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Introduction 
Welcome to A Useful Guide to Problem Solving.  
 
This guide gives you hands-on training to help you work your way through fixing 
a problem. It is quite likely that you are asking yourself … 
 

• Do I really have a problem? 
• Should I really be spending time on this? 
• Is it fixable? 
• What is the real problem? 

 
This guide is here to help you. 

Tools 
All the tools you need are included in the Appendix at the back of the guide. If 
you would like them in an MS Word format so that you can use them on your 
computer you can download a ZIP containing all the tools by clicking here.  

Guide Structure 
The guide is made up of 6 steps that need to be followed in a logical order as a 
proven approach in programme management and business consulting that leads 
to successful projects. In using this approach you will be able to ensure you 
avoid the common mistake of assuming you know the problem, and jumping 
straight to deciding the solution (or using the solution imposed on you). 
 
Steps 1 to 3 form the problem investigation that will result in you creating a 
problem statement. Steps 4 to 6 form the process of fixing the problem and 
stopping it from re-occurring. 
 
As you move through the process of solving your problem, you will need to 
change from a focus on the problem, to a focus on the solution, to a focus of the 
business running without the problem. 
 
Each of the 6 steps has 4 key stages that you will need to answer before you can 
move onto the next step. There is information in each step on … 
 

• An introduction to the step 
• Why each question is important 
• How to go about answering the question 
• Templates to help complete each step 

 

http://www.pansophix.com/resources/a-useful-guide-to-problem-solving-toolkit.doc�
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Your success in fixing your problem will depend on how successfully you can 
honestly answer each question. 
 
All 6 steps can be read though in one go if appropriate or you may need a 1 to 2 
month gap to gather information before you come to your (proven) conclusions 
and move onto the next step.  
 
In seeing the logical flow of steps and questions in one go you can also easily 
understand and communicate your methodology in solving your problem as part 
of your communications plan. 
 
The pace you work through the guide is up to you. It is your guide to help you 
work through your problem in a logical proven manor. 

Introduction to Case Study 
The guide uses a fictitious company to provide examples of how the questions 
can be practically applied. The company is Trouble-Shooter Plumbing Ltd, a 
national plumbing service that has successfully made the transition from a local 
domestic company with the addition of a new sales and marketing team and 
customer helpdesk. 
 
Trouble-Shooter Plumbing Ltd, although successful, has suffered from growing 
pains and because of rapid growth has to date dealt with its problems in a 
reactive way. There is now a lull in business allowing the company to reflect on 
its success and plan how to sustain the success in the future. 
 
I hope this guide gives you real value in solving your problem(s) and I hope you 
enjoy using it as much I enjoyed writing it. 
 
Bob Broomfield 
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Step 1 - Defining the problem 
 
Step 1 is the first step in creating a clear problem statement of what is causing 
the problem you want to fix. 
 
Step 1 will start the creation of this problem statement by helping you make a 
clear statement of your understanding of the problem. Step 1 will … 
 

• Check your understanding of the problem by bringing together different 
points of view of the problem based on observations and perceptions. 

• Ask for proof to justify these views. 
• Define the impact the problem is having on you and others. 
• Gauge awareness of the problem and acceptance that the problem exists 

thus gaining acceptance to investigate further. 
 
In Step 1 there are 4 stages and related questions that you need to work 
through. 
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Stage 1 - Naming the Problem 
Key question: Can you write a statement that sums up the problem you are 
experiencing? 

Why this question is important 

The process of writing a problem on paper will help you check your 
understanding of the problem against other people’s views. The question will … 
 

• Check you are clear on what the problem actually is by asking you to write 
it as a statement.  

• Check that you are clear whether your perception of the problem stands 
up to scrutiny by looking at it from different points of view as … 

• The problem may appear differently to other people.  
• It checks whether your understanding is supported or biased. 
• You may be too close to the problem to see what is really going on 

  This is what you need to do to successfully answer this 
question 

1. Use the Problem Definition Template in the Appendix or the problem-
definition-template.doc, which is included in the downloadable ZIP file 
(see page 3 for the link), to write down your problem. An example of a 
completed Problem Definition is included in the Appendix. 

 
This does not have to be a well-defined statement at this stage. Just write 
down your thoughts on the problem at this moment in time. This action 
will gather your thoughts and may actually consist of a number of 
statements, bullet points, even key words without explanation. 

 
2. Now look at your problem statement and add to the statement how the 
problem is appearing? In other words describe what is actually happening. 

 
You may have already captured this in your first statement, however re-
think it through to make sure it is in the statement. 

 
3. Now think about what sort of problem it is and add it to your problem 
statement. For example … 

 
• Is it a problem with your workload?  
• Are there things you are doing that are going wrong? 
• Are there things other people are doing that are going wrong and 

affecting you? 
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• Are you being told that other people are unhappy with what you are 
doing but are not aware of anything going wrong? 

• Do you have a task, a project, or a role that you are unable to 
complete? 

• Do you have an efficiency, cost, or productivity problem? 
 

4. Now add to your statement your view on whether you believe the problem 
is widespread or frequent? 

 
This may be perception at this stage as you may not have gathered 
evidence of the frequency of the problem or who else it is affecting. 
Evidence will be reviewed in question 2. It is at this stage you need to 
decide whether you are going to or need to involve other people’s view of 
the problem. In any personal or organisational situation, there may be 
genuine reasons for not wanting to reveal that you have a problem or 
want to ask for assistance. Getting other points of view and checking 
whether you problem is experienced elsewhere will make it significantly 
easier to progress through this Useful Guide and solve your problem. 

 
5. If you believe that the problem is being experienced by others then you 

should ask them to go through the same exercise to get their view of the 
problem. 

 
If you are unable to involve others at this stage, or if it is not appropriate 
to do so then you may wish to start afresh with a separate piece of paper 
and put yourself in their role and see if you can complete the exercise 
from their point of view. 

Things to consider 

Transferring your understanding of a problem to paper can be one of the most 
difficult steps in the trouble-shooting process. At first glance this may seem too 
obvious a question, however in writing a problem statement you are being asked 
to be specific in the words you use which will challenge you to be clear what the 
problem really is. 
 
Do not under estimate the amount of time you need to dedicate to this question. 
I have on many an occasion returned to the initial problem statement to re-
check my understanding of the problem I am trying to fix. 
 
If you are having difficulties in defining the initial problem then, in my 
experience, there may be multiple problems with multiple impacts. Question 1 
will help you define whether there is more than one problem to be fixed. In 
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deciding to fix one problem you may later on discover that another problem 
needs to be fixed first. 
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Stage 2 - Gathering the evidence 
Key question: Can you provide clear evidence of the problem you are 
experiencing? 

Why this question is important. 

This question will help you get the proof that both your and others’ perceptions 
of the problem are correct.  
 
Before you can fix a problem you will need to be sure it exists or that it is as bad 
as it seems. Therefore the focus must be on factual quantifiable evidence 
without any emotional blame attached. It is important to separate the actual 
problem from the perception of the problem. 

This is what you need to do to successfully answer this 
question 

See what evidence is already available and add it to your problem statement. 
You may find that there are operational reasons to record the level of detail you 
are looking for as evidence of reasons for failure. 
 
Look at your problem statement created from Stage 1 … 
 

1. Look at every part of your initial problem statement and decide what you 
can measure. 

 
2. Decide whether there is already information available to support those 

statements created in question 1. 
 

3. Add any evidence from; 
• Your own personal experiences. 
• Databases. 
• Existing surveys 
• Other people’s stories of the problem 
• Performance reviews 
• Suppliers, customer, public, friends etc 

 
4. If there are individual instances of the problem, then start to count how 

many times it is happening each day/week/month and add to your 
statement. 

 
5. If your problem relates to activities that are in a process then find out 

whether the activities are being tracked and add to your statement.  
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6. Determine what percentage of the activity is failing?  

 
7. Look for a trend in terms of number of failures per week or month.  

 
8. Find out what were the given reasons for each failure. 

 
9. Add any information to the profile on the reasons given at the time for the 

failure? 

Things to consider 

The amount of information available may vary greatly and extracting information 
from databases, paper records, perhaps people’s memories as well as capturing 
new evidence can be both time consuming and resource hungry.  
 
If the owners of the information are in a different part of the organisation or a 
partner organisation, or access to the databases are restricted, then getting the 
basic information as evidence of the problem can be difficult. You will need to 
evaluate what help you need in gathering the basic level evidence. 
 
You may at this stage need to make assumptions. Assumptions are perfectly 
acceptable as long as you make it clear that they are assumptions and give an 
explanation as to the reasons for the assumption and how you came to your 
conclusions. 
 
Also, be aware of the time needed to gather evidence.  
 
There are no hard and fast rules over what period and volume of data is 
acceptable across industry. In principal, the more information you have the 
better. Therefore … 
 

• The bigger a sample size you have the better 
• The longer a period of evidence you have the better. 

 
Note: Consider how far back in time you can go while still making the evidence 
relevant to today’s situation. 
 
The advantage of gathering new evidence is that you can decide in advance 
what elements of the problem you want to measure.  The disadvantage is that 
there will be a delay in moving towards a solution as you take time to gather 
data. Consider, can you afford a 3 month delay? 
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Stage 3 - What is the impact? 
Key question: Can you add to your problem statement the impact it is having 
on you and on others? 

Why this question is important 

This question will help you assess the impact to determine how important it is to 
fix the problem … 
 

1. The scope of the impact will determine who needs to take the problem 
seriously. 

2. The level of impact will determine how seriously the problem should be 
taken and prioritised. 

This is what you need to do to successfully answer this 
question 

First of all consider who would be affected by the problem. 
 

1. If you are in an organisation, obtain a copy of the organisation chart 
including roles and organisational functions. If you are solving a problem 
outside of an organisation then draw out a diagram of the people that are 
associated with you and your problem, and describe how they are 
associated. Then follow the next steps. 

 
2. Looking at the people you work with and the functional areas of your 

organisation, review your problem statement and initial evidence and 
write down on your problem statement the answer to the question “so 
what” to assess the impact on them.  

 
Your ability to accurately assess the impact will depend on whether you 
can contact these people to ask them direct their view of the impact or 
whether you will have to make assumptions at this stage. 

 
3. In addition to the personal and organisational functions you may, 

depending on the nature of your problem and the nature of your 
organisation, need to review the impact on … 

• Customers 
• Public 
• Partners  
• Suppliers 
• Regulator 
• Brand 
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4. Now review the problem statement from a perspective of key drivers 
against each of the people and functions identified. 

 
You will need to understand how important this is to your organisation. To gain 
buy-in to solving the problem you will need to see whether the problem is 
stopping your organisations managers achieving their business goals. You 
therefore need to relate the impact to managers’ targets and drivers and word 
the problem statement in a way that the individual managers can relate to. 
 
Here are some examples of common business drivers … 
 

• Profitability 
• Growth 
• Regulatory conformity 
• Efficiency 
• Cost 
• Customer care 
• Time to market 
• Reputation 

 
Here also are some examples of the impact of problems …  
 

• Orders missing deadlines etc. Other impacts may be more hidden. 
• Your customers unable to win new business because your organisation 

cannot supply. 
• Competitors expanding market share faster than you. 
• Increased costs as problem caused inefficiencies 
• Poor performance accepted within the culture 
• Poor company reputation 
• People put in place to solve customer issues. 
• Good workers are frustrated and leave (what is your churn of staff?) 
• How much business goes elsewhere without you knowing it? 

Things to consider 

Does you organisation have a culture where customer or public complaints, or 
staff suggestions are taken seriously?  
 
If yes then you may already have access to a wealth of information.  
 
If not then assessing the impact could be difficult. If the public or your staff 
perceives your organisations managers have not listened in the past then I have 
found that it is a lot harder to persuade them to make the effort to tell you 
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again. Also, I have found that by seeking information on the impact of a 
problem, I have set an expectation that I am going to do something about it and 
something is going to change.  
 
At this stage do not include whose fault you think it is. The reasons behind the 
problem will be covered in Step 3 (Root Cause Analysis).  
 
Look for information from the war stories relating to this problem. Also consider, 
“How long this problem has been occurring and why it has not been resolved 
before?” If someone has already attempted to fix this problem and failed, do not 
at this stage accept that as a reason to stop. After all they probably didn’t have 
A Useful Guide to Problem Solving to help them! 
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Stage 4 - Problem awareness 
Key question: Do the people with the influence and power in your organisation 
recognise this as problem that needs to be resolved? 

Why this question is important 

This question will help you to gain buy-in to further investigation from those 
people in your organisation that you need to support you, by … 
 

• Raising awareness of the problem and its current impact 
• Demonstrating the problem exists  
• Raising awareness of the consequences of doing nothing 

 

This is what you need to do to successfully answer this 
question 

You now need to gain an understanding of what the managers already know, 
accept, and are willing to support. 
 

1. Re-arrange your problem statement into a presentable format … 
 

a. Write a clear statement of what you want the manager to agree to. 
 
b. Write the problem definition including … 

i. What the problem is 
ii. How it appears and the symptoms 
iii. Frequency and spread of problem 
 

c. Write Bullet Points for … 
i. Key Findings 
ii. Trends 
iii. Impact 
 

d. Reference or supply supporting details 
 
e. If there are a lot of key points to include then you will need to write a 

management summary. 
 

