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 z175stephen {enters}

 z175judy {enters}

 z175stephen  Hi Judy!

 z175judy  Hi Stephen!  HOw are you today?

 z175stephen  Benn busy but bearable.  How about you?

 z175judy  The same, trying to study and work all at the same time.

 z175stephen  I can feel for you there.

 z175judy  Did you get your travel orders for phase I?

 z175stephen  Yes, I made arrangement for billeting and travel

 z175judy  Me too, I arrive on MOnday at 1500 at Dulles.

 z175stephen  I'll be there an hour after you.

 z175judy  Are you authorized a car or will you be seeking the "Super Shuttle"?

 z175stephen  The shuttle.

 z175kimberley {enters}

 z175judy  Me, too.  If I could have gotten a car I hate driving in DC.

 z175judy  Hi Kimberley.

 z175stephen  Hi Kim!

 z175tracy {enters}

 z175karen {enters}

 z175kimberley  Hi everyone

 z175karen  HI ALL

 z175stephen  Hi, Tracy.  Did you look at our video caucus?

 z175stephen  Hi Karen!

 z175judy  HI Karen and Tracy, too.

 z175karen {action}  smiles.

 z175stephen  I'm excited.  3 working days until we meet.

 z175judy  HOw so?  I have 5!!!

 z175nancie {enters}

 z175karen  I GOT 5 AND LOTS TO DO BEFORE!

 z175stephen  Dugway only does 4/10s  4 working days 10 hour days.

 z175tracy  Stephen- I also sent M-B an e-mail about the caucus.  I was also unclear about the requirements.  I just read your e-mail.  We do have a lot to do.

 z175judy  LUCKY!!  I'd like that.

 z175stephen  Trace, I started on the first two questions.

 fac17 {enters}

 z175stephen  Hi, M-B!

 fac17  Dummy me I was in 16 waiting and wondering why no one was on -- I did MIke's VSM today and so I defaulted to wrong room....

 z175stephen  Judy, It makes for a great weekend when you have no priorities.

 z175judy  M-B thanks for the grade report!!! It must have been a pain to do for all of us.

 fac17  Judy -- they are time consuming but worth it -- you will get one each phase.

 z175tracy  Stephen, I'll get on caucus tonight and try to address M-B's questions.  What a way to spend Friday night!

 z175mike {enters}

 z175judy  OK, do you expect us to e-mail the leader brieifngs toyou M-B or just bring them with us.

 z175stephen  Hi, Mike!

 z175mike  Good Morning/Afternoon everyone

 z175nancie  I thought the presentation was due on  Monday.

 z175stephen  Trace, we can divvy it out.  We have to find out from our other partners too.

 fac17  either Judy -- if you want me to look at it and comment you can e-mail -- otherwise bring -- also emailing it measn it is on our system for pulling up to show without haveing to bring it -- of course if you have a thumb drieve that is easier than it once was!

 z175tracy {leaves}

 fac17  I think the way teh assignmetn read was due 11th if you wanted comments otherwise bring

 z175nancie  So there isn't anything do on Monday?

 z175tracy {enters}

 fac17  not unless you want feedback before you come

 z175judy  OK M-B.  Sounds like it would be better to e-mail it.  I don't kow what a thumb drive is..

 z175tracy  Was a list of questions sent out for this VSM?

 fac17  BTW -- just talked to Lorie -- her computer iat new job has not been set up for VSM -- she said to tell you all hello.

 z175stephen  Trace, I think I added that to the email sent out to our group.

 z175karen  WILL WE WILL BE MISSING ANY TODAY? WE HAVE 6 (OR 7 IF TRACY RETURNS) AND NO LORIE

 z175pam {enters}

 z175stephen  HI, Pam!

 fac17  Judy -- they go by other names -- look like a keychain but hold anywhere from 256 to 1gig of stff with usb port asccess

 z175pam  Hello everyone.

 z175steve {enters}

 z175tony {enters}

 z175kimberley  M-B...could I request to send it to you on wednesday for feedback?

 z175tony  Aloha team

 z175judy  M-B  I got that ,too.  I'll use mine finally.

 z175steve  Aloha twice!!

 z175sean {enters}

 z175nancie  Karen, Marsha is still in Florida on hurricane relief so she won't be on.

 z175stephen  Hi, Steve & Tony!

 z175tony  I Stephen

 z175judy  Aloha, Steve and tony

 fac17  I will try Kimberley -- that is cutting it close but I can try to turn it right around

 z175tony  meant HI

 z175steve  Is anyone else having problems with the Ethics training for 100% of employees?

 z175stephen  Understood anyway!

 z175karen  OK, WE GOT 10 OF 17. I HAVE 3 PACIFIC. WANT TO GO FOR IT?

 z175nancie  Steve, it's required here.  We're doing it in November.

 z175judy  It's hard to do anything with employues 100%

 z175kimberley  Thanks...I will still try and make the Monday date...but I'm a little challenged right now

 z175tony  we do 100%

 z175karen {action}  nudges everyone in the side.

 fac17  Tracy -- yes there were -- do I need to forward to you now?

 z175ron {enters}

 z175steve  I've got employees 7-days a week, nights and weekends - It's been tough trying to get aeveryone together

 z175stephen  HI, Ron!

