 
strange red dragon and flee ς afraid and confused.  A teenager at a rock concert might scream with 
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The resistance to a new idea 

is directly proportional  

to the threat of the new idea  

to the self-ÃÏÎÃÅÐÔȢȱ 

- W. Edgar Moore 

delight at the amplified offering by the guitar-playing leader of the group on stage, while the father 
ǎƛǘǘƛƴƎ ōŜǎƛŘŜ ǘƘŜ ǘŜŜƴ ƳƛƎƘǘ ƘƻƭŘ Ƙƛǎ ƘŀƴŘǎ ƻǾŜǊ Ƙƛǎ ŜŀǊǎ ƛƴ ŀƴ ŀǘǘŜƳǇǘ ǘƻ ōƭƻŎƪ ƻǳǘ ǘƘŜ άǎŜƴǎŜƭŜǎǎ 
ƴƻƛǎŜέ ŦǊƻƳ ǘƘƻǎŜ ǿƘƻ ŀǊŜ ōƻƭŘ Ŝnough to call 
ǘƘŜƳǎŜƭǾŜǎ άƳǳǎƛŎƛŀƴǎΦέ 

The frame of reference often limits the ability of a 
manager to recognize a problem simply because (s)he 
ƘŀǎƴΩǘ ƘŀŘ ǎǳŦŦƛŎƛŜƴǘ ŜȄǇŜǊƛŜƴŎŜΦ  ¢ƘŜ Ƴŀƴ ǿƘƻ Ƙŀǎ 
Ƨǳǎǘ ŜŀǊƴŜŘ Ƙƛǎ ǇƛƭƻǘΩǎ ƭƛŎŜƴǎŜ ŀƴŘ ǎǳŎŎǳƳōǎ ǘƻ ǘƘŜ 
temptation to purchase his first airplane is an 
example.  He might be unaware of the problems of 
ƻǿƴŜǊǎƘƛǇ ōŜŎŀǳǎŜ ƘŜ ŘƻŜǎƴΩǘ ƪƴƻǿ ǿƘŀǘ ƘŜ ŘƻŜǎƴΩǘ 
know.  He might not know the importance of 
obtaining proper insurance and adequate hangar 
space.  Also, he might not be aware of the necessity for regularly scheduled maintenance.  In short, his 
frame of reference is limited.  As a result, he is heading for major problems down the road unless he is 
able to recognize potential problems and responsibilities before they occur. 

Objectivity may be hampered through another frame of reference that is one of the most damaging 
ƛƴ ǘƻŘŀȅΩǎ ōǳǎƛƴŜǎǎ ǿƻǊƭŘΥ ǘƘŜ ƳŀƴŀƎŜǊΩǎ ǎŜƭŦ-concept. 

A positive self-ŎƻƴŎŜǇǘ ƛǎ ƴŜŎŜǎǎŀǊȅ ƛŦ ȅƻǳ ǿŀƴǘ ǘƻ ŀŘǾŀƴŎŜ ǘƻ ǘƘŜ ƭƛƳƛǘ ƻŦ ȅƻǳǊ ǇƻǘŜƴǘƛŀƭΦ  ¢ƻŘŀȅΩǎ 
business world is no place for the faint of heart.  Conversely, a strong self-concept may not allow you to 
admit to yourself or to others that your judgment may be subject to error. 

Self-concept can be a powerful stimulus in your search for truth.  Viewing yourself as a lover of truth 
may provide the motivation you need to do your most creative and critical thinking.  Unfortunately, a 
threat to your self-concept can act as a powerful stimulus to self-deception.  Often this has led 
managers to escape into one of the four popular forms of rationalization: 

a) Sour grapes ς ¸ƻǳ ŎŀƴΩǘ ǊŜŀŎƘ ǘƘŜ ƎǊŀǇŜǎΚ  5ƻƴΩǘ ǿƻǊǊȅΦ  ¢ƘŜȅ ǿŜǊŜ ǎƻǳǊ ŀƴȅǿŀȅΦ  ! ǇŜǊǎƻƴ ǿƘƻ 
was not given the new title hoped for can all too easily deceive themselves into believing that 
titles are not important. 

b) Sweet lemon ς A person pays thousands of dollars for a car that keeps breaking down.  But will 
you admit it was a bad purchase?  Probably not.  Instead, we claim that we like the comfortable 
help.  Likewise, a manager may not be happy with the job, but will justify staying because their 
earning a comfortable living and knows everyone in the office. 

c) Blaming others ς The manager can be deceived into believing that the lack of promotion was 
uncontrollable by believing that the supervisor is unfair, that the co-workers are non-supportive, 
or that playing politics is demeaning. 

d) Excuse making ς Did you fail to get that raise because you did not work hard enough to earn it?  
hǊ Řƻ ȅƻǳ ǘŜƭƭ ƻǘƘŜǊǎ όŀƴŘ ȅƻǳǊǎŜƭŦύ ǘƘŀǘ ȅƻǳΩǾŜ ōŜŜƴ ǘƘŜ ǾƛŎǘƛƳ ƻŦ ǎƻƳŜ ōŀŘ ōǊŜŀƪǎ ƭŀǘŜƭȅΚ 

Self-deception techniques such as these may ease the pain of the threat to self-concept for the 
ƳƻƳŜƴǘΣ ōǳǘ ǘƘŜȅ ŘƛǎǘƻǊǘ ǘƘŜ ƳŀƴŀƎŜǊΩǎ ǾƛŜǿ ƻŦ ǊŜŀƭƛǘȅΦ  ²ƘŜƴ ǘƘƛǎ ƘŀǇǇŜƴǎΣ ǘƘŜ ƻōƧŜŎǘƛǾƛǘȅ ǎǳŦŦŜǊǎΦ 

If any manager plays the deceit game in order to protect their self-concept, their effectiveness as a 
problem-solver and as an employee is reduced.  When self-deception is applied, there is a danger of 
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constant error because the world is seen not as it is but as it should be.  To make things worse, further 
self-deception is necessary in order to protect this distorted view. 

The more distorted the view, the more difficult it is to deal directly with anything that threatens self-
concept. 

It is important for you, of course, to be a person who seeks the truth when you are solving a 
problem.  Of even greater importance is that you develop a sense of objectivity to you own feelings.  
Once you do this, you set yourself apart from most managers who attempt merely to divorce 
themselves from feelings when seeking solutions to problems. 