Make sure the problem statement is worded from the organisation’s 
managers’ points of view. If the organisation’s managers do not deem it to be 
a problem then the problem is unlikely to be seen as worth dealing with until 
you have gained further evidence to change people’s views. 
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2. Define whom in the organisation you want to present your findings to. 

Although this should involve your manager, the target for your findings 
could be … 

  
a. Higher up in the organisation. 
b. Someone with influence in making change happen. 
c. Someone with access to data or resource to continue the 

investigation. 
d. A key customer or supplier. 
e. Someone responsible for strategy.  
f. Perhaps you are about to make a name for yourself and present 

your findings to someone who could help you get promoted or 
recognised in some other way for your skills. 

 
3. In presenting the problem statement be clear that you are looking for the 

problem statement to be validated. It is easier to move forward with your 
investigation if you have both the permission, the validity and the support 
to continue. 

 
The managers, staff, customers/public may have a belief that the problem is 
part of “the way things are” and the perceived reasons for the problem may 
be settled into the culture. I.e. there may be an acceptance throughout your 
organisation that problems are not solvable and probably the fault of “the 
management”! 

 
In this case your challenge is potentially two-fold … 
 
• To remove the actual problem. 
• To remove the perception that the problem is not solvable or worthwhile 

solving. 

Things to consider 

Firstly, consider that being able to continue without management buy-in at this 
stage is not uncommon. In my experience, it is quite often a reality of 
organisational politics that support is something you need to build and earn over 
time rather than get simply because you have facts to hand. 
  
Also consider that in general, people are not trained to seek problems as part of 
their day job. It has been my experience that when I have joined a department 
or visited an organisation, that I have asked, “Why has this been allowed to 
continue to happen?” and have received the answer, “Don’t worry, you get used 
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to it around here” or “Yes there is a problem, but there is nothing we can do 
about it.”  
 
Ask yourself, “Why would people put themselves out to raise a problem when it 
just creates more work and it is easier to keep you head down?” Although the 
problem statement analysis is factually based, consider how you will use the 
facts to change people’s perception. 
 
Finally consider that one of the reasons why problems exist for long periods of 
time is that this year’s operational priorities will usually take preference over a 
fixing a problem that might have a benefit next year. My problem statements 
were challenged on many occasions, not because individuals disagreed that the 
problem existed, but because they were adamant that there were other more 
important priorities.  
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Summary of Step 1 
 
 In this step you have learnt how to write an initial problem statement complete 
with evidence and impact and you will have learned how to use this information 
to present your findings to a key manager to gain buy into the next step of the 
investigation. 
 
You have also learnt that … 
 

• What seems like such a simple process of writing down the problem can 
be … 

• Quite difficult to define 
• Complex in it’s nature 
• Time consuming 

 
• Other people’s views of the problem can be quite different to your view. 

 
• Gathering evidence is … 

• Easy when measurements are available and accessible. 
• Difficult and time consuming and can cause delay when 

measurements are not available or accessible. 
 

• With a complex or large problem, the impact can be far reaching. 
 

• Gaining acceptance of proven evidence in the managers’ own words is 
easy. 

 
• Gaining buy-in to do something about it can be much harder. 
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Step 2 - Defining why you should fix it 
Step 2 shows you how to take a step back from the problem and define the 
reason why you or your organisation will put the effort into getting this problem 
fixed. Step 2 will … 
 

• Help you make it clear what the future without the problem could be and 
what it could give you. 

• Bring in the support of a sponsor and gain support for your vision of an 
ideal future.  

 
In Step 2 there are 4 Stages. 
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Stage 5- Creating the ideal situation 
Key question: With the end in mind, can you clearly state what good looks like? 

Why this question is important 

This question will help you think about the future. If your ultimate goal is to fix 
the problem, then being clear what that improved world looks like will help you 
to be clear what you are aiming to achieve. 

This is what you need to do to successfully answer this 
question 

In Step 1 you stated the initial problem and identified who it was affecting and 
from what perspective. In creating the ideal situation you need to once again 
identify these people or approach the step on their behalf and agree what they 
want the future to look like. 
 

• Use the Solution Template in the Appendix or the solution-template.doc, 
which is included in the downloadable ZIP file (see page 3 for the link), to 
write down your ideal situation. An example of a completed Solution 
Definition is included in the Appendix.  

 
• Review the problem and its impact with those you have identified as 

impacting and ask their view of an ideal situation.  
 
Again if you unable to involve others at this stage, or if it is not appropriate at 
this stage you will have to put yourself in their role and see if you can complete 
the exercise from their point of view, noting that your findings are assumptions. 
 
A statement of an ideal situation is one that fits in with … 
 

• The organisation’s strategy and values. 
• Team Objectives 
• Personal goals. 

 
A statement of an ideal situation must also be one that … 
 

• Replaces part, or all of, the existing organisational model relating to the 
problem with something better. (Start afresh) 

• Fixes the problem in the existing organisational model. (One step at a 
time) 

• Provides a work around to deal with the impact of the problem. (Work 
around) 
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Note: In Stage 7 one of the roles of the sponsor will be to help decide which of 
these three options are most appropriate for your organisations strategy in the 
current environment.  

Things to consider 

When deciding whether to fix problems one step at a time, consider that if your 
organisational environment is complex then your replies to identifying an ideal 
goal might be “well you can fix it but it wont make a difference until you fix this, 
and this, and this”. Fixing things one step at a time might be the best approach 
but the benefits may not show until other problems are also fixed. 
 
Also consider whether the ideal world mean that people put in place to work 
around the problem are no longer required to do that role. Is it within your remit 
to make such changes? When looking for an ideal situation for a complaints 
manager, consider that they will be targeted on improved complaints handling 
rather than ensuring no on complains in the first place. 
 
If the problem is complex and has a high impact you may wish to benchmark 
against other organisations.  
 
If you benchmark against other companies you need to be really clear what 
evidence you are going to get and is the data transferable to your company/ 
organisation/ unit. Unless you are within a government department, it may be 
best if possible to benchmark within your organisation to ensure a commonality 
of culture and values. 
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Stage 6 - Stating the benefits 
Key question:  Can you clearly state how you and your organisation will benefit 
if this problem is resolved? 

Why this question is important 

By gaining a clear understanding of the benefits of fixing your problem, this 
question will help you both understand and get across to others why you need to 
investigate the root causes of the problem. 

This is what you need to do to successfully answer this 
question 

1. Use the Problem Impact statements that you completed in your Solutions 
Template and write the opposite statement into the Benefit box in the 
Solutions Template. 

 
2. Review the benefits statement with the people the problem is impacting 

for their agreement that the benefit is valid in terms of their role and 
drivers. 

 
3. Review and add any additional benefits there might be as a result of the 

improvement. i.e. I can now … 
 

• Make better use of resource 
• Make better use of budget 
• Put more focus on other priorities 
• Become pro-active rather than re-active 

Things to consider 

It may be that you have reached this stage with very little data. The problem 
may not happen often but has a large impact when it does or there might not be 
a noticeable impact on other people or departments.  
 
If the issue and therefore the impact are at your local level within the 
organisation, the benefits might be in terms of … 
 

• Increased clarity of team objectives 
• Increased levels of team motivation 
• Reduction in staff churn 
• Improved efficiency objectives 
• Increased clarity of personal objectives. 
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Stage 7 - Sponsorship 
Key question: Do you have a sponsor supporting your investigation?  

Why this question is important 

If you have a problem, and you need someone outside of your own influence to 
help you in investigating that problem then you will benefit from having a 
sponsor. 
 
This question will help you to identify who would be in the best position to take a 
supportive role in completing your investigation. 

This is what you need to do to successfully answer this 
question 

1. From the information you have gathered and the statements you have 
made go and decide what you want a sponsor to do for you. 

 
When identifying a sponsor, you need to be clear what you are going to 
ask them to do for you. Do you want the sponsor to support only the root 
cause analysis? Or do you want the sponsor to also support … 
  

• The solution,  
• Implementation,   
• Move to business as usual. 

 
A sponsor could be … 
 

• Your own senior manager  
• An owner of a function or a process 
• Someone with an interest in the subject 
• Someone who has been through the same process and 

succeeded. 
 

A sponsor can help you as … 
 

• Someone that can approach others outside of your reach 
• Someone who can provide a helicopter view of the organisation 

or industry. 
• Someone who can influence the views of people you need 

assistance from 
• Someone who can gain enough time in a senior manager’s diary 

for them to listen to you 
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A sponsor can also … 
 

• Help you raise your personal profile 
• Raise the profile of your initiative, or your need to fix the problem 
• Provide gravitas. 

 
2. Identify your preferred sponsor. 

 
The role you are asking the sponsor to undertake will influence who is 
best placed to support your work. 
 
Because of organisational structure and potentially politics, you may not 
have a choice of sponsor. Declare the relationship you are looking for and 
your needs. Also consider the needs of the sponsor. What do they need 
from you? 
 
If, at this stage, you have decided that you do not need a sponsor write 
down a clear statement on why a sponsor is not necessary. After you have 
completed Step 3 and completed the Root Cause Analysis, you may find 
that you need sponsorship for creating and implementing the solution. 

 
3. Make contact with your potential sponsor and present your findings 

including the benefits to gain their support for further investigation. 
 

You will also benefit if your sponsor can give you … 
 

• A professional relationship 
• Sufficient amount of their time 
• Trust 
• Sufficient belief in you  
• Sufficient belief in helping to fix you problem 
• An ability and a willingness to overcome problems. 

 
If at this stage you have been unable to get a sponsor then it is still 
acceptable to continue (you may not have the option to stop), but you 
may have to work harder to overcome barriers and grab people’s 
attention. The root cause analysis may improve the profile of your 
problem and influence someone to sponsor you. 
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Things to consider 

In a larger organisation you may wish to consider more than one sponsor. Be 
clear on  

• What their roles are going to be 

• That they are going to work well together 

• Who might feel left out if they are not asked to play a senior role.  

When identifying a sponsor, you also need to be clear whether you are going to 
fix the root causes or whether you are going to improve the structure that has 
been put in place to deal with the problem.  

Improving the parts of the organisation that have established to work around a 
problem is a valid project as long as it is a conscious choice and you recognise 
that you are missing the opportunity to remove the causes of the problem.  

I have found from personal experience that this can be a step too far for the 
sponsor and gaining the evidence of the root causes was needed before gaining 
support that removing the root cause was possible and worthwhile doing. 

Sponsorship Example 

I coached two teams who were attempting to fix problems in addition to their 
day job. They both took different approaches to selecting a Sponsor which suited 
their separate needs. 
 
Team A were investigating poor quality of information entered into a database 
and team B were investigating problems with the process for escalating delays in 
the supply of products from a warehouse. 
 
The impact of Team A’s problem was felt across the organisation and three 
sponsors were required, one for each part of the organisation affected by the 
problem. The impact of team B’s problem was also felt across the organisation 
and yet there was only one local manager as sponsor. 
 
Team A’s sponsors were all senior managers and their role was to represent 
their part of the organisation and to provide support as a re-active role in case 
support wasn’t provided from individuals or teams. Because they represented 
their own part of the organisation, there was no clash of roles. The senior 
manager who took the lead sponsor role was from the same part of the 
organisation as the team leader.  
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Team B’s sponsor was the local manager responsible for the running of the 
supply of products. The local sponsor’s own senior manager had insisted that as 
the problem was local then the sponsorship and resolution would also be local.  
 
Team A communicated progress across the whole organisation of their progress 
at each step in project. Team B reported progress only to the local senior 
manager. 
 
Team A had a choice of senior managers who could have acted as sponsor and 
the sponsors picked to support the project were chosen more due to existing 
close relationships and previous roles as project sponsors. The local senior 
manager, who was in reality the true sponsor of the project, chose the local 
manager to act as the Team B sponsor. 
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Stage 8 - Supporting the vision 
Key question: Do you have support for your vision for the future? 

Why this question is important 

This question will help you understand whether you have enough support to 
make the vision happen before you move into the Root Cause Analysis.  
 
This question is a useful check and balance that your vision stands up to scrutiny 
and helps you to decide whether your root cause analysis needs a … 
 

• co-operative approach  
• persuasive approach  
• management driven approach 
• combination of all three 

 

This is what you need to do to successfully answer this 
question 

1. From the information you have gathered, the statements you have made, 
and the input from the sponsor, create the message you are going to 
send. 

 
2. To enable you to ensure your messages make an impact across the 

organisation, make your communications simple and straightforward … 
 

• Keep the length of the message to a maximum of 2-3 paragraphs. 
• Clearly state your key message. 
• Avoid using jargon or acronyms 
• Try to use a headline that will attract the attention of your intended 

audience 
 
3. If you want people to complete a particular action relating to the problem 

or the vision at this stage, then it is important that you engage them in 
the communications you are delivering. Be clear why you want them to 
complete this action. 

