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Objectives 
• Define a problem, write a clear problem statement, and distinguish between the 

terms “symptom,” root cause” and “solution.”  
• Use consensus-seeking techniques as a meaningful group process strategy  
• Follow an analytical process with guidelines and criteria for identifying, analyzing, 

and solving problems  
• Use basic data collection tools and techniques 
• Develop an action plan and use basic project scheduling and monitoring tools  
• Provide feedback on essential training components to classmates via group 

problem-solving project presentations  
• Transfer training content and process into the daily work environment 
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Warm Up 
 

 

 

What is your strength in problem solving? 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

  

Activity 
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Terminology 
 
Tool: Terms 

"The significant problems we face cannot be solved at the same level 
of thinking we were at when we created them."— Albert Einstein 

 

Term Description 

Problem  A state of difficulty or a situation requiring attention or change 
where no solution is clear.  

Symptom An indication of the existence of something, especially of an 
undesirable situation. 

Root cause 
analysis 

A way to determine how a problematic event occurred by 
examining why, how, and when the casual factors happened 
after the fact.  

Solution A means of solving a problem or dealing with a difficult 
situation. 

Continuous 
Improvement 

A gradual never-ending change that is focused on increasing 
the effectiveness and/or efficiency of an organization to fulfill 
its policies and objective. 

Leadership 
Mindset 

An influential approach that determines how you think about 
and interprets situations; how you manage your emotional 
reactions; and how you make a decision and take action.  

 

A Deeper Dive 

1. Problem 

A problem is a state of difficulty or a situation requiring attention or change where no 
solution is clear.  

It is the difference between what is and what could be. “What is” is the current state of 
affairs. “What could be” is what is possible, given attention or change to the current 
situation.  
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Terminology 
 
Tool: Terms 

2. Continuous Improvement 

Problem-Solving has new possibilities when viewed from a broader perspective 
focusing not just on problems but on challenges and opportunities as well. This broader 
perspective is continuous improvement. 

• Continuous improvement: A gradual never-ending change that is focused on 
increasing the effectiveness and/or efficiency of an organization to fulfill its 
policies and objectives (Institute of Quality Assurance (IQA)). In other words, 
‘Getting better all the time.’   

Matrix Time Management Tool 

 Urgent Not Urgent 

Important Area A: Stressful - Must do 
now!  

• Crises  

• Emergencies 

• Deadline-driven projects  

• Last-minute preparations 

Area B: Restorative – Spend a 
lot of time here 

• Continuous improvement   

• Planning (includes contingency 
and risk)  

• Organizing  

• Relationship building  

• Delegating  

• Learning  

• Recreation, health, exercise, 
relaxation 

Not 
important 

Area C: Stressful - Must I?  

• Some meetings  

• Interruptions  

• Other people’s problems 

Area D: Can be stressful or 
calming – but does it serve 
me/my work unit?   

• Surfing the internet  

• Time wasters 
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Terminology 
 
Tool: Terms 

Activity 

Consider what would happen if we started thinking of “problems” in terms of “continuous 
improvement?” 

 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Terminology 
 
Tool: Terms 

3. Leadership Mindsets and Continuous Improvement/Problem-Solving  

In order to be proficient in problem-solving and decision-making, it is necessary to have 
a good understanding of three mindsets. 

Mindset Tools Ask 

Technical Problem-Solving, Decision-
Making, Lean Process 
Improvement, Matrix Time 
Management Tools 

 

“What specific policies, processes, 
and/or procedures are needed to 
improve this (process, situation) or 
solve this problem?” 

People Delegation, Understanding 
Personality Types, Conflict 
Resolution, Communication 
Tools 

“What are the ways I can support 
individuals and teams in contributing 
their talents and ideas toward 
continuous improvement and 
solving problems?” 

Conceptual Maintain focus on the mission 
and goals of your organization 
in all continuous improvement 
and problem-solving efforts 

 

“What’s the big picture? How would 
improving and/or fixing this situation 
impact our current goals?” 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  



  8 | © CPS HR Consulting 
 

Problem-Solving 7-Step Approach 
 
Tool: 7-Step Approach 

Problem 
Solving Step 

Description Related Tools and 
Processes 

1. State the 
problem and 
desired state  

Clearly state the current 
situation, along with the desired 
state.    

• Write problem 
statements  

• Identify desired state 
(quantifiable) 

2. Gather 
information/analyze 
data  

 

Investigate, research, and collect 
data that document, measure, 
describe and explain the reasons 
and factors that contribute to the 
situation. Validate information to 
distinguish fact from non-fact. 

• Information gathering 
questions 

• Fishbone diagram 
• 5Whys 

3.  Re-state the 
problem (if needed) 

Go back and see if the problem 
needs to be re-stated. Review 
your original perspective of the 
problem and amend as needed. 

• Write problem 
statements  

• Identify desired state 
(quantifiable) 

4.  Explore 
possible solutions 

Use brainstorming to generate a 
list of all possible solutions 
without editing or censoring. 
Generate as many ideas as you 
can.  

• Brainstorming 
• Affinity diagram 
• Mind map 

5.  Select a 
solution along with 
success 
measurements  

 

Review brainstormed list & 
categorize/prioritize. Rank in 
order of likelihood of success & 
feasibility. Identify success 
measurements for the selected 
solution. Determine milestones 
and a process for review.  

• Pros and cons 
• Decision-making matrix 
• Plus/minus/uncertain 
• Success measurements 
• Consensus process 
• Voting with dots 
• Forcefield analysis 

6.  Implement  

 

Develop an action plan for your 
selected solution. Determine 
who is responsible for each 
piece of the plan. Track 
progress. 

• Action plan 
• RACI 
• Gantt chart 
• Communications Plan 

7. Evaluate and 
follow-up  

Ask, “how do we know if it’s 
working?” Use the success 
measurements and milestones 
generated in Step 5. 

• Success measurements 
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State the Problem and Desired State 
 
Tool: Create a problem statement and desired state statement 

Purpose 

To identify a problem, challenge, or opportunity that, if addressed, would either maintain 
the current level of an organizational service, product or process or provide 
improvement. Identifying a “desired state” adds the element of vision and forward 
movement without specifying a solution. 

Approach 

Focus on issues related to your organization’s vision, mission, and goals instead of 
people issues that may have contributed to the situation.  

If two team members are constantly arguing, consider how this impacts an 
organizational goal such as safety. In this way, you will be able to identify measurable 
improvement goals (e.g., time, cost, amount) as opposed to immeasurable goals (e.g., 
attitudes).  

• Note: Improving staff communication may be part of the solution toward increased 
attention to detail and improved teamwork, resulting in a lower accident rate and a 
safer work unit.  

Example 1 

Problem Statement 

The problem statement is one to three sentences that describe the current condition in 
observable and measurable terms.  It does not include the reason for the problem. 

• Problem Statement example: “Accidents have increased by 10% in our work unit 
since this time last year, to a current rate of 14%.”    

 

Desired State   

Next, the desired state includes who, what, when, and where. The how will be 
determined as you work through the Problem-Solving process.  

• Desired state example: “We (our staff) will reduce the accident rate in our work unit 
to 0% by ________ (date).”    
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State the Problem and Desired State 
 
Tool: Create a problem statement and desired state statement 

Example 2:  

Marcia is required to turn in a monthly report to accounting at the end of each month. 
She is working on three different projects. 

Marcia requests that each team lead send her the report by the 25th of each month so 
she has time to compile the information. The reports are consistently late and often 
contain errors. 

Monthly Reports Scenario: Problem and Desired State  

• Problem Statement:  Monthly accomplishments and challenges reports are 
submitted 4-5 days late and contain an average of 15 errors.  

  

• Desired State:  Staff in our work unit will turn in monthly reports that contain no 
more than two (2) errors on the 25th of each month, by July 25th, 2020. 

 
 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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State the Problem and Desired State 
 
 

 
Work on your own. 

• Identify a problem, a challenge, and/or an opportunity for continuous 
improvement.   

• Identify the desired state.  
• Be as specific as possible about the situation and the desired state while 

honoring confidentiality by not mentioning individual names or project titles.  
 

  

 

 

 

 

 

 

 

 

Problem Statement:   The problem statement is one to three sentences that describe 
the current condition in observable and measurable terms.   

