Viewing the log for Sem19 

 z195bart {enters}

 z195bart {leaves}

 z195bart {enters}

 z195bart {leaves}

 z195steven {enters}

 z195steven {leaves}

 z195jan {enters}

 z195jan {leaves}

 z195jan {enters}

 z195jan {leaves}

 z195jan {enters}

 z195steven {enters}

 z195debbie {enters}

 z195jim {enters}

 z195jim  Howdy all.  Anyone receive their orders yet?

 z195jan  Not yet

 z195jim  Should make next week interesting....

 z195kathy {enters}

 z195jim  Hi Kathy

 z195bill {enters}

 fac19 {enters}

 z195deb {enters}

 z195deb  Good Morning

 fac19  hello deb and others

 z195jim  Good morning all...

 z195bill  Good morning everyone

 fac19  i'll be right back

 z195kathy  Good Morning Everyone!

 z195estelle {enters}

 z195debbie  hello all

 z195david {enters}

 z195dave {enters}

 fac19  ok i'm back

 z195jim  GOOD MORNING ONE AND ALL.  WELCOME TO THE PROBLEM SOLVING/DECISION MAKING VSM....

 fac19  jim- we have several excused absebces this week

 z195jim  I'VE GOT 0900 CST....LOOKS LIKE WE'RE MISSING A FEW FOLKS.

 z195jim  ROGER.

 z195george {enters}

 fac19  bart, brad, angie, and bob

 fac19  now only mnissing jason, lynne and paula

 fac19  could 3 folks call one of them

 z195kathy  i will call paula

 fac19  ok

 z195jim  I'LL TRY JASON

 fac19  good

 fac19  someone call lynne

 fac19  in the meantime anything for me

 z195dave  I'll do it

 z195kathy  Paula is on her way

 fac19  i will be seding you some stuff for the next vsm which is a phonce conf call brad is setting up

 z195paula {enters}

 z195jim  ORDERS?

 fac19  thanks dave

 z195jim  JASON'S ON HIS WAY

 fac19  they are being faxed and/or emailed - frist to OCONUS then conus

 z195jason {enters}

 fac19  be sure to confrim your reservations at boq and RSVP the field trips

 z195steven  Hey ... how about those debates?  Lots of problem solving going on there ....

 z195steven  test

 z195dave  Lynne's on her way

 z195steven {leaves}

 fac19  i watched half of it then could not stay awake

 z195jason  my apology to everyone, I was Tiger Woods' best man in Barbados.

 fac19  thanks dave

 z195lynne {enters}

 fac19  lucky u brad

 z195steven {enters}

 z195jason  Tiger hooked me up with his palm pilot...weather is nice

 z195steven  test

 fac19  ok we are ready jim

 z195lynne  Sorry...Thanks for the call Jim

 z195george  steven- little problem solving, just finger pointing

 z195jim  OKAY...HERE WE GO....

 z195jim  WHAT IS PROBLEM SOLVING?  HOW DO WE USE IT AS A PROCESS?

 z195steven  Problem solving is designed to assist in making decisions more rationally and wisely; to avoid making decisions sloppily or by default

 z195debbie  what steven said

 z195george  a methodical process to come to solutions to a problem

 z195lynne  Thinking and working throug a problem

 z195steven  All good decision-making or problem solving methods follow the same general process: ·
Understand the problem and goals clearly, so you can consider a wide variety of alternative courses of action.

 z195david  Problem solving is a process to come to a decision.

 z195estelle  problem solving requires many decision points where tools enable the person to make the best decision

 z195debbie  also a way of organizing information to come to a conclusion

 z195steven  ·
Understand the problem and goals clearly, so you can consider a wide variety of alternative courses of action.

 z195jason  ditto david

 fac19  where in the be know do model does problem solving fit?

 z195paula  Great Steven, I like that description!

 z195steven  ·
Collect all the conveniently available information about the probable outcome of each course of action. See if there aren't synergistic ways of combining several promising solutions into potent solutions.

 z195jim  SOUNDS LIKE EVERYONE IS FIRING ON ALL CYLINDERS THIS MORNING...WOULD YOU SAY IT'S A RIGID PROCESS?

 z195steven  ·
Weigh the pros and cons of each course of action (solution), then decide on one that you can commit yourself to fully.

 z195jim  DO MOSTLY I'D SAY...