Unfortunately, humans are not creatures without feelings.  
Therefore, any attempt to construct solutions without 
recognizing those feelings is unrealistic.  Often all we do is drive 
our true feelings underground, and never give ourselves the 
opportunity to cope with them. 

A much more realistic and effective approach is to recognize our feelings so that we can deal openly 
and objectively with them. 

Let us assume that one of your employees has admitted to having a problem with drinking.  His 
misuse of alcohol has caused him to miss work several days over the past few months.  His condition is 
not improving, and you must deal with the problem.  If you are totally prejudiced against the use of 
alcoholic beverages, and convinced that no company should tolerate anyone who drinks, your analysis 
of the situation and suggested solutions will not be the most objective, in spite of the fact that you 
pledged to set aside your feelings in solving the problem.  But if you are honest with yourself and deal 
with your prejudice openly, you may be able to set aside your bias.  If not, you may have to be honest 
enough with yourself and your company to conclude that you are not the person who should be solving 
this problem.  Like the judge who is prejudiced toward a defendant or an issue in a court of law, you 
Ƴŀȅ ƘŀǾŜ ǘƻ άŘƛǎǉǳŀƭƛŦȅέ ȅƻǳǊǎŜƭŦΦ 

Objectivity means not only knowing how to solve problems for which you have a prejudice, it also 
means knowing when that prejudice might prevent you from rendering a fair decision. 

4. Set your priorities  

Some managers are so burdened with a multitude of problems that they feel like the mosquito in 
the nudist colony ς ǘƘŜȅ ƪƴƻǿ ǿƘŀǘ ǘƻ ŘƻΣ ōǳǘ ǘƘŜǊŜΩǎ ǎƻ Ƴŀƴȅ ǘŀǊƎŜǘǎ ǘƘŀǘ ǘƘŜȅ ŘƻƴΩǘ ƪƴƻǿ ǿƘŜǊŜ ǘƻ 
begin. 

How do they respond?  It is not uncommon for busy managers to attempt solving problems as soon 
as it comes to their desks.  The result?  Either none of these problems are completely solved, or those of 
lesser importance are resolved, while the major problems remain. 

Some managers spend so much energy and talent attempting to solve the little problems that they 
overlook the major concerns.  Like the football quarterback who completes a lot of short passes but 
never manages to lead his team to a touchdown, the manager who spends the time solving insignificant 

Too many managers 

major in minors. 
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problems may boast of a high average in problem-solving.  Nevertheless, his/her value to the 
corporation is diminished because they have never managed to deal with the big problems. 

A manager cannot expect to cope with every potential problem; (s)he must cut out those with small 
consequences and concentrate on those more threatening to the plan or to the welfare of the company.  
Priorities must be established and they must be met. 

How can this be done?  By asking two basic questions: 

1) How serious will it be if the problem occurs or continues to exist? 
2) What is the probability of a problem developing? 

Combining the answers to these two questions determines the total risk of each potential problem 
that is confronted.  One of three potential answers comes from this analysis: 

1) Those that are very serious and are very likely to happen.  These are the problems that must be 
tackled now. 

2) Those that are probably serious and are possibly likely to occur.  These problems should be 
acted on in the next few days. 

3) Those that are not serious and are unlikely to happen.  These problems can probably be 
ignored, and the efficient manager can label ǘƘŜƳ ŀǎ άŎŀƭŎǳƭŀǘŜŘ ǊƛǎƪǎΦέ 

One of the ways to determine which problems are the most serious and which ones are most likely 
to arise is to get out the pen and paper in order to list the potential dangers and the probability factor 
for each. 

The successful manager is the one who is able to determine which problems are important and 
need immediate attention. 

Although they may decide which problems are serious and are likely to occur, some managers put 
off doing anything about them.  One reason: they are too frightened of the problem ς or the 
consequences if they render a wrong decision. 

LǘΩǎ ǘƘŜ ǎŀƳŜ ǊŜŀǎƻƴ ǿƘȅ ǎƻƳŜ ǇŜƻǇƭŜ ƴŜǾŜǊ ƎŜǘ ƳŀǊǊƛŜŘΦ  ¢ƘŜȅ ŀǊŜ ŀŦǊŀƛŘ ƻŦ ǎǳŦŦŜǊƛƴƎ ǘƘrough the 
ǘǊŀǳƳŀ ƻŦ ŀ ŘƛǾƻǊŎŜ ƛƴ ǘƘŜ ŜǾŜƴǘ ǘƘŜ ǊŜƭŀǘƛƻƴǎƘƛǇ ŘƻŜǎƴΩǘ ǿƻǊƪΦ  ¦ƴŦƻǊǘǳƴŀǘŜƭȅΣ ǿŜǊŜ ŜǾŜǊȅƻƴŜ ǘƻ ŦŜŜƭ 
this way, none of us would have ever gotten married. 

The successful manager realizes that there are elements of risk involved in offering solutions to any 
problem.  If a wrong decision is made, both the manager and the corporation may suffer.  At the same 
time, it is almost a 100 percent guarantee that both will suffer if no decision is made.  You cannot afford 
this. 

If you make a mistake, do so because of a decision you’ve made, not because of your failure to 
make a decision. 

5. Keep your solutions simple  
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Some advice using the so-ŎŀƭƭŜŘ άYΦLΦ{Φ{Φέ ŦƻǊƳǳƭŀ ς άKeep It Simple, SǘǳǇƛŘέ ς when offering a 
solution even for the more complex problems facing a corporation. 

Too often creative managers dream up elaborate solutions that end by costing the company more to 
install than do the problems being overcome. 

Paradoxically, simple solutions are frequently difficult to devise, especially when the problems they 
are designed to solve are complex.  Once again, it is important to not solve a problem too quickly. 

One way to keep a solution simple is by trying to incorporate existing facilities or systems within it.  
5ƻƴΩǘ ŦŜŜƭ ǘƘŀǘ ǳǎƛƴƎ ŦŀƳƛƭƛŀǊ ŘŜǾƛŎŜǎ ǎƘƻǿǎ ŀ ƭŀŎƪ ƻŦ ƛƳŀƎƛƴŀǘƛƻƴΦ  5ǊΦ wŀȅ ōΦ [ƻŜǎŎƘƴŜǊΣ ŦƻǊƳŜǊ 
ǇǊŜǎƛŘŜƴǘ ƻŦ hƭƛǾŜǘ /ƻƭƭŜƎŜ όhƭƛǾŜǘΣ aƛŎƘƛƎŀƴύ ƳŀŘŜ ǘƘƛǎ ŎƻƳƳŜƴǘ ǘƻ ŀ ƎǊŀŘǳŀǘƛƴƎ ŎƭŀǎǎΥ  ά¢ƘŜ ǘǊƻǳōƭŜ 
with most young graduates is, once they enter the business world, they feel compelled to reinvent the 
wheel.  Most successful solutions, when you get right down to it, are simple; many are right under our 
noses if we have the insight to recognize them. 