 
4. It is vital that any message includes the benefits, either of the particular 

action or of the intention to fix the problem. Promote these not only for 
the intended audience of your communications but also exploit the 
opportunity to engage your audience by showing any additional benefits 
you have identified from Stage 6. 
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5. Not all of your communications will be targeted to the whole of your 

organisation. You must clearly highlight the intended audience at the 
beginning of each message. If your sales people read one of your 
messages and it does not apply to them then they are less likely to read 
future messages, particularly those that are important and containing 
need to know information. 

 
6. To understand if your communications are reaching the intended 

audience, you must look at putting some measures in place to check 
whether … 

 
• The message has been read 
• Key points of the message has been understood 
• The intended audience has bought into your vision 
• There is any resistance to investigate the root causes 

Things to consider 

Consider, why would people commit effort in addition to their day job in helping 
you to investigate if fixing the problem is not perceived as a reality or of benefit?  
Investigation of root causes can be … 
  

• Time consuming 
• Resource hungry 

 
And your efforts may be perceived as a waste of time.  

Case Study example 
I was asked to work with a sales team based on the south coast of England on 
an issue of regulatory compliance. From my initial findings, I needed the support 
of all of the sales reps in gathering information on the root causes of this 
compliance issue.  
 
From past experience I had already considered that details of regulations and 
high-pressure sales were potentially a poor mix and that email communications 
of the operations manager’s vision would not be enough. 
 
I therefore arranged to visit the sales team and gave them a presentation of my 
finding. My reasons for presenting to then direct were … 
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• I could ensure the communications were received 
• I could adapt the message during the presentation to fit the “mood” of the 

audience 
• I could answer questions and concerns 
• I could directly ask for feedback on their understanding of my 

presentation. 
 
With a wider audience, presenting to each and every team may not be practical, 
and therefore you may wish to consider … 
 

1. Telephone audio conferences where you can present to a large number of 
people and include a question and answer session. This has the advantage 
of access to a large number of people and the ability to answer questions 
and concerns. The disadvantage is that you cannot see people to 
guarantee that they are listening. 

 
2. Present to the management teams and ask them to endorse the messages 

to their staff. The advantage to this is that you can cover a wider audience 
and the message to staff will be from the manager. The disadvantage is 
that you lose control of the message and control of the feedback on 
whether the message is understood and accepted. 

 
3. Arrange a road show at each office location to capture individuals’ 

interest. This is a useful method for an interesting subject but may not 
work with the compliance example, as you will need to attract their 
attention with something of interest to them.  

 
4. Arrange for a survey to gauge the impact of your communications. This 

could be a questionnaire or a sample of telephone interviews 
 
 

5. Consider whether you can offer a prize either within the road show or the 
questionnaire. 
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Summary 
In this step you have learnt how to define a clear understanding of the reasons 
why you and your organisation should continue investigating. 
 
You have learnt that … 
 

• The ideal situation will depend on your role in your organisation and what 
your drivers are. 

• Parts of your organisation may exist as a result of problems and this will 
affect your decision of how to approach fixing the problem 

• Understanding and declaring the benefits of fixing the problem is key to 
gaining support in any further investigation you need to make. 

• The role of a sponsor will depend on your needs, your organisational 
structure, and politics 

• A sponsor can be key in gaining assistance and raising your profile 
• It is important to gauge the support and the resistance to your 

investigation. 
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Step 3 - Finding the Root Causes 
 
You may already have a perception of the causes of the problem, however 
perception will not be enough to ensure the problem is fixed once and for all. 
 
Step 3 teaches you how to take a factual approach in finding the underlying 
reasons why your problem is happening.  
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Stage 9 - Finding the Causes 
Key question: Can you clearly state what is causing the problem you are 
experiencing? 

Why this question is important 

This question will show you how to start the process of gathering and validating 
evidence of what is really happening. 

This is what you need to do to successfully answer this 
question 

1. Review the problem statements from Step 1. 
 

2. Use the Reasons Template in the Appendix or the reasons-
template.doc, which is included in the downloadable ZIP file (see page 3 
for the link), to record your initial views of the reasons behind the 
problems based on your perception and experience of your organisation. 
Make sure your reasons are not about finding fault with people; this must 
not be about blame. An example of a completed Reasons Template is 
included in the Appendix. 

 
3. Arrange to share these views with others and get their view of the 

reasons behind the problem. The people you identified in Step 2 may not 
be the right people to help you. They will be able to give you their view 
from perception and experience, however as they are experiencing the 
impact, they might sit further on in the chain of events and not have the 
detail of what is going on. 

 
4. Start to gather evidence where possible. Research to see what 

measurements are already in place. If the problem is part of a process 
then there may be easily available measures such as databases that 
capture events such as orders or inventory. Customer or public complaints 
as a source of information can be useful evidence but may not reflect the 
views of people that simply walk away without complaining. 

 
5. Wherever possible use more than one source of information on what 

is happening 
 

6. Where evidence is not available or is considered unreliable, look for 
ways to measure the problem going forward to establish why it is 
happening. Consider whether you can follow the process through the 
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organisation step by step to track exactly what is and what is not 
happening. 

 
7. Where some evidence is available and some is not available, be prepared 

to start with estimates for the missing evidence so that you have a 
complete picture while you create measures for the missing information. If 
you are going to use estimates then you need to state clearly … 

 
• That it is an estimate 
• Why you are using estimates … 

o measures not in place 
o measures not accessible 
o measures unreliable 

• What information/decision process you are basing your estimates 
on 

• Whether measures are going to be put in place 
• When true evidence will become available. 
 

If you cannot measure the causes as evidence, then consider … 
  

• Creating a workshop to seek more detailed views of the causes, 
but remember to be sensitive to personal perceptions of the 
problem. 

• Use a creative idea session to find potential causes. 
• Consider using a survey of employees, suppliers, maybe even 

customers. 
 
You may need to work through Stage 9 with estimates to gain the buy-in 
to return and complete detailed analysis. Remember to state clearly that 
your work is based on estimates. 

 
8. In moving from perception to fact we now come full circle and include 

intuition into the mix. It is not just facts that are important, it is the 
interpretation of the facts, challenge perception but also challenge facts. 
Don’t then use the facts to jump to conclusions. 

 

Things to consider 

Options for Surveys 
You may wish to start with an anonymous high level survey to gauge perception, 
with a second more detailed survey to track specific evidence.  
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Responses to questioning can be anonymous or named. There are difficulties and 
advantages to both. People answering anonymous questionnaires are more likely 
to express themselves honestly but you will be unable to … 
 

• Qualify the meaning of the answers  
• Get more details 
• Or get specific examples to validate the answer as fact rather than 

perception. 
 
Also consider the emphasis of your questions. Are they sufficiently independent 
to get an honest or unbiased answer? 
 
Look for evidence of getting it right and not just evidence of failure. This 
provides a balanced view, and starts the process of moving away from focussing 
just on failure, and gives vital information for the next step (Step 4) on how to 
get it right. It will also help win hearts and minds by highlighting success and 
including good news as a balance in positioning the problem. 



A Useful Guide to  
Problem Solving 

Page 34 

Confidence through Development 

www.pansophix.com T: 0845 260 2820 

Stage 10 - Prioritising the Causes 
Key question: Which of the causes identified has the biggest impact? 

Why this question is important 

This question will help you decide which of the causes you identified in Stage 5 is 
having the biggest impact and therefore should be the priority for detailed 
investigation. 
 
The principal of priority is based on Pareto’s 80:20 rule. Pareto’s rule states that 
(usually) 80% of the problems are caused by 20% of the causes and visa versa. 
Therefore you should concentrate on the two or three key issues that are 
causing the most incidents of the problem as your priority to have maximum 
impact for the effort made. And it is then quite likely that some of the remaining 
issues are resolved within the programme by default. 

This is what you need to do to successfully answer this 
question 

1. Review the information gathered in Stage 3 and Stage 5 on impact. 
 

2. Look for evidence in terms of  
a. Number of occurrences of the cause 
b. Impact of the cause 

 
3. Decide from the information you have gathered on impact and drivers 

what priority to use for the 80%. If you are unable to decide then refer 
the information to your sponsor for his/her view. 

 
Note: It does not have to add up to exactly 80% impact. You are simply 
identifying the key issues. 

Things to consider 

An important factor is to determine which causes are in your control or outside 
your control. Although the largest problem should be the priority, opportunities 
for “quick wins” should not be under-estimated especially if they are under your 
control. 
 
Consider whether it is a consistency issue. If the problems are occurring only 
occasionally but having a big impact, the evidence in terms of percentage of 
failures will not reflect the seriousness of the problem. 
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Stage 11 - Root Cause Analysis 
Key question: Have you identified the underlying root causes to the problem? 

Why this question is important 

This question will help you to use questioning techniques to find the underlying 
reasons of the priority causes you have now identified. 

This is what you need to do to successfully answer this 
question 

1. Depending on the size of the problem you are seeking to solve and the 
data you have gathered so far, decide whether you need to involve other 
people in the process of finding the root causes.  

 
You may not know at first who you need to involve, but as you start to 
uncover the facts it should become clear to you where the next level of 
questioning needs to take place. 

 
2. Choose your top priority cause. 

 
3. Use evidence from existing data or from personal experiences to ask, 

“Why this is happening?” 
 

4. Use the Root Causes Template in the Appendix or the root-causes-
template.doc, which is included in the downloadable ZIP file (see page 3 
for the link), to write down the reasons and any evidence on the number 
of occasions. An example of a completed Root Causes Template is 
included in the Appendix. 

 
5. For each answer to the question “Why?” continue to ask “Why?” again. 

 
6. Continue this process up to five times if possible. 

 
7. Map out your answers on a flip chart so that it is easy to track the 

questions and answers. I have given an example in the Case Study on the 
next page. 

 
8. If analysis is completed in different areas, the next step is to bring 

together evidence. Build a complete picture using perception plus fact and 
intuition.  
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Case Study 
Here is a breakdown of the Trouble-Shooter Plumbing Ltd Root Cause Analysis.  
  
The results are shown using a different colour text for each issue at the first 
stage of asking why, and then uses indent bullet points so the next level of 
questioning. There is no right or wrong in how Trouble-Shooter Plumbing Ltd 
displayed their results. Some people prefer a visual display of the results as a 
map or a tree.  
  
It is important that they can track back their final root cause through the 
different levels of questions to the original issue. This is because at some point 
someone is going to ask, "Why are we doing this?". 
 
The plumbing engineering manager arranged a workshop facilitated by 
Pansophix to review the process for appointments.  
 
If they had arranged their own workshop, they were in control of their own 
analysis but were in danger of being defensive and blind to any issues of 
rudeness. By employing an independent facilitator the concerns of the sales rep 
that the workshop would not be open and follow a rigorous process was 
removed. 
 
The Trouble-Shooter Plumbing Ltd engineering team used the appointment 
records in preparation for their workshop as evidence of what was happening 
before the meeting, during the meeting, and after the meeting to identify 
volumes for each root cause. 

1st Stage of questioning 

 Asking “Why?” to agree the reasons this is happening.  
 

• Householder not at home 
• Refused entry 
• Wrong address 

2nd Stage of questioning 

Asking “Why?” to agree the reasons this is happening. 
 

• Householder not at home 
• Forgot appointment 
• Domestic Emergency 
• Did not realise they needed to be there 
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• Expected visit at different time/day 

3rd Stage of questioning 

Asking “why?” to agree the reasons this is happening. 
 

• Householder not at home 
• Forgot appointment 

• Not reminded  
• Other priorities 
• Distracted 

• Domestic Emergency 
• Customer had not made arrangements to cover 

appointment if an emergency occurred. 
• Customer did not have time to cover emergency as 

it happened just before appointment 
• Customer did not know whom to contact to cancel 

the appointment following an emergency. 
 
Note: It may not be appropriate to ask why a customer had a domestic 
emergency. Therefore Trouble-Shooter Plumbing Ltd decided it would be more 
appropriate to ask why a domestic emergency had an impact … 
 

• Did not realise they needed to be there 
• Did not read information 
• Did not understand explanation 
• Customer confused 
• Customer distracted 
• Customer forgot 

• Expected visit at different time/day 
• Did not read information 
• Did not understand explanation 
• Customer confused 
• Customer distracted 
• Customer forgot 
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Things to consider 

The biggest barrier at this stage to successfully implementing is lack of support 
in being open to the root causes of problems. 
 
If you come to the conclusion that individual or team poor performance is the 
root cause then you have simply not gone far enough in your investigation. 
Potential reasons for poor performance may be: insufficient training combined 
with lack of monitoring of skills gap, unclear direction, confused leadership, lack 
of scorecards etc 
 
Even where the root cause may appear to be blindingly obvious, avoid making 
assumptions. 
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Stage 12 - Gaining buy-in to the Root Cause Analysis 
Key question: Do you have the necessary acceptance of the root causes to 
continue? 

Why this question is important 

This question will help you … 
 

• Present your root cause analysis, complete with your previous findings as 
a completed problem statement.  

• Gain acceptance of the real underlying problems so that you can start to 
build a plan to tackle the root causes. 