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

Desired State:   The desired state includes who, what, when, and where. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  

Example topic areas 
• Tools/equipment/supplies disappearing, not enough, wrong ones, etc. 
• Customer service issues  
• New hardware/software implementation or other IT issues 
• Staffing problems (under/over)  
• Budget concerns  
• Project management, large scale project implementation  
• Process needing improvement  
• Safety/accident rates  
• Knowledge transfer 

 

Activity 
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State the Problem and Desired State 
 
 

 
Work with your group 

• Choose one problem to work on throughout the class. 
• Be prepared to share your problem statement and desired state with the whole 

class. 

Problem Statement: 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

Desired State: 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

  

Activity 
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Gather Information and Analyze Data 
 
Tools: 

• Information gathering questions 
• Fishbone diagram 
• 5 Whys 

 

Something to Consider: The 85/15 Rule  

W. Edwards Deming, a pioneer in Total Quality Management (TQM), claimed that about 
85% of the problems in any operation are system or process-related, while only about 
15% are directly worker-related.   

“A manager of people needs to understand that all people are different…He needs to 
understand that the performance of anyone is governed largely by the system that he 
works in, the responsibility of management.” 

 W. Edwards Deming 

He criticized the practice of blaming and punishing individuals for what are often system 
failures beyond workers’ immediate control. This rule helps managers think in terms of 
system and process issues when problems arise, and to ask "how" it happened and 
not "who" did it.  

  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Gather Information and Analyze Data 
 
Tool: Information-Gathering Questions  

Using the problem statement your group drafted, try your best to answer the who 
(without blame!), what, why, where, when and how questions below. Realize that these 
are merely assumptions to help you determine where you need to go for more 
information.  

 

 

What Who 

• What is happening that 
should/shouldn’t? 

• What exactly is wrong? 
• In what situation is the problem  

occurring? 
• What parts of the problem are 

relevant? 

 

• Who is affected by the problem? 
• Who can provide the most 

information? 
• Who can give me a different 

perspective? 

Where When 

• Where is the problem occurring? 
• Where do I go to find more 

information? 

 

• When was the problem first noticed? 
• When does the problem occur? 

How (Why) 

• How often does this happen – 
frequently or just this once? 

• Is just one person having the problem 
or many? 

 

You will use a different tool to answer the 
“Why.”  

  

Activity 
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Gather Information and Analyze Data 
 
Tool: Fishbone Diagram (Cause and Effect) and the 5 Whys 

The process is called the Fishbone Diagram because of the unique way in which 
information is visually arranged. When the problem and its causes are recorded, they 
form a diagram that resembles the skeleton of a fish.  

The fishbone diagram helps you explore all potential or real causes that result in a 
problem. Once all inputs are established on the fishbone, you can use the 5 Whys 
technique to drill down to the root causes. The 5 Whys can also be used alone. 

Example:  

Here is a Fishbone Diagram using the example: “A particular staff member is late for 
work an average of twice a week each month.” 

 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  

http://www.squawkpoint.com/2012/01/fish-bone-diagrams-helpful-or-not/
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Gather Information and Analyze Data 
 
Tool: Fish Bone Diagram  

Process: 

1. Write down the problem and enclose it in a circle on the right side of a sheet of 
paper.  

2. Draw a straight line to the left to make it look like the backbone of a fish.  

3. Draw stems at a 45-degree angle from the backbone line.  

4. Brainstorm all the causes of the problem and place them at the end of each of 
the stems. You can use your own categories for causes, or some or all of these 
generic headings:  

 Methods  
 Machines (equipment)   
 People (manpower)  
 Materials  
 Measurement  
 Environment  

5. Draw additional stems as necessary.  

6. List more complicated causes at the tail end of the fish and less complicated 
ones at the head of the fish.  

7. Place branches on each stem to further breakdown and explain causes.  

The Fishbone Diagram can be brainstormed several times. Ishikawa describes the 
process as one in which, “You write your problem down on the head of the fish and then 
let it cook overnight.”  If the technique is employed over two or more sessions, new 
ideas may arise from three main effects:  

1. There is time for the subconscious to work on the problem;  

2. Participants are likely to be less inhibited as the authorship of contributions will 
be forgotten; and  

3. People may become more immersed in the problem if they think about it 
overnight.  
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Gather Information and Analyze Data 
 
When the diagram is completed, the individual or group begins to analyze the stems 
and the branches to determine the real problems that need to be solved using the 5 
Whys. If simpler problems are examined first, they can be removed from consideration 
before more complicated problems are tackled.    

 

 

Tool: Fishbone Diagram (Cause and Effect)  

• Each person creates a draft Fishbone Diagram. 
• With your group, decide which categories (Machines, people, materials etc.) 

apply and write them on your diagram. You can also choose your own 
categories. 

• Brainstorm together to discover reasons for the problem within each category 
and write on the diagram. 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

 

  

Activity 
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Gather Information and Analyze Data 
 
Tool: The 5 Whys  

Purpose: To drill down past the obvious to the root of a problem.  

The 5 Whys technique was formally developed by Sakichi Toyoda and was used within 
the Toyota Motor Corporation during the evolution of its manufacturing methodologies.   

Repeatedly asking the question “Why” (five is a good rule of thumb) helps to get to the 
root of why the problem exists. A perceived reason for a problem will often lead you to 
another question. Although this technique is called “5 Whys,” you may find that you will 
need to ask the question fewer or more times than five before you get to the root cause.   

Benefits of the 5 Whys  

• Helps identify the root cause of a problem  

• Determines the relationship between possible root causes of a problem  

• One of the simplest tools; easy to complete without statistical analysis  

When Is 5 Whys Most Useful?  

• When problems involve human factors or interactions  

• In day-to-day organizational life   

How to Complete the 5 Whys  

1. Write down the perceived situation needing change.  Writing the issue helps you 
formalize the problem and describe it completely. It also helps a team focus on the 
same problem.  

2. Ask why the problem happens and write the answer down below the problem.  

3. If the answer you just provided doesn’t identify the root cause of the problem, ask, 
“Why” again and write that answer down.  

4. Loopback to Step 3 until the team agrees that the problem’s root cause is identified. 
Again, this may take fewer or more times than five. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Gather Information and Analyze Data 
 
Tool: 5 Whys Example  

The perceived situation:  "We need a complete change of system functionality for 
processing purchasing documents.”  

Why? "Because it can take up to 2 hours to process one document."  

Why? "Because we have to match total lines on the document to some of the lines on 
the purchases with the same description."  

 Why does that take so long? "Because the information has to be calculated manually 
with a calculator and written down."  

Why? "Because the team member has to go in and out of every purchase line on an 
order."  

Why? "Because there is no way of calculating all the lines in one go or grouping them 
together."  

Using this information, it was determined that the root cause was due to information 
location, which was available in the system but was not available on-screen at the right 
time of processing.  

• The solution? A request to IT to reconfigure the users’ screens and show the 
available information on the right screen at the right time.  

• The outcome?  A reduction of processing time of approximately 70% for over 
95% of the purchasing documents. As you can see, the final Why led to a 
statement (root cause) that can then be acted on 

 

 

Select one sub-cause of your Fish diagram. 

Apply the 5-Whys and try to find the root cause. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Restate the Problem 
 

 
3. Re-state the Problem (if needed) 

After gathering and analyzing why the problem exists, or the change is needed, your 
group might want to review your problem statement and desired state to see if you want 
to make any changes.    

1. Review your draft Problem Statement and Desired State with your Case Study group.   

2. Make any changes that more clearly reflect the problem and desired state.  

Draft 

Problem Statement  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

Desired State  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

Final 

Problem Statement  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

Desired State  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  

Activity 
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Restate the Problem and Desired State 
 
 

 

Problem Statement: 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

Desired State: 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

 

                                        
  

Activity 



  22 | © CPS HR Consulting 
 

Explore Possible Solutions 
 
Tools: 

• Success Measurements 

• Brainstorming 

• Affinity Diagram 

• Mind map 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Explore Possible Solutions 
 
Tool: Success Measurements  

Success measurements need to be identified when a solution is determined and then 
used to measure success once the solution has been implemented.  They should be 
aligned with organizational/work unit goals and identified in quantitative, as opposed to 
qualitative measurements. In other words, indicators should be listed in terms of time, 
cost savings, amount or any other quantifiable criterion.   