 z195george  no

 z195kathy  we use problem solving over and over again to make decisions

 z195jason  fac - do

 z195bill  jim-no

 fac19  yes - do

 z195jan  I would say KNOW

 fac19  is it influneicng, operating or improving under do

 z195jason  JIM - no, its not a rigid process

 z195paula  You need to be flexible in your decision making process.  Different situations require different methods.

 z195david  All three, but more importand in the Know part

 z195deb  Jim - no

 z195jason  different problems, different means to get to the solution

 z195jim  BILL, WHY DO YOU SAY IT'S NOT RIGID?  THEN JASON IF YOU HAVE SOMETHING DIFFERENT.

 z195steven  Concur with David ... all three

 z195kathy  And - you sometimes have to re-decide

 z195deb  concur with David - all three

 z195estelle  it can't be regid.

 z195bill  jim you must adapt problem solving process-to the situation and informatio at hand wich could be diff every time

 z195george  jim - sometimes the problem itself changes wich requires new solutions

 fac19  IAW 22-100 it is under do and specificnally a part of influencing which incliudes communicating and moticvating and decsion making - so someone was right before it is part of decsion making overall

 z195jan  Different problems require different approaches  -- then the problem changes

 z195debbie  sometimes you gather new information you didn't have in the beginning that makes you modify your solution

 z195steven  Concur with George ... I like the Deming method for problem solving .. Plan, Do, Check, Act

 z195jim  OKAY, I THINK THAT WE UNDERSTAND THAT THE PROCESS WE CHOOSE TO USE IS SITUATIONAL IN NATURE...AND THAT WHAT WE'RE TALKING ABOUT LIKES IN THE "DO" COMPONENT.

 z195kathy  Jan - exactly

 fac19  22-100 hasd a lot of stuff and on leadership styles if you did not come across it on your leader analysis paper

 z195bill  jim YES

 z195jim  OKAY...I'LL PRESS ON....

 z195jim  HOW DOES PROBLEM SOLVING APPLY TO CRITICAL THINKING, ANALYSIS, PLANNING AND LEADERSHIP?

 z195debbie  a leader has to be the problem solver

 z195jason  Critical thinking involves the breaking of the problem into its parts

 z195george  jim - you need all those elements to come to the best alternatives and solutions

 z195jan  critical thinking, analysis, planning are all part of problem solving

 z195kathy  You need to apply critical thinking and analysis do actually start problem solving.

 z195jason  analyzing is the thought process where we determine COAs

 z195paula  Ditto, George.

 z195estelle  all 5 are part of decision making tools

 z195david  It takes Critical thinking, analysis, planning and leadership to solve problems. They are part of the process

 z195bill  Problem solving--should support critical thinking and actuall enhance the critical thinking process

 z195steven  Problem solving and decision making are key elements of all these concepts of CT, A, P & L

 z195jason  Planning is the process we will go about meeting the COA chosen

 z195deb  Jim - all are a part of the decision making process

 z195jason  Leadership is the following up

 z195jim  YES....YES....YES!!!!  AND JASON....YES!

 z195jim  DEBBIE, DOES THE LEADER HAVE TO BE THE PROBLEM SOLVER EXCLUSIVELY?

 z195deb  jim - meant problem solving process

 fac19  understanding exactly what the problem is - is key to a lot of what we do

 z195jason  can I clep the rest of the VSM LOL

 z195bill  jim --no not always

 z195debbie  no, but I think the responsibility lies on the leader to implement

 z195jason  yes, it may be training, it may be materiel, it may be both

 z195jan {leaves}

 z195steven {leaves}

 z195paula  Leaders have to be decision makers, good subordinated provide good COAs to problems.

 z195david  fac- identifying the issue or problem in my opinion is the first step.

 z195bill  the leader should be the facilitator of the process

 z195jim  WOULD ANYONE ARGUE THAT WE AS LEADERS/MANAGERS ARE RESPONSIBLE FOR STEERING THE PROBLEM SOLVING SHIP?

 z195jim  GETTING THE ENGINE ROOM, NAVIGATION, ETC WORKING TOGETHER TO GET FROM POINT A TO POINT B?

 z195debbie  no

 z195lynne  They have to ensure every stays on track

 z195bill  jim--most definately

 z195estelle  no

 z195kathy  Jim - it depends on whether you are a manager or a leader

 z195paula  Jim - I agree with that.