 z175tony  hi Rom

 z175judy  Steve, we asked for a video to do ourselves when we can get them to see it.

 z175tony  Ron

 z175tracy  M-B.  I did not receive them.  I have received so few e-mails this week that I was wondering what's going on.

 z175ron  Hi everyone

 z175betty {enters}

 z175karen  ARE YOU READY TO GET STARTED?

 z175steve  Judy - they gave us the story that it is SJA only and f2f

 z175stephen  HI, Betty!

 z175tony  let's do it

 fac17  ok tracy -- I will forward now....

 z175judy  This is the first year we've gotten videos.

 fac17  tracy -- check your mail

 z175karen  SINCE TONY SAYS SO...HOW DO YOU MAKE DECISIONS?

 z175stephen  Betty & Sean, did you get my email on video caucus?

 z175nancie  Steve, SJA?

 z175judy  Karen it depends on whether it is a decision by myself or if I need to organize for a group.

 z175sean  Don't recall one

 z175steve  My decision making process is dependent on thesurrounding situations

 z175betty  Yes, we have to finish it

 z175pam  I think it depends on the situation how decisions are made.  Sometimes you need input, sometimes I make them myself.

 z175steve  Nancie - Sorry Staff Judge Advocate - the attorneys

 z175nancie  Thanks.

 z175karen  ASSUME YOU ARE ON A TEAM OR IN A GROUP, WHAT WOULD YOU DO?

 z175ron  At work I make decisions based on my best judgment.  Level & weight of input from my staff and others is dictated by the siitua

 z175ron  situation

 z175judy  Pam, I agree.   and sometimes i have a vote - work for consensus or majority rules.

 z175tony  Karen - it depends on the situation.  Sometimes consensus works, sometimes you need unanimous consent.  Other times, decision matrixes work.

 z175tracy  M-B  It hasn't come through yet.

 z175mike  Recognize and define the problem or opportunity,Identify and analyze  alternative courses of action, choose a preferred course of action, iMPLEMENT, EVALUATE THE RESULTS

 z175nancie  I agree with Pam.  Sometimes you just have to decide.  Other times you want input.  Depends on timelness of the situation also.

 z175stephen  I like consensus and works most of the time.

 z175judy  I think I most often try for consensus.

 z175karen  THAT SOUNDS REAL GOOD, MIKE. IS IT ALWAYS POSSIBLE?

 z175kimberley  Brainstorm the options, discuss, then vote

 z175tracy  It depends on the time I have to make the decision.  I also like consensus if time permits.

 z175ron  when time and circumstances allow, I like consensus, too.  Nice to have team buy in from the get go.

 z175steve  consensus also allows for further processing as everyone is in agreement

 z175nancie  I have to say that if you are going to ask others for their opinion, you should make sure and carefully utilize the opinions.  I hate it when I'm asked because someone is supposed to but then ignores all feedback.

 z175pam  Sometimes it doesn't matter.  I had one employee who would disagree with the group on virtually every decision.  This caused problems because we could almost never get a full concensus and had to go with majority.

 z175mike  No, at times it requires the teams

 z175karen  CAN SOMEONE DEFINE CONSENSUS FOR ME?

 z175ron  Pam - there is some kind of rule, every group has one.

 z175judy  Karen, I guess if you start at teh very beginning, Mike is closest to defining every step in the process.

 z175nancie  Pam, agree.  It shouldn't have to be unanimous.

 z175stephen  I think its all for one and one for all.

 z175ron  Karen:  a course of action everyone can live with

 z175tony  I think we all go through a process similar to what we read.  We determine there is a problem, define the parameters or the extent of the problem, secure data,analyze and decide.

 z175pam  Great point, Nancie.  Too many times feedback or input is ignored.  In that situation, it's better to not even ask for input.

 z175judy  Ron, I agree.  Maybe not everyone's first choice for the decision but one that all can live with.

 z175nancie  Pam, agreed.  If you're just going to ask for my opinion so you can say you did - don't bother.

 z175ron  Pam, Nancie, yeah, but sometimes the feedback is stupid and you have to ignore it :<)

 z175pam  Ron, totally agree.

 z175judy  THe problem with consensus is that sometimes people just go along and aren't happy.  YOu have to watch the body language and read between the lines.

 z175nancie  Ron, agreed;-)

 z175tracy  nancie, I agree. Better not to ask for opinions if you're really going to consider them.

 z175chris {enters}

 z175mike  Karen Consensus for me is when the group agrees with most of the details of the decision

 z175stephen  I don't think any feedback is stupid.

 z175steve  Ron - I was not going to touchthat one

 z175karen  RON, I LIKE THAT DEFINITION. DOESN'T MEAN WE ALL AGREE OR EVEN LIKE IT...

 z175ron  Judy, good point.

 z175tony  great point, Judy

 z175stephen  Even if it was far-fetched, it might work apllied to the situation.

 z175nancie  Judy, agreed.  People will say to your face they agree and then complain later they weren't heard.  I've been there.

 z175sean  Some people will always find a reason to be unhappy about dicisions

 z175kimberley  Agreement from my team sometimes means that everyone can live with that answer although it may not be their first choice

 z175mike  Good Point Ron and Stephen

 z175pam  Then we have the employees who will go along with everything in the meetings, then complain afterwards.  Even in mediation, they say nothing is wrong, then slyly discuss how bad management is after the meeting.