A key question to answer during the problem-solving process is, “How will you know 
when the problem is solved?” Answer this question using your problem statement 
and desired state, in measurable terms, before you begin to solve the problem.   

Include quantifiable terms to define who, what, where, and when in terms of quantity, 
quality, timeliness, cost, etc. 

Bottom line: if you do not measure, you will not know for certain that the problem has 
been solved.   

Example 

• Problem Statement: Customer satisfaction rate is only 25% positive. 
• Desired State: Our staff will perform procedures in our unit to achieve a positive 

customer satisfaction rate of 60% by December 31st. 

 

Success Measurement Examples  

1. Customer service staff will decrease the time to resolve customer issues in our work 
unit from one hour to 30 minutes by ___________(date).  

2. Customer service staff will reduce the time required to search for a product in our 
work unit from 20 minutes to 5 minutes by _______ (date).  

3. Customer service staff will increase the number of licenses issued daily in our unit 
from 100 per person to 150 per person by _________________(date). 

4. Administrative staff will decrease the cost of producing a license in our agency from 
$25 per license to $21 by ____________(date). 
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Explore Possible Solutions 
 
Tool: Success Measurements  

 
Develop Success Measurements 

1. First, write down your group’s problem statement and desired state.  

Problem Statement:  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

Desired State:  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

2. With the desired state in mind, develop specific success measurements that will 
demonstrate that the problem has been solved. Include quantifiable terms to define 
who, what, where, and when in terms of quantity, quality, timeliness, cost, etc.  

“How will we know when the problem is solved?” 

Use the examples on the previous page as a guideline. 

Success Measurements:  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Explore Possible Solutions 
 
Tool: Brainstorming 

Purpose: To generate a high volume of ideas on any topic. 

• Group members, in a spontaneous fashion, offer alternative solutions verbally as 
they think of them.  

• The facilitator acknowledges each contribution, which is recorded on a flipchart 
or a board for all to see.  

• Unconventional ideas are encouraged.  
• Quantity, not quality, counts at first.  
• In the initial session, there is no discussion or criticism.  
• The same group evaluates the ideas at a later time.  

 

The Participants  

• The brainstorming process involves groups of individuals, a facilitator, a recorder, 
and a timekeeper. All participate in the open generation of ideas about a given 
issue or problem.  

• The group should include at least three people in order to generate enough 
ideas, but fewer than thirteen because it may be difficult to absorb many ideas.  

• A larger group may intimidate some people, thereby potentially restricting the 
flow of ideas.  

 

The Rules of Brainstorming  

• No judgments are made about any suggestion. 
• All ideas, even absurd or impractical ones, are welcomed.  
• Quantity of ideas is a major objective since it leads to quality.  
• All ideas are to be faithfully recorded and visible to the group 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Explore Possible Solutions 
 
The Role of the Facilitator in a Brainstorming Session  

It is helpful if someone in the group volunteers to facilitate this process. The facilitator 
can be a “participating facilitator,” in that they can offer their ideas while also managing 
the process.   

At the beginning of the session, the facilitator:  

• Informs the group that a given topic will be discussed. 
• Presents the facts, issues, questions, and purpose of the session.  
• Writes the main question or problem on a visible surface and can address “how” 

or “what” questions from the group.  
• Calls for solutions to the problem.  

During the brainstorming session, the facilitator:  

• Functions mainly as a moderator.  
• Recognizes contributions.   
• Stimulates group members to come up with new ideas.   
• Keeps the group focused on the subject at hand.   
• Ensures the rules of brainstorming are followed.  
• Ensures no criticism takes place. 
• Refrains from commenting on the value of ideas.  

If the process slows down, the facilitator:   

• Offers verbal encouragement. 
• Calls on members to suggest solutions.  
• Gives each member thirty seconds to come up with a new idea.  

To assist with the evaluation session at the end, the facilitator:  

• Ensures ideas are sorted into types and ranked according to priority.  
• Encourages the group to consider all ideas and does not dismiss ideas simply 

because they are unusual.  
• Encourages examination of far-out suggestions, perhaps by asking for different 

versions or ways to adapt them. 
• Counteracts unreasonable negativity.   
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Explore Possible Solutions 
 
 

 

Tool: Brainstorming   

1. Someone in each group volunteers to be the participating facilitator for this 
brainstorming session.  

2. You have been asked to organize a team retreat. Brainstorm 8-10 ideas for your 
retreat and make a list of them. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

  

Activity 
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Explore Possible Solutions 
 
Tool: Affinity Diagram 

Purpose: To take many ideas/issues and organize them into natural groupings 

What is an Affinity Diagram?  

An Affinity Diagram is a tool that gathers large amounts of language data (ideas, 
opinions, issues) and organizes them into groupings based on their natural 
relationships. The Affinity process is often used to group ideas generated by 
brainstorming.  

Why should teams use the Affinity process?  

The Affinity process is a good way to get people to work on a creative level to address 
difficult issues. It may be used in situations that seem confusing or disorganized, such 
as when people with diverse experiences form a new team, or when team members 
have incomplete knowledge of the area of analysis.  

The Process:  

Step 1 — Generate ideas. Use the Brainstorming tool to generate a list of ideas, 
placing each idea on a sticky note or index card.   

Step 2 — Display ideas. Post the ideas on a wall or a table in a random manner.  

Step 3 — Sort the ideas into related groups. The group members physically sort the 
cards into groupings, without talking, using the following process:  

• Start by looking for two ideas that seem related in some way.   
• Place them together in a column off to one side.   
• Look for ideas that are related to those you have already set aside and add them 

to that group.   
• Look for other ideas that are related to each other and establish new groups.  
• This process is repeated until the team has placed all the ideas in groups.  

 

Note: Ideally, all of the ideas can be sorted into related groups. If there are some 
"loners" that do not fit any of the groups, do not force them into groupings where they do 
not really belong. Let them stand alone. 

  



© CPS HR Consulting |  29 
 

Explore Possible Solutions 
 
Tool: Affinity Diagram 

Step 4 — Create header cards for the groups.   

A header is an idea that captures the essential link among the ideas contained in a 
group of cards. This header idea is written on a single card or post-it note. It must 
consist of a phrase or sentence that clearly conveys the meaning, even to people who 
are not on the team. The team develops headers for the groups by:  

• Finding pre-existing cards within the groups that will serve well as headers 
and placing them at the top of the group of related cards.   

• Discussing and agreeing on the wording of cards created specifically to be 
headers.  

• Discovering a relationship among two or more groups and arranging them in 
columns under a super header. The same rules apply for super headers as 
for regular header cards.  

  

Step 5 — Draw the finished Affinity Diagram.  

• Write a problem statement at the top of the diagram.  
• Place header (and super header) cards above the groups of ideas.  
• Review and clarify the ideas and groupings.  
• Document the finished Affinity Diagram 
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Explore Possible Solutions 
 
 

 

Tool: Affinity Diagram 

The individuals who are working with you on the team retreat are not collaborating well. 
You decide to develop a list of team guidelines or “Ethos.” 

Team approach 

1. Each person in your group thinks of 4 or 5 ideas for team guidelines and writes one 
idea on a sticky note.  

2. Each individual shares the ideas with the group facilitator who writes down the new 
ideas and then places the sticky notes into similar groupings.  

3. Team facilitator reads the items in each group and the team throws out ideas for 
headers for each group of sticky notes. For example, if you have ideas such as “be on 
time,” “don’t be late” etc., you might wish to create a header, “punctuality.” 

4. Create a rule around the header. For example, if you have a header titled 
“punctuality,” your rule might be, “Arrive 5 minutes early for each meeting,” or, “Be on 
time.” 

Individual Approach 

1. Each person thinks of 10-12 ideas for team guidelines and writes one idea on a sticky 
note.  

2. Place the sticky notes into similar groupings.  

3. Create headers for each grouping. 

4. Create a rule around the header. For example, if you have a header titled 
“punctuality,” your rule might be, “Arrive 5 minutes early for each meeting.” 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Explore Possible Solutions 
 
Tool: Mind Map 
A mind map (or conceptual map) is a diagram that represents words and ideas 
arranged around a central keyword or idea. It is used to generate, visualize, structure 
and classify ideas and to aid in decision making. 

