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The Art of Problem Solving:
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Introduction
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establishes a successful track record in solving problems is one who is building a solid base for
advancement up the corporate ladder.
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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
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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.




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 |
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




job was making exceptions to the rules. In other words, he tackled the non-programmed decisions. His
people could handle the programmed decisions.

C.l. 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.l. 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.




Simon also noted the lack of an objective basis for decisions by stating that:

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

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

e 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?

Your ability to cope with
McDonald surveyed a few managers and found

that "they are remarkably candid about their problems or cut them down to size
own inability to analyze the act of decision."

is the primary contrbution you can

Samples of the replies were:
make to your business.
Charles Cox, president of Kennecott Cooper
says: "l do not think businessmen know how
they make decisions. | know | do not."

Charles Dickey, chairman of the executive committee of J.P. Morgan & Company says: "There
are norules."

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 | was able to
choose the right course, | have to say, 'l am damned if | know"."

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

Fletcher L. Byrom, president and chief executive officer of Koppers Company, giving top
executives advice, said: "l have found that some of the most horrible mistakes we have made
came after | 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: "l have been getting the unsettling
feeling that many decisions are, and perhaps have to be, based on what | would call 'gut feel' or
intuition."

The Wall Street Journal A Y (i K Begafarfran€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."




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

t N2Oof SYak { dzNBjest like Bvelz@nd Sise. DalyyoufipkolBevhis 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
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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
20KSNAR aFl € (KNRtoa&naitucaSaingbdd O1 8¢ 06 SO

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

3) 1 1 @S @2dz ALISYyd Y2NB GAYS 2N e2dzNJ O2YLIl yeQa Y2y
was absolutely necessary?
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problems facing you?
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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 ¢ perhaps those who work closely with you ¢ 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. Wereitnotfor LINRP 6 f SY&a>X 6a0KS g2dz R
needed and would be working elsewhere ¢ 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.
!




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
0SOlIdzaS y20KAyYy3 3ISiGa azft @ XRibmptingto dbpe with@Srithingat ¢ & K 2 { 3 dz
once. Unfortunately for Gary, his problems are rarely solved. He keeps hitting wrong targets.

Ralph K., forty-seven, has problems ¢ small problems ¢ 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
tog K GKS £23A0 LINPFSaaz2Nl RSaAaONAROSAE a aRSOAaAzY
away; it only grows.

Forty-nine year-old Tim C., by contrast, has his problems, too, but seems to handle them with
relative ease C 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.

2 KIFIG R2Sa ¢AY KIS (GKS DFENEB FyR wkflLK R2yQiK ¢ F
approach each problem in a systematic fashion.

The same system that helps him can help you.
| SNBQ& K2 2 gD Rohdid &vixKo?the® mvarsitfiof lowa ¢ 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
dzt GAYFGS RA&l adSN® LT &@2dz2QNB tdzO0l1eéx @2dz Y& N
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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 ¢ 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.

[ SG QA (-byktsp lodk at&his ysteln. As you consider each phase, think of how it can help
you once you put it into practice.




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. Inyellow, it feels cowardly. In white, it is unclean
YR dzy g2 NI Ke d .01 G2 NBRX YR AGQa FyaNER F3AFAY

Samuel Johnson

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

Poor little bug. If only it could benefit from another viewpoint ¢ staying above it all. Up there, it
could see how the many colors weave themselves into a magnificent, harmonious pattern.
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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
82dNB St FY G2 KFEGdG Aa GKSK NBANBOABNER O0f SY GKIG L Ydzad

How many times have you lost precious hours on the job
trying to solve the wrong problem? Unless you make a sincere If you do not
effort to identify yourreal LINR 6 f SY>X & 2 dzZQNB vy 0SUUGSNI OKI Yy

incompetent physician who treats the rash instead of the cause. correctly define your
Once you are able to recognize a problem, it should be problem, you are not
carefully defined; otherwise you could waste your time solving

wrong problems. likely to solve it.

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
OKI N OGSNRAGAOIfte KdzYly FlLaAKA2YI gA0GK2dzi NBFfATA
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 canretaliai S F 3+ Ay ad @& 2 dzo LiQa
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.




Step Il: Write 1t Down
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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.