For decades the general aviation industry has attempted to construct airplanes that would be fuel-
efficient and priced within a range that the average business-person could afford ς then came one Burt 
Rutan ς an engineer who operated a small consulting firm in Mojave, California.  He copied the design of 
ǘƘŜ ²ǊƛƎƘǘ .ǊƻǘƘŜǊǎΩ άCƭȅŜǊ ά ς the first plane to fly on December 17, 1903 at Kitty Hawk, North Carolina.  
With a smaller wing in the front of the main wing, Rutan discovered that a small plane can be 
manufactured to fly two people at over 200 M.P.H. using only a small 115 h.p. engine ς a feat that could 
not be accomplished by the planes offered by the major manufacturers.  On top of this, the airplane 
could be constructed by practically any adult in the privacy of the garage. 

Lǘ ŀƭƭ ōŜƎŀƴ ǿƘŜƴ wǳǘŀƴ ǊŜǘǳǊƴŜŘ ǘƻ ǘƘŜ ǎƛƳǇƭŜ ōŀǎƛŎǎ ƻŦ ǘƘŜ ǿƻǊƭŘΩǎ ŦƛǊǎǘ ŀƛǊǇƭŀƴŜ ŎǊŜŀǘŜŘ ōȅ ǘǿƻ 
bicycle dealers in Dayton, Ohio. 

There is another advantage of simple solutions: chances are small 
that something will go wrong once they are set in motion.  Complex 
solutions, on the other hand, are full of traps that have caused more 
than one manager to pull their hair out.  Like a well-planned ballet 
with each dancer trained to be in a set position at a precise moment of 
ǘƘŜ ƳǳǎƛŎŀƭ ǎŎƻǊŜΣ ƛǘΩǎ ōŜŀǳǘƛŦul only if each participant is at the proper 
place at the proper time.  But, let just one performer slip, fall, or miss 
a cue and the entire production suffer.  In addition, the one thing that 
the audience will remember more than anything else will be that one mistake. 

If your solution is too complex, it can fall on its face if only one dimension goes astray.  The only 
ǘƘƛƴƎ ǘƘŀǘ ǇŜƻǇƭŜ ǿƛƭƭ ǊŜŎŀƭƭ ŀōƻǳǘ ȅƻǳǊ άǇŜǊŦŜŎǘέ ǎƻƭǳǘƛƻƴ ƛǎ ǘƘŀǘ ƛǘ ŘƛŘƴΩǘ ǿƻǊƪΦ  LǘΩǎ ƴƻǘ ƛƳǇƻǊǘŀƴǘ ǘƻ 
hem that only one minor dimension went wrong.  All they know is that your solution will not solve the 
problem. 

6. Consider the conference approach 

Dr. Kenneth Hance, longtime consultant for business seminars throughout the United States says: 
άaƻǎǘ ƻŦ ǳǎ ǿŀƴǘ ǘƻ know ǿƘŀǘ ǘƻ ŘƻΣ ōǳǘ ǿŜ ŘƻƴΩǘ ǿŀƴǘ ǘƻ ōŜ told ǿƘŀǘ ǘƻ ŘƻΦέ  ¢ƘŀǘΩǎ ǎƻǳƴŘ ŀŘǾƛŎŜΦ 

The best solution to 

most problems is one 

that has the appearance 

of great simplicity. 
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How does the aware manager enable a group to perceive a decision as something other than orders 
ƎƛǾŜƴ ŎƻƴŘŜǎŎŜƴŘƛƴƎƭȅ ǘƻ ǎǳōƻǊŘƛƴŀǘŜǎΚ  hƴŜ ǿŀȅ ƛǎ ǘƘǊƻǳƎƘ ǘƘŜ άǇǊƻōƭŜƳ-ǎƻƭǾƛƴƎέ ŎƻƴŦŜǊŜƴŎŜΦ  LǘΩǎ 
ǊŜŀƭƭȅ ŀ άǘŜŀƳǿƻǊƪ ŀǇǇǊƻŀŎƘΦέ 

Recognizing the value of teamwork is one thing; developing the methods for its effective use may be 
another.  Those who have been successful in using this approach demand five criteria: 

a) Limit the size of you conference.  Outside of the group leader (usually the highest ranking 
manager), no more than 12 people should be involved.  If you can keep the size of the group to 
8 ς 10, so much the better.  At the same time, be sure your group is representative of those you 
wish to be a part of the problem-solving process. 

b) Everyone in the group must feel that they have a say in what is being considered.  The effective 
manager then ceases to be a dictator (if they ever were).  If someone acts somewhat shy, the 
manager takes every opportunity to encourage all to voice their opinions. 

c) The manager must be willing to listen to the people assembled for the conference instead of 
just telling them what they have in mind. 

d) The solutions suggested by the group must be spelled-out in a logical manner so that they 
άƳŀƪŜ ǎŜƴǎŜέ ǘƻ ŜǾŜǊȅƻƴŜ ƛƴ ǘƘŜ ƎǊƻǳǇ ǿƘƻ ǿƛƭƭ ƘŀǾŜ ǘƻ ŜȄǇƭŀƛƴ ǘƘŜƳ ǘƻ ƻǘƘŜǊǎΦ 

e) If group action is necessary, the most effective results can be secured when it is the group that is 
held responsible for participating in the development of the solution and for seeing that the 
decision is carried out properly. 

The manager who chooses to use the conference approach to problem-solving takes some risks.  
Transparency is a must:  the manager must be willing to share with the people involved all the facts 
surrounding the problem.  If the manager decides to withhold certain facts from consideration (even if 
this decision is for a sound reason), credibility and honesty are at risk.  This most likely will prevent the 
group from offering any genuine help. 

