Day 5–Module 20

CREATIVE PROBLEM SOLVING AND DECISION MAKING
Understanding Participants’ Needs

Every supervisor will face problems.  A problem can be a project that has hit a barrier, a machine that will not work, a situation in need of improvement, a computer program that doesn't run, a plan that hasn't been executed, too many defects, an unsatisfied need, too much waste, a discovery that hasn't been implemented, an inexplicable deviation, an injury that hasn't yet healed, a plan that crashes, or a dream that hasn't been realized.


General Ideas

Successful supervisors in the Air Force are in the business of problem solving.  They create innovative solutions and apply them in the most technologically advanced and efficient manner possible.  Success comes about only by merging technology with creativity.  Problems are opportunities.

Module Introduction/Transition

People cope with problems in very different ways.  Some blame others and look for scapegoats.  Others simply deny its existence and hope the problem will go away.  Still others subconsciously enjoy their problem and really don't want it to be solved.  Before you decide what type of problem you have, there's an even more basic decision. Do you want to own the problem?  Let's get busy, creatively selling problems. 
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Objectives

· To clarify the difference between creativity and innovation

· To share the concept that when you're thinking creatively, you're using your skills to make new and useful/valuable connections 

Thinking Behind the Page

Make sure that participants understand that not only do we need to be creative but also innovative so that we’re adding value to what we do. 

Teaching Tips

· At the bottom of this page discuss creativity versus innovation and look for examples from participants of things that they found to be creative and things that were innovative.

 Examples may include:

· A glue that wouldn't dry discovered by a scientist at 3M was later applied to small pieces of paper, which were named Post-It® notes.

· An inventor decided it would be fun to have a “pet rock.” Once he began to sell them, they had value

PowerPoint

· Yes

Transition

Let's take a look at our most frequently encountered problems and how we discover what causes them.
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Objectives

· To share consensus on what are our most frequently encountered problems 

· To introduce the idea of finding the cause before looking for the solution

Thinking Behind the Page

A logical beginning is to look at what are our most frequently encountered problems and also how to determine cause.

Activities

· At the top of the page participants discussed the many types of problems that they encounter.  It may be a good idea to capture these on the flip chart.

· For finding cause, you'll need examples for using the acid test. Here's an example:

As a consultant, I was working with the small manufacturing firm.  During lunch, I overheard one of the managers discussing a green-light system.  I asked what the system was about, and here was the reply.  The green light system was a positive approach to a problem they had in their workforce.  Since they had recently upgraded their technology, they were able to shrink their workforce through attrition and layoffs. Their system was this:  The first time someone was late to work or didn't show, they would give them the green slip; the second time, a yellow slip; and the third time, a red or pink slip. Applying the acid test to verify that they had good problem definition, I asked the following question, ”Let's presume that I could get a bus, go out every morning and pick up all of your people, drive them to your gate and have them clock in to work on time.  Do you have any other issues around this?”  The answer was, “Well, yes.  We still have a productivity issue.”  My reply was, “Then, you don't have a good definition of your problem.” We could probably all figure out that they had a morale issue.

Transition

Now that we know most of our problems and have a good system for problem-definition, let's take a look at different approaches for problem solving.
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Objectives

· To share concrete examples of how we might solve problems

· To help participants realize that there's more than one approach to solving problems

Thinking Behind the Page

On these pages, we’re going to be introducing several different approaches to problem solving. According to the problems that participants face and their thinking styles, they may have a favorite approach.  

Teaching Tips

The Easy Way
Supervisors can use this to help themselves (as well as teams and individuals) to solve problems.  I know several supervisors who actually require that their staffs answer these questions before bringing in problems. This approach offers several benefits, including getting your team focused on solutions, as well as giving the team tools utilize.

State the Problem as a Question

Spend most of your teaching time at the bottom part of this particular solution approach. Get the entire group to say, “How can we. . .?” Make the point that asking a question makes us want to search for an answer and if we have a problem, an answer or solution is what we want.