 z175karen  JUDY, SO FEELINGS ENTER INTO CONSENSUS DECISION-MAKING?

 z175steve  Pam - were you sitting in my earlier meeting?

 z175betty  Good Point

 z175nancie  Pam, very true.  And it's hard to keep trying to get feedback from these people.  Problem is, every once in a while they will have a valid point.

 z175judy  I think so.  Because people haave to be willing to sacrifice the way they really want something for the good of the group.

 z175pam  Didn't you see that little fly on the wall?

 z175stephen  Not everyone will be happy with decisions

 z175tony  Karen - it depends on the decision making tool used.

 z175ron  Karen, think feelings enter into consensus, and also group dynamics

 z175judy  Ron, also maturity of the individuals in the group\

 z175karen  HOW DO YOU MAKE SURE EVERYONE'S INPUT IS CONSIDERED?

 z175ron  Judy, absolutely

 z175nancie  I think you also have to put weight to people's opinions.  Depending on the topic person A might have more knowledge and his/her opinion should count more than person B.

 z175stephen  Recorders are great for that.

 z175ron  That is the group leader's job

 z175pam  Using a decision matrix shows that everyone's opinion is considered.

 z175mike  Good Point Nancie

 z175tony  That is the role of the leader or facilitator of the decision making meeting.  Everyone needs to participate and buy into the decision.

 z175nancie  Karen, that's a tough one.  As a leader you need to work hard to make sure everyone has a chance to provide input.  Even if you have to pull it from the.

 z175nancie  them.

 z175steve  I believe that you need to insure that everyone has an opportunity to make input first

 z175judy  When I have a decision that I really want buy in from the group, I ask for people to give feedback after the meeting to either myself or someone else.  I delay the decision to give people opportunities to speak up more priately.

 z175tracy  Do people just go along with the group because they don't think their opinion will be taken into account?

 z175ron  nancie, re: "pull it from them"  why do I have to provide input if I don't want to, or don't care?

 z175nancie  And if someone doesn't really care or know about the situation, they might not have any feedback.  That's OK too as long as they have the opportunity.

 z175kimberley  the level of analysis should depend on the magnitude of the decision...If we had to do a matrix for every decision, we would get nowhere fast

 z175pam  I agree Steve.  Too many times, we hear what we want to hear up front then move on without getting input from everyone.  Who knows what could come from listening to everyone.

 z175mike  Karen, to ensure that everyone is heard I think leaders should listen and suggest feedback

 z175steve  Tracy - some people feel that way - probably the same folks that don't vote cause they don't feel it counts or matters

 z175judy  Mike, I agree - good communication skills are important.

 z175tony  Kimberly - agree

 z175betty  Tracy - depends on group cohesion

 z175ron  Mike's got it!

 z175nancie  Kimberley, agreed.  We'd get buried in paperwork.  The readings talked about doing that just for big decisions.

 z175steve  thanks Pam

 z175nancie  Tracy, that's a challenge for the leader to try and make sure everyone's opinion does get considered.

 z175kimberley  Nancie, I know what the reading said, I just think people get carried away with this and bog down progress...

 z175stephen  What about diversity within the group.

 z175judy  Diversity is good - it allows different points of view and perspectives.

 z175tony  diversity is good.  different experiences spawn different ideas

 z175sean  in a perfect world decision came be made with all inputs, there is no perfect world

 z175karen  GREAT THOUGHTS ALL.

 z175judy  Sean, sometimes command decisions are requried, so group decisions aren't always possible.

 z175mike  Someone already mention that we as leaders don't have all the answers.  I find that when I get the team involve I get more suggest for solving the problem, then I have more chooses

 z175tracy  As Nancie mentioned earlier, sometimes we are asked for our opinion and it is not even considered.  There are leaders/managers who want to appear to care about your opinion, but don't really.

 z175ron  Diversity is good, but there has to be some connection to the issue at hand

 z175mike  chocies

 z175tony  that happens here as well, Tracy.

 z175steve  Tracy - all too true

 z175karen  SO, LET'S ASSUME WE HAVE THE LUXURY OF TIME AND MONEY TO TAKE THE TIME WE WANT TO MAKE A DECISION, WHAT IS REQUIRED TO SOLVLE THE PROBLEM?

 z175stephen  Trace, maybe someone else has a better solution for choosing.

 z175nancie  Ron, agreed.  I was on a team years ago for "diversity".  I didn't have a clue what they were talking about most of the time and it was a waste.

 z175kimberley  Mike...don't you think though that leaders are leaders and should be able to make a decision...toooo many times we go nowhere because the leadership can't make a decision

 z175judy  WE need all of Mikes steps and planning for the meeting to get the team's input.

 z175nancie  Kimberley, definitely agree.  There is a time for input and a time for the leader to just make a decision.

 z175sean  Decisions tend to be sent to committee

 z175ron  Well, first you need a problem.  May seem obvious, but properly identifying is critical to solution

 z175chris  In reading above comments I have to say that I agree with what's being said about group concensus and decision making that incorporates other peoples thoughts so they feel included, but sometimes group members will view the one in charge as not being capable of making sound decisions on their own and over time I think this will foster into something rather negative through the "grape vine" within organization.  Bottom line, its incredibly important to define or explain why actions are being taken and directions given.