Sometimes it is not a fact that is missing, but a concise definition of terms.  One plant 
superintendent called a meeting of his staff for the purpose of dealing with a problem or the alcoholic 
employee.  To his surprise, he sensed an undercurrent of resentment by the workers even to talk about 
the problem.  The superintendent then realized that the workers felt he was criticizing those who like to 
stop at the local pub for a beer or two after work.  The superintendent called a halt to the discussion, 
backtracked, and explained the difference between a social drinker and an alcoholic.  The group was 
then able to proceed to offer some workable solutions to the problem after everyone had agreed on a 
definition of terms. 

Once the facts are presented and the terms clearly identified, the leader of the conference approach 
to problem-solving may be surprised to learn that the 10 people of the conference have come up with 
10 different solutions to the problem.  The reason for this was simple.  Each participant has offered a 
solution based upon his individual frame of reference as discussed earlier.  The challenge of the group 
leader is to make everyone realize that this can be a problem, and to eliminate bias and prejudice and 
substitute the clear, consistent rules of logical reasoning. 

This does not mean that creativity is smothered under a blanket of mediocrity -- just the opposite.  
Logical, simple solutions are most often the results of keen minds that are allowed to work with the raw 
material available.  In short, workable solutions are those that are logical and believable. 



   

 

27 

²ŀǊƴƛƴƎΥ 5ƻƴΩǘ ŜȄǇŜŎǘ ǘƻƻ ƳǳŎƘ ŦǊƻƳ ǘƘŜ ŎƻƴŦŜǊŜƴŎŜ ŀǇǇǊƻŀŎƘ ƛŦ ȅƻǳ ƘŀǾŜ ƴŜǾŜǊ ǘǊƛŜŘ ƛǘ ƻǊ ƛŦ ƴƻƴŜ 
of the participants has ever had training in how to use this opportunity wisely.  Today, more and more 
industries call in consultants for the sole purpose of training its management team on how to be 
effective and creative group leaders. 

7. Prepare an effective presentation  

LǘΩǎ ŀ ǎƘŀƳŜΣ ōǳǘ ƛǘ ƘŀǇǇŜƴǎΦ  ! ƳŀƴŀƎŜǊ ǿǊŜǎǘƭŜǎ ǿƛǘƘ ŀ Ǉroblem, and arrives at a workable solution, 
only to have the fruits of his/her labor totally 
disregarded.  Why?  Because (s)he was unable 
to convince a supervisor or a governing board 
about the soundness of the plan. 

Frustrations frequently occur when a 
manager has nursed a problem form its initial 
ŀǇǇŜŀǊŀƴŎŜ ǘƻ ŀ ƭƻƎƛŎŀƭΣ ǇǊŀƎƳŀǘƛŎ ŎƻƴŎƭǳǎƛƻƴ ƻƴƭȅ ǘƻ ƘŀǾŜ ǎƻƳŜƻƴŜ άǳǇǎǘŀƛǊǎέ ǾŜǘƻ ǘƘŜ ƛŘŜŀ ōŜŎŀǳǎŜ 
(s)he did not fully understand either the problem or how the proposed solution would do any good. 

Much of the fault for this unpleasant experience is the inability or the unwillingness of the manager 
to include a presentation of the idea to those who will render the ultimate decision.  Managers tend to 
ŦŜƭƭ ǘƘŀǘ ǘƘŜ ǇǊƻǇƻǎŜŘ ǎƻƭǳǘƛƻƴ ǿƛƭƭ άǎŜƭƭ ƛǘǎŜƭŦέ ōŜŎŀǳǎŜ ƻŦ ǘƘŜ ƻōǾƛƻǳǎ ōŜƴŜŦƛǘǎ ƛǘ ǿƛƭƭ ǇǊƻǾƛŘŜ ŦƻǊ ǘƘŜ 
company.  These same managers forget, however, that they have been involved with this problem for 
quite some time.  They know the problem and have considered other alternatives.  They know why the 
suggested solution is the best possible answer. 

Others probably will not have this luxury.  Instead, they may look at it from the viewpoint of one 
who is asking the same question as did the manager during his first attempts to solve the problem. 

What can you do to prepare an effective presentation that will convince others that your idea is 
sound? 

One way is to anticipate objections to your conclusions. 

What were some of the solutions that you had envisioned and which, after careful study, you 
ŘŜǘŜǊƳƛƴŜŘ ǿƻǳƭŘ ƴƻǘ ǿƻǊƪΚ  ²Ƙȅ ǿƻƴΩǘ ǘƘŜȅ ǿƻǊƪΚ  ²Ƙȅ ƛǎ ȅƻǳǊ Ŧƛƴŀƭ ǇǊƻǇƻǎŀƭ ōŜǘǘŜǊ ǘƘŀƴ ǘƘŜ ƻǘƘŜǊǎΚ  
If possible, include the answers to these points in your report. 

A sound presentation of you ideas indicates to your superiors that you have given this matter 
serious thought and approached it in a professional manner.  Let your presentation reflect that. 

If it is a written report, make certain that it is a typed, double-spaced report; that all words are 
spelled correctly; and that your grammar is correct.  Few things distract from written presentations 
more than misspelled words or improper grammar.  The subtle implication is that if the presenter is not 
careful about these things, they probably are not careful about their reasoning in solving the problem.  
Illogical reasoning, perhaps, but those who engage in these presentations know that this is true. 

LŦ ǘƘŜ ǿǊƛǘǘŜƴ ǇǊŜǎŜƴǘŀǘƛƻƴ ƛǎ ƭŜƴƎǘƘȅ όƭŜǘΩǎ ǎŀȅ ƻǾŜǊ ŦƛǾŜ ǇŀƎŜǎύΣ ƛǘ ǎƘƻǳƭŘ Ŏƻƴǘŀƛƴ ŀ άŎƻǾŜǊ ǎƘŜŜǘέ ς a 
page that identifies the problem and the person(s) to whom you are offering this solution.  Your name 

Nothing is as disarming as answering 

objections before they are given. 
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and telephone extension number (if appropriate) must be there as well.  Be sure to date your 
submission for future reference. 

Prepare a copy of the proposal for every member of the decision making process.  Save an extra 
copy for your files.  

Reports of five or more pages should be packaged in some sort of protective cover.  One of the most 
effective is a clear plastic cover that reveals the message on the title ǇŀƎŜΦ  LǘΩǎ ŎƭŜŀƴ ƭƻƻƪƛƴƎ ŀƴŘ 
inexpensive. 