 z195david  Jim, no argument from me. I agree

 z195steven {enters}

 z195steven  test

 z195deb  jim - no

 z195debbie  good managers are leaders

 z195jim  YOU'RE HERE STEVEN....

 z195jan {enters}

 fac19  david - in the CT wheel elements of reasoing the purpose (goal/objective) is actually the first step then the question at issue/problem is next

 z195kathy  But a manager is not always a good leader

 z195steven  Having technical difficulties this morning

 z195debbie  what is steven testing??

 z195george  jim - i agree, but the actual workers on the ground will provide the most valuable input to solve many problems (quality circles, etc.)

 z195jim  HMMM.....NOT SURE I AGREE DEBBIE, BUT THAT'S PROBABLY BEST LEFT FOR THE RESIDENT PHASE.

 z195dave  Kathy - What do you mean? How would ldr/mgr approach decisions?

 z195david  Fac, I knew it looked familiar. I think that it is in all of the decision making tools, but it is articulated differently

 z195jim  SURE GEORGE...FOR THOSE COMPLEX, TECHNICAL PROBLEMS, WE LEADERS/MANAGERS AREN'T ALWAYS BEST TO SOLVE THEM ALONE.

 z195debbie  jim, what do you not agree with?

 z195jim  GOOD MANAGERS ARE LEADERS...

 z195jim  BUT THAT'S PHILOSOPHICAL...

 z195lynne  No one should work in a vacuum...even the leader

 z195steven  The leader gets paid to make the decision (or take responsibility for solving the problem) ... the staff makes recomendations

 z195jason  we are the one providing guidance, but I certainly don't know every aspect of every issue in my division

 z195kathy  Managers would probably organize the people under him or her to attack the problem.  He would manage those individuals to make sure th tthat the problem is being attacked

 z195debbie  I said they "should be"

 z195jason  thats why we rely heavily on the SME's

 z195jason  but yes, I think management steers the decision making process

 z195kathy  the manager should provide the recommended solution or solutions to the leaders to make the final determination

 z195jason  at least at my level as a middle manager

 z195steven  Someone in the organization is designated and paid to make the decisions ... and hopefully be accountable

 z195jason  and it all depends on what your upper management allows you to decide

 z195jim  THINK WE'RE GETTING THIS....

 z195kathy  Some folks are really good a managing, but cannot lead to save their lives

 z195debbie  but jason, there are situations where as a middle manager you have to solve problems and made decision

 z195jason  absolutely Debbie, but I am not empowered to solve them all

 z195jim  INTERESTING THOUGHTS....SOUNDS LIKE OUR PERSONALITY TYPES AND TEMPERMENT STYLES ARE REARING UP.

 z195jason  thats what I was trying to say

 z195debbie  true

 z195estelle  here's a good example of brainstorming.  we all went to a meeting with our director yesterday to hear them sell us on a new procedure.  we were told before we went in NOT to comment...

 z195kathy  Deb true - it would depend on the problem and the visibility of the issue

 z195jim  READY FOR THE NEXT GUIDING QUESTION?

 z195debbie  empowerment is a different topic

 z195bill  yes

 fac19  yes

 fac19  great discussion you guys!

 z195jim  WHAT'S NECESSARY TO SOLVE A PROBLEM?  JOHANN'S ALREADY STARTED TOUCHING ON THIS ONE....

 z195jason  go Jim, we'll be out of here by 1030 LOL

 z195jason  doing great

 z195kathy  the facts

 z195kathy  the knowledge

 z195steven  Knowledge. All knowledge needs to be used, everything from commonplace daily observations to advanced study of specialized subjects. It may be old knowledge, perhaps from early childhood, or it may be new knowledge encountered today for the first time.

 z195lynne  knowledge

 z195david  Estelle, that doesnt sound like a good example of brainstorming. Its the opposite.

 z195estelle  da

 z195steven  Rules. A few simple rules, easily understood and applied, are used to establish WHERE TO START and WHAT TO DO NEXT, in order to produce consistent, reliable solutions.

 z195george  defining exactly what the problem is to start with

 z195jim  ANYONE ELSE?

 z195kathy  David - sop here

 z195steven  Practice. No one becomes an expert at anything by just being told how to do it. Consider baseball, basketball, golfing, pole vaulting, singing, dancing, or your own favorite skill. Practice must be done correctly in order to be beneficial. So it is with problem solving.