 z175tony  problem recognition, problem definition, data collection, analysis, senario development, decision

 z175judy  Right Ron, you also need to identify the stakeholders.

 z175mike  Kimberley Yes, Leaders do make the decesion, but chocies is the key.  A varity is better

 z175ron  Judy, yes, my next would point be information, information, and information

 z175stephen  Alternatives!

 z175steve  Tony - next week, I'm sitting next to you in your office. Good process cycle!

 z175ron  I like choices, if there are no choices, then there is no decision to be made.

 z175judy  THen decide on the process you want to use to make the decision - brainstorming, consensus etc.

 z175mike  Chris, good point.  I like to give credit where credit is do

 z175tony  thanks Steve - we do that kind of stuff a lot.

 z175vic {enters}

 z175karen  TAKE DATA, GET INPUT, PRODUCE BALANCED DECISION?

 z175nancie  Judy, yes this is key.  You have to identify the stakeholders.

 z175tracy  Ron- excellent point!

 z175ron  judy - let's open a consulting firm

 z175chris  thanks mike by the time I'm done typing what I want to say, I'm behind by two paragraphs

 z175betty  Leaders make decisions but how alternatives are evaluated will determine effectiveness

 z175judy {action}  chuckles in amusement.

 z175ron  Betty, nicely put.

 z175nancie  Ron, not sure I agree.  There are always choices.

 z175karen  HOW DO ASSUMPTIONS PLAY INTO DECISION-MAKING AND PROBLEM-SOLVING?

 z175judy  Betty, true - was chuckling at Ron - Sorry

 z175ron  Nancie, that's actually my point, no choice = no issue = no problem = no decision to be made

 z175tony  assumptions are important to cover data gaps - as long as you make those assumptions very clear and clearly identify them as assumptions that could be replaced with facts as they become available.

 z175mike  I think assumptions play a major role in assumptions in the decision makingand problem solving model

 z175mike  Good point Ron

 z175nancie  Assumptions can be positive or negative but the team should all have the same ones or the discussion of alternatives isn't on an equal playing field.

 z175judy  Hopefully, the assumptions lead you in the right direction.

 z175stephen  Same thought Judy!

 z175mike  Karen, I think that assumptiions play a role in the decesion making and problem solving scheme of things

 z175ron  there are some things we know to be true, but can't prove.  Also, there are somethings we don't know that are key to the issue.  That is where good assumptions are derived from, I think.

 z175tracy  Having an open mind to suggetions is so important.  Sometimes the boss has already made a decision when he/she asks for input from the group.

 z175judy  It helps to write the assumptions down so everyone is making the same ones.

 z175tony  Judy - I think assumptions are just part of the data set.  The analysis and synthesis process in total should lead the decision.

 z175chris  I think some assumptions need to be made in the beginning, say in the problem identification stage so that a general course or direction is provided and assumptions all you to test theory and evaluate plausibility

 z175nancie  Judy, excellent idea.

 z175judy  Assumptions can kind of be like ground rules.

 z175steve  Chris - I do just that

 z175nancie  Tracy, you have a good point.  This is where people ask for input because they think they should but they're really already made a decision.  It may be subconscious but still...

 z175tracy  Last week someone said that assumptions are made in the absence of facts.  I agree.

 z175mike  Assumptions are dangerous also, because most of the time its our values and belief

 z175tracy  Assumptions are necessary and inevitable!

 z175judy  But, in the absence of facts you need something to get started on sometimes.

 z175stephen  You can assume an enemy will fight the same tactics based on history.  Successes can be repeated or failures can be avoided by assumptions

 z175tony  Mike - that could be true, but it would be incombent upon the group to ferret out the tainted ones.

 z175ron  Mike, yes, could be, but I'm thinking more in terms of assumptions like "funds will be available" or "our mission won't change"

 z175nancie  Yes they are.  That's why I like the idea of identifying them up front before proceduing with the issue.  Great idea.

 z175ron  assumptions is actually part of the Army staff study format...

 z175stephen  Good point Nancie.

 z175tracy  If we have all the facts then we don't need to make assumptions.  We rarely have all the facts!

 z175pam  Assumptions, like the group norms, sould be discussed up front (as much as possible) so everyone is working from the same assumptions.

 z175nancie  I think that might be a key point to take away.  Starting discussions with identification of norms and assumptions.

 z175tracy  I agree.  Identify the assumptions were are making is a good idea.

 z175karen  SO WE HAVE THE PROBLEM IDENTIFIED, WE CLEARLY STATE THE ASSUMPTIONS, NOW WHAT?

 z175tony  Pam, agree.  and those assumptions that can be replaced with facts, are, as more and more data becomes available.

 z175steve  Ron - I thought I was the only one that heard "funds will be available". It was an assumption stated as a fact.

 z175chris  I agree that assumptions are definitely part of the initial stages of decision making process.  They really don't add value towards the latter stages of decision making model, unless by need or concensus of members, a different set of assumptions should be introduced to the group.  Similar to our development of Norms.   We may find more to add as time goes on

 z175nancie  Tony, good point.

 z175pam  Also, if you are working from an assumption, you should state so, otherwise, others may think you are stating facts.

 z175nancie  Steve, I thought "funds will be available" was a myth!