This is what you need to do to successfully answer this 
question 

1. Review the information you have gathered to date. 
 
2. Pull together the elements of the information you will need for 

presentation … 
• Problem identified … 

 Impact 
 Who 

• How 
• Vision of improvement 
• Sponsorship and buy-in achieved 
• Priority issues 
• Root cause analysis 

 
Present the information to your sponsor (if sponsored) to validate and 
ensure you have allowed for any Potential reasons for rejection … 

 
• Insufficient data. (Go back to Stages 9, 10, & 11.) 
• Too many assumptions (Go back to Stages 9, 10, & 11.) 
• Validity of data (Go back to Stages 9, 10, & 11.) 
• Improvement is a step too far (Go back to sponsorship and 

supporting the vision - Stages 7 & 8) 
• Contradicts organisational priorities (Go back to sponsorship and 

supporting the vision  - Stages 7, & 8) 
• Political ownership issues (Go back to sponsorship and supporting 

the vision – Stages 7 & 8) 
• Improvement is outside of your control or influence (Go back to 

sponsorship and supporting the vision - Stages 7 & 8) 



A Useful Guide to  
Problem Solving 

Page 40 

Confidence through Development 

www.pansophix.com T: 0845 260 2820 

 
3. Identify target audience for presentation and define what 

commitment you need to proceed. 
 

4. You must decide what buy-in you are looking for. Buy-in may not 
necessarily mean senior management sign off but could mean buy 
in from the teams who need to implement change. You may also 
want buy-in from a supporter of you and what you are trying to 
achieve that will be involved in building or delivering the solution. 

 
5. Identify best method for communication 

 
6. Communicate your findings and request for acceptance of your 

findings. 

Things to consider 

The key is collaboration. Blame culture, denial, and bias, are so destructive. If 
after presenting you still cannot move forward there is a point where all efforts 
have failed and as an external consultant it is easy to state, “If you don’t have 
management buy-in then stop”. In reality within a company you may not have 
such a luxury.   
 
If the findings are not accepted you will need to understand the exact reason. 
This will determine whether you can still process or come to a complete halt! 
 
If the root cause analysis is completed behind closed doors and there is no audit 
trail of the method used, the evidence used, and how the conclusions were made 
then it would be difficult to take analysis as proven. 
 
The timing of impact will determine when the problem needs be resolved. I.e. is 
this a problem that is going to impact at a certain moment in time? 
 
Look for information in the evidence and impact on what will trigger your 
organisations managers into taking action (or supporting you in taking action). If 
the problem has been ongoing for quite sometime and the impact has been felt 
for quite sometime, then why would your managers agree to fix the problem 
now? 
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The trigger is quite often referred to as the compelling reason or a compelling 
event. In other words is there is a moment in time that has either … 
 

• Caused the ongoing issue to come to a head and now needs to be dealt 
with 

• An impending deadline that cannot be passed without this problem being 
fixed. 
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Case Study 
The results of trouble-shooter plumbing’s analysis were dramatically enhanced 
when presented as a graph as part of the presentation. 

Trouble-Shooter Plumbing Survey Results   
For Read Out Loud Readers the Table has seven columns and 6 rows. 
For Read Out Loud Readers the Table has finished. 

Results for politeness, kept appointments, and quality of 
represented in a graph 

 
 
 
 
 
 
 
 

 

 

 

Subject Excellent Very Good Good No Opinion Poor Very Poor Unacceptable

Politeness 25.00% 32.00% 23.00% 10.00% 10.00% 0.00% 0.00%
Kept Appointment 0.00% 3.00% 15.00% 20.00% 30.00% 22.00% 10.00%

Quality of work 3.00% 25.00% 20.00% 20.00% 12.00% 10.00% 10.00%
Value for money 0.00% 15.00% 20.00% 2.00% 20.00% 16.00% 27.00%

Total Service 9.00% 13.00% 24.00% 5.00% 7.00% 17.00% 25.00%

Post Event Customer Survey

25.00%

10.00%

20.00%

30.00%

22.00%

10.00%

25.00%

20.00%

32.00%

23.00%

10.00%
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3.00%

0.00%

15.00%
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20.00%

10.00%12.00%
10.00%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

Excellent Very Good Good No Opinion Poor Very Poor Unacceptable

Politeness Kept Appointment Quality of work
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Summary 
In this step you have learnt how to identify the key underlying root causes of 
your problem through a step-by-step process of working backwards from the 
initial causes of the problem. 
 
You have learned … 
 

• Methods for identifying causes 
• How to prioritise causes 
• How to find the underlying issues  
• How to bring together all of your analysis to present a single statement of 

the problem analysis 
• How to use the statement to raise awareness and buy-in to your findings. 
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Step 4 - Building the Solution 
This step will teach you how to … 
 

• Create a solution from your root cause analysis 
 

• Scope the parameters of your solution within the capabilities of your 
organisation 

 
• Assess the risks of what could go wrong both within the solution 

 
• Build a business case that clearly states what the solution will do, what it 

won’t do, and the benefits/impact of the solution. 
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Stage 13 - Defining the Solution 
Key question: Have you researched the options for creating a solution that 
removes the root causes of the problem? 

Why this question is important 

This question will help you make sure you have the best solution to remove the 
root causes once and for all by … 
 

• Considering all of the possible options for a solution 
• Avoid assuming that the obvious solution is the best solution for the 

future 
• Consider all of the parameters of a solution. 

This is what you need to do to successfully answer this 
question 

1. Review the prioritised root causes you identified in Step 3. 
 
2. Start to identify ideas of solutions that will directly remove the root cause 

issue and are aligned with the ideal solution identified in Step 2. 
 

It may be at this stage that, having identified the root causes, further 
investigation is required. This does not mean further investigation into the 
problem, but investigation into the options for a solution. 
 
Consider whether you have an emotional investment in the problem and 
the solution. Distance yourself emotionally from the problem and avoid 
making statements like, “What a good idea, let’s go and do that!” 

 
3. Write a statement of the solution you are going to use. In writing the 

statement, use the same principal used in Stage 4. Problem Awareness. 
The statement should not only state what you are going to do, but how, 
when and who will be responsible for making it happen. 

 
4. Continue gathering thoughts from other people with a vested interest in the 

solution. Take guidance from your sponsor where needed. 
 
5. Review whether there are other initiatives taking place or planned in your 

organisation that may be … 
 

• Similar to your solution and could be a duplication of your work. Can 
you pull elements of your solutions together?  
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• Competing for resource, focus, and budget. There is in reality a limit 
to the number of initiatives or strategic projects an organisation can 
run and still function effectively. 

 
6. Review whether it is appropriate to run a pilot or trial to prove the solution. 
 

There may be a number of options for workable solutions and unless you 
have previous experience and evidence of successful use of these solutions, 
then you will need to demonstrate which solution is most appropriate in 
removing the root cause. 
 
Progress may also have to be proven as part of the process of securing 
funds & resource. This is an excellent opportunity to prove any additional 
benefits that the solution will provide. 

Things to consider 

I have found that when trialling a solution to demonstrate that it removes the 
root causes, I have had to ring fence the teams from other initiatives to stop any 
other training or activity skewing my results. 
 
Changing behaviours and culture is difficult to implement and to accurately 
measure. 
 
Change is costly and can take the focus away from the day job. If there is no 
extra funding then resourcing the improvement properly will be difficult. 
 
I have on many an occasion been told that the solution I was building had 
already been tried before with an emphasis of  … 
 

• Why are you bothering? 
• It’s a waste of time. 
• Oh No not again. 
• How many times do we have to keep trying this? 

 
On each occasion I have been unable to get specific details of the previous 
solution. Did the solution fail or did the problem re-appear? You are more likely 
to come across this issue here, however the key to success for your solution will 
be … 
 

• Clear measurement of progress (Step 5),  
• Ensuring a process is place to stop the problem re-occurring. 
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On every occasion I have been told I am repeating previous solutions, these two 
elements have been missing from previous attempts. 
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Stage 14 - Scope the Solution 
Key question: Have you clearly scoped the parameters of the solution? 

Why this question is important 

Having identified the options for the best solution from the root causes, this 
question will help you decide what solution is most appropriate within your 
organisations capabilities. 

This is what you need to do to successfully answer this 
question 

1. Review the solution statement or statements created in question 13. 
 

2. Confirm which elements of each solution are within your remit to fix.  
 

Consider whether the elements of each solution are within your own part 
of the organisation and under your control or under the control of your 
manager. 

 
3. Confirm that the elements outside of your remit are within your sphere of 

influence to get fixed. 
 

Consider whether you have enough influence over the elements of each 
solution that are not within your part of the organisation and whether you 
need assistance from your sponsor. 

 
4. Identify the resource you need to fix you problem. 

 
Unless you have previous experience of a similar solution then you will 
need to use best estimates. This also includes the impact each solution 
will have on the day to day running of the business. In terms of taking 
away resource from operational needs and the disruption caused by your 
programme. 

 
5. Produce costs for your solution and compare against the benefits 

identified in the root cause analysis. If technology and resource costs are 
based on estimates then they should be stated as such. 
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Consider the cost of each solution in terms of … 
 

• Capital outlay 
• Resource 
• Technology 
• Development. 

 
6. Produce an estimated of timescales needed to fix your problem. Use best 

case, worst case, and average timeframes. 
 

7. Based on the previous stages of this question, consider which elements of 
your solution are in scope or out of scope for fixing. Of course this all 
depends on the complexity of your organisation, customer base size, 
complexity of the solution. 

Things to consider 

Is your solution in conflict with the business? I.e. are you going to take resource 
and focus away from the operational needs of the business in order to make 
things better later on? If there are annual targets/objectives how will your 
solution impact these targets and objectives? If the improvement is next year 
how will you get the support? 
 
Is there a not invented here culture? Consider whether there an opportunity to 
share ideas on improvements? 
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Stage 15 - Risk Management 
Key question: Have you identified all of the things that could go wrong and 
taken steps to limit the risk as much as operationally, commercially, and 
practically possible? 

Why this question is important 

In identifying all of the things that could go wrong with your solution, this 
question will help you to reduce the chances of your solution failing to fix your 
problem by … 
 

• Deciding early the best way to stop failures or to deal with failures 
• Removing the element of surprise 
• Removing the need to make snap decisions when things go wrong 

 
This will reduce the likelihood of failure and protect the success of your solution 

This is what you need to do to successfully answer this 
question 

1. Use the Risk Matrix Template in the Appendix or the risk-matrix-
template.doc, which is included in the downloadable ZIP file (see page 3 
for the link),  in a creative thinking session to identify potential risks. One 
of the best methods for this is to ask your colleagues to imagine that it is 
their role to deliberately stop the solution from being a success and to 
identify ways of making sure the implementation of the solution fails. It is 
perhaps a reflection on human nature that you are more likely to get a 
whole list of reasons why it could fail than a list of why it could succeed. 
An example of a completed Risk Matrix is included in the Appendix. 

 
2. Within the creative thinking session, identify the impact of the failure on 

the implementation of the solution 
 

3. Now identify the likelihood of the failure taking place. This may be difficult 
to measure and could be from personal/professional perception of those 
involved. 

 
4. The process of mitigating the risk is a simple process of reversing the risk 

statement. For example, “The instructions might be misinterpreted” would 
be mitigated by “ensure the instructions cannot be misinterpreted”. 

 
5. Clearly state the method for mitigating the risk.  
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The majority of risks will be based on instructions being unclear, priorities 
being unclear, personal agendas taking over and change in business 
priorities. Make good use of your sponsor when considering the risks to 
the business. 

Things to consider 

In all businesses there is an element of risk. It is important to get the balance 
right between the risk to the programme and the cost of the business of 
mitigating the risk.  
 
You should at least understand the risks even if you are unable to take steps to 
avoid the risk. Understanding that the risk is there and its potential impact will 
enable you to take appropriate steps if and when necessary. 
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Stage 16 - Business Case Sign Off 
Key question: Do the individuals and managers affected by the problem accept 
your solution, your resource needs, and any operational disruption? 

Why this question is important 

This question will help you to get the necessary support for your solution by 
clearly presenting it as a business case stating … 
 

• What you solution is 
• What it will do 
• What it will involve 
• How your organisation will benefit 

This is what you need to do to successfully answer this 
question 

1. Review the information you have gathered to date. 
 
2. Pull together the elements of the information you will need for the 

business case including the information used for presenting the root cause 
analysis in step 3. Depending on the complexity of your solution, you will 
need to include the following elements … 

 
• Vision of improvement  
• Problem summary and impact 
• Solution overview and deliverables 
• Cost vs Benefit 
• Sponsorship and buy-in achieved 
• Priority issues 
• Supporting information 

i.   Scope of solution 
ii. Resource required 
iii. Technology 
iv. Milestones and Timescales 
v. Supporting root cause analysis 

 
The wording for each of these elements may consist of a paragraph or 
even one sentence. The point here is to be clear that you have thought 
through these elements as key to the success of your solution. 
 
If you are required to put together a full business case you may find our 
Business Case Template, in the Appendix, or the business-case-
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template.doc, which is included in the downloadable ZIP file (see page 3 
for the link), useful.  
 