If your ǇǊƻǇƻǎŜŘ ǎƻƭǳǘƛƻƴ ƛǎ ŀƴ ƻǊŀƭ ǇǊŜǎŜƴǘŀǘƛƻƴΣ ŘƻƴΩǘ ƳŀƪŜ ǘƘŜ ƳƛǎǘŀƪŜ ƻŦ ǘƘƛƴƪƛƴƎ ǘƘƛǎ ƛǎ ƭŜǎǎ 
demanding than the written observation just described.  On the contrary, you will have to work harder 
in order to be certain your superior(s) have a clear understanding of what you are trying to 
communicate.  In this regard, you should carefully prepare not only what you are going to say, but also 
how you are going to say it.  Think back to those speech classes in college.  Remember how your 
professor used to tell you to emphasize important points by a change in volume or speed of delivery?  
Now is the time to put those suggestions into practice. 

9ǾŜƴ ƛŦ ȅƻǳǊ ǇǊŜǎŜƴǘŀǘƛƻƴ ƛǎ άƻǊŀƭΣέ ƛǘ ƛǎ ŀ ǿƛǎŜ ǇǊŀŎǘƛŎŜ ǘƻ ǇǊŜǎŜƴǘ ȅƻǳr proposed solution in writing.  
In this way, there is less chance that you will be misunderstood or misquoted and your plans not 
materialize. 

All in all, your presentation ς be it written or oral ς should reflect the fact that you have dealt with 
this problem in a serious manner and that you are aware that those responsible for carrying out your 
solution must be fully informed as to the problem and why your suggestions will best serve your 
corporation. 

Conclusion 

Problem-solving is an art, not a science.  ¢ƘŜ ŎƘŀƭƭŜƴƎŜ ŦŀŎƛƴƎ ǘƻŘŀȅΩǎ ƳŀƴŀƎŜǊ ƛǎ ǘƻ ŀƴŀƭȅȊŜ ŜŀŎƘ 
problem in light of the goals set by the corporation, the personalities of those with whom the manager 
works, and the managers ability to gain the support of others in setting the proposed solutions into 
action. 

Seldom will the exact same solution work for two different problems or for the same problem in two 
different organizations.  Most often the solutions must be tailored specifically to the unique 
circumstances facing the manager at that moment. 

As you use the seven-step formula to problem-solving, remain flexible in your approaches; keep 
your eyes peeled for the unexpected; and be creative . . . always be creative . . . in your solutions. 



The Art of Problem Solving: 
 ! aŀƴŀƎŜǊΩǎ tŜǊǎǇŜŎǘƛǾŜ  

 

29 

How to Train Your Staff to Use this Process 

The seven-step formula for problem solving will never serve you completely if you are the only 
person in your company who works this way.  In all probability, your degree of success in using this 
proved formula may be in direct proportion to the ability of those whom you supervise to utilize the 
same formula.  The problem-solving formula is only a theory if it remains buried between the covers of 
this document.  One of the best decisions you could ever render is to encourage others ς your direct 
reports, especially ς to use it in their search for the best solutions to the problems facing them. 

How can you best insure that your staff is aware of this approach to solving problems?  How can you 
be certain that they are able to use it properly? 

First, learn how your staff deals with a problem.  From working with these people on a daily basis, 
you probably have a good idea of eaŎƘ ǇŜǊǎƻƴΩǎ ŀōƛƭƛǘȅ ǘƻ ǎƻƭǾŜ ŀ ǇǊƻōƭŜƳΦ  .ǳǘ ƛŦ ȅƻǳΩǊŜ ƭƛƪŜ Ƴƻǎǘ 
managers, you have never been able to pinpoint exactly where someone needs to sharpen their focus in 
terms of the basic rules of problem-solving. 

hƴŜ ǿŀȅ ǘƻ ŘƛǎŎŜǊƴ ŀ ŦŜƭƭƻǿ ŜƳǇƭƻȅŜŜΩǎ ǘƘƛƴƪƛng about problem-solving is to offer a questionnaire 
similar to the one shown on the next two pages.   

Once you receive the responses from your staff members, compare the answers with the guide that 
follows on the next page. 
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Problem-Solving Questionnaire  

Name: __________________________________________   Dept: ______________________ 

Instructions 

Please circle the letter that most closely fits your initial response to the statement. 

Circle only one response per statement. 

Turn in the completed quiz to your supervisor as soon as you complete it.    Thanks. 

1) When I face a problem, my first reaction is to 
a. Attempt to solve it right away 
b. Ask questions 
c. Call a conference of my staff 
d. All of the above 

2) Problem-solving would be made easier if 
a. My told me how (s)he would solve the problem 
b. I understood company policy better 
c. I was able to get as much input as possible 
d. All of the above 

3) When I need advice, I prefer dealing with people who 
a. Tell me how they think in blunt terms no matter who my be hurt 
b. Are diplomatic 
c. Are knowledgeable 
d. All of the above 

4) When making decisions I try to avoid 
a. Making mistakes 
b. Acting before I have enough information 
c. Taking responsibility if something goes wrong 
d. All of the above 

5) Problems are best solved when 
a. The solution works 
b. Everyone feels a part of the solution 
c. The solution is in harmony with company policy 
d. All of the above 

6) The true value of a solution should be apparent 
a. Shortly after it is implemented 
b. As it is being implemented 
c. Only several years after it is implemented 
d. All of the above 

7) I am responsible to ____________________________________ for my decisions 
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a. My immediate supervisor 

b. Myself 

c. My co-workers 

d. All of the above 

8) I have learned from experience that 
a. I am best qualified to solve my own problems 
b. Only through proper research can I solve a problem properly 
c. My supervisor is the most qualified to offer the right solution 
d. All of the above 

9) I can solve problems better if 
a. The company guidelines are clearly established 
b. My co-workers will support me in my decisions 
c. I have time to analyze the problem properly 
d. All of the above 

 

Before you turn in your quiz, be certain that you have answered all of the questions.  Each 
statement should have only one circled response. 

Thank you for your cooperation. 
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How to score the answers to the problem-solving quiz  

Statement 1 ς  (A) ς 1 point 
 (B) -- 3 points 
 (C) -- 2 points 
 (D)-- 0 points 
 

Rationale:  The best approach to problem-ǎƻƭǾƛƴƎ ƛǎ ǘƘŜ ƳŀƴŀƎŜǊΩǎ ǿƛƭƭƛƴƎƴŜǎǎ ǘƻ ŀǎƪ ǉǳŜǎǘƛƻƴǎ ƛƴ 
order to determine what the real problem might be and what, if any, information can be gathered on 
which to base a solid decision. 