 z175mike  Good Point Tony and Ron,  just wanted to make the point that leaders should not go overboard with assumptions

 z175ron  Steve, we have enough money to buy anything, but we don't have enough to buy everything

 z175tony  Thanks Nancie and Mike

 z175tracy  Nancie- It is a myth where I work!

 z175steve  Nancie - You're right - my bad assumption!

 z175nancie  Ron, I like that.

 z175tony  Mike - agree

 z175ron  note to self, "funding" is a sore point with this group

 z175judy  Mike I agree. Assumptions need to be relevant and pertinent.

 z175tracy  Ron, can I borrow that saying?

 z175karen  OK TEAM, LET'S GET BACK TO THE TOPIC.

 z175pam  Ron, funding isn't a sore point, lack of funding is.

 z175ron  ITracy, I stole it from someone else, so feel free to steal it from me.....

 z175tony  Karen, - the next stage is data collection

 z175ron  Pam, yes ma'am

 z175kimberley  thanks karen...

 z175nancie  Data collection and analysis of data.  Which factors are more important.

 z175karen  WHO SOLVES PROBLES IN YOUR ORGANIZATION?

 z175karen  I MEAN PROBLEMS - OR MAKES DECISIONS

 z175chris  top management thinks they do :)  but we all know better!

 z175ron  everyone within an organization solves problems.  Some of us solve small ones, others olve big ones, it's what we do in Government service.

 z175tony  another one where the anwer is - it depends on the problem or decision

 z175judy  It depends on the problem.  Sometimes we do it insmall groups, large groups or the leader makes the decision.

 z175steve  depends on the problem

 z175kimberley  in my organization, my team makes the recommendations, the leadership gives final approval or disapproval

 z175stephen  I believe that everyone has a hand in solving the problem.  The decision lies with leadership.

 z175mike  I like to think that everyone has input in what is going on

 z175judy  Accountability for the decision is important too.  The group can make a decision together but leadership is accountable.

 z175tracy  Agreed.  It depends on the decisions to be made.

 z175pam  Good point Judy.

 z175ron  hope I'm not getting off the point here, but empowerment is important - is the authority to solve problems and make decisions pushed down to the lowest practicable leve.

 z175tracy  If you get group by-in on a decision, they are more likely to work hard to ensure success.

 z175stephen  We see that all the time, Ron.

 z175judy  good point Ron.

 z175mike  Ron, Great Point.,

 z175karen  OK, SO THERE ARE MANY VARIABLES TO EACH DECISION AND EACH SITUATION IS DIFFERENT. SO WHAT TOOLLS MIGHT WE USE TO SOLVE PROBLEMS?

 z175stephen  I like the A-MEDS Model

 z175ron  I like the army model that Mike spelled out earlier.

 z175tracy  Brainstorming session.

 z175pam  Another point.  Remember that decisions are only as good as the data they are based on.  So even if leadership makes the decision and is accountable, everyone who provides input should also be accountable.

 z175judy  Is this the right place to bring up affinity diagrams, gantt charts, etc?

 z175ron  Pam - that should be every staff officer's mantra!

 z175nancie  I like the quantative model for deciding between alternatives.  But it comes after something like the brainstorming session.

 z175tony  agree with Judy

 z175steve  Judy - I'm with you

 z175nancie  Pam, good point.

 z175mike  I am with tracy, I like to brainstorming session

 z175judy  I like brainstorming sessions too.  I want to someday use an affinity diagram, though.

 z175sean  brainstorming is my preferred process

 z175nancie  Does anyone uses these models to make decisions?  It sounds good in theory but can't say I've seen it done much.

 z175chris  I think in the daily course of things within an organization (generalization)...decision making is largely accidental and is the product of a stream of solutions, problems and situations that are randomly associated

 z175ron  The Army Family Action Plan uses brainstorming - it's actually fun

 fac17  you will use the affinity this year!

 z175tony  we use decision matrixes a lot here

 z175steve  Nancie - sitting around, chatting, notating is a process of brainstorming

 z175stephen  Toy manufacturers use brainstorming

 z175judy  Oh, boy M-B!!!  Can't wait.

 z175ron  Tony, we use them, too

 z175tracy  Ron-  That is a good example of brainstorming and a productive one.

 z175nancie  Tony, I thought that was great.  I think we use it to evaluate job applicants.

 z175karen  CHRIS - THOUGHTFUL! I AM STILL DEEP IN THOUGHT ON THAT

 z175judy  Marketing offices are great brainstormers.

 z175chris {action} )  I lost myself there for a moment!

 z175karen {action}  wipes her brow in relief.

 z175ron  Chris, that's a whole new VSM by itself.

 z175tracy  I agree with Chris.  We don't make decisions in such a formal way.  They do seems to be more accidental or unplanned.

 z175nancie  Ron, I don't know that one.  The Army Family Action Plan.

 z175judy  I find that we make most decisions by talking about things.  Nothing to scientific or analytical.  That may not be the best way, but it seems to work.

 z175steve  Chris - I just re-re-read your comment. How thought provocing is that?

 z175ron  Nancie, an annual process that bubbles up ideas from the installation level thru the Army senior leaders to identify quality of life problems and recommend solutions.  good stuff

 z175nancie  Judy, I think that's what we do.  Just sort of talk about things.  As an SJ, I'd like to see more things like the decision matrices.