3. Present the information to your sponsor (if sponsored) to validate and 
ensure you have allowed for any potential reasons for rejection … 

 
• Insufficient data. (Go back to Stages 13 & 14 and consider a trial) 
• Too many assumptions. (Go back to Stages 13 & 14 and consider a 

trial) 
• Validity of data. (Go back to Stages 13 & 14 and consider a trial) 
• Improvement is a step too far. (Go back to sponsorship and 

supporting the vision Step 2 - Stages 7 & 8) 
• Contradicts organisational priorities. (Go back to sponsorship and 

supporting the vision Step 2 - Stages 7 & 8) 
• Political ownership issues. (Go back to Stages 14 & 15 and review 

the scope and solution risks) 
• Improvement is outside of your control or influence. (Go back to 

Stages 14 & 15 and review the scope and solution risks) 
 
4. Identify with your sponsor the target audience for presentation and define 

what commitment you need to proceed. 
 

You must decide what buy-in you are looking for. Buy-in may not 
necessarily mean senior management sign off but could mean buy in from 
the teams who need to implement change. You may also want buy-in 
from a supporter of you and what you are trying to achieve that will be 
involved in building or delivering the solution. 

 
5. Communicate your findings and request for acceptance of your findings 

(as per the method used in Step 2 - Stage 8) 

Things to consider 

Consider how your key messages on the solution will be interpreted. Wherever 
possible, I arrange for a senior manager or a sponsor to communicate my 
solution. This method highlights the fact that … 
 

• The solution is sponsored 
• The audience is more likely to listen to their senior manager 
• Re-interpretation of the message is more difficult 
• It is harder for the senior manager to make my solution a lower priority 

(having already stated it as a high priority) 
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Summary 
In this step you have learnt … 
 

• How to convert problem statement root causes into a solution without 
jumping to conclusions in deciding which solution to create 

• How to clarify what the scope of your solution will be and, just as 
importantly, what elements are outside your influence 

• How to avoid the risk of failure and ensure there are no surprises 
• How to make sure you have clearly stated what you are going to achieve 

so there is no confusion or misinterpretation. 
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Step 5 - Making Improvements Happen 
You have now reached the stage where action is needed to improve your 
situation. 
  
In this step you will learn … 
 

• How to use a clearly defined action plan to drive the improvement 
 

• How to use the plan to agree roles and responsibilities 
 

• How to measure the progress of your solution 
 

• How to use the plan to drive progress. 
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Stage 17 - Governance 
Key question: Do you have a detailed workable plan of what needs to happen 
to successfully implement your solution? 

Why this question is important 

This question is designed to make sure you have an action plan that … 
 

• Is appropriate in size to the problem you are looking to fix. 
• Is clear to read and understand with no surprises. 
• Provides the right level of detail to … 

i. Everyone responsible for delivering 
ii. Your management and sponsor 
iii. Anyone who is going to benefit 
iv. The wider audience. 

This is what you need to do to successfully answer this 
question 

1. Review your solution business case. 
 
2. Depending on how large and complex the solution is review whether you 

wish to split the elements of the solution into a number of work packages 
with individual owners. 

 
Consider who is the right person to own the work package? Is it the 
person best qualified in the subject, best qualified in that department, or 
the appropriate person politically (most motivated)? You may wish to 
consider a departmental representative for each work package if 
appropriate. 

 
3. Use the Problem Solving Checklist in the Appendix or the problem-

solving-checklist.doc, which is included in the downloadable ZIP file (see 
page 3 for the link), and write in the detailed actions that need to take 
place for each element. 

 
If there are a number of work packages with owners then ask the owners 
to complete their own action plan as part of their commitment to the plan.  

 
If your improvement plan is made up of a number of work streams that 
will be delivered by different people then the plan will need to include … 
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• A Management Summary. (Taken from your Solution Business 
Case) 

• Work package documentation with work package owners, work 
package description, key action plan and RAG (Red, Amber & 
Green) status reporting. RAG is fully explained in the next Stage. 

 

Personal Note 

I have reviewed so many projects and, having read the action plan, I still did not 
understand what the plan was designed to achieve. The plan was usually in the 
form of a Gantt chart with lots of colours and action titles that were meaningless 
such as “deliver comms” or “gather info”. 
 
One of my main concerns at the action planning stage has been the number of 
times I have been asked to be aware of a project because it would impact my 
own projects and programmes. On one occasion, having not been unable to 
understand (or read) the action plan, I started to contact individuals to get a 
personal explanation of the projects aims and activities. Four individuals later I 
had four completely different explanations (three explanations and one “I’m not 
really sure”)! 
  
 



A Useful Guide to  
Problem Solving 

Page 58 

Confidence through Development 

www.pansophix.com T: 0845 260 2820 

Stage 18 - Roles and Responsibilities 
Key question:  Are the right people and infrastructure in place to succeed? 

Why this question is important 

Your chances of success are greater if you have the confidence that individuals 
who are responsible for delivering improvements … 
 

• Understand and support the need to fix the problem 
 

• Can ensure they make sufficient time available to deliver 
 

• Can sufficiently prioritise your problem in their workload and with their 
managers. 

 
• Understand the impact of not delivering. 

 
• Understand what is not included in their role. 

This is what you need to do to successfully answer this 
question 

1. Once the plan is complete arrange a review with the work package and/or 
action owners. 

 
2. At the review add a script to the template with … 

 
• Name of work package/action owners 
• Description of their role |( in  achieving the plan) 
• What they are responsible for delivering 

 
3. Publish the plan to the work package/action owners, senior managers and 

sponsor.  
 
4. Request sign off of the plan in terms of owners, role and responsibilities. 

Things to consider 

Personal Note 

I have worked with individuals, mainly team managers, who either stated … 
 

• I have priorities and you’re not one of them (even though they sent 
someone to represent them at my meeting to confirm I was a priority). 
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• My priorities have changed and I cannot provide resource to fix your 
problem. I later found out that my Director and their Director had an 
argument the day before. 

 
• I don’t have an update for you. We re-organised last month and I have 

been working on another project. (This was not mentioned at the previous 
month’s review and there was no mention of the work being handed over 
or an explanation why this has not been mentioned before). 

 
To balance this I have also worked closely with a team to improve their job 
efficiency as costs were rising year on year. They took three months to move 
from disinterested in efficiency to driving their own efficiency initiatives. Talk 
about changing the culture. Unfortunately, some members of the team became 
so engrossed in the initiatives that their output dropped and measures had to be 
put in place to limit how much time was spent on improvement initiatives. So 
what was the lesson? The initiatives became much more interesting than 
carrying on with the day job and enthusiasm sometimes needs to be controlled. 
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Stage 19 - Measurement of your Progress 
Key question: Do you have measures in place to track and report 
improvements? 

Why this question is important 

This question helps you to put the right measures in place so you can track the 
improvements you are making. By tracking the improvement, you can … 
 

• Track the progress of your solution 
 

• Track whether your solution is fit for purpose 
 

• Keep your managers updated on progress 
 

• Continue to justify the use of resource and effort on your solution. 

This is what you need to do to successfully answer this 
question 

1. Review the evidence of the problem from Step 1 and evidence of the root 
causes from Step 3 and the measures used to gather the evidence. 

 
2. Add to your action plan a work package to re-measure the problem and 

root causes at each milestone of the action plan. 
 

Consider whether the original measures are still in place or were one offs.  
 
3. Use a chart to record changes to the problem. This could be in terms of … 

 
• Reduction in the number of failures  
• Improvement in efficiency 
• Reduction in cost 
• Reduction of customer complaints. 

 
Consider using the graph used in Step 3 - Stage 12 as a visual record of 
the change. 

 
4. Use RAGB (Red, Amber, Green and Blue) to show the improvement 

progress in simple terms. For example … 
 

• Blue = Complete 
• Green = Progress on track 



A Useful Guide to  
Problem Solving 

Page 61 

Confidence through Development 

www.pansophix.com T: 0845 260 2820 

• Amber = Progress off track with recovery plan 
• Red = Progress off track and no recovery plan 

 
Your own organisation may already have its own reporting format. When 
using a reporting format, clearly label what each code represents. 

Things to consider 

If you are communicating progress across your organisation then I have found 
that individuals can quite quickly lose interest in the information if the same 
message is repeated in the same way. i.e. we are now 10% complete, 20% 
complete, 30% complete etc.  Therefore consider changing the pattern of your 
key message, look for good news and quick wins, local emphasis, engage 
communications specialists within your organisation to tell the story of progress 
if you can.  

Personal Story 

I heard a story of a mission critical company policy that needed to be presented 
across the whole company to thousands of employees. The policy was designed 
to help improve a company wide data quality issue. 

There was a Senior Director so determined that the policy should be in place 
ASAP that they set a deadline of a two-week period for the policy to be rolled-
out. The drive insisted that each part of the company sent out daily reports of 
progress and employees were threatened with loss of bonus for failing to 
complete the 1 hour policy training. Customer meetings were postponed, priority 
activities moved to complete the training. 

Rumours started of team managers playing a game. Seeing how quickly they 
could present the 1 hour material without skipping any of the key learning points 
with a sweep stake at the end of the two weeks for the winner. The winner was 
reported as 17 minutes 35 seconds! Improving through communications is so 
much more than delivering the material and demanding it’s completion.  

Consider, are you engaging their hearts as well as their minds? 
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Stage 20 - Driving the improvement 
Key question: Are all of the elements of your solution on track to fix the 
problem? 

Why this question is important 

This question will help you to drive your improvement through the use of your … 
 

• Action plan 
• Reporting of progress 
• Personal drive and contact in re-selling the benefits and success. 

This is what you need to do to successfully answer this 
question 

1. Set up regular review meetings or telephone conference calls for the life 
of the solution. The frequency and length of these review should be 
appropriate to the needs of the plan and not take up any more time than 
necessary to review progress. 

 
Updates must be provided at these meetings/calls. This will drive the 
individual Work package owners to ensure progress is being made. I.e. all 
actions green! If there are any recovery plans, then they should have to 
be explained. 

 
2. Using the dates on the action plan, track progress and update the 

reporting status within the action plan. 
 
3. Report progress of the action plan and progress of improvement as 

appropriate for your solution and for your organisation. 
 

Does your organisation work from a scorecard for business objectives? 
Consider whether you can make the reporting of progress fit the scorecard 
format of your organisation and therefore match the objectives that the 
managers are paid on. 

 
4. Look for good news stories to promote the success and benefits of your 

solution during the life of the action plan. 
 

Ensure the improvement is broken down into stages so that success can 
be communicated and be seen to be progressing. I.e. “Phase 1 is now 
complete. What a success!” 
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Things to consider 

It is in my experience rare, even with a small problem to solve, not to be 
competing for resource and priority. 
 
Remember there are stages of enthusiasm. From the initial euphoria you are 
now moving into the stage where the real hard work is required. Effort at this 
stage uses up resource and can take a long time. Reminding individuals of the 
benefits of your solution is key throughout the life of the action plan. Further 
into the delivery there will likely be programme fatigue.  The biggest risk to 
progress is apathy and this can be observed in the number and quality of 
responses to communications requesting feedback! 
 
Even if you have clearly communicated how long it will take for the improvement 
to take place, continue to repeat the message.  Monitor whether individuals 
believe that the solution … 
 

• Is worthwhile 
 

• Will work 
 

• Is of value (not just to the organisation but more importantly to them?)  
 

• Means more work for no more pay! 
 
Change cycles can be long. A perception of poor service can take a long time to 
go away.  
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Summary 
In this step you have learnt that … 
 

• A clearly defined action plan will make sure the solution is clear and 
therefore not open to misinterpretation. 

 
• It is key to ensure not only are individuals assigned to roles but that there 

are no misunderstandings of roles and their responsibility to deliver. 
 

• It is important to use measurement to prove you are being successful. 
 

• In addition to a good plan, you need to drive the change through at each 
step of the plan. 



A Useful Guide to  
Problem Solving 

Page 65 

Confidence through Development 

www.pansophix.com T: 0845 260 2820 

Step 6 - The Final Fix 
This is the last step in solving your problem and focuses on completing the 
action plan and moving on. In step 6 you will learn how to … 
 

• Drive progress through the final stages 
 

• Move the improvement back to business as usual 
 

• Ensure the problem does not re-appear 
 

• Disengage from the activity 
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Stage 21 - The Final Drive 
Key question: Is everything in place to complete the programme and move to 
business as usual? 

Why this question is important 

This question is a check and balance question that will help you to make sure 
effort is maintained through to the end of the improvement.  
 
Reasons why actions might stop before the end … 
 

• The problem is not so bad now 
 

• Fatigue. The enthusiasm to make an improvement has gone 
 

• Things don’t seem to be getting better  
i. There is delay between the activity and the measured 

improvement. 
ii. There are other factors or problems stopping the improvement 

having an impact. 
 

• Other priorities are now more urgent. 
i. Other problems are waiting to be solved and are now having a 

bigger impact. 
ii. Re-organisation means the nature of the problem has changed and 

the improvement cannot continue in its current format. 