Brainstorming

We've all heard of brainstorming, and we've all seen it get off track. Teach participants to separate brainstorming ideas versus whether it's a good idea. This separation will help teams make progress in brainstorming sessions. Here's an example of how a supervisor might maintain control of a brainstorming session:. If Joe brings up an idea, but Mary says that's the dumbest thing she's ever heard, you as a supervisor must step in. We suggest you first make eye contact with Mary and make a very generic statement such as, “You have a point.” Then say this, “Before we begin to judge each idea, we’re going to first just come up with a list.” Immediately turn your head away from Mary and say something like this, “Who else has an idea on __________.” You have effectively cut-off  Mary verbally and physically (and yes, there is a possibility she might be upset). After you’ve finished brainstorming, and are ready to discuss each potential solution, turn to Mary and say, “ Now, let's discuss each one of the items on our list, their pros and cons, and whether they should be combined with any other ideas. Mary, you had one you had some thoughts on. Let's start with it.”

EXERCISE: Ask participants to write down every use they can think of for a rubber band. Tell them this is a contest and to write down quickly as many ideas as they can think of. Tell them you will have a prize for the person with the longest list. Give them approximately one minute. Ask them to count their list (if they have begun to write an idea, it counts). Find the person(s) with the longest list and present him or her with a prize. Now, ask him or her to find a partner and to combine the lists and  grow the list even larger, to add ideas. Let them work in groups of two or three. Allow two to three minutes for this. When you call time ask, them to divide their total list by the number of people on their team (two or three). This will give them the average number of ideas per person on the team. Now, find the team with the largest number of ideas per person and give each team member a prize. 

Debrief the entire room. Ask them to share their ideas as quickly as possible and to make sure that every idea on their list is shared. No duplicates please, and you need someone to help you count the number of ideas that you receive. Typically, you will receive 15 to 25 ideas for the room. In most cases, this is more ideas than you would have gotten if you'd started to work with the entire group first. One tip: if you have meeting participants who do not participate well, allow them to think about what you want before the meeting and to bring their answers with them.  Another tip: if you have people who take over your meetings, force them to first write down their thoughts (this allows all to contribute). Then combine their ideas with others. This means each person individually gets to speak, and finally debrief as a group—this is participation at its best!

Idea Writing

Self-explanatory

Substitute  Combine  Adapt  Modify  Magnify  Put to other use  Eliminate or reduce Rearrange  Reverse  (SCAMMPERR)

PowerPoint

· Yes
Transition

As we find solutions to our problems, we must also verify whether or not they are realistic, whether there's any chance of implementing them in our departments, etc.
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Objectives

· To show participants that good ideas don't always get implemented

· To help participants understand cost-benefit analysis and how it might affect their decisions

Thinking Behind the Page

Even naturally good creative thinkers often forget that creative ideas won't be financed unless there is justification. 

Teaching Tips

· Teach participants everything you know about the cost-benefit analysis performed within the Air Force

· Ask participants what they know about their department and funding for decisions made

Decision-Making strategies

80/15/5 - According to Brian Tracy, 80 percent of your decision should be made the moment information is brought to you, 15 percent of your decisions should be made later, and 5 percent of your decisions should never be made it all. One big problem that we find with the 15 percent is that many people never set a deadline on when they will finally make the decision. If you're going to delay a decision, set a deadline as to how long you will gather information and then make a decision at the appointed time.

Transition

Someone help me with a creative way to get to the next page.
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Check Yourself!

1. What is creativity?

Creativity is something new.

2. What is innovation?

Something that is new and has value.

3. Choose a problem-solving method that you would use.  Discuss how you would encourage your team to use it. 

Debrief group on this question.

Objectives of this module are to:





Compare and contrast creativity and innovation


Learn multiple approaches to problem solving


Examine real-life examples of problem-solving application 








Upon completion you will be able to:





Forge creative problem solving by application of techniques 
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