 z175tracy  Nancie- I can explain the AFAP process when we meet f2f.  It's a great process for change.

 z175chris  I really don't see much "true change" in an organization until either a body, or committee is formed and the process of evaluation/analysis has started.

 z175karen  GIVE AN EXAMPLE OF WHEN YOU USED A DECISION TOOL, AND HOW IT HELPED YOU MAKE THE DECISION.

 z175karen  PLEASE

 z175nancie  Ron, Tracy - Thanks.  I'd like to know more of it.

 fac17  Nancie you are in luck -- Karen has sent a decision matrix to your mail box!

 z175tracy  We use matrices for hiring new staff.

 z175tony  decision matrixes are extensively used in making personnel selections

 z175nancie  Well, I did the minivan exercise in the reading.  That was pretty interesting.

 z175nancie  M-B, Karen - Thanks!

 z175judy  I used brainstorming to lead a groupa t our CG's conference last month.  It generated a lot of ideas, developed group cohesion and buy in and presented different opinions and ideas.

 z175judy  It was fun, to.

 z175mike  Karen, I had to brainstorm the decesion on whether to have a EO conferene in Nov or Feb.

 z175steve  Just used a matrice to bring on two new hires after interviewing 12 with one other person. We had five criterias and compa

 z175kimberley  I used a decision matrix once to help me evaluate quitting the Corps and going back to school once...

 z175tony  brainstorming is a great tool for both senario development and teambuilding at the same time.

 z175ron  decision briefs are a common model here

 z175tracy  Judy- You are kindred spirit.  Productive and fun!

 z175nancie  Kimberley - Very interesting.  What a great idea.

 z175pam  We also use matrices for hiring new staff.  That's really helpful.

 z175mike  Just as Judy, it generated lots of ideas and facts that did not support during it in Nov, However, we will still have it in Nov.

 z175ron  we use decision matrices to helpus determine where to allocate manpower

 z175stephen  I've used decision papers before for issues concerning Underground storage tank and probable violations, provided alternative solutions and not too soon after that I was funded to resolve this issue.

 z175tony  actually, using decision matrices for hiring staff is essential if you want to avoid problems with selection grievances

 z175karen  CAN WE USE A MATRIX TO DECIDE ON THE MIDTERM?

 z175betty  brainstorming is an excellent source of alternatives and idea generation especially when starting a new concept

 z175ron  Tony, good point.  I thought we had something unique here, interesting to see everyone uses similar process for hiring

 z175steve  Tony - Oh Yeah! Could not agree with you more!

 z175judy  Karen, yes we could.

 z175nancie  Karen, I think we should use a weighted matrix to decide on the midterm.

 z175stephen  Karen, I think that's a great idea.

 z175ron  Karen, our faculty advisor has suggested aweighted decision matrix, so I'm goona go with that (I was born at night, but not last night)

 z175judy  But we have to decide on how to weight the matrix factors.

 z175mike  Yes Karen, I think we should use a Matrix

 z175tracy  A decision matrix for the mid-term would be good, but I would also like to discuss f2f.

 z175tony  I saw the Matrix, I think....sorry

 z175nancie  Judy, that's right.  Need to come up with several factors and decide which have higher weights.

 z175nancie  Tracy, I think (hope) we're talking about doing the matrix at the f2f.

 z175steve  I'm with Tracy on a f2f decision. I sent back a funny comment on Karen's matrix that she sent to all of us.

 z175judy  Even if we do that , I think people will still want to decide f2f.

 z175ron  Karen, thanks for taking on the matrix for midterm - took a quick look - awesome.

 fac17  I think Karen's proposal was that you complete the worksheet for your own situation adn bring to f2f

 z175stephen  Judy's probably right.

 z175tony  suggestion - have the matrix completed prior to the f2f and make the decision at the first bar meeting

 z175karen  TONY, THAT WAS MY PLAN...

 z175tracy  Tony, sounds like a good idea.

 z175ron  second tony's motion

 z175judy  Good one tony.  The matrix may leaad us somewhere noone wants to go.

 z175nancie  I think we have to decide as a group on the factors and the weights.  That would need to be done f2f.

 z175pam  Sounds good to me.

 z175tony  great plan, Karen

 z175steve  I'm in on Tony and Karen's plan

 z175stephen  Who do we ask when we have questions on the matrix?

 z175judy  M-B????

 z175karen  I WOULD SUGGEST YOU FILL IT OUT AND COME PREPARED TO EXPLAIN YOUR DECISION-MAKING PROCESS.

 z175tony  Karen - concur.

 fac17  if you have ? on how to use it me or Karen -- the data is yours to come up with

 z175judy  OK that sounds like a plan to me, I agree.

 z175nancie  Am I missing something?  Where is the matrix now?

 fac17  the idea here is to compile all the individaul matirces

 z175ron  Karen, good process, combines decision making and problem solving - combines decision matrix with brainstorming and consensus.  It's goaa

 fac17  nancie -- in your mail

 z175judy  I saw it in my mail before seminar, but didn't open it yet.

 z175steve  Nancie - in your e-mail box

 z175ron  It's gotta work!

 z175nancie  Not yet but hopefully coming.