 fac19  just the facts?

 z195dave  Understand and define the problem

 z195jim  BING!!!!  GEORGE HIT WHAT I WAS LOOKING FOR....FIRST.

 z195jan  the end goal or state

 z195jim  DAVE, YOU GET THE SILVER MEDAL....

 z195kathy  all data that would support the problem

 z195jason  the critical thinking process

 z195estelle  impact of your decision

 z195dave  My typing skills are a handicap

 z195jason  breaking the problem into pieces to fully understand what the issue is

 z195jim  TO START WITH...I'D SAY THAT YOU NEED TO IDENTIFY WHAT THE ISSUE IS.  WHAT ARE YOU TRYING TO SOLVE?  IMPROVE?  ETC.

 z195bill  identify the problem

 z195jason  yes

 z195bill  yes

 z195jason  for example, as training developers we conduct needs analysis

 fac19  remember symptoms vs root causes also

 z195steven  1. Define the issue.

 z195lynne  develop possible COAs

 z195debbie  after you identify you work to find alternatives

 z195steven  2. Get the facts.

 z195steven  3. Develop alternatives.

 z195jim  I'D SAY THAT PART OF THE ISSUE WE'RE DEALING WITH IN IRAQ AND HAVE DEALT WITH STEMS FROM SOME OF THE INITIAL IDS OF THE PROBLEMS ISSUES.

 z195jason  determine whether the problem is related to training or materiel, combinations

 z195steven  4. Evaluate alternatives.

 z195steven  5. Choose alternative.

 z195george  jim - i agree

 fac19  what is steven describing here

 z195jim  JASON, YOU'RE A CBT DEVELOPER, AREN'T YOU?

 z195steven  6. Implement.

 z195jason  Training Developer

 z195debbie  the rational decision making process

 z195lynne  The Rational decision making process

 z195jason  But I know the lingo of CD/DD

 z195jim  SIX STEP DECISION MAKING PROCESS.

 z195kathy  A-MEDS

 z195jan  the six steps in the rational decision making process

 fac19  yes -

 z195david  Jim- We defined the immediate issues, just not the subsequent ones.

 z195george  fac- the rational decison making process

 fac19  you need to know this - it is in 22-100 chapter 5

 fac19  they call it the problem sovling steps

 z195jim  IS EVERYONE FAMILIAR WITH THE SIX STEP PROCESS?

 z195bill  jim-yes

 z195kathy  yes

 z195george  yes

 z195lynne  yes

 z195david  It was in our reading

 z195debbie  referring to Iraq, I think deciding what is the real issue is paramount

 fac19  after implemtation what should you do next

 z195estelle  yes

 z195jim  THIS GOES TO THE A-MEDS MODEL....

 z195george  re-evaluate

 z195steven  You need to check your results and adjust fire if needed

 z195jim  FOR JOHANN'S QUESTION....

 z195jason  Johann, its like the 8 Troop Leading Procedures, we all do it everyday and don't even know we are doing it

 z195bill  fac command lead and manage

 z195kathy  define the issue

 fac19  yes steven  - assess your results

 z195lynne  check and make adjustments if needed

 z195jason  22-100 fleshes the 6 step process out and makes us understand what we are in fact doing

 z195david  fac- Follow up

 fac19  yes david

 z195jason  evaluate

 z195jim  EXACTLY....MOST TIMES WE DON'T GET IT ABSOLUTELY RIGHT THE FIRST TIME....AND WE MISS THE 2ND/3RD ORDER CONSEQUENCES.

 z195steven  In the healthcare environment we do a lot of things on the "fly" ... plan, do, check, act .. repeat

 z195jim  I'M SURE WE ALL READ ABOUT THE CONSEQUENCES OF CHANGING PT TIMES IN FM 22-100, RIGHT?

 fac19  this is a great section to print out and digest pp. 5-3 to 5-5 in FM 22-100

 z195george  fac - do you have this thing memorize3d? : )

 z195jim  READY TO CONTINUE?

 z195dave  jim yes

 z195jason  will we get a copy of 22-100 when we get there Johann or do we need to bring our own?

 fac19  i use sticky notes

 fac19  we have 22--100 for you

 z195jason  thanks

 z195jim  THERE ARE SOME DOWNLOADABLE PDF 22-100S OUT THERE...I CAN SEND Y'ALL ONE IF YOU LIKE.