 

 

                    

                                              
Method 
 

1. Start in the middle of a page – use a real image if possible 

2. Draw colored branches outwards – curve them if you like 

3. Write down headings or categories - one idea per branch 

4. Draw as many branches as are needed from the main header 

5. Use images wherever possible 

  

Source: Mindmeister https://www.mindmeister.com 
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Explore Possible Solutions 
 

 
1. Use a mind map to brainstorm possible solutions for activities during your team 
retreat. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

Activity 

1. Use any brainstorming approach to find a solution to your group’s problem. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Select a Solution 
 
Tools: Select a Solution  

• Your decision-making style assessment 
• Ethical decision-making 
• Voting with dots (Collaborative decision making and reaching consensus) 
• Pros and cons 
• Plus/minus/uncertain 
• Decision-making matrix 
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Select a Solution 
 
Decision-Making Overview 

Decision-Making is the process of identifying and choosing alternatives based on the 
values and preferences of the decision-maker(s). 

All good decision-making methods follow the same process:  

1. Clearly understanding the problem to enable the consideration of a variety of 
alternative courses of action.  

2. Generating as many alternative solutions to the problem as possible.  

3. Collecting all the available information about the probable outcome of each 
course of action.  

4. Weighing the pros and cons of each course of action (solution).  

5. Deciding on one that appears to offer the most favorable outcome.   

  

 It is About Reducing Uncertainty  

Decision-making involves sufficiently reducing uncertainty and doubt about alternatives 
to allow a reasonable choice to be made from among them.  

This definition stresses the information-gathering function of decision-making. 
Uncertainty, at best, is reduced rather than eliminated. Very few decisions are made 
with absolute certainty because complete knowledge about all the alternatives is seldom 
possible. Thus, every decision involves a certain amount of risk. 

 It is a Sub-set of the Problem-Solving Process  

The decision-making process is a sub-set of the problem-solving process. It can occur 
during and at the end of the problem-solving process. 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Select a Solution 
Tool: Your Decision-Making Style Assessment 

To determine your decision-making style, answer the 10 questions below by selecting 
one of the three possible answers that best describes how you make decisions. Please 
enter the choice number (1, 2, or 3) in the box on the right.  

Statement Choices Score 

A. Overall, I am____ to act. 1. Quick
2. Moderate
3. Slow

B. I spend _______________amount of time making
important decisions as I do making less important
decisions.

1. About the same
2. A Greater
3. A much greater

C. When making decisions, I ______________ go
with my first thought.

1. Usually
2. Occasionally
3. Rarely

D. When making decisions, I am   _________
concerned about making errors

1. Rarely
2. Occasionally
3. Often

E. When making decisions, I   __________   recheck
my work more than once

1. Rarely
2. Occasionally
3. Usually

F. When making decisions, I gather   __________
information

1. Little
2. Some
3. Lots of

G. When making decisions, I consider   __________
alternative actions

1. Few
2. Some
3. Lots of

H. I usually make my decisions   __________
before the deadline

1. Long
2. Somewhat
3. Just

I. After making a decision, I   __________   look for
other alternatives, wishing I had waited.

1. Rarely
2. Occasionally
3. Usually

J. I __________   regret having made a decision. 1. Rarely
2. Occasionally
3. Often

Total 
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Select a Solution 
 
Tool: Your Decision-Making Style Assessment 

Independent Decision Making — Your Style  

There are three fundamental decision-making styles: reflexive, consistent, and 
reflective. To determine your style, add up the numbers 1-3 that represent your answers 
to the 10 questions. The total will be between 10-30. Place an X on the continuum line 
between 10 and 30 that represents your score.  

 

 Reflexive  Consistent  Reflective  

10  

 

16  23  30 

 

A score of: 

• 10-16 indicates a reflexive style 
• 17-23 indicates a consistent style 
• 24-30 indicates a reflective style 

Groups also have a preferred decision-making style based on how its members make 
decisions. You could answer the 10 questions, changing the “I” to “we” and referring to 
a group rather than to yourself.  

  

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Select a Solution 
 
Tool: Your Decision-Making Style Assessment 

Independent Decision Making — Your Style  

 

Reflexive Decision 
Makers 

Reflective Decision 
Makers 

Consistent Decision 
Makers 

Tend to make quick 
decisions without taking 
the time to get all the 
information that may be 
needed and without 
considering all alternatives.  
 
On the positive side, they 
are decisive and do not 
procrastinate.  
 
On the negative side, 
making quick decisions 
can lead to waste and 
duplication when a 
decision is not the best 
possible alternative.  
 
Reflexive decision-makers 
are often viewed as 
deficient if they 
consistently make bad 
decisions.  
 
If this is your style, you 
may want to slow down 
and spend more time 
gathering information and 
analyzing alternatives.  
 

Tend to take the time to 
make decisions, account 
for relevant information, 
and analyze several 
alternatives.  
 
On the positive side, 
reflective types do not 
make decisions that are 
rushed.  
 
On the negative side, they 
may procrastinate and 
waste valuable time and 
other resources.  
 
 
Reflective decision-makers 
may be viewed as 
ineffective and indecisive.  
 
If you are a reflective type, 
you may want to speed up 
your decision-making.  
 

Tend to make decisions 
without rushing or wasting 
time.  
 
They know when they 
have enough information 
and alternatives to make a 
sound decision.  
 
Consistent types have the 
most successful record of 
good decision-making.  
 
Source: Lussier, Robert N. 
(1990) Human Relations in 
Organizations: A Skill-Building 
Approach. Homewood, IL: Irwin. 
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Select a Solution 
 
Tool: Your Decision-Making Style Assessment 

 

 

1. What decision-making style do you most often use— reflexive or reflective?  

  

2. How might you use your decision-making style to become a more consistent 
decision-maker?  

  

3. Discuss your responses with a partner. 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

  

Activity 
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Select a Solution 
 
Tool: Ethical Decision Making 

Concept Definition 
Ethics An external system of rules and laws 

 
Integrity An internal system of principles which guides our behavior 

 
Values A person’s principles or standards of behavior; one’s 

judgement of what is important in life (Source: Oxford Dictionaries) 
 
 

Public Trust Assured reliance on the character, ability, strength or truth of 
something, e.g. State agencies (Source: Oxford Dictionaries) 
 

 

Here’s a simple test to determine if you are making an ethical decision that upholds the 
public trust: 

 

Bell Listen to the bells warning you of an ethical issue. 
 

Book Check to see if there are any laws, regulations, or rules which restrict 
your choices. 
 

Candle How will your decision look in the light of the day? How would you feel if 
your decision showed up on social media? Could a reasonable, fair-
minded person (all stakeholders) conclude you acted properly? Have 
you considered the harmful effects of the decision and how to avoid 
them? 
 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Select a Solution 
 
Tool: Ethical Decision Making 

 

 

Method 

1. In your table group, come up with real life (if possible) ethical dilemmas or issues 
that challenged your integrity. If a dilemma does not come to mind, think about a 
dilemma that arose for another person/team/department. 

o Describe just the issue or problem, but not the solution.  
o Choose one (1) dilemma only to share with the whole group. 

2. Read your scenario to the whole group. 
3. Each small group will be assigned a scenario to discuss in their breakout rooms. 

o Apply the Bell-Book-Candle method to identify issues.  
o Consider what steps would you take. 
o What decisions would you make and why? Discuss how you would 

ensure personal credibility in your solution to the scenario.   
o Be prepared to share your scenario and your group’s findings back with 

the class.  

Sample topics:   

o Confidential information 
o Organizational resources (supplies, equipment, vehicles, credit cards)  
o Conflict of interest  
o Communication, miscommunication, dishonesty  
o Financial reporting, record keeping  
o Contracts  
o Gifts  
o Health, safety, and environmental issues  
o Technology (e-mail, cell phones, internet)  

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Select a Solution 
 
Tool: Voting with Dots (Reaching consensus) 

Purpose:  

To reach decisions that include responses from the whole group and calculate the 
majority responses.  

When decisions are to be made by a group, across-the-board agreement (consensus) is 
possible, but often difficult to achieve.   When consensus is not possible, some groups 
choose to have a voting or ranking process. 