This is what you need to do to successfully answer this 
question 

1. Review the progress of your action plan and progress against the 
improvement measures. 
 
Consider whether the problem is still recognised as an issue and whether 
you have made sufficient progress to demonstrate that it has been and is 
still worthwhile continuing. Consider how non completion of your action 
plan will impact your organisation. Can you relate the current status back 
to the impact statements of the root cause analysis as evidence of the 
need to continue? 

 
2. Review the progress of your action plan and progress against the 

improvement measures. 
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Consider whether the problem is still recognised as an issue and whether 
you have made sufficient progress to demonstrate that it has been and is 
still worthwhile continuing. Consider how non completion of your action 
plan will impact your organisation. Can you relate the current status back 
to the impact statements of the root cause analysis as evidence of the 
need to continue? 

 
3. Confirm whether your senior managers still support your solution. 

 
Even if you have secured the right level of sponsorship, resource, and 
ownership, you organisations priorities can change and senior managers 
focus can change. Be clear in re-emphasising the implications if the action 
plan does not get completed. 

 
4. Confirm that you still have sufficient resource to complete the action plan. 

 
Note that the resource needs at this stage may be different from earlier 
stages. Also when reviewing resource, consider whether apathy has now 
set in even though the resource is in place. This generally applies to more 
complex problems and lengthy improvement activities. 
 

5. Drive the remaining actions through to their conclusion. 
 

If the requirements are changing, i.e. you have been asked to fix other 
associated problems or the scope of your action plan has expanded, 
create an additional work package to reflect the new work. This will enable 
you to demonstrate completion of the original actions and keep separate 
any new requirements. Describing the new requirements as “Phase 2” will 
also help you to close the action plan as complete. 

Things to consider 

Quite often I have found that the resolution of the original problem is not the 
end of my activity. A more detailed level of activity is now needed as the wider 
issue is broken down into a number of smaller problems as the “next stage”. 
Clearly defining the end of an improvement activity and declaring its success in 
delivering an improvement or solving a problem is important. If there is not a 
mark in time where you celebrate success, then the focus will only ever be on 
the remaining problems. The programme will be perceived as ongoing, or not 
resolved, or confused etc. 
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Personal Note 

As part of an improvement project I was working on, incoming calls into a call 
centre were measured in terms of percentage of calls answered within 30 
seconds. On average only 48% of calls were answered within the 30 second 
target and a training plan was put in place to provide staff with the skills to deal 
with enquiries in a shorter time period. This would in turn improve the number 
of calls successfully answered.  
 
Staff holidays and sick days also had a marked impact on the figures so that 
measuring an improvement during the training programme was difficult. Also 
because the training would remove call centre staff from the telephones, the 
training was completed over a 3 month period. 
 
For three weeks in a row in September, before the training roll-out was 
completed, the call centre manager hit her target of 85% calls answered in 30 
seconds. This was possibly due to the success of the training, but also due to the 
fact that there was no one on holiday or sick during those three weeks.  
The pressure was now on for the manager not to let her numbers drop and she 
insisted on suspending the training to focus on answering the phones to hit 
target. Even when she reluctantly let staff take holidays and the call answering 
fell back to below the target, persuading her that the training should continue to 
ensure longer term improvement was difficult to say the least. 
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Stage 22 - Resourcing for Business as Usual 
Key question: Are the operational units ready to take ownership of any new 
activities and processes? 

Why this question is important 

This question will help you ensure any activities and processes within your action 
plan become part of the day-to-day operation of your organisation rather than 
continue beyond their natural life as part of an action plan. 

This is what you need to do to successfully answer this 
question 

1. Ensure the operational owner is involved before the improvement action is 
completed. 
 
This may require a formal handover between departments, or the 
operational owner may already be involved in the improvement. You may 
have taken on the role of trouble-shooter as the existing operational 
owner in which case moving to business as usual is still just as important 
but you will be responsible for continuing the activity from a different 
perspective. Be clear when it stops being a development activity and 
becomes business as usual. 

 
2. Agree with the new owner, the actions that need to be completed for the 

activity or process to be handed over. 
 

This may include you remaining in place to monitor the process and 
ensure it is fit for purpose. Make sure any change in ownership has been 
communicated so that roles are well defined and you are not continually 
contacted for support. 

Things to consider 

If you cannot move the programme to business as usual or separate the existing 
plan from new activity, then it may be that your solution has evolved into a new 
initiative or project. This may not even be obvious to you as it has happened 
over a period of time.  
 
Your key reason for ensuring your action plan is separate from any new activity 
is that it is very common for new requirements to be added to your responsibility 
and for the existing solution to remain under your control as this now becomes 
your area of expertise.  
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Beware! From my personal experience it is very easy to become swamped with 
new work streams and be unable to function. 

Stage 23 - Ongoing Measurement and Processes 
Key question: Are measurements in place ensure the problem does not re-
appear? 

Why this question is important 

This question will help you stop the problem re-appearing by default by putting 
clear measures and targets in place to monitor business as usual activity and 
processes. 

This is what you need to do to successfully answer this 
question 

1. From your existing measures, identify which activities could potentially 
slip due to lack of attention to detail or individuals’ habits or behaviours. 

 
2. Review which measures could be put in place to monitor activity. 

 
Consider the practicality, cost, and resource needed to complete regular 
measurements when deciding which measures are most appropriate. 
Consider whether existing databases or reports can provide you with the 
information you are looking for. 

 
3. Agree with the operational owners, the frequency of measurement that 

should take place.   
 
4. Identify who would be responsible for the management reporting against 

these measures. 
 
In my personal experience, if you are responsible for monitoring of the business 
as usual activity then it is quite likely that the responsibility for reporting will 
remain with you in the near future. 

Things to consider 

Root causes of problems quite often exist by habit and therefore any return to 
the old ways of working is likely to happen due to human nature … 
 

• Individuals’ lack of attention to the quality of data. 
  

• Individuals assuming someone else should take responsibility. 
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• Organisational culture may mean that it is easier to email than it is to talk 
and the level of understanding is also compromised. 

 
• There may not be a motivation to work harder and ensure quality is 

maintained. 
 

• Individual’s workload does not allow for attention to the quality of data. 
 

• Due to cost control, fixing things will always be an additional activity to 
the day job. 
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Stage 24 - Disengage 
Key question: Are you now able to disengage from the problem, solution, 
action, plan and move to business as usual? 

Why this question is important 

This question will help you stop the action plan continuing beyond its natural life. 

This is what you need to do to successfully answer this 
question 

1. Review all work packages to ensure that all actions have now been 
completed. 
 
There is a limited window of enthusiasm for change. This applies to 
individuals and to the organisation as a whole. If enough people in your 
organisation really does not want to take part, senior managers are not 
interested in your messages, and it become too difficult to continue then 
there will unfortunately be a point where you will have to consider 
stopping the activity. 

 
2. Ensure that ownership of any new actions is with the operational owners 

and is viewed as operational actions and not part of your solution. 
 
If other individuals are going to take over your responsibilities as day to 
day owners and do not welcome the extra work and responsibility, then 
there may be a reluctance that results in delays. You may even find that 
they might invent reasons for delaying handover. 

 
3. Identify your new priorities outside of the problem so that you use your 

learning and new experience to best advantage. 
 
If you and the solution are perceived as one and the same then removing 
the label of “owner” will be difficult and may take more time that you have 
planned for. 

Things to consider 

If at this stage you still have not achieved sufficient improvement then try to 
identify exactly why no improvement has taken place.  
 

• Look to accurately forecast when the first signs of improvement will take 
place. 
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• Consider what other factors could have affected progress or your results. 
In a previous step I stated that teams should be ring fenced to make sure 
other initiatives do not skew the figures, this is fine for a pilot but will not 
be practical throughout your action plan. 

 
• Look to identify quick wins at this stage. Consider whether there is one 

element of your action plan that can be measured as having an 
improvement of partial fix of your problem, even if this means creating an 
additional measure. Use this improvement to re-confirm the value of the 
plan and promote success. 

 
• If your measure is individual’s perception of a problem, then check that 

the individuals interviewed are having actual experiences. If you continue 
to measure perception from individuals whose experience is based on past 
perception, past poor experience, or their view is biased then you are 
unlikely to be able to demonstrate an improvement. Clarifying the 
meaning behind answers to a perception survey will improve the likely 
hood of the accuracy and validity of the answers. Anonymous perception 
surveys tend to give vague answers and to not enable you to validate the 
answers easily. 
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Summary 
You have learnt that … 
 

• It is key to keep the momentum going when the solution does not appear 
to be having an impact on the problem 

 
• That moving activity and processes to business as usual can require some 

negotiation 
 

• Ongoing measurement is key to stopping old habits and developing new 
habits and keeping the problem at bay 

 
• Disengaging can be just as much an emotional experience as a practical 

one. 
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Conclusion 
Key question: Have you identified, learned and applied the lessons from the 
Useful Guide to Problem Solving? 

Why this question is important 

This final question will help you consider how this Useful Guide has helped you 
and how you can now use you r new earning to help yourself and others. 
 
If success were easy then where would the learning come from? All of the 
learning in this trouble-shooter was gained personally through experiencing the 
difficulty of solving problems. Whether that be from large scale change 
programmes, coaching teams through re-organisations, or helping a customer 
with a complaint. As an avid people watcher and observer of life, I have noticed 
that quite often the simplest plans do not work. Not because they were poor 
plans but because they required the involvement of people to make then work. 
 
In solving problems, people get in the way! 
 
By referring to people, I mean … 
 

• Individuals 
• Managers 
• Teams 
• Groups with teams 
• Section of your organisation 

 
For instance you could have a perfectly good plan but it doesn’t deliver what 
people want, and they may not even know what they really want until it is too 
late! People are also quite often busy, they may not always pay attention to you, 
and they may want to make independent decisions. 
 
The key themes through the trouble-shooter therefore have been … 
 

• To get people to pay attention to your problem 
• To get people to accept proven facts (about your problem) 
• To get people to take action on your behalf (to help solve your problem) 
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This is what you need to do to successfully answer this 
question 

1. Review each question in this Useful Guide and consider what you have 
learnt … 

 
• New Skills? 
• New Ways of thinking? 
• Personal Lessons? 
• Things to consider offering others? 

 
2. Review what you are going to do next … 

 
• Re-apply the learning in a new problem  
• Re-apply the learning in your day to day role 

 
Consider whether the solution can be replicated to stop the problem 
happening elsewhere. If the solution has already been implemented 
elsewhere, then consider whether there are there any lessons that you 
can re-use.  

 
3. Remember to celebrate your success no matter how big or small a success 

you have been. 

Things to consider 

I have found that success is to be found by networking and sharing your 
experiences. 

Personal Note 

A little while ago two individuals who found that they had similar roles in 
different parts of a company in supporting a client contract both approached me. 
They told me that they had met each other by chance and realised that they 
both produced monthly reports to the client that used the same information 
source and produced the same statistics. They had agreed to meet up and over 
a period of three days they agreed to produce a single report that would cover 
both of their needs. I was approached as they wished to use my improvement 
web site to promote what they had done. I agreed and published the story as a 
case study and communicated it out as a good news story. 
 
I was then contacted by someone else, who proudly told me that they had made 
the same improvement a year ago. Unbelievably they were from the same part 
of the company as the individuals who provided the case study. They had made 
the improvement but hadn’t told anyone.  
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Knowledge is power, but only when you share it! 

Feedback 

As we are always trying to improve our Useful Guides we would appreciate any 
feedback you can give us on A Useful Guide to Problem Solving. Please click 
on the link below to access our online feedback form … 
 

http://www.pansophix.com/useful-guide-feedback.html 
 
If we use your feedback to improve A Useful Guide to Problem Solving we 
will email you a copy of the updated version. 

Useful Guides 

Our range of Useful Guides is constantly growing. Please click here to see the 
current range. 
 
As a purchaser of one of our Useful Guides you are eligible for free access to our 
online Learning Support Centre. Please use this link to access our growing range 
of mental exercises, tips and tools … 
 

http://www.pansophix.com/learning-support-centre/index.html 
 

http://www.pansophix.com/useful-guide-feedback.html�
http://www.pansophix.co.uk/store/�
http://www.pansophix.com/learning-support-centre/index.html�
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Appendix 
 
This Appendix contains all the tools that have been referenced in this Useful Guide. If you would like MS Word versions of 
the tools you can download a ZIP files which contains all the tools by clicking here. 
 

http://www.pansophix.com/resources/a-useful-guide-to-problem-solving-toolkit.doc�
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Application: To help you create a useable Definition of the Problem 
 
How to Use: Add all of the information you have available to you into the relevant boxes. The boxes will expand as you 
type. 
 

• At this stage the information may be a collection of facts and statements from different people.  

• The information may also at this stage appear as very general statements or a number of conflicting statements.  

• The more information you have available and the more sources of information the better. 

 

What is the problem and how is it appearing? 
(Note the type of problem, how frequently it is happening, and how widespread the problem is) 

 
 

Key findings and trends 
(Note what evidence you have used to identify the problem and what trends are appearing) 

 
 

What is the impact?   
(List who this is impacting, what their role is, what the business drivers are and what the impact is of the problem) 

 
 

Who needs to be aware of the problem? 
(Note who should acknowledge this problem exists, and what support you need from them at this stage) 
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Application: To help you create a useable Definition of the Problem 
 
How to Use: Add all of the information you have available to you into the relevant boxes. The boxes will expand as you 
type. 
 