 z195george  i hvae one downloaded

 z195jim  THAT WAY YOU DON'T NEED INTERNET TO HOOK UP....

 z195debbie  what do we need to bring with us ?

 z195kathy  Jim - I have one thanks

 z195steven  We live in a dynamic environment and you need to build in the ability to adapt to change through the .. PLAN, DO, CHECK, ACT ... continous quality improvement

 z195jason  yes, I was going to bring my own if necessary so I could scribble in it

 z195deb  Jim - please send me one also.

 z195debbie  I downloaded one from the internet

 z195jim  STEVEN...I WORK IN AN ENVIRONMENT WHERE WE SOMETIMES DON'T CHECK AND EVALUATE WELL.

 fac19  the instuctions to get 22-100 as PDF is on the web it was a reading under leader analysis i believe

 z195jim  I'LL SHOOT ONE TO ALL....DELETE IF YOU DON'T NEED IT.  OKAY?

 fac19  jason u can wirte in these too

 z195jim  NEXT SLIDE....  :p

 z195jim  WHAT IS REQUIRED TO COMMUNICATE A GOOD SOLUTION TO A PROBLEM?

 z195deb  Fac - the instructions were there but I couldn't get it to download

 z195bill  Jim-good

 fac19  jim -sounds great

 fac19  yes u need your ako acoount number now

 z195paula  Fac19 - We can keep the Fm22-100 we get?

 fac19  no paula

 z195steven  The solution must be "technically appropriate" … it should produce a solution which works technically, which meets the constraints, and which operates in the problem environment.

 z195estelle  talk one on one with your people

 z195jason  Ill bring my own :)

 z195steven  The solution should be "reliable" … it should work time after time under the conditions for which it was designed.

 z195steven  The solution should be "economically viable" … it should produce value for the organization in excess of what it costs to develop and it should be seen as a wise investment.

 z195david  Clarity, clearly defined solutuion.

 z195deb  jim - a good understanding of what happened through the process and why it is a good solution

 z195steven  The solution should be "behaviorally appropriate."  It should be viable in its organizational setting, it should have the support of management, and it must work well within the organization on a long-term basis.

 z195jason  thats a good 1 Jim

 z195lynne  It should meet the end-state

 z195kathy  behaviorally appropriate - hummm

 z195jim  I WAS THINKING THAT THIS WAS SPEAKING TO HOW DO YOU PRESENT YOUR SOLUTION?  MY ANSWER TO THIS ONE IS THAT YOU SHOULD USE A PROBLEM SOLVING PROCESS AND USE THAT AS PART OF YOUR EXPLANATION AND SALES PITCH.

 z195paula  Jim - communicate to get buy in

 z195lynne  oh

 z195jim  TELL YOUR BOSS HOW YOU CAME TO YOUR CONCLUSION...AND WHY HE SHOULD ACCEPT IT.

 z195debbie  what's the ROI - return on investment

 z195kathy  always have a back-up solutions though

 z195jason  ahh, I got you now

 z195jim  JOHANN?  HELP???

 z195jason  we do that all the time in decision briefs

 z195paula  Present the COAs considered and why you chose yours

 z195jim  I WAS THINKING THIS MIGHT BE A TECHNIQUE KIND OF QUESTION/LEARNING OBJECTIVE FOR US.

 fac19  some solutions needd to be commnicate poraly vs written -no?

 z195jason  we give the COA to the decision makers, make a recommendation and ultimately they make the decision

 fac19  time and the audience it goes to impacts things on how to commmo the solution

 z195kathy  Definately -

 z195jim  TRUE...THIS GOES TO THE DIFFERENT WAYS OF GETTING A DECISION OUT OF A DECISION MAKER.....

 z195jim  DECISION BRIEF VS. WRITTEN STAFF STUDY?

 fac19  what is key when finally giving a solution - when should you give it in a brief

 fac19  or in a written study?

 z195jim  BLUF

 fac19  or in your evaluationpapers

 z195jason  Johann - at the end

 z195david  Jim, Fac- I agree. There has been times where I have written a solution in a lengthy e-mail just to re-read it, then walked to his office and tell  him verbally.to

 fac19  an d what is that

 z195jan  at the end

 z195jim  BOTTOM LINE UP FRONT.