The principle of consent means each member’s concerns and objections about a 
decision that directly affects them need to be heard and regarded before the decision 
can be implemented. Giving consent does not require total agreement. It means that 
everyone can “live with” the decision even if they do not whole-heartedly agree.   

 

Method 

1. Provide the group with the brainstormed list of ideas on flip chart paper. 
2. Each group member gets a select number of sticky dots — 3* for this exercise.   

• *Note: Facilitator or group decides how many votes each person can have.  

3. Each participant places one dot on each of their top 3 selections (votes).  

4. Once all dots are posted, have a group dialogue regarding the top 3 selections— 
which make the most sense and why. Avoid debate. It is acceptable to ask for 
clarification. This gives everyone a chance to hear each other’s perspectives and 
possibly change their selection upon hearing ideas they may not have considered. 

5. Vote again, if desired. Participants can move their earlier selections to other ones if 
they like.   

6. Work until a consensus is reached; that is until each member of the group can 
comfortably “live with” and support the decision, even if it was not their first choice. 

Other methods include: 

• Straight voting (Hands up) 
• Silent voting (Vote on a piece of paper and submit) 
• Stacked voting (3 points for 1st choice, 2 for 2nd choice, 1 for 3rd choice) 
• Criterion ranking (best, most tested, least risky) 
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Select a Solution 
 
Tool: Voting with Dots 

 

Voting with Dots 

1. In your small groups, review your original list of team retreat ideas. 

• The goal is to come to consensus on a retreat. 

2. Use a colored pen to highlight/underline your top 3 choices 

3. Share your list with your group. 

• The leader will write down how many votes each retreat received. 
• The leader shares the list with the group. 
• Everyone writes down the retreats that were selected and how many votes each 

received.  
• Q and A and discussion: Now, group members can ask for more information 

about selections.  
• The small group votes again. 

4. Work until a consensus is reached; that is until each member of the group can 
comfortably “live with” and support the decision, even if it was not their first choice. 

Other methods include: 

• Straight voting (Hands up) 
• Silent voting (Vote on a piece of paper and submit) 
• Stacked voting (3 points for 1st choice, 2 for 2nd choice, 1 for 3rd choice) 
• Criterion ranking (best, most tested, least risky) 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Select a Solution 
 
Tool: Weighted Pros and Cons 

Pros and cons allow you to look at the positive and negative aspects of a course of 
action that you have selected. 
This example weighs the pros and cons of buying a new car to replace an old car. 
 
Use the scoring method of your choice. The example shows low scores, but 
you can score each item up to 10, or 20 or 100. Or you can use an 'A/B/C' or 
three-star scoring method, whatever makes sense to you personally. 
 
 

 
 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Should I replace my old car with a new one? 

Pros (for - advantages) score Cons (against - disadvantages) score 

Better comfort 3 Cost outlay will mean 
making sacrifices 5 

Lower fuel costs 3 Higher insurance 3 

Lower servicing costs 4 Time and hassle to choose and 
buy it 2 

Better for family use 3 Disposal or sale of old car 2 

Better reliability 5 Big decisions like this scare 
and upset me 4 

It'll be a load off my mind 2   

    

Total 6 pros 20 Total 5 cons 16 
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Select a Solution 
 
Tool: Weighted Pros and Cons 

 

 

 

1. In your small groups, select an activity from your previous list that you might do 
on your retreat. 

2. Discuss pros and cons and write down the findings in the chart above. 
3. Determine if the pros or cons are higher and make a decision as to whether you 

will offer this activity or not? 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  

Question/Decision/Option: 

Pros (for - advantages) Score Cons (against - disadvantages) Score 
    

    

    

    

    

    

    

    

    

Totals  Totals  

Activity 
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Select a Solution 
 
Tool: Plus, Minus, Uncertain (PMU) 

Similar to the weighted pros and cons tool, PMU is a good way of weighing the pros, 
cons, and implications of a decision. The method focuses on the possible 
consequences and outcomes of the decision. Once a course of action is selected, use 
PMU to check that the decision is worth taking. 
 
Use the PMU Worksheet 
In the “Plus” column, list all the positive results of taking the action. Under “Minus,” 
specify all the negative effects. In the “Uncertain” column indicate other implications, 
possible outcomes, and expected consequences of taking the action. 
Consider all of the points you have written down and use a 10-point scale to 
assign a positive or negative score to each. The scores you assign may be 
quite subjective.  
Next, add up the score. A strongly positive outcome shows that an action 
should be taken. A strongly negative score suggests that it should be 
avoided. 
 
Example: 
A young professional is deciding where to live. Her question is, “Should I move 
to the big city?” She draws up the PMU table below: 
 

PLUS Score MINUS Score UNCERTAIN Score 

More going on +5 Have to sell 
house -6 Easier to find a 

new job? +1 

Easier to see 
friends +5 More pollution -3 Meet more 

people? +2 

Easier to get to 
places +3 Less space -3 More difficult to get 

work done? -4 
  No countryside -2   
  More difficult to 

get to work -4   

TOTAL PLUS +13 TOTAL MINUS -18 TOTAL 
UNCERTAIN -1 

Decision: 
The comforts of a rural existence outweigh those of the big city. It would be better to live 
outside the city, but close enough to travel in if necessary. 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Select a Solution 
 
Tool: Plus, Minus, Uncertain 
 
 
 
 

PLUS Score MINUS Score UNCERTAIN Score 

      
      
      
      
      
      
      
      

TOTAL PLUS  TOTAL MINUS  TOTAL 
UNCERTAIN  

 
 

  

DECISION: 

Activity 
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Select a Solution 
 
Tool: Weighted Decision Matrix 

The Weighted Decision Matrix allows you to identify key criteria for possible solutions 
and then compare them numerically. 

Method 

1. List criteria in the left-hand column. 
2. Assign a weight to criteria. 
3. List alternatives/options across the top of the matrix. 
4. Give each alternative option a score on each criterion. 
5. Multiply weights by scores to produce a total for that criterion. 
6. Total the scores for each alternative. 
7. Rank, prioritize, and decide. 

 

Weighted Decision Matrix 

  Options 

  Ferrari Lamborghini Mini Cooper 

Criteria Weight Score Total Score Total Score Total 

Price 1 1 1 5 5 5 5 

Mileage 2 2 4 4 8 5 10 

Reliability 3 3 9 3 9 5 15 

Available 
space 

4 4 16 2 8 5 20 

Engine 
Power 

5 5 25 1 5 5 25 

        

Total   55  35  75 
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Select a Solution 
 
Tool: Criteria Matrix/Decision Making Worksheet 

Activity 

• Choose two types of meals for your retreat and write one each in the columns 
labeled “Option 1” and “Option 2.” 

• Decide on three (3) criteria. 
• Weight your criteria. (Scale of 1-5) 
• Give each option a score for each criterion. (Scale of 1-5) 
• Multiply the weight by the score to get the total for each option. 

 

  Options 
  Meal Option 1: Meal Option 2: 

 
Criteria Weight Score Total Score Total 

 
 
 
 

     

 
 
 
 

     

 
 
 
 

     

 
 

 Total  Total  

 

Weight Scale  Score Scale 
1. Not important at all 
2. Not important 
3. Somewhat important 
4. Important 
5. Very important (must 
have) 

 1. Very poor 
2. Poor 
3. Somewhat good 
4. Good 
5. Very good 
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Select a Solution 
 
Activity 
Review your list of brainstorming options for your problem. 

Choose any method to decide on a solution for your group’s problem. 

Choose from: 

• Voting with dots  
• Pros and cons. 

o Use the top two choices and do a pros and cons on each one. 
• Decision Making Matrix. 

o Select the top two solutions and use in the matrix. 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Implement the Solution 
 
Tools:  

• Action Planning 
• Forcefield Analysis 
• RACI 
• Gantt Chart 
• Communication plan 

 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Implement the Solution 
 
Tool: Action Planning  

Your implementation planning should include all or some of the following tasks:  

1. Review the problem statement and desired state: What are we trying to achieve? 
What is “success”? Review the solution’s design: What are the steps in the process? 
Who will be doing what, where, and when? Review or develop a timeline plan. Identify 
who will be carrying out each step.   