T
S

Likewise, you must be willing to spell out the nature of your problem in a way that leaves no doubt
Ay @2dz2NJ YAYR a (2 é6KF{d @2dzQNB dzZlJ | I3+t Ayado

Perhapsy 2dza i LISNKI LJAZ (GKS LINRofSY Aa | Ftlg-Ay @&2dz
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.
b2gs @2dz2QNB 06SIAYyYAYy3I G2 YI1S NBIf LINRPINBaaod

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

1) The definition should be writteninac2 YL SGS aSyGSyO0So 52y QG 220G Rz
complete sentence makes for a complete thought. Fragmented thoughts will not do the job for
& 2 dzod [ SG GKS LINRBO6fSY @2dzQ@0S alLIStt SR 2dzi 02y il
Avoid adverbs, adjectives, or evaluative words. Be as direct and as objective as possible.
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so you express your problem in such generalized terms that there is really no concrete
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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
dzy LINR RdzOG A @S SYL)X 28S8SS 6K2 Ylée 68 SELSNASYyOAyS3
problem is to help the employee straighten out his home life. This is a possible conclusion,
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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 lll: 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
KAd AYTF2NXIFGA2Y aOfdzSaé¢T GKS R200G2NJ OFff KAAkKSNE
YSNBfte&e aFfl OlGaode

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
2F FlLOGao ¢tK2aS LINRoOof SYa e2dz SELISNASYOS |a | YIyYy
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
GNRPYy3 yasgSNE 06SOlIdzaS GKSe& NBFdaS G2 dGF1S GAYS (2

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.

The more information

Maj. Robert P. Crow, who taught the problem-solving course .

at the Air University at Maxwell Air Force Base, emphasized this you havethe more Ilkely

oint: - .
P it is that your solution
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
solvingproo f SYa AOASYUGATFTAOIffef_—__2dzONE _2dz3i1 oA f RA )
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jumped to a conclusion.

will be sound.

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

4 dzLIS NR 2 NBA ® . 2dz YIFe KIFEI@S | t£20 2F NBaLISOG F2N
(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.




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 I, 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.
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told them that | had just waded across the river, that it was not more than two feet deep, and that the
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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
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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 |mag|nat|on run Wl|d Write down every
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considered before.

A G Yl @&

0 S Lszlfi\l SR ?2
2 A yihe morezp&mlbéeossmtm% 2 NI Ay 3

a
Kl OLINE E O &7 K
you orm e more Hike y you are

Keep an open mind. Resist the temptation to to include a sound one.

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.

4 'y | RRSR &L dréativé contlBidhlisiths Best poSidlSsMdguard dgainst 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.




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.
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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:
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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 ¢ the statement in the

newsletter and the fact that you are eligible for a vice

presidency. If youimmediately 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 when you know it to be true.

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.

A conclusion is reliable only

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

1) The evidence used is in itself known to be true.
2) Allinference 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-a 2 f Ay 3 F2NXdzZ I = (GKS {S@& 62N] Aa a2

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!




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. L& AG I LISNXYIFYySyd 2N 2yfe | aad2L33F Lk a2t dz
d. Willit 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?
¢. Canyou 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. Isthe solution too severe for the problem?
c.  Will the solution be acceptable to the other company employees?
d. Well there be any changeinyourcomLJ- Y@ Q& AYF3S (G2 GKS O02YYdzy A
a result of this solution?
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Write your specific personal goals (or those of your company) across the top of a piece of paper,
then the possible solutions & 2 dafxNded 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.

[ SG§Qa aS8SS Kyaigng alp&sbnal prébRrldndipersonal 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
GSEOAGSYSyilié¢ Al dzASR (2o Ly FILO0GX &a2YS RlI&a @&z2dz

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 ¢ as much as one week a month for the next year.
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You realize that the new company offers far less security than your current place of employment,
but the chances for advancement are much greater.
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way to anxiety in the event the operation does not succeed as planned.




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:

Potential Salary

Job security
Advancement potential
Time with the family
Enjoyment of the work

vk wnN e

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
GKSGKSNI 2N y2i GKS ySg O2NILRNIGA2Yy gAft 0SS adz00Sa
another possibility to consider.

hyOS @2dz tAa40G GKS 2LJiA2ya |yR 3J21fa Zfydna OKIF NI ¢
scale of 1 ¢ 5).

Using a number system (5 for highest and 1 for lowest), or a letter grade (A ¢ F), evaluate the
possible solutions as they apply to each of your goals. You may wish to make it less complicated merely
08 AYASNIAYYéEAaBYXERANINISbZEKShaztdzZiAzyao

By using the following illustration, you may discover that the third option ¢ working part-time for six
months ¢ 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:

Earning a profit

Maintaining good employee-employer relations
Enhancing the public image

Building for future growth

Creating a better product or service
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Let us say that you are faced with the problem of purchasing a new fleet of cars for all the corporate
managerd ® ¢CKS LINBaSyid FtSSG Aa aSNWAy3a (GKS LIS2LX S ¢
increase morale. Your tentative conclusions offer a variety of choices:

Ida™

1. Keep what we have

m
I




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 € 2 dzfRdi&ded at the top of the page. Try it.