 fac19  jan - ooops

 z195jason  we define the problem, facts surrounding the problem, COA, analyses of the COA and recommendation

 fac19  at the end again but first at the begining

 z195steven  A lot may depend upon the culture of your organization ... most senior leaders don't have a lot of time to read ... so they like it in powepoint highlighting your recommendations and your rationale

 z195lynne  The audience and the amount time you have can dictate they type of presentation

 z195jim  WOULD ASK FOR APPROVAL OF A COA.....OR AT LEAST GIVE THE WARNING ORDER UP FRONT....THAT I WAS LOOKING FOR A DECISION.

 z195debbie  when writing our papers, we do it in the first para and then eleboratae

 fac19  this is not a murder mystery story we are telling ...we get to the pont up front and move on with the support evidence

 fac19  debbie - yes excatly

 z195steven  Debbie ... yes ... here its Bottom Line Up Front ... BLUF ... then go into the discussion

 fac19  this is also called the thesis

 z195jim  ROGER THAT....

 fac19  or in research the hypothesis

 z195kathy  But wouldn't it depend on the issue

 z195bill  fac-yes

 z195jason  not my experience here in decision brief.  In staff study, concur at the beginning in BLUF

 z195kathy  What if you are trying to pursuade

 fac19  youogtern finf the BLUF in an abstract of a professional reserach papwer

 fac19  they tell u the results way up front

 z195bill  fac-what??

 z195david  Kathy, I agree. Some issues are just to big to sum up in an opening paragraph or statement.

 z195kathy  But what about in a brief

 fac19  bill - yes to debbie's question

 z195dave  Bill - I actually understood fac - scary huh

 fac19  kathy - in a breinf it is the same thing

 z195jim  KATHY...EVEN IF YOU'RE PURSUADING...PUTTING THE BOTTOM LINE UP FRONT SETS THE TONE....YOU'LL STILL DO CONVINCING WHEN YOU GO THROUGH ISSUE-FACTS-ASSUMPTIONS-COAS-

 z195kathy  that is not the way I have seen it

 z195steven  Your method may depend upon the significance of the decision ...

 z195jim  YOU'RE STILL GOING TO COME TO THE BOTTOM LINE RECOMMENDATION AND ASK FOR THE DECISION.  YOU MIGHT GET IT, OR BE TOLD TO GO BACK TO THE DRAWING BOARD.

 fac19  there are many ways but we want to to try the BLUF way

 z195george  jim - i agree

 z195kathy  our managers do a pitch first then add the recommendation

 z195estelle  most briefings we do, we are not allowed to insert a recommendation

 z195lynne  Most bosses want the bottom line up front

 fac19  sometimes the General runs out of time and he needs the answer now and then elaborate withthe time u have

 z195dave  I have had different cmdrs w/ different preferences - when in doubt BLUF is safest

 z195kathy  This is the way they work around conflicts in the position presented

 z195jim  AND MANY TIMES...YOU'LL BE TOLD THAT YOUR ASSUMPTIONS ARE WRONG....AND THAT CAN CHANGE THE WHOLE ANSWER....

 z195paula  FAz 19 - I was about to say the same!

 z195steven  Experience indicates that we go through a lot of "pre briefings" before we get to the big guy for a decision

 fac19  assumptions are key - they can really change things in a decsion

 z195jim  GREAT POINT, JOHANN AND OTHERS.

 z195lynne  agree steven

 z195kathy  I have written briefs for our SES and that is not the way it is done - not arguing with you - just comparing

 fac19  what are ssgumtions by the way?

 z195jim  TODAY PRE-BRIEFS AND READ AHEADS CAN SHORT CIRCUIT THE BRIEFING FOR SURE.....

 fac19  are they facts?

 z195jim  DECISION MAKERS ARE READY TO MAKE DECISIONS OR ASK QUESTIONS.

 z195jason  yes Jim

 z195kathy  no

 z195paula  Fac 19 - THey are what we believe to be true, but may later be found not to be.

 z195bill  not always

 z195david  Asuumptions are an educated guess that you have to make when all the data isnt available.

 z195debbie  assumptions should be based on facts

 z195kathy  something that is taken for granted

 fac19  they are statements of what you believe about the situation but dont have the facts to support it...they are likely to be true

 z195george  assumptions are mereley a starting pint if you don't have all the facts

 fac19  yes debbie

 z195steven  Jim ... it always helps to "grease the skids" before you go with your final brief ... hopefully the big boss has been discussing this with his Chief and will have some notion of the subject matter before you make your pitch

 z195jim  GOOD POINTS....