 

2. Identify potential resistance: The team must think about who may be affected by 
each step of change in the process. These individuals may be sources of potential 
resistance. Can resistance be reduced by including these individuals in the planning 
process? How else can resistance be avoided? A force-field analysis can help to 
identify strategies for increasing the likelihood of effective implementation.  

 

3. Determine the prerequisites to implementation: What needs to be done or 
prepared before implementation can be carried out? Think about what kind of training 
might be required, what kind of communication is necessary, and what kind of support 
(material, supervisory, managerial) needs to be organized. The group members should 
think about everything that could go wrong and, after brainstorming, use a problem-
solving tool (such as the Affinity Diagram) and group these for preventive action.  

 

4. Develop a step-by-step list to lay the groundwork: What needs to be done first? 
How long will it take? How will we know when that activity is complete? What is the 
product? A timeline plan can help to plan the order of activities.  

 

5. Assign responsibility for each activity: Who will see that each activity is carried 
out? This person(s) may not carry out the activity, but he or she will be responsible for 
seeing that it happens.   

Determine what information is needed to follow up the solution: What data are required 
to determine whether the solution was implemented, whether it was implemented well 
(according to the plan), and whether it had the intended results? Where are the data 
available? Who can collect the data? When and how will it be collected?    

  



  52 | © CPS HR Consulting 
 

Implement the Solution 
 
Tool: Force-Field Analysis 

Purpose: To identify and understand the forces that may drive or resist a proposed 
change in order to analyze opposing forces. 

• The forces can be positive, urging us toward a behavior, or negative, propelling 
us away from a behavior.  

• A force-field diagram can be used to: 
o Compare any kind of opposites, actions, consequences, different 

points of view, and so on.  
o Determine whether the proposed change is practical or not 
o Identify obstacles and disadvantages to the desired result 
o Help come up with solutions to reduce the influence of the obstacles 

How to Use the Tool: Begin with the identification of an issue or a problem. The 
current situation represents equilibrium, a current state of affairs, or the status quo. This 
existing situation, or state, is the result of many variables or forces.  

Force-Field Analysis Steps:  

• State the problem, issue, or planned change and indicate the present state 
(equilibrium).  

• Label the left column, "driving forces," and the right column, "restraining forces." 

• List the forces in the two columns.  

• Assign importance or impact weights to each identified force. Use a 4-point 
scale, where 1 = little impact and 4 = major impact. (You also may choose to 
identify forces as arrows of different lengths, depending on their impact score.)  

• Consider additional, currently non-existent, driving forces, and add them to the 
worksheet.   

• Generate action decisions based on the results.  

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Implement the Solution 
 
Tool: Force-Field Analysis 

 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Implement the Solution 
 
Tool: Force-Field Analysis 

As you work through this process, consider the following questions:  

• What business benefit will the change deliver?  
• Who supports the change? Who is against it? Why?  
• How easy will it be to make the change? Do you have enough time and 

resources to make it work?  
•  What costs are involved?  
• What other business processes will be affected by the change?  
• What are the risks?  

  

Notes:  As the restraining forces are eliminated, the driving forces will gain momentum.  

 

Tip: Types of Forces that Need to be Considered 

• Social/organizational trends 
• Attitudes of people 
• Regulations and rules 
• Personal or group interest 
• Costs and prices 
• Organization policies 
• Time required 
• Potential risks 
• Consequences of failure 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Implement the Solution 
 
Tool: Force-Field Analysis 

 

 

1. Use the solution you decided on for your project. 
2. Consider three to four forces for and against change. 
3. Give each force a weight. 
4. Complete the chart. 

 

Forces for Change Write your 
solution 
here 

Forces Against Change 
4 3 2 1 1 2 3 4 

 
 
 

       

 
 
 

       

 
 
 

       

 
 
 

       

Total Total 
 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

 

Activity 
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Implement the Solution 
 
Tool: Gantt Chart 

A Gantt chart illustrates the breakdown structure of the project by showing the start and 
finish dates as well as various relationships between project activities, and in this way, 
helps you track the tasks against their scheduled time or predefined milestones. 

The horizontal axis at the top of the chart is always used to designate time; the vertical 
axis usually designates the tasks and sub-tasks that make up the whole project. 

Method 

1. List all tasks and sub-tasks and place them in the first column of the 
spreadsheet. Determine person/team/role responsible for the task and write 
names in a Key (or below the tasks or color code the bars). 

2. Insert dates across the first row. 

3. Decide the length of time required to complete each task and the start and 
completion dates.  

4. Determine milestones (the date on which certain phases need to be 
completed) and note them at the top of the chart. 

5. Identify the dependencies, activities that are “dependent” on other activities 
being completed first. 

Notes 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Implement the Solution 
 
Tool: Gantt Chart 

A building maintenance employee needs to oversee a project that includes installing a 
new fence, garden and water fountain around the patio of the new dining hall. 

M = Milestone 

D = Dependency 

 

 Tasks Start 
date 

End 
date 

# 
days 

Week 
1 

Week 2 Week 
3 

Week 
4 

Week 5 

Install 
new 
Fence 

        

Dig holes 
 

Mar 1 Mar 3 3      

Build 
Fence 

Mar 8 Mar 
16 

9      

Hang 
Gate 

Mar 
20 

Mar 
21 

2      

Create a 
new 
flower 
bed 

        

Dig plant 
holes 

Mar14 Mar28 14      

Plant 
shrubs 

April 1 April 7 7      

Install 
water 
fountain 

March 
21 

April 7 17      

Key 

F = Fence company 

G = Gardeners 

E = Electrician  

F 

F 

G 

G 

E 

F 

M 

D 
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Implement the Solution 
 
Tool: Gantt Chart 

 

 

1. Select two tasks/subtasks needed to achieve the solution for your project. 
2. Create a Gantt chart. 
3. Include milestones. 
4. Indicate deliverables 

 

Tasks/sub-
tasks 

Start 
date 

End 
date 

# 
days 

Week 
1 

Week 2 Week 
3 

Week 
4 

Week 5 

 

 

        

 

 

        

 

 

        

 

 

        

 

 

        

 

 

        

 

 

        

 

 

        

 

Activity 
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Implement the Solution 
 
Tool: RACI Matrix 

The RACI Matrix is a powerful tool to assist in the identification of roles and assigning of 
cross-functional responsibilities to a project deliverable or activity.   
 
RACI represents:   

R - Responsible 

A - Accountable 

C - Consulted 

I -  Informed 
 
RACI Definitions 
 
Responsible = role/person who does the work to complete the task  
Accountable = role/person who is ultimately answerable for the correct completion of the 
work and signs off on the work 
Consulted = person or role whose subject matter expertise is required in order to 
complete the item 
Informed = person or role that needs to be kept up-to-date on the progress of the status 
of item completion 

Notes 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  



  60 | © CPS HR Consulting 
 

Implement the Solution 
 
Tool: RACI Example 
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Implement the Solution 
 
Tool: RACI  

 

 

1. Select three (2) tasks to be completed for your project 
2. Assign who is responsible, accountable, consulted, and informed for 

each task. 

Role 

 

Deliverable 

Project 

Leadership 

Project 

Team 
Members 

Subject 
Matter 

Experts 

External 

Personnel 

 

 

 

 

    

 

 

 

 

    

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Implement the Solution 
 
Tool: Communication Plan 

Once you have identified all the types of stakeholders related to your project, you can begin 
to plan how to manage them over the lifecycle of your project. It’s time to ask key questions 
and remember to be honest when assessing your stakeholders and their needs.  

Important Factors to Consider  

1. Who are the stakeholders who have the most influence on your project? Typically, 
these people tend to be mostly on the client-side and include their project team, the 
project sponsor, and the executive sponsor.  

2. Which stakeholders will be most affected by your project? While this group can 
also include those on the client-side, it may also include outside people. With 
a construction project, for example, those in the neighborhood, environmental activists, 
and potential residents of the final building could be in this group. 

3. How should you handle important people who actually won’t be considered 
stakeholders? Keep these people minimally involved since they could have the power 
to raise concerns or create roadblocks. These people can often be key leaders in their 
department, and who may need to be kept in the loop on certain things.  

4. Who controls the resources? These stakeholders will likely be on the client-side as 
well as on your agency’s side. You will go to these people if you need to request scope 
or budget change or require more allocated resources from a certain discipline. 