The person who wants to solve the problem instantly, opens theirselves to the consequences of the 
άǎƘƻƻǘ-from-the-ƘƛǇέ ǇƘƛƭƻǎƻǇƘȅ ŘƛǎŎǳǎǎŜŘ ŜŀǊƭƛŜǊΦ  ¢ƘŜ ƻƴŜ ǿƘƻ Ŏŀƭƭǎ ŀ ǎǘŀŦŦ ŎƻƴŦŜǊŜƴŎŜ ƳƛƎƘǘ Ǝŀƛƴ 
some input, but if (s)he continually does this, (s)he only ties up the valuable time of his/her  co-workers, 
but (s)he might be tempted to render decisions by committee vote ς something that is not always the 
most efficient way of tackling a problem. 

Obviously, ȅƻǳ ŎŀƴΩǘ ǳǘƛƭƛȊŜ ŀƭƭ ƻŦ ǘƘŜǎŜ ŀǇǇǊƻŀŎƘŜǎΦ 

 

 

Statement 2 ς  (A) ς 0 points 
 (B) -- 1 point 
 (C) -- 3 points 
 (D)-- 0 points 
 

Rationale:  No manager worth his salt relies upon his/her boss to tell them what to decide whenever 
facing a problem.  If this is the situation, either the manager or the boss is not needed.  Why should two 
people do the job of one?  The manager is paid to render decisions.  (S)He should have the opportunity 
to earn his/her pay.  Answer (A) is not acceptable. 

Understanding company policy is important, certainly.  If you staff member circles letter B, it might 
be a red flag for you that more communication is necessary regarding company policy.  Even if this is 
true, the successful decision maker is one who concerns themselves with getting as much input as 
possible before offering a solution to a problem. 
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Statement 3 ς  (A) ς 1 point 
 (B) -- 1 point 
 (C) -- 3 points 
 (D)-- 0 points 
 

Rationale:  Both the person who volunteers an opinion about something no matter who it might 
hurt, as well as the one who is diplomatic ς i.e., not wishing to offend anyone, are of little use to you.  
The opinion-ƎƛǾŜǊ ƛǎ ƻƴŜ ǿƘƻ ǘŜƭƭǎ ȅƻǳ ǿƘŀǘ όǎύƘŜ ǘƘƛƴƪǎΦ  .ǳǘΣ ȅƻǳΩǊŜ ƴƻǘ ŀŦǘŜǊ ƻǇƛƴƛƻƴǎΦ  ¸ƻǳ ǿŀƴǘ ŦŀŎǘǎΦ  
hƴ ǘƘŜ ƻǘƘŜǊ ǎƛŘŜ ƻŦ ǘƘŜ ŎƻƛƴΣ ǘƘŜ άŘƛǇƭƻƳŀǘέ Ƴŀȅ offer you so little substance that his/her input adds 
nothing to what you already know. 

Problem-solvers need advice from people who are knowledgeable.  Nothing else is an acceptable 
substitute for reliable input. 

!ƎŀƛƴΣ άŀƭƭ ƻŦ ǘƘŜ ŀōƻǾŜέ Ŏŀƴƴƻǘ ŀǇǇƭȅ ƘŜǊŜ. 

Statement 4 ς  (A) ς 1 point 
 (B) --3 points 
 (C) -- 0 points 
 (D)-- 0 points 
 

Rationale:  No one likes to make mistakes; but mistakes will be made by anyone who is responsible 
for solving problems and rendering decisions.  While it is all right to guard against making mistakes, this 
response should not be the first concern of the successful manager. 

Anyone who fails to accept responsibility for his/her mistakes has little business dealing with 
ǇǊƻōƭŜƳǎΦ  bƻ Ǉƻƛƴǘ Ŏŀƴ ōŜ ƎƛǾŜƴ ŦƻǊ ƻǇǘƛƻƴ ά/έ ƻǊ ŦƻǊ ƻǇǘƛƻƴ ά5έ ς άŀƭƭ ƻŦ ǘƘŜ ŀōƻǾŜΦέ 

Look for the person who refuses to act until (s)he has enough information to render a sound 
ŘŜŎƛǎƛƻƴΦ  ¢ƘŀǘΩǎ ŀƴ ƛƳǇƻǊǘŀƴǘ ǇŀǊǘ ƻŦ ƻǳǊ ǇǊƻōƭŜƳ-solving formula. 

Statement 5 ς  (A) ς 3 points 
 (B) --2 points 
 (C) -- 1 point 
 (D)-- 4 points 
 

Rationale:  Each of these selections has merit.  Of most importance is whether or not the proposed 
ǎƻƭǳǘƛƻƴ ǿƻǊƪǎΦ  Lǘ ƳŀǘǘŜǊǎ ƴƻǘ Ƙƻǿ ǎƻǳƴŘ ŀ ǘƘŜƻǊȅ ƳƛƎƘǘ ŀǇǇŜŀǊ ƻƴ ǇŀǇŜǊΦ  LŦ ƛǘ ŘƻŜǎƴΩǘ ǿƻǊƪ ƛƴ ǘƘŜ ǊŜŀƭ 
ǿƻǊƭŘΣ ƛǘΩǎ ƴƻǘ ƎƻƛƴƎ ǘƻ ƘŜƭǇ ȅƻǳ ƻǊ ȅƻǳǊ ŎƻƳǇŀƴȅΦ  /ŜǊǘŀƛƴƭȅΣ ŎƘƻƛŎŜǎ ά.έ ŀƴŘ ά/έ ŀǊŜ ŀƭǎƻ ƛƳǇƻǊǘŀƴǘ ŀǎ 
discussed earlier in this text. 

If the person solving the problem can incorporate all of these selections into the solution, (s)he has 
probably arrived at the best solution possible. 
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Statement 6 ς  (A) ς 3 points 
 (B) --2 points 
 (C) -- 1 point 
 (D)-- 0 points 
 

Rationale:   If your decision offers the right solution to a problem, it should be apparent shortly after 
it has been implemented.  No one can expect you to celebrate your ability to oŦŦŜǊ ǘƘŜ άǇŜǊŦŜŎǘέ ǎƻƭǳǘƛƻƴ 
while you are in the process of setting the solution into motion.  Such judgment is bound to be 
premature.  At the same time, many good solutions do produce positive results in the early stages of 
implementation. 