 z195lynne  You must be able to justify your assumtions

 z195jim  WHO SOLVES PROBLEMS WITHIN AN ORGANIZATION?

 fac19  yes kynne

 z195kathy  everyone

 z195jason  depends on the problem

 z195george  kathy - agree

 z195estelle  mainly the workers

 z195jim  I AGREE WITH JASON....BUT LIKE SO MANY TIMES....IT DEPENDS.  SITUATIONAL, BUT YOU ALL HAVE THE RIGHT IDEA.

 z195jan  it has to be a joint effort

 z195david  Jim- Leaders, managers, and subordinates. The real question is the level of the problem.

 z195deb  jim - everyone

 z195jim  EVERYONE HAS A PART IN THE 'SCHOOL PLAY' OF PROBLEM SOLVING.

 z195paula  Agree David

 z195george  what's the old adage, if you're not part of the solution you're part of the problem

 z195steven  Managers get paid to solve problems ...

 z195debbie  agree, Jim

 z195jim  BUT SOMETIMES WHEN YOU NEED TO GIVE THE ANSWER QUICKLY....AND YOU HAVE THE EXPERIENCE TO DO SO...YOU DON'T HAVE TO INVOLVE THE STAFF.

 fac19  i read somewhere that public school teachers have to solve hundreads of little problems on a daily basis

 z195jim  JUST DEPENDS.

 z195paula  YES, George.  I wish everyone would do this.

 z195jim  JUST SCHOOL TEACHERS, JOHANN?

 z195jim  I SAW A GUY ABOUT RUN HIMSELF OVER 100 YARDS OUT OF MY DRIVEWAY THIS MORNING....

 z195david  Fac, not just school teachers, but probably all of us.

 fac19  i say that caused we dod not cnsider them anagers or leaders

 z195jim  MY PROBLEM WAS MANY FOLD.....DO I LAUGH, STOP TO HELP, CALL 911?

 z195lynne  I think I solve hundred of little problems every day........don't we all?

 fac19  managers that is

 fac19  but in fact they are both

 z195kathy  a school teacher is not a leader?

 z195jim  THERE ARE LOTS OF TOOLS AND MODELS OUT ON THE MARKET TO ASSIST IN PROBLEM SOLVING.  WHICH ONES DO USE THAT SEEM MOST USEFUL AND WHY?

 z195paula  Just like parent...leaders too

 z195george  Jim - what was your solution the driveway guy?

 z195jan  I always tell my daughter -- in the end she is the one who makes the final decision

 z195jim  STOPPED AND ASKED IF HE NEEDED HELP....

 z195steven  The classifiers here in HR grade positions on the requirement for the incumbent to act independently and make decisions

 z195david  Jim, the rational decision making process, I jsut dont realize that I do it. Its automatic

 z195steven  Brainstorming is a technique for generating ideas.  This technique is useful in generating creativity using group dynamics.  This technique is useful because it capitalizes on the creativity of many people concurrently.

 z195jim  WE'VE TALKED ABOUT THE SIX STEP PROCESS...ANYONE WANT TO TALK ABOUT SOME OTHERS?

 z195steven  Decision Matrices are useful in evaluating alternative proposed solutions to a given problem.  Decision matrixes have the value of examining a situation and optimizing the solution based upon several variables.  Variables can be adjusted and reviewed prior to implementation of a solution without serious damage or excessive costs.

 z195jim  OTHER TOOLS YOU USE AS PART OF THE SIX STEP PROCESS?

 z195steven  The AMSC Mission Execution and Decision System (A-MEDS) is a dynamic problem solving model provides a means for scanning the environment after a solution has been implemented and affords flexibility in making adjustments to the solution through a "Plan" "Do" "Check" and "Act" process.  This problem solving model is widely used in the delivery of healthcare.

 fac19  we wil really talk a lot about the matrix as a tool..decsion matrix that is- be preapred to understand this

 z195deb  Many times we have the desired solution and have to back into it to discover the problem, process, etc.

 z195paula  Fac 19 - Got the matrix covered!!

 z195jim  ANYBODY EVER USE THE AFFINITY MODEL PROCESS?