5. What are the top motivations and interests of your stakeholders? When deciding 
the driving force of stakeholders consider: 

 
• Who has a financial stake/interest? 
• Who has an emotional interest (don’t underestimate this; if this project was 

someone’s “baby,” keeping them happy and in the loop is critical)? 
• What are the top motivations for each stakeholder? 
• Who are the biggest supporters of the project? 
• Who are the biggest non-supporters or naysayers? 
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Implement the Solution 
 
Tool: Communication Plan 

New Technology Example 

 

Stake-
holder 

How 
much 
does the 
project 
affect 
him/her? 
(1,2,3,) 

What is 
his/her 
most 
important 
goal? 

How will 
he/she 
contribute? 

Best 
way to 
manage 

Frequency Comments Contact 
info 

Vice 
President 

3 Complete 
by May 
31. 

Reach out 
to other 
departments 

Email Weekly Wants in-
person 
monthly 

707-
555-
6666 

SSM2 
HR 

1 Quality 
training 

Training 
resources 

Phone Weekly  707-
555-
6667 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Implement the Solution 
 
Tool: Communication Plan 

 

 

1. Determine three of the stakeholders for your project. 

2. List the stakeholders in the first column. 

3. Complete the chart. 

 

Stake 

holder 

How 
much 
does 
the 
project 
affect 
them? 
(1,2,3,) 

What is 
his/her 
most 
important 
goal? 

How will 
he/she 
contribute? 

Best 
way to 
manage 

Frequency Comments Contact 
info 

 

 

 

 

       

 

 

 

 

       

  

Activity 
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Evaluate 
 
Tool: Success Measurements 

Conduct the following to determine if your project was a success: 

• Review the desired state. 
• Review success measurements. 
• Conduct interviews. 
• Conduct an engagement survey. 
• Review pre- and post-project surveys. 
• Review data from before and after the process. 

 
Then…Celebrate  
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Presentation 
 

Activity 
Create a 5 minute presentation.  

1. Present the problem and the solution in a creative way. Examples include:  
a. Draw an image 
b. Create lyrics to a well-known- song 
c. Make up an Acronym 
d. Create a picture collage 

2. Explain the following in more detail: 
a. The problem statement and decision statement 
b. The root-cause 
c. The solution 
d. Implementation – what obstacles might get in the way 
e. Lessons learned and insights 

 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Action Plan 
 
1. List three things you learned today that you would use when solving your next 
problem back on the job. 
 

1.____________________________________________________________________ 

2.____________________________________________________________________ 

3.____________________________________________________________________ 

 

 
2. In what ways will you think differently when approaching problems? 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Appendix 
 
Tool: SWOT Analysis (Strengths, Weaknesses, Opportunities, 
Threats) 

The SWOT analysis is a simple framework for generating strategic alternatives. It can 
generate an initial and general examination of proposed courses of action. It is useful 
when a very limited amount of time is available to address a complex strategic situation. 
 
When formulating strategy, the interaction of the quadrants in the SWOT profile 
becomes important. For example, the strengths can be leveraged to pursue 
opportunities and to avoid threats, and managers can be alerted to weaknesses that 
might need to be overcome in order to successfully pursue an opportunity. 
 

Write in the words internal and external on the side 

 

 

 

 

 

 

 

 
 
 
 

Helpful Harmfu
 

Strengths Weaknesses 

Opportunities Threats 
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Appendix 
 
Tool: SWOT Analysis 

 Helpful (for your 
objective 

Harmful (for your objective) 

Internal Strengths 
 Areas you do well or 
advantages of your organization 
  
 • What advantages does your 
organization have?  
• What do you do better than 
anyone else?  
• What unique or lowest-cost 
resources can you draw upon 
that others cannot?  
• What do people in your market 
see as your strengths?  
• 

Weaknesses  
External factors that may contribute to 
your organization and can build up 
your strengths  
 
 • What could you improve?  
• What should you avoid?  
• What are people in your field likely to 
see as weaknesses?  
 

External Opportunities 
Areas to be improved 
  
• What good opportunities can 
you spot?  
• What interesting trends are 
you aware of?  
• Useful opportunities can come 
from such things as:  

o Changes in technology 
and markets on both a 
broad and narrow scale.  
o Changes in 
government policy 
related to your field.  
o Changes in social 
patterns, population 
profiles, lifestyle 
changes, and so on.  
o Local events 

Threats  
Potential problems/risks caused by 
external factors that your organization 
may face 
  
• What obstacles do you face?  
• What are your competitors doing?  
• Are quality standards or 
specifications for your job, products, or 
services changing?  
• Is changing technology threatening 
your position?  
• Do you have bad debt or cash-flow 
problems?  
• Could any of your weaknesses 
seriously threaten your business?  
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Appendix 
 
Tool: SWOT Analysis 

1. Find your agency’s vision and mission statements on your phone and consider 
them as you complete the SWOT Analysis 

2. Use the questions on the previous page to identify strengths, weaknesses, 
opportunities, and threats for your team. 

3. Optional: Perform a SWOT on yourself. 

 

 Helpful (for your objective) Harmful (for your objective) 
 
 
 
 
 
 
 
Internal 

Strengths 
  
  
  
 
 
 
 
 
 
 
 

Weaknesses  
 
 
  
 

 
 
 
 
 
 
External 

Opportunities 
  
 
 
 
 
 
 
 
 
 
 
 

Threats  
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Appendix 
 
Tool: Gap Analysis 

A gap analysis examines the current situation (such as, for example, the actual 
performance of an organization and its people) against a preferred or required 
situation (for example, existing or new performance standards). 
 
 
Gap Analysis  

State Descriptions 
1. Current State  

Every gap analysis starts with 
introspection.  
Your gap analysis should start with a 
column labeled ‘Current State’ wherein 
you list all the attributes you want to see 
improved.   
Your focus can be as wide (e.g., the 
whole department) or narrow (e.g., HR 
policies within a specific division) as the 
objective demands. The analysis can be 
quantitative (‘currently get 50 orders per 
day’), qualitative (‘lack of diversity in the 
workplace’) or both. The key is to be 
specific and factual with an emphasis on 
identifying weaknesses. 
 
50% of audits are turned in on time 
monthly. 
 
 

2. Future State (Desired State) 

The future state represents the ideal 
condition you want for your organization. 
This state can be highly specific (e.g., 
‘increase orders count to 100 per day’, 
‘decrease absenteeism by 25%’) or 
generic (e.g., ‘create more inclusive work 
culture’).   
 
 
 
 
 
 
100% of audits to be turned in on time 
monthly. 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Appendix 
 
Tool: Gap Analysis 

Bridge the Gap 
Identify and describe the gap before finding ways to remedy it 

1. Gap identification (Yes/No) 

This column in your gap analysis records 
whether a gap exists between the current 
and future state. A simple ‘Yes’ or ‘No’ 
will suffice (a description of the gap will 
be made in the next column). 
Yes 

2. Gap description 

The gap description records all elements 
that make up the gap between the current 
and future state. The description should 
be consistent with the current/future state. 
It can be qualitative (e.g., ‘lack of clear 
HR policies for employee termination’) or 
quantitative (e.g., ’50 orders/day 
difference between current and ideal 
state’). This should only serve as a 
description, not a remedy.  

Gap is 50% of audits difference 
between current and ideal state. 
 
Then consider importance and urgencies 
and prioritize your list. 

 
 
Notes 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Appendix 
 
Tool: Gap Analysis 

 
Factors and Remedies 

This is where you identify the factors responsible for the difference between your 
current and future performance. You can then use this data to come up with remedies 
and action plans to tackle the performance gap.  

 
1. Factors responsible for gap 

The next part of your gap analysis lists all 
factors responsible for the gap identified 
in the previous column. This list should be 
specific, objective, and relevant (e.g., 
‘poor employee pre-screening’ can be 
one reason for high workplace 
absenteeism).  
 
 
Gather information on your issue and 
write the key root causes here. 
The team is short 3 staff. 
Lack of qualified applicants. 
 