There are rare occasions when the value of a solution will be measured only after several years.  But 
this criterion is reserved usually for the economic policies of the nation, not for decisions made at a 
corporate level. 

Statement 7 ς  (A) ς 2 points 
 (B) ς 3 points 
 (C) -- 1 point 
 (D)-- 4 points 
 

Rationale:   Whenever any manager is faced with the challenge of solving a problem, the primary 
ǊŜǎǇƻƴǎƛōƛƭƛǘȅ ƛǎ ǘƻ ǊŜǎƻƭǾŜ ǘƘŜ ǇǊƻōƭŜƳ ǿƛǘƘ ǘƘŜ ƳŀƴŀƎŜǊΩǎ ǎŜƭŦ-interest in mind.  The manager must 
have complete confidence that the soundest decision possible is being made based on input and in view 
of the circumstances that surrounds the manager and the company.  At the same time, the manager 
must never forget that a manager is obligated to render decisions in the best interest of both 
management and co-workers. 

/ƘƻƻǎƛƴƎ ƻǇǘƛƻƴ ά5έ ς άŀƭƭ ƻŦ ǘƘŜ ŀōƻǾŜέ ς is the best answer for this statement. 

Statement 8 ς  (A) ς 1 point 
 (B) ς 2 points 
 (C) -- 0 points 
 (D)-- 0 points 
 
wŀǘƛƻƴŀƭŜΥ   Lƴ ƘŀǊƳƻƴȅ ǿƛǘƘ {ǘŀǘŜƳŜƴǘ нΣ ŀ ƳŀƴŀƎŜǊΩǎ ǎǳǇŜǊvisor is not the one rendering a 

ŘŜŎƛǎƛƻƴΦ  ¢ƘŜ ƳŀƴŀƎŜǊ Ŏŀƴƴƻǘ ōŜ ƭƻƻƪƛƴƎ ƻǾŜǊ ǘƘŜƛǊ ǎƘƻǳƭŘŜǊ ŀƴŘ ŀǎƪΥ ά²Ƙŀǘ ǿƻǳƭŘ Ƴȅ ǎǳǇŜǊǾƛǎƻǊ ŘƻΚέ  
¢Ƙƛǎ ǇƘƛƭƻǎƻǇƘȅ Ǌƻōǎ ǘƘŜ ŎƻƳǇŀƴȅ ƻŦ ǘƘŜ Ŧǳƭƭ ƛƴǇǳǘ ōȅ ǘƘŜ ƳŀƴŀƎŜǊ ƛƴ ǉǳŜǎǘƛƻƴΦ  !ƎŀƛƴΣ ƛŦ ŀ ƳŀƴŀƎŜǊΩǎ 
decisions are but carbon copies of what the immediate supervisor would do, one of these employees is 
unnecessary. 

Surely the manager should be qualified to solve a problem, but proper research will make the 
manager even more qualified.  Remember: one of the emphases of the problem-solving formula is the 
willingness of the manager to gather adequate information. 
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Statement 9 ς  (A) ς 1 point 
 (B) ς 1 point 
 (C) -- 3 points 
 (D)-- 4 points 
 

Rationale:   Company guidelines and the support of co-workers are important, but of greater 
importance is that you have enough time to analyze a problem properly before offering a solution.  
Ideally, all of the alternatives would be best if you can realize them in your solution. 

Total the points that each manager earned as a result of their responses to the statements.  The 
scores should indicate the following: 

25-30 points ς The manager shows a keen awareness of the important ingredients necessary to 
solve a problem. 

19-24 points ς ¢ƘŜ ƳŀƴŀƎŜǊ ŘŜƳƻƴǎǘǊŀǘŜǎ ŀ άōŜǘǘŜǊ ǘƘŀƴ ŀǾŜǊŀƎŜέ ƪƴƻǿƭŜŘƎe about problem-
solving techniques. 

13-18 points ς ¢ƘŜ ƳŀƴŀƎŜǊ ǊŜŦƭŜŎǘǎ ŀƴ άŀǾŜǊŀƎŜέ ŀǇǇǊƻŀŎƘ ǘƻ ǇǊƻōƭŜƳ-solving. 

12 points or less ς The manager shows little concept of what it takes to solve a problem. 

How Would You Handle The Following Situation Involvi ng Joe Blake and 

the Six Packagers? 

Joe Blake has been working at ABC Corporation for the last six months.  Until last Monday, he had a 
clean record. 

[ŀǎǘ aƻƴŘŀȅΣ WƻŜΩǎ ǘǊŀŎǘƻǊ ōŜŎŀƳŜ ƻǾŜǊƘŜŀǘŜŘ ōŜŎŀǳǎŜ ƻŦ ŀ ŘǊȅ ǊŀŘƛŀǘƻǊ ŀƴŘ ƛǘ ƘŀŘ ǘƻ ōŜ ƘŀǳƭŜŘ ǘƻ 
the shop for repairs.  Both shipping and repair departments were behind schedule.  The further delays 
caused by the absence of the tractor resulted in confusion and considerable loss all along the line. 

Tractor rules require each operator to inspect his machine before he begins work and to inspect it 
again before he turns it over to the next operator.  Like all the other operators, Joe never made the first 
inspection, but he always made a careful inspection at the end of his turn so that the next man would 
find the tractor ready to go. 

CǊŀƴƪ .Ǌƛƴƪ ƛƴǾŜǎǘƛƎŀǘŜŘ WƻŜΩǎ ŎŀǎŜΦ  IŜ ǊŜǇƻǊǘŜŘ ǘƘŜ ƛƴŎƛŘŜƴǘ ŀǎ ŀƴ ŀŎǘ ƻŦ ŎŀǊŜƭŜǎǎƴŜǎǎ ŀƴŘ ŀǎ ŀ ŎƭŜŀǊ 
violation of inspection rules.  He punished Joe by giving him a one-week layoff.  Joe reminded Brink that 
it was the custom to omit the first inspection.  Carl Pennell came in and insisted that he had filled the 
radiator just before he turned the tractor over to Joe.  Since he was a relatively new employee, Joe 
decided not to argue any more.  He accepted the punishment with good grace. 