Time for Totals

Family

Advancement
Potential

Alternatives Potential

Job ‘ Enjoyment
Salary Security of Job
Keep present job 4
Change jobs now

Work on new job

part-time
Leave blank for
any new idea
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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- There is never any
solving, the best you can hope for is a high degree of

reliability. perfect solution

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 dealingwithaéd t AFS 2NJ RAM G K¢ &A
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




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
aStSOGAYy3 | FEtSSG 2F lFdzizY2o0AftSa F2NJ GKS O2YLI yeQ
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.
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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 No solution to any problem will do
that any plan that looks perfect on paper
may not work so perfectly when put into
action.

any good if it goes no further than

printed words on a piece of paper.

Watch the results. Be objective.
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you have put the solution into practice, you have probably hit the nail on the head and discovered the
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away the solution ¢ not just yet. Perhaps a modification or two is needed C a slight emphasis here; a
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pretty good bet that you have not properly defined the real problem. Go back to step #1 and start
again.
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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




Gather information

List possible solutions

Test possible answers
Select the best answer

Put the solution into action

Noupsw

Place the list where you can see it ¢ above yourgesk, beside the telephone, or on the refrigerator
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success may not be 100 percent at first, but your batting average will increase with practice.
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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 managera Of I AY GKIF 4 AdGQ&a
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:

Anticipate your problems.
DbonQii 0SS Kl adeo
Remain objective.

Set your priorities.

Keep your solutions simple.
Consider holding a conference.
Prepare an effective presentation.
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1. Anticipate your problems.

The point is well accepted thatithasd S O2 YS | y  durcehooMéntion é Woyth a pound
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routines.

One major reason might be that they are so concerned about putting out the fires created by
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is able to anticipate the unseen hazard that might develop before it develops.
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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
TANYOD ¢tKS aLR2oSNAR GKI 0] SéAnfic/}pht% pfoﬁﬂeﬂngfghdﬁé
produce 100,000 of the puzzles and distribute
them to drug stores, gas stations and other outlets solving them before they occur car
that the company sales manager had considered
the best possible markets for this new product. be the mostmportant role you
They anticipated that truck drivers and travelers
would be the best potential customers for the
innovation.

will play as a manager.

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
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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.
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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




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.
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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.
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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
''YA2Y 6SNB NBI|dZANBRE GKSNBEF2NBZ (2 RA3I RSSLISNI Ay

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.
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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.
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million dollars in refunds.

Ly (2RI drfedted dodbety trfrdisd 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.
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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 managersendorsethea 8 K22 G FTNRY (KS KALX adetsS 2F Yl yl 38
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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.




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
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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
I OO0dzNT} G So 2S GKAY1Z yrFEidzNFrfftezr 2F GKFG ¢FI Y2dza
YSIYyAYy3> aDIFENBF3IS LYyT DFENBFIS hdzi ¢

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 ¢ any decision ¢ is
YFIRSZ GKS LINRofSY Aa az2f 9SRe®  ¢KIFdQa GKS &arys$
scrambling in order to avoid the on-charging defensive linemen and decides to throw a forward pass
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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 C 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.
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a car. A jungle-dwelling native with no knowledge of automobiles might perceive a red Audi TT as a
strange red dragon and flee  afraid and confused. A teenager at a rock concert might scream with




delight at the amplified offering by the guitar-playing leader of the group on stage, while the father
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The resistance to a new idea

The frame of reference often I.|m|ts the ability of a is directly proportional
manager to recognize a problem simply loecayse (§)he N | A A B N
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temptation to purchase his first airplane is an totheselfAT 1T AAD O ¢
example. He might be unaware of the problems of
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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
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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:
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was not given the new title hoped for can all too easily deceive themselves into believing that
titles are not important.
b) Sweet lemon ¢ 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 ¢ 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 ¢ Did you fail to get that raise because you did not work hard enough to earn it?
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Self-deception techniques such as these may ease the pain of the threat to self-concept for the
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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




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 Too many managers
recognizing those feelings is unrealistic. Often all we do is drive o ]
our true feelings underground, and never give ourselves the major In Minors.
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
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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
thenudistcolonyci KSe 1y26 6KIG (2 R23X odzi GKSNBQa a2 Ylye
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




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 managercanlabeli KSY | & & OF f Odzf i SR NR &1 & d¢

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 ¢ or the
consequences if they render a wrong decision.
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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

m
I




Some advice usingtheso-OF f £ SR & Y ®doeeph Sirdpée, SIF &ZINRMRIE dffering 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.
52y QG F¥SSt (GKIFG dz&AAy3 FFHYAEAFNI RSOAOSa akKz2ga |
LINBAaARSY(d 2F htA@SG /2ttS3S o0ht AdSix aAOKAILYOD
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 ¢ then came one Burt
Rutan ¢ an engineer who operated a small consulting firm in Mojave, California. He copied the design of
GKS 2 NRIKG . QtBedirlt fldd&tdXly anh OdcednZeNLY, $903 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 ¢ 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.
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bicycle dealers in Dayton, Ohio.