• At this stage the information may be a collection of facts and statements from different people.  

• The information may also at this stage appear as very general statements or a number of conflicting statements.  

• The more information you have available and the more sources of information the better. 

 

What is the problem and how is it appearing? 
(Note the type of problem, how frequently it is happening, and how widespread the problem is) 

The volume of work previously experienced has slowed, other plumbing companies are being successful in competing for business, 
and costs are continuing to rise. The new advertising campaign has helped slow the loss of work but has added to the increased costs 
and the number of customer complaints are rising. 

Key findings and trends 
(Note what evidence you have used to identify the problem and what trends are appearing) 

Evidence from complaints analysis shows the majority of complaints received relate to plumbing engineers with a minority relating to 
the cost of service, and how requests for quotes are handled. Information from customers via the sales teams indicate that poor 
reputation with service is leading to customers going elsewhere. 

What is the impact?   
(List who this is impacting, what their role is, what the business drivers are and what the impact is of the problem) 

The initial  impact is that Trouble-Shooter Plumbing Ltd are losing repeat business leading to loss of sales, potentially poor reputation 
in the market place and an increase in the cost of sale. 

Who needs to be aware of the problem? 
(Note who should acknowledge this problem exists, and what support you need from them at this stage) 

This directly impacts the sales manager but also impacts the engineering manager who needs to recognise that there are problems 
with the reputation of service that is impacting the business. 
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Application: To help you create a definition of the ideal solution. 
 
How to Use: Using a separate line for each person identified, review with each of them what their ideal situation is by 
working through the actions in each of the key questions. The emphasis here is get as wide a view as practically possible 
as both the problem and the effect of removing the problem will probably have an impact on people outside of your direct 
responsibility. Sustainable change will be dependant on ensuring you have a clear view of the ideal situation. The table 
boxes will expand as you type. 
For Read Out Loud Readers: The following Table has seven columns and eleven rows. 

Name Department Problem Impact 
Ideal 

Situation 
Benefit 

Problem 
solving role 

Commitment 

       

       

       

       

       

       

       

       

       

       

 
For Read Out Loud Readers the Table has finished.
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Application: To help you create a definition of the ideal solution. 
 
How to Use: Using a separate line for each person identified, review with each of them what their ideal situation is by 
working through the actions in each of the key questions. The emphasis here is get as wide a view as practically possible 
as both the problem and the effect of removing the problem will probably have an impact on people outside of your direct 
responsibility. Sustainable change will be dependant on ensuring you have a clear view of the ideal situation. The table 
boxes will expand as you type. 
For Read Out Loud Readers: The following Table has seven columns and three rows. 

Name Department Problem Impact 
Ideal 

Situation 
Benefit 

Problem 
solving role 

Commitment 

Complaints 
Manager 

Complaints Volume of 
complaints 
increasing costs 
with limited 
budget. Problems 
with staff welfare 
and training in 
dealing with 
unhappy 
customers. Unable 
to implement 
programmes on 
customer enquiries 
and assist with 
outbound calling 
for new marketing 
programme. 

Successful 
resolution of 
complaints 
with good use 
of the 
complaints 
process for 
helping 
customers. 

Reduced volume 
of complaints. 
Reduced costs 
achieving budget. 
Improved welfare 
of staff leading to 
reduced churn. 
Implementation of 
new programmes 
on customer 
enquiries and 
assistance with 
outbound calling 
for new marketing 
programme. 

Supplying 
existing evidence 
of problem. 
Involvement with 
root cause 
analysis and 
recording 
additional 
evidence as and 
when required. 

Committed to providing 
evidence. Limited 
availability of resource 
due to current complaints 
workload. 

Sales Manager Sales Customers are 
dissatisfied with the 

Sales growth. Increase in loyal 
customer base 

Evidence of 
customer 

Leading drive to solve the 
problems experienced. 
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Name Department Problem Impact 
Ideal 

Situation 
Benefit 

Problem 
solving role 

Commitment 

service they 
receive from 
Trouble-Shooter 
Plumbing Ltd 
leading to 
customers not 
returning to use 
our services. 

leading to repeat 
business. 
Reduction in the 
cost of sale 
leading to better 
use of sales 
resource to grow 
business customer 
relationships and 
target new 
customers. 

feedback on 
issues causing 
customers not to 
use Trouble-
Shooter Plumbing 
Ltd again. 

Facilitating cross 
organisation 
investigation. 

Engineering Plumbing 
Engineering 

Unclear at this 
stage as this is a 
sales problem.  

Efficient 
provision of 
service.  

Good reputation 
for engineering 
service.  

Unclear at this 
stage as this is a 
sales problem. 

Commitment to 
investigating issues with 
engineers. 

 
For Read Out Loud Readers the Table has finished.
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Application: To help you create a useable Definition of the causes of the Problem. 
 
How to Use: Add all of the information you have available to you into the relevant boxes … 
 

• The more information you have available and the more sources of information the better. 

• Clearly state where the information came from and how recent it is for later analysis. 

• The boxes will expand as you type. 

 

What is your view of the reasons behind the problem you are experiencing?  
Note: This is based both on your perception and the evidence you have gathered so far. 
 
 

What are other’s views of the reasons behind the problem you are experiencing?  
Note: This is based on others perception and evidence in comparison with your view. 
 

 

Evidence to support your (and other’s) findings. 
Note: Include source of evidence and frequency. 
 

 

Priority of issues. 
Note: Based on understanding of impact, frequency of occurrence, ability to control and influence. 
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Application: To help you create a useable Definition of the causes of the Problem. 
 
How to Use: Add all of the information you have available to you into the relevant boxes … 
 

• The more information you have available and the more sources of information the better. 

• Clearly state where the information came from and how recent it is for later analysis. 

• The boxes will expand as you type. 

 

What is your view of the reasons behind the problem you are experiencing?  
Note: This is based both on your perception and the evidence you have gathered so far. 
 
Quality of training and skill of engineering in talking with customers. Poor attention of detail in scheduling appointments 
leading to complaints. This is based on perception rather than evidence. 
 

What are other’s views of the reasons behind the problem you are experiencing?  
Note: This is based on others perception and evidence in comparison with your view. 
 
Complaints manager has confirmed that based on complaints received over the last month, the cost of the bill was the 
reason why customers were unhappy with Trouble-Shooter Plumbing Ltd and not returning as repeat customers. 
 
However sales feedback suggested cost was not the reason for losing customers (“customers who complain about cost 
are only complaining because they have had a poor service). But sales were unable to substantiate their opinion of 
problems with plumbing engineers. 
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Evidence to support your (and other’s) findings. 
Note: Include source of evidence and frequency. 

 
Complaints analysis 

For Read Out Loud Readers: The following Table has three columns and six rows. 

Theme Number of complaints Percentage of complaints 
Cost of bill 30 50% 
Failure to fix 
problems 

12 20% 

Didn’t keep 
appointments 

6 10% 

Rudeness of 
Engineer 

6 10% 

Other Standard of 
driving 
Blocked my 
driveway 
Left a mess 

6 10% 

 
 

Things for Trouble-Shooter Plumbing to do to gather more evidence and substantiate sales view of the problems. 
Customer focus groups 
Case studies (sales substantiate claims) 
Post event phone calls for 1 week. This will provide a snap shot of issues. “Please rate Trouble-Shooter Plumbing on the 
following subjects” 
Politeness 
Kept Appointment 
Quality of work 
Value for money 
Ratings to be used are Excellent, Very Good, Good, No opinion, poor, very poor, complaint. 
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Results of Post event phone calls for 1 week. (This will provide a snap shot, Verbatim) 
 For Read Out Loud Readers: The following Table has eight columns and six rows.      

Subject Excellent Very Good Good No Opinion Poor Very Poor Unacceptable

Politeness 25% 32% 23% 10% 10% 0% 0%

Kept Appointment 0% 3% 15% 20% 30% 22% 10%

Quality of work 3% 25% 20% 20% 12% 10% 10%

Value for money 0% 15% 20% 2% 20% 16% 27%

Total Service 9% 13% 24% 5% 7% 17% 25%
 

 
The results of the post event phone calls showed different results to the original complaints analysis with mixed levels of 
satisfaction across all areas especially missed appointments. The more detailed questions gave the following information 
… 
 
Would you use our services again? - 30% would not use again  
Did we keep your appointment? - 41% failed to keep 1st appointment 
Did we fix your problems?  - Failure to fix 20% 
 

Priority of issues. 
Note: Based on understanding of impact, frequency of occurrence, ability to control and influence. 
 
Although cost was the main issue identified from the complaints analysis, it did not include the issues from customers 
that simply choose another supplier. The survey analysis showed a low satisfaction in keeping appointments with 42% 
appointments failing to happen on the 1st date and 62% of customers stating their view of appointments as either poor, 
very poor, or unacceptable. 
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The plumbing engineering manager’s next step is to arrange a workshop facilitated by Pansophix to review the process 
for appointments. By employing an independent facilitator the concerns of the sales rep that the workshop would not be 
open and follow a rigorous process was removed. 
 
Trouble-Shooter Plumbing Engineering team used the appointment records in preparation for their workshop as evidence 
of what was happening, Before the meeting, during the meeting, and post the meeting to identify volumes for each root 
cause. 
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Application: To help you map the root causes of the priority issues. 
 
How to Use: Ask why is this happening and note the answer in the 1st why box. Then ask the same question against the 
answer in the 1st why box and note the answer in the 2nd why box. Repeat as many times as you can. 
 
You need to be able to substantiate your answers in your notes stating … 
 

• How you came to your answer 

• Evidence to support your answer 

• Source of evidence 
For Read Out Loud Readers: The following Table has seven columns and ten rows. 

 
Note the priority 

issue/cause 
1st Why? 2nd Why 3rd Why? 4th Why? 5th Why? 

1       

2       

3       

4       

5       

6       

7       

8       

9       
For Read Out Loud Readers the Table has finished.
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Application: To help you map the root causes of the priority issues. 
 
How to Use: Ask why is this happening and note the answer in the 1st why box. Then ask the same question against the 
answer in the 1st why box and note the answer in the 2nd why box. Repeat as many times as you can. 
 
You need to be able to substantiate your answers in your notes stating … 
 

• How you came to your answer 

• Evidence to support your answer 

• Source of evidence 
For Read Out Loud Readers: The following Table has seven columns and ten rows. 

 
Note the priority 

issue/cause 
1st Why? 2nd Why 3rd Why? 4th Why? 5th Why? 

10 Householder not at 
home 

The householder was 
not available at the 
appointed time and 
therefore the visit was 
aborted. 

Forgot 
appointment 

The householder 
had forgotten the 
time or date of the 
appointment and 
was therefore not 
available when the 
engineer arrived. 

Not reminded 
The householder 
had expected to 
receive a reminder 
of the appointment 
date and time. 
. 

Trouble-Shooter 
Plumbing expected 
the customer to 
remember the 
appointment. 
Customer 
expected Trouble-
Shooter plumbing 
to send a reminder 
or make a phone 
call on the day to 
check 

This appears to be 
an issue of mis-
match of 
expectations. 
Customers’ 
expectations are 
based on their 
experience with 
other service 
suppliers such as 
supermarket 
deliveries and meter 
readers from main 
utilities suppliers. 

N/A 

11 Householder not at Forgot Other priorities Although the This appears to be N/A 
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Note the priority 

issue/cause 
1st Why? 2nd Why 3rd Why? 4th Why? 5th Why? 

home 

The householder was 
not available at the 
appointed time and 
therefore the visit was 
aborted. 

appointment 

The householder 
had forgotten the 
time or date of the 
appointment and 
was therefore not 
available when the 
engineer arrived. 

The householder 
had other priorities 
on the day of the 
appointment and 
had forgotten the 
time of the 
appointment and 
was therefore not 
available when the 
engineer arrived. 

appointment is 
important to the 
customers, they 
also have other 
priorities in their 
lives and will make 
personal decisions 
on which priority is 
more important. 
The emphasis is 
therefore on 
Trouble-Shooter 
plumbing to make 
sure the customer 
is aware of the 
appointment and 
be at home at the 
appointed time.  

an issue of mis-
match of 
expectations. 
Customers 
expectations are 
based on their 
experience with 
other service 
suppliers such as 
supermarket 
deliveries and 
meter readers 
from main utilities 
suppliers. 
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Note the priority 

issue/cause 
1st Why? 2nd Why 3rd Why? 4th Why? 5th Why? 

12 Householder not at 
home 

The householder was 
not available at the 
appointed time and 
therefore the visit was 
aborted. 

Forgot 
appointment 

The householder 
had forgotten the 
time of date of the 
appointment and 
was therefore not 
available when the 
engineer arrived. 

Distracted 

The householder 
had been 
distracted on the 
day of the 
appointment and 
had forgotten the 
time of the 
appointment and 
was therefore not 
available when the 
engineer arrived. 