5ǳǊƛƴƎ ǘƘŜ ƭŀǎǘ ŦŜǿ ŘŀȅǎΣ ŀ ǊǳƳƻǊ ŀōƻǳǘ WƻŜΩǎ ŎŀǎŜ ǎǘŀǊǘŜŘ ƳŀƪƛƴƎ ǘƘŜ ǊƻǳƴŘǎΦ  ¢ƘŜ ǘǊŀŎǘƻǊ ōǊŜŀƪ-
down was caused by a group of six packagers who played a joke on Joe.  While he was away in the 
lavatory, they drained the radiator of his tractor.  Nearly everyone in the department knew about this 
joke and knew the names of the men involved. 
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ASSUMING YOU LEARN THAT THE RUMORS ARE TRUE, ON A SEPARATE PIECE OF PAPER SPELL OUT 
IN DETAIL HOW YOU WOULD HANDLE THIS PROBLEM. 

Richard Atchley, a successful manager with a mid-west industrial plant was faced with this identical 
situation.  Using the seven-step problem-solving formula, he resolved the conflict in a way that seemed 
best for everyone concerned. 

Several things were apparent: 

1) The company could not tolerate this kind of behavior. 
2) The company did not want a repeat of the incident. 
3) Joe was a victim ς although not completely innocent ς ƻŦ ŀ άǘǊƛŎƪέ ǇƭŀȅŜŘ ōȅ ǘƘŜ ǎƛȄ ƻǘƘŜǊǎΦ 
4) The manager did not wish to cause bad relations by accusing the six packagers on the basis of 

rumor. 
5) At stake was not only the incident, but company morale as well. 

Atchley realized his real problem was multi-dimensional.  Not only did he have to deal with the issue 
at hand, but he wanted to guarantee, as much as humanly possible, that the incident would not recur 
and that company morale would not suffer. 

He had several options: 

1) He could ƭŜǘ ǘƘŜ ƛǎǎǳŜ ǎǘŀƴŘ ŀǎ ƛǘ ǿŀǎ ŀƴŘ ƴƻǘ άƳŀƪŜ ǿŀǾŜǎΣέ ōǳǘ ǘƘƛǎ ǿƻǳƭŘ ƴƻǘ ƘŀǾŜ ŘƻƴŜ 
anything to insure against a recurrence or to improve company morale. 

2) He coǳƭŘ ƘŀǾŜ ŀŎŎǳǎŜŘ ǘƘŜ ǎƛȄ ǇŀŎƪŀƎŜǊǎ ƻŦ ŎƻƴǘǊƛōǳǘƛƴƎ ǘƻ WƻŜΩǎ ǇǊƻōƭŜƳΣ ōǳǘ ǎǳŎƘ judgment 
would be premature, based solely upon rumor. 

3) He could call in each of the six packagers for a private conference and hope that at least one of 
them would reveal the truth, but this would cause dissension among the employees. 

²Ƙŀǘ ƘŜ ŘƛŘ ƛǎ ǎǘƛƭƭ ŎƻƴǎƛŘŜǊŜŘ ōȅ Ƴŀƴȅ ŀǎ ŀ άǎǘǊƻƪŜ ƻŦ ƎŜƴƛǳǎΦέ  IŜ ŎŀƭƭŜŘ ŀƭƭ ǎƛȄ ǇŀŎƪŀƎŜǊǎ ƛƴǘƻ Ƙƛǎ 
office at one time and told them of the rumors that had been heard by everyone in the plant.  He 
explained what happened to Joe as a result of the incident and spelled out the dollar loss to the 
company, explaining that financial losses to the company would mean less potential salary money for all 
employees in the future.  He assured them that he was not accusing them of a thing, but that he felt 
they should be aware of all the information at his disposal. 

Atchley then left the room to allow the six packagers to discuss the situation by themselves. 

Shortly thereafter, a representative of the six packagers came out of the office and presented 
Atchley with a signed agreement.  If the company would not punish any of the six packagers for the 
άǘǊƛŎƪέ ǇƭŀȅŜŘ ƻƴ WƻŜΣ ŜŀŎƘ Ƴŀƴ ǿƻǳƭŘ ŘƻƴŀǘŜ ǘƘŜ ŜǉǳƛǾŀƭŜƴǘ ƻŦ мκс ƻŦ Ƙƛǎ ƭƻǎǘ ǿŀƎŜǎ ŦƻǊ ǘƘŜ ǿŜŜƪ ǘƻ 
Joe.  On top of ǘƘƛǎΣ ǘƘŜ ǎƛȄ ǾƻƭǳƴǘŜŜǊŜŘ ǘƻ ǎŜǊǾŜ ƻƴ ŀ άǎŀŦŜǘȅ ŎƻƳƳƛǘǘŜŜέ ǿƘƻǎŜ Ƨƻō ƛǘ ǿŀǎ ǘƻ ƛƴǎǳǊŜ ǘƘŀǘ 
all procedures were followed for inspecting not only the tractors but all of the other shop equipment as 
well. 

Through one decision, Atchley was able to: 

1) solve the immediate problem, because Joe suffered no monetary loss; 
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2) ǇǊŜǾŜƴǘ ƛǘ ŦǊƻƳ ǊŜŎǳǊǊƛƴƎ ǘƘǊƻǳƎƘ ǘƘŜ ǿŀǘŎƘŦǳƭ ŜȅŜǎ ƻŦ ǘƘŜ άǎŀŦŜǘȅ ŎƻƳƳƛǘǘŜŜέΤ 
3) not only maintain, but increase company morale, because the six packagers had a part in 

offering the solution to the problem. 

ά! ǎǘǊƻƪŜ ƻŦ ƎŜƴƛǳǎΚέ  ! ōŜǘǘŜǊ ŀƴŀƭȅǎƛǎ ƛǎ ǘƘŀǘ aǊΦ !ǘŎƘƭŜȅ ƪƴŜǿ Ƙƻǿ ǘƻ ǎƻƭǾŜ ŀ ǇǊƻōƭŜƳ ƛƴ ŀ ƳŀƴƴŜǊ 
that not only corrected a situation, but added to the welfare of everyone concerned.  Perhaps his 
ƎŜƴŜǊŀƭ ƳŀƴŀƎŜǊ ŜȄǇǊŜǎǎŜŘ ƛǘ ōŜǎǘΥ  άLƴ ƻƴŜ ŘŀȅΣ ǿith one decision, Richard Atchley earned his salary for 
ǘƘŜ ŜƴǘƛǊŜ ȅŜŀǊΦέ 

 



The Art of Problem Solving: 
 ! aŀƴŀƎŜǊΩǎ tŜǊǎǇŜŎǘƛǾŜ  
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