There is another advantage of simple solutions: chances are small The best solution to
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 most prOblemS IS one
than one manager to pull their hair out. Like a well-planned ballet that has the appearance
with each dancer trained to be in a set position at a precise moment of
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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
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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:
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How does the aware manager enable a group to perceive a decision as something other than orders
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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 € 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
GYF1S aSyasSé¢ (2 SOSNB2YyS Ay GKS 3INRdZI 6K2 oHAf

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.
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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
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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 Nothing isas disarming as answering
about the soundness of the plan.

objections before they are given.

Frustrations frequently occur when a
manager has nursed a problem form its initial
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(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
FStf GKIFIG GKS LINRPLRASR azfdziAzy gAafft aqasStt AdasStT
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
RSGSNY¥AYSR 62dAd R y20 62N]K 2 Keg g2y Qi (KS& g2NJK
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.
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page that identifies the problem and the person(s) to whom you are offering this solution. Your name




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 LJ- 3 S & LuQa Of Sty f22°
inexpensive.
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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.
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In this way, there is less chance that you will be misunderstood or misquoted and your plans not
materialize.

All'in all, your presentation ¢ be it written or oral ¢ 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, notascience. ¢ KS OKI f f Sy3S FIF OAy3d G2RIF&Qa Yl
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:
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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 ¢ your direct
reports, especially ¢ 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 agoodideaof eaO K LISNB 2y Qa | oAfAle G2 az2ft @S
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.
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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.




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 | 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. lunderstood company policy better
c. lwas able to get as much input as possible
d. All of the above
3) When | need advice, | 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 | 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. Asitis being implemented
c. Only several years after it is implemented
d. All of the above

7) lam responsible to for my decisions




a. My immediate supervisor
b. Myself

c. My co-workers

d. All of the above

8) | have learned from experience that
a. |am best qualified to solve my own problems
b. Only through proper research can | solve a problem properly
c. My supervisor is the most qualified to offer the right solution
d. All of the above
9) Ican solve problems better if
a. The company guidelines are clearly established
b. My co-workers will support me in my decisions
c. | havetime 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.




How to score the answers to the problem-solving quiz

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

Rationale: The best approachtoproblem-a 2 f @AYy 3 A& (GKS YIylF3ISNRa gAff A
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
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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 ¢ something that is not always the
most efficient way of tackling a problem.
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Statement 2 ¢ (A) ¢ 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.




Statement 3 ¢ (A) ¢ 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 ¢ i.e., not wishing to offend anyone, are of little use to you.
Theopinion-3A @SNJ A& 2yS K2 G(GSffa e2dz 6KIG 0a0KS GKAYy]a
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nothing to what you already know.

Problem-solvers need advice from people who are knowledgeable. Nothing else is an acceptable
substitute for reliable input.
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Statement 4 ¢ (A) ¢ 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
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Look for the person who refuses to act until (s)he has enough information to render a sound
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Statement 5 ¢ (A) ¢ 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
a2fdziAzy 62N)] aod LG YFGGSNBR y2i K2g¢g az2dzyR I GKS2N
g2NI R AGQa y2i0 D2NMLA vz KISINIG AdZf BND OKENIOSE 4. ¢
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.




Statement 6 ¢ (A) ¢ 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 abilitytooF FSNJ 6 KS G LISNF SO
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 ¢ (A) ¢ 2 points
(B) ¢ 3 points
(C) --1 point
(D)-- 4 points

Rationale: Whenever any manager is faced with the challenge of solving a problem, the primary
NEBaLRyaArAoAfAdGe A& G2 NBA2-igt&estinkBd THNRadageSNst 6 A 1 K G KS
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.

I K22aAy3 ¢chldi X 2 @ Faghs#hSoest ads@ePfér ¢his statement.

Statement 8 ¢ (A) ¢ 1 point

(B) ¢ 2 points
(C) --0 points
(D)-- 0 points
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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 ¢ (A) ¢ 1 point

(B) ¢ 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 ¢ The manager shows a keen awareness of the important ingredients necessary to
solve a problem.

19-24points¢¢ KS  YI yIF 3SNJ RSY2y ai NI §Sa leaboubptobldnS NI G KIFy | ¢
solving techniques.
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12 points or less ¢ 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 Package s?

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




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 ¢ although not completely innocent¢2 ¥ | GO NAO1 ¢ LI @SR 0o ¥
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:
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anything to insure against a recurrence or to improve company morale.
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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.
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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
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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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3) not only maintain, but increase company morale, because the six packagers had a part in
offering the solution to the problem.
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that not only corrected a situation, but added to the welfare of everyone concerned. Perhaps his
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