 z175stephen  It's a good idea. It will work

 z175karen  HEH, I THINK WE MADE A DECISION!

 z175ron  that's a miracle unto itself

 z175tony  first time for everything

 z175kimberley  Midterm decision....that will be a historic day.

 z175judy  Yeah for us.

 z175karen  I BOUGHT MODEL B IN THE EXERCISE, AND DIDN

 z175tracy  The midterm decision is a complicatied one.  Looks of factors come in to play.  Money being one of them!

 z175chris  Karen, viewed matrix, first - thank you, and second - very nice job

 z175steve  I also bought Model B but by the slightest margin.

 z175tracy  I mean "lots" not "looks". Sorry!

 z175nancie  Karen, when did you send out the matrix?

 z175karen  T SEE A LOT OF VALUE IN THE DETAILED ANALYSIS WHICH BROUGHT DIFFERENT RESULTS.

 z175karen  THE MATRIX WENT OUT RIGHT BEFIRE THIS VSM.

 z175pam  Looks like the concensus is Model B.  I also purchased it.

 z175mike  I agree with model B

 z175tracy  Model B?

 z175nancie  My Model D came up slightly higher but so slight that I went with Model B.

 z175judy  Tracy, I haven't seen it yet either.

 z175stephen  I went with B

 z175judy  So what is B for those of us who are clueless/

 z175steve  Can't believe that I even went thru the process of thinking of van purchase.

 z175nancie  Question, did everyone's numbers come out with B as the highest?

 z175karen  I HOPE WE ARE THIS EASY TO AGREE F2F

 z175stephen  D was too expensive and with today's econmy I can buy necessiities

 z175judy  Is this the rifle exercise or themidterm?

 z175pam  Judy/Tracy, this was an exercise on the web site for decision making.

 z175nancie  Stephen, that's why I went with B over D even though by quantitative analysis D was the best choice.   The numbers were so close that I picked B for lower cost.

 z175pam  I agree with Nancie's reasoning.

 z175tracy  Thanks Pam.

 z175judy  OK, I got confused between the midterm matrix and the rifle.

 z175stephen  I like saving over 2000.00

 z175karen  NEXT WEEK'S VSM IS PRE-PHSE 2 PLANNING - ANYONE?

 z175nancie  Judy, rifle was the example.  Then there was a practice exercise dealing with a mini-van.

 z175tony  I picked D

 z175betty {leaves}

 z175steve  Tony - went for the power?

 z175stephen  Tony has the bucks for affordability.

 fac17  Next week's VSM is to pre-plan for f2f -- I will be available for questions but you might want to think about any evening plans or goals for things you want to accomplish as a team

 z175chris  thank you Karen, nice job

 fac17  mostly it is your chance ot get clarity on what to expect

 z175judy  Very nice Karen, thanks.

 z175nancie  MB - Will we generally have homework, etc. to do at night?  Just wondering.

 z175sean  Karen, Good Job

 z175stephen  Very good Karen!

 fac17  Yes Karen -- supre jopb!

 z175tony  don't know about that - but the power was important to me

 z175steve  Thanks Karen

 fac17  job that is

 z175nancie  Great job Karen.  Thank you.

 z175ron  Thanks, Karen, nicely done.

 z175tracy  Thanks Karen.

 z175pam  Thanks Karen.  Good job.

 z175karen  SO WHO IS DOING NEXT VSM?

 z175kimberley  Thanks Karen...

 fac17  Do you want a facilitator or do you just want to come armed with questions nad ideas?

 z175nancie  We should have a facilitator.  It's good practice.

 z175stephen  I think questions and ideas are good!

 z175tracy  M-B  I found out why I didn't get the VSM questions.  My AKO account stopped forwarding my e-mails and I rarely check AKO.

 z175tony  Karen - great job - I'm real slow with my typing today...

 z175pam  I'll take it.

 fac17  you will have homework for sure one night -- the other readings will be up before you get here so you may have them done

 z175kimberley  Hey everyone, when we plan for f2f...I may be not very mobile....meaning I may still be on crutches.

 z175karen  THX PAM. HAVE A NICE LONG WEEKEND, ALL!!!

 z175nancie  When will we get the readings?

 z175mike  I am TDY next week so I might miss the VSM

 z175nancie  Thanks Pam.

 fac17  ok tracy -- can you re-forward?

 z175ron  Kimberly, OK, we'll scratch the dancing, although I do owe M-B a "dance of Joy"

 fac17  nancie -- probably tuesday

 fac17  yes you do ron

 z175judy  By everyone, see you next week.

 z175tracy  M-b.  Don't know.

 z175judy {leaves}

 z175stephen  Thanks all!

 z175stephen {action}  waves at everyone.

 z175stephen {leaves}

 z175sean {leaves}

 z175karen {action}  gives a crisp military salute.

 z175steve  Aloha All - Off for a short trip!

 z175vic {leaves}

 z175nancie  Have a good week everyone.

 z175steve {leaves}

 z175nancie {action}  waves at everyone.

 z175pam {leaves}

 z175karen {leaves}

 z175nancie {leaves}

 z175tony  see ya'll later

 z175mike  M-B I will be TDY at Fort Belvior 13-15 is there a computer I can use for the VSM or use a lan

 z175tony  have a safe trip, Steve

 z175ron  have a good one everyone.