This is similar to 
the issue of 
priorities. If the 
customer gets 
distracted on the 
appointment day, 
they may forget 
the appointment or 
be distracted at 
the time the 
plumbing engineer 
arrives. 

This appears to be 
an issue of mis-
match of 
expectations. 
Customers’ 
expectations are 
based on their 
experience with 
other service 
suppliers such as 
supermarket 
deliveries and 
meter readers 
from main utilities 
suppliers. 

N/A 

13 Householder not at 
home 

The householder was 
not available at the 
appointed time and 
therefore the visit was 
aborted. 

Domestic 
Emergency 
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Note the priority 

issue/cause 
1st Why? 2nd Why 3rd Why? 4th Why? 5th Why? 

14 Householder not at 
home 

The householder was 
not available at the 
appointed time and 
therefore the visit was 
aborted. 

Did not realise 
they needed to be 
there 

 

    

15 Householder not at 
home 

The householder was 
not available at the 
appointed time and 
therefore the visit was 
aborted. 

Expected visit at 
different time/day 

 

    

 
For Read Out Loud Readers the Table has finished.
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Application: To help you understand what could go wrong in fixing your problem and how likely it is to happen. This 
removes the element of surprise and enables you to make the best choice of either … 
 

• how to make sure it doesn’t go wrong 

• how to prepare for it if it does. 

 
How to Use: Try to think of all the reasons why your solution won’t work. If you have difficultly in thinking this through, 
there will usually be someone in your organisation who is very good at this. He/she will excel in predicting bad times 
ahead and have a very negative view of the world around them. If left unchecked this is quite destructive; however to a 
Problem Solver they are a goldmine of information on the risk of failure in terms of … 
 
Risk: A description of what will go wrong 
Impact: How bad it is going to be 
 
The probability and the action you need to take (or not) need to be specific even if the risk and impact are vague.  
 
Use the TAB key to increase the numbers of rows in the table. 
For Read Out Loud Readers: The following Table has eight columns and seven rows. 

Risk Impact Probability Action Owner Completion 
Date Progress RAG Status 

        
        
        
        
        
        
For Read Out Loud Readers the Table has finished.
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Application: To help you understand what could go wrong in fixing your problem and how likely it is to happen. This 
removes the element of surprise and enables you to make the best choice of either … 
 

• how to make sure it doesn’t go wrong 

• how to prepare for it if it does. 

 
How to Use: Try to think of all the reasons why your solution won’t work. If you have difficultly in thinking this through, 
there will usually be someone in your organisation who is very good at this. He/she will excel in predicting bad times 
ahead and have a very negative view of the world around them. If left unchecked this is quite destructive; however to a 
Problem Solver they are a goldmine of information on the risk of failure in terms of … 
 
Risk: A description of what will go wrong 
Impact: How bad it is going to be 
 
The probability and the action you need to take (or not) need to be specific even if the risk and impact are vague.  
Use the TAB key to increase the numbers of rows in the table. 
For Read Out Loud Readers: The following Table has eight columns and five rows. 

Risk Impact Probability Action Owner Completion 
Date Progress RAG Status 

Improvement 
takes the 
company’s 
focus away 
from day to 
day trading. 

Performance is 
reduced and 
quality of 
service is 
reduced even 
more than 
normal. 

High. Make sure the 
amount of time 
spent on 
implementing 
the solution 
does not impact 
on the day to 
day operation. 

All managers. In place before 
start of 
improvement. 

All managers 
aware and 
now an 
agenda item 
on the weekly 
reviews. 

Complete. 
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Risk Impact Probability Action Owner Completion 
Date 

Progress RAG Status 

If further 
training is 
required it 
could be 
costly. 

Cost of change 
could cancel 
out the benefit 
of the 
improvement. 

Medium to 
Low. 

Assess 
potential 
additional 
training needs 
and use 
Pansophix for 
delivery. 

Engineering 
manager. 

In place before 
start of 
improvement. 

In discussion 
with Pansophix 
to assess 
additional 
training 
investment 
required. 

Green. 

Fear of the 
effects of the 
change on 
workload and 
job for the 
future. 

This could lead 
to resistance 
to the 
improvements 
by the 
engineers. 

High. Talk through 
the plans for 
the 
improvement 
and the 
evidence of 
the problems 
with the 
engineers. 
Provide details 
of the changes 
and 
assurances to 
the engineers. 

Engineering 
manager. 

In place before 
start of 
improvement. 

Engineering 
manager 
presented the 
improvement 
plan to 
engineers 
during team 
meeting. 

Green. 

 
For Read Out Loud Readers the Table has finished.
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Application: To help you create a compelling Business Case. 
 
How to Use: Copy and paste the headings below into your own headed paper/required format and complete. 
 

Title: 
 
Current Status: 
 

1. Explain why you are presenting your business case and what you require the reader to do. 
 

2. Explain the current situation and trends. Try to summarise where you think the business is now and state 
any relevant trends (e.g. the number of faults have been steadily increasing) It is quite useful to show this 
graphically. 

 
3. Define the Core Problem. 

 
4. Outline the implications of Doing Nothing. This is an important assessment because if the reviewer of the 

case declines the proposal this is a forewarning of the likely impact – i.e. a judgement of the 
consequences. 

 
Opportunity: 
 

5. Describe the positive outputs from your proposal. Some examples might be: ”Fewer customer complaints” 
, “More potential profit due to the removal of costs of failure” etc. 

 
6. Describe the negative aspects you will reduce or avoid. Some examples might be “lower risks of losing key 

customers” or “avoid referral to the regulator” etc 
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7. Explain the overall Net Positive Benefit (i.e. 5 + 6). This should reflect a clear improvement in the 

business position compared with doing nothing  
 
Method: 
 

8. Describe the idea in outline (executive summary style). 
 
9. Describe the idea in more detail. 
 
10. Explain the Project Plan. Include key dates and key activities needed to deliver the proposal. 
 
11. Describe the resources and the people needed to deliver it. 

 
Conclusion: 
 

12. Describe the Net Benefit in £ terms. This is quantification, in money terms, of the net positive benefit 
referred to in 7 above. 

 
13. Give the Investment Needed. This will include the cost of any equipment, people etc needed to execute 

the proposal. 
 
14. Explain the Cost vs. Benefit (13 vs. 12). Quantify the net benefit here by working out how long it might 

take for the project cash flows to move from negative to positive on a accumulated basis (this is referred 
to as “simple payback”). 

 
15. Explain the options you considered, why you chose this option and why do it now. 
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Application: To help you follow your progress. 
 
How to Use: Indicate in the “Check” columns your progress using … 
 

• NYS – Not Yet Started 

• IP – In progress 

• C- Completed 

 
And use the “Notes” columns for reminders and dates. The boxes will expand as you type. 
For Read Out Loud Readers: The following Table has three columns and one hundred and forty two rows. 

Steps and Questions Check Notes 

Step 1: Defining the Problem 
1 Naming the Problem 

 
 

Write down the problem on the Problem 
Definition Template. 

NYS 
 

Add description of what is really 
happening. 

NYS 
 

Add what type of problem it is. NYS  

Add how widespread and frequent it is. NYS  

Ask others for their views of the problem. NYS  

Step 1: Defining the Problem 
2 Gathering the Evidence 

 
 

Decide what you can measure. NYS  

Check if information already available. NYS  
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Steps and Questions Check Notes 

Add any further evidence. NYS  

Measure problem frequency. NYS  

Check if problem is being tracked. NYS  

Determine what percentage of activity is 
failing. 

NYS 
 

Look for trends. NYS  

Find out reasons for failure. NYS  

Add any other information. NYS  

Step 1: Defining the Problem 
3 What is the impact? 

 
 

Review impact on others. NYS  

Review impact on external contacts. NYS  

Review against key business drivers. NYS  

Step 1: Defining the Problem 
4 Problem Awareness 

 
 

Re-present problem in compelling format. NYS  

Define client for your findings. NYS  

Need for validation of problem. NYS  

Step 2: Deciding if it needs fixing 
5 Creating the ideal situation. 
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Steps and Questions Check Notes 

Write down your ideal situation using the 
Solution Template. 

NYS 
 

Step 2: Deciding if it needs fixing 
6 Stating the benefits 

 
 

Review benefits claimed. NYS  

Review then with people affected. NYS  

Review potential benefits of improvement. NYS  

Step 2: Deciding if it needs fixing 
7 Sponsorship 

 
 

Clarity on selecting a sponsor. NYS  

Identify your sponsor. NYS  

Make contact with sponsor. NYS  

Step 2: Deciding if it needs fixing 
8 Supporting the Vision 

 
 

Create the message. NYS  

Engage them in the communications. NYS  

Include the benefits. NYS  

Be clear on intended audience. NYS  

Put feedback measures in place. NYS  
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Steps and Questions Check Notes 

Step 3: Finding the Root Causes 
9 Finding the Root Causes 

 
 

Review the problem statements. 
Write down your initial views. 

NYS 
 

Share these views. NYS  

Gather evidence. NYS  

Use more than one information source. NYS  

Look for ways to measure the problem 
going forward. 

NYS 
 

Start with estimates. NYS  

Include your intuition. NYS  

Step 3: Finding the Root Causes 
10 Prioritising the Causes 

 
 

Review the information. NYS  

Look for evidence. NYS  

Decide on your information priority. NYS  

Step 3: Finding the Root Causes 
11 Root Cause Analysis 

 
 

Decide if you need to involve others. NYS  

Choose your top priority cause. NYS  
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Steps and Questions Check Notes 

Use evidence. NYS  

Use the Root Causes Template to write 
down the reasons. 

NYS 
 

Continue to ask “why?”. NYS  

Continue this process. NYS  

Map out your answers on a flip chart. NYS  

Bring together evidence. NYS  

Step 3: Finding the Root Causes 
12 Gaining Buy In 

 
 

Review the info gathered to date. 
Pull together the information. 

NYS 
 

Identify target audience. NYS  

Decide what buy in you are seeking. NYS  

Identify best communications method. NYS  

Communicate your findings. NYS  

Step 4 : Building the Solution 
13 Defining the Solution 

 
 

Review the root causes. NYS  

Decide on root cause focus. NYS  

Identify the solution category. NYS  
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Steps and Questions Check Notes 

Write a statement of the solution. NYS  

Review other initiatives taking place. NYS  

Review scope for a pilot/trial. NYS  

Step 4 : Building the Solution 
14 Scope the Solution 

 
 

Review the solution statement. NYS  

Confirm which elements are within your 
remit. 

NYS 
 

Confirm elements outside are within your 
sphere of influence. 

NYS 
 

Identify the resource needed to fix your 
problem. 

NYS 
 

Produce costs for your solution. NYS  

Produce estimate of timescales. NYS  

Step 4 : Building the Solution 
15 Risk Management 

 
 

Arrange creative session and complete 
the Risk Matrix Template. 

NYS 
 

Identify impact of failure. NYS  

Identify likelihood of failure. NYS  
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Steps and Questions Check Notes 

Reverse the risks. NYS  

State risk mitigation methods. NYS  

Step 4 : Building the Solution 
16 Business Case Sign Off 

 
 

Review info collected. NYS  

Consolidate info. NYS  

Present information to sponsor using the 
Business Case Template. 

NYS 
 

Identify target audience. NYS  

Communicate your findings. NYS  

Step 5: Making It Happen 
17 Governance 

 
 

Review your business case. NYS  

Split into work packages. NYS  

Use the Problem Solving Checklist to 
complete your plan. 

NYS 
 

Step 5: Making It Happen 
18 Roles and Responsibilities. 

 
 

Review the work package(s). NYS  

Annotate the Plan. NYS  
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Steps and Questions Check Notes 

Publish the Plan. NYS  

Obtain Sign Off. NYS  

Step 5: Making It Happen 
19 Measurement of Progress 

 
 

Review the evidence. NYS  

Add to your Plan. NYS  

Use a chart. NYS  

Use colour coded reporting. NYS  

Step 5: Making It Happen 
20 Driving the Improvement 

 
 

Set up regular review meetings. NYS  

Track the Progress. NYS  

Report the Progress. NYS  

Look for good news stories. NYS  

Step 6: Moving On 
21 The Final Drive 

 
 

Review the progress. NYS  

Confirm senior support. NYS  

Confirm sufficient resource available. NYS  
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Steps and Questions Check Notes 

Drive through to conclusion. NYS  

Step 6: Moving On 
22 Resourcing for Business as Usual 

 
 

Ensure operational involvement. NYS  

Agree handover with new owner. NYS  

Step 6: Moving On 
23 Ongoing measurement and processes 

 
 

Identify potential slippages. NYS  

Review monitoring measures. NYS  

Agree measurement frequency. NYS  

Agree reporting responsibilities. NYS  

Step 6: Moving On 
24 Disengage 

 
 

Review work package completion. NYS  

Confirm ownership of new actions. NYS  

Identify any new priorities. NYS  

Step 7: Transferring the Learning 
25 Reapplying the lessons learned 

 
 

Review each question in the course. NYS  

Review next steps. NYS  
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Steps and Questions Check Notes 

Celebrate your success! NYS  
For Read Out Loud Readers the Table has finished. 
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