2. Remedies, Actions, Proposals 

The last step in the gap analysis is listing 
all possible remedies for bridging the gap 
between the current and ideal state. 
These remedies should directly address 
the factors listed in the previous column 
(e.g., ‘video pre-screening for all 
candidates before the interview’ can be 
one remedy for employee pre-screening 
issues). The remedies must be action-
oriented and specific 
 
Write the list of selected solutions 
Write the list of proposed action steps 
here 

Notes 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________  
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Appendix 
 
Tool: Gap Analysis 

 

 

 

State Descriptions 

1. Current State 

List all the issues with your team that you 
can think of. 

 

 

 

 

 

 

 

 

2. Future State 

Describe the desired state of your 
problem. 

 

 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

Activity 
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Appendix 
 
Tool: Gap Analysis 

 
Bridging the Gap 

1. Gap identification 
Decide if there is a gap. Write “yes” or 
“no.” 
 
 
 
 
 
 
 

2. Gap description 
Describe the gap. 
Prioritize the list. 
 
 
 
 
 

 
 

Factors and Remedies 
1. Factors responsible for gap 
 
 
 
 
 
 
 
 
 

2.Remedies, Actions, Proposals 
 
 
 
 
 
 
 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Appendix 
 
How to Present to Executives 
Adapted from: https://sherpablog.marketingsherpa.com/marketing/how-to-sell-to-your-boss 

Description Example 
Step #1: Start with the objective 
Executives and decision-makers are 
notoriously impatient. You need to tell 
them why you’re taking up their valuable 
time to pitch to them. 
 

Thank you for joining me today. This 
presentation is designed to explain why 
we need massage chairs in the 
workplace and to obtain your support in 
the endeavor. 
 

Step #2: Create the vision 
(Tell an inspirational, humorous story 
that relates to the topic. Get their 
attention.) 

• Directions are instructions given to 
explain how.  

• Direction is a vision offered to 
explain why. 

• The objective of your plan is the 
micro “why.”  

• The macro “why” is the big 
picture vision you paint.  

Important to inspire. Both for yourself and 
how you contribute to the customer. Help 
your audience or your boss see the 
potential. To truly get your project 
executed, you must be able to create a 
persuasive presentation. 

• Start with ‘what is’ — the current 
state of things — 

• Move to ‘what could be,’ which 
would be the result if they 
implement your idea 

Your goal is to make the future so much 
more alluring than the current state of 
things so  

Imagine yourself in the massage chair, 
perhaps having a brief nap. How would 
you feel going back to work? That is how 
we want all our employees to feel. The 
big vision is to boost employee’s morale. 
This would boost engagement numbers 
and make us more attractive to external 
candidates for the new positions we 
have available. 
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Appendix 
 
How to Present to Executives 
 
Description Example 
Step #2 cont. that the status quo seems 
undesirable. You want to fill the audience 
with a heightened state of ‘what could be’ 
so that they are willing to be transformed 
and take action to help create the new 
future you are proposing. 

 

Step #3: Don’t overlook the obstacles 
If it was easy, someone would have 
already done it by now. 
There is likely a pain that has spurred you 
to come up with this idea. In addition, if 
your ideas call for a change of any kind, 
keep in mind that change is painful and 
scary. 

• Change requires breaking down 
before a building up, and this is 
where your audience will need 
help most of all. You need to 
acknowledge the sacrifice and the 
risk that the audience is taking if 
they adopt your idea.  

• In order to overcome their 
resistance, you have to make the 
reward (new bliss) worth it. You 
need to clearly articulate that their 
sacrifice and risk will be rewarded 
with some kind of benefit to them, 
their sphere, or, perhaps, all of 
mankind.” 

 ’Why should I care about this thing?’ You 
want your boss or your client to be 
reminded of the pain that needs to be 
addressed. We have a lot of things we 
could be working on. Why this idea, why 
this solution, why now? 

Of course, there are some obstacles: 
Employees might nap for extended 
periods; there will be a cost involved in 
installation and purchase.” However, I 
think the benefits outweigh those 
obstacles. 
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Appendix 
 
How to Present to Executives 
 

Description Example 
Step #4: Paint the picture 
Now that you’ve laid the groundwork for 
your ideas, it’s time to get back to “what 
could be,” but with more granularity this 
time. 
Show the different concepts — the 
strategic approach — explain the thinking 
behind each approach, and show the plan 
for rolling it out. 
 “Give them a roadmap where they’re 
going.” 
 

Our problem statement was: Employee 
engagement is at an all-time low of 30%. 
We looked for the root cause (using fish 
diagrams, 5 Whys) and then 
brainstormed solutions (using the pros 
and cons approach and came to a 
consensus using dots approach).  
We found that employees don’t feel 
valued and have difficulty concentrating 
at work. Therefore, to improve employee 
morale and engagement, a “perk” is 
needed.  
By installing the chairs, employees will 
not only enjoy coming to work but will 
also have the opportunity to practice 
mindfulness (we will have headsets with 
mindful sessions available) and feel 
valued. The plan for rolling it out is… 
(milestones plan)” 

Step #5: Set and communicate 
objective criteria 
Objective criteria give you a framework for 
why you chose this idea over another. For 
example, if you’re with HR staffing and are 
talking about which event to visit to 
increase candidates for new positions, 
you’re going to look at reach, costs, and 
quality of attendance. You would also give 
an apples-to-apples comparison so you’re 
not just choosing the recommendation 
based on gut. It shows your boss or client 
that you’ve thought through the pieces. 
 

We looked at many options: Spa, on-site 
masseuse, etc. and compared costs. We 
also got input from the employees. Here 
is an overview of the objective criteria. 
We will look at the results of our 
research in terms of costs and 
engagement impact.  
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Appendix 
 
How to Present to Executives 
 

Description Example 
Step #6: Discuss the expected results 
As Stephen Covey says, “Begin with the 
end in mind.” 
How will you measure success? 
Having a specific, numeric forecast you 
can then measure success against is 
great (bonus: it will build your credibility 
and help sell all your future efforts if you 
meet or exceed these forecasts). 
If you can’t forecast with reliability, at least 
include current data (time, quality, cost, 
etc.) and project what some results might 
be expected. 
If numeric results aren’t appropriate for 
your idea, include the resulting experience 
you’re trying to generate in potential 
customers. What will they think or feel 
after your idea that they didn’t before? 
How will you know you’ve been 
successful? 
 

Currently, engagement is at 30% - an all-
time low. We anticipate a 60% increase 
in engagement numbers once the chairs 
are installed. In addition, we believe a 
more positive, mindful environment will 
be created. Finally, we anticipate a 75% 
increase in external applicants for our 
new positions. 
 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Appendix 
 
How to Present to Executives 
 

Description Example 
Step #7: The ask 
This is your call-to-action. What are the 
immediate next steps you need to make 
your plan happen? 
If some are internal and some are external 
— either from a different department or a 
different company entirely (like your client, 
agency, a partner, another vendor, etc.) — 
be clear about who needs to do what and 
when. 
You might want to even include a timeline 
or strategic plan calendar with specific 
dates and times to be very clear about the 
next steps. 
Your goal is to get the resources you need 
to execute at the moment they’ll be most 
open to providing them – right after you 
did an amazing job selling your ideas. 
Plus, many business leaders might expect 
the campaign to instantly (and magically) 
happens the moment after they say “yes.” 
Showing them what it takes to make it 
happen will show the cost (in time, budget, 
etc.) to go along with the value you expect 
to provide. 
 

To make this project come alive, the 
following is required: 

• Budget: $40,000 
• Assigned space: Building A, third 

floor 
• Staffing: 3 individuals to manage 

the project 
• Time required: 100 hours 

 
Thank you so much for your kind 
attention today and for your supports as 
we create a more employee-centric 
workplace. 

 

______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 
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Appendix 
 
How to Present to Executives 

          
 

 

 
______________________________________________________________________

______________________________________________________________________

______________________________________________________________________ 

  

http://sherpablog.marketingsherpa.com/wp-content/uploads/2015/09/sample-initiative-milestone.png
http://sherpablog.marketingsherpa.com/wp-content/uploads/2015/09/sample-strategy-criteria.png
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Appendix 
 
Your Presentation to the Executives 
 

Step Bullet point notes 
1. Objective  

 

2. Vision  

 

 

3.  Obstacles  

 

 

4. Paint the 
picture 

 

 

 

 

5. Objective 
Criteria 

 

 

 

 

6. Expected 
Results 

 

 

 

 

7. The Ask  
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