 z175kimberley {leaves}

 fac17  mike -- yes

 z175ron {leaves}

 z175tony {leaves}

 z175tracy {action}  waves at everyone.

 z175tracy {leaves}

 fac17  mike do you ahve to go home and come back again the 18th?

 z175mike  M-B thanks, No I will stay for phase II

 fac17  great!

 fac17  we can get you on a computer in the lab I think

 fac17  or a seminar room

 fac17  look forward to meeting you

 z175mike  M-B same here,

 fac17  bye -- see ya next week for real!

 fac17 {leaves}

 z175mike {leaves}

 From Lorie

Sem17 Problem Solving and Decision Making VSM Summary 

From 07 Oct 04

 Karen started the session off by asking how we make decisions.  I say it depends on the situation.  If I am alone I make the decision based on logic, facts, and the desired end result.  If I am in a group I try to consider everyone’s opinions and go with what makes the best sense or what the most people agree on.    From what I read in the log, the rest of the group is in concert with that decision making process.

When I am making a decision as part of a group I tend to make sure I understand what decision we are trying to make and ensure that all members of the group are trying to decide on the same thing…that we all understand the “problem statement” to be the same thing.  Then I try to look at relevant data and figure out what the best solution is.  I like to hear other’s ideas as well, as I have not always thought of all possibilities and others have better ideas/solutions.  From the log it appears that several of you have other ideas.  For instance, the fact that it depends on if we are going for unanimous consensus, majority rule, or best solution based on cost, schedule, and performance.  The latter is demonstrated by the mini van exercise.  We were told to make a decision based on five factors, weighted somewhat differently.    We were not asked to buy the van that everyone in the family liked best, or that most of the family liked best, or that the parents liked best, but to buy the van that met the criteria specified.

Nancie had an excellent point about actually considering someone’s opinion if you ask for it.  I don’t think anything makes me feel like I am of little to no value than to be asked for my opinion and then have it totally ignored for no apparent reason.

Consensus was pretty much defined as a decision that all members of the group can live with.  A problem identified with consensus is that some people just go along with a decision so that it is made or to avoid conflict with the rest of the group.  They are not really happy about it, and often times decide they cannot live with it afterall later in the process.  The group as a whole, myself included, decided that if time permits consensus among the group is a plus.

I think feelings can enter in to the decision-making process, depending on what type of a decision-making tool is being used, if one is being used.  If the decision is being made simply by talking around the table and taking a vote, then feelings will enter in.  If the decision is being made like the mini van example by a decision-making matrix then feelings should not enter in.  The decision should be made based on pure facts.  

The consensus for this VSM was that everyone should be heard and have buy-in if time permits.  There is little to no way to ensure that everyone who agrees at the time they are asked for their opinion is telling the truth.  Some people agree to end the meeting or to avoid confrontation; some people grumble afterwards because they are negative and like to hear themselves complain.  Some people change their minds after they have had time to think about a decision and perhaps mull over the facts a little more.  All in all, consensus is a wonderful thing to have but it is not always possible.

The leader or facilitator of the meeting should ensure that everyone’s opinion/input is heard.  This can be done by tracking on paper that all that attended the meeting and should have input have given it.  It is also up to the leader to decide if a person MUST provide input.  Of course input may be simply stating that you have no input.  Judy believes that asking people to give feedback after the meeting to either herself or someone else will give people opportunities to speak up more privately.  This should allow those people who are more introverted and do not like to be the focus of attention time to reflect and think things over before acting in private.  Good communication skills are also important to group cohesion and decision making.

Another area touched on was when to make a decision matrix and when to not.  The really important decisions with several solutions and data to be analyzed should use a matrix.  Other more simplistic tasks with one or two alternatives should not be required to inundate one with paperwork!  Strong leadership allows for the type of decision making to be decided on and pursued in each case.  Assuming the initial decision is made…that being which type of decision-making technique to implement for a given problem!

Assuming we have all the time and money in the world to make a decision and implement it a group should take the time to research the problem at hand.  The problem should be recognized and defined, the data should be collected and analyzed so the solutions can be determined, and the group should then make their decision based on brainstorming, consensus, a matrix, or another type of tool.  Ron had a good point in his no choice=no issue=no problem=no decision discussion.  

Assumptions play a major role in the decision-making process.  Usually we have to make some assumptions in this world we play in, and if we are incorrect it could lead to an entirely incorrect solution.  Once the assumptions can be verified they should be replaced with facts and the solution investigated to ensure it is still valid.

Once the problem is identified and the assumptions are clearly stated, data collection and analysis of data is next.  Once all that is completed, depending on the decisions to be made, sometimes leadership makes the decisions and sometimes the team does.  Everyone should have input if possible.  

Tools to be used to solve problems include brainstorming, Gantt charts, affinity diagrams, AMEDS Model (although I’m not sure what this is) and decision matrices.  Brainstorming seemed to be the most popular in the seminar.

Seems that the majority of the group has used brainstorming for numerous things, and decision matrices for hiring new staff members.

I, along with most of the group, think we can use the decision matrix scenario to decide on the midterm location if we can all get the necessary information done in time.  We need to come up with some weights on the factors.

I also came up with Model B for the mini van purchase, and came to the final conclusion that Steve and opted to buy a truck instead!  