 z195jason  not here Jim

 z195kathy  no

 z195steven  Affinity seems to subjective ... touchy/feely

 z195estelle  they're all subjective

 z195paula  Jim, yes last week we used affinity to determine if we had too many software releases that were outside of our "normal" process.

 fac19  affity diagram are really chunking brainstormed ideas...we can use this in the midterm decsion we have to do

 z195jim  WELL, I'D KIND OF EXPECT THAT REACTION....SINCE JOHANN TOLD US THAT HALF OF US ARE ISTJs......

 z195jason  not here

 z195lynne  I try to get my son to use the S.T.O.P.P   Stop-Think-Observe-Plan-Proceed with safety

 z195estelle  really

 z195jason  ENTP baby

 z195george  Jim- check sheets, cause and effect diagrams, pareto diagrams - just some tools

 z195jim  AFFINITY MODELS DO WORK....AND I THINK THAT SOMETIMES THEY CAN BE USED TO KEEP THE PEACE.

 z195estelle  not me

 z195jason  one challenge after another LOL

 fac19  thye raising another good pont that we might not have tie for and that is MBTI and problem solving- we all have our preferences on how best to solve problems

 z195paula  I like that, Lynne

 z195jim  GOOD GEORGE.....

 z195jim  IF ANYONE'S INTERESTED IN SOME OTHER TOOLS AND SOME MORE SOPHISTICATED TOOLS....

 z195jim  CHECK OUT A BOOK CALLED "THE THINKER'S TOOLKIT"....IT'S WRITTEN BY A FORMER CIA ANALYST.

 z195jim  BEST SINGLE VOLUME ON DECISION MAKING AND PROBLEM SOLVING I'VE EVER SEEN.

 fac19  cool!

 z195steven  Estelle ... there are some very complex quantitative decision making models out there ... taking into account quantitative data ... what's the best way to configure the line in front of the bank teller, you can get into some sophisticated math formulas taking into account waiting times, etck

 z195jason  Ive heard it was good Jim

 z195paula  I used a Gant chart yesterday.  We're redoing our project schedules and need to make sure my plan isn't stomping on someone elses.

 z195debbie  those CIA analyst are the ones that botched up the intel to the Pres on WMDs

 z195steven  Forecasting taking into account seasonal data is another quantiative tool ... makes my head spin

 z195jim  PAULA....WHAT DO YOU USE A GANTT CHART FOR???  WHAT KIND OF PERSON IS LIKELY TO REACT BEST WITH IT?

 fac19  what is important here is to train your suborinates to use tools - some are clueless in their use

 z195jason  A Program Manager

 z195jason  Project Manager

 z195jim  OR ANYONE...TRYING TO TIE SOME LESSONS TOGETHER HERE.

 z195kathy  that is a good point. Not everyone is used to using tools

 z195kathy  I know I am not

 z195steven  Jim ... they guys who built the Hoover Dam ... they used gantt charts for that

 z195paula  We use the Gant to see timelines for software development projects - we share resources and so we have to make sure we don't have folks committed to more thatn one project at a time.

 z195jim  HOW ABOUT TO SHOW THE RELATIONSHIPS BETWEEN TASKS AND TIME....WORKLOAD?  AND TO APPEAL TO SOMEONE THAT LEARNS THROUGH THE VISUAL SENSES?

 z195jim  TORRES' LSDI???

 z195kathy  yeah jim

 z195paula  Jim - I do best with visuals.

 z195steven  We are trying to use a software program here called MS Project ... its an aid to decision making and problem solving

 z195jim  SOME PEOPLE YOU JUST HAVE TO "SHOW"....OTHERS YOU HAVE TO "TELL"....THE AUDITORY FOLKS.

 z195debbie  me too, paula

 z195george  jim, u r right

 z195paula  Steven - we LIVE for MS Project!

 z195steven  When you go the the doctor and they take all those blood tests and xrays ... the doc makes the decision, but the data collected on the tests aids in making the diagnosis

 z195jim  OKAY....ABOUT 14 MINUTES TO GO.....

 z195jim  HOW DO YOU AS A LEADER DEVELOP PROBLEM SOLVING SKILLS IN YOUR SUBORDINATES?  IS IT IMPORTANT THAT SUBORDINATES UNDERSTAND AND APPLY EFFECTIVE PLANNING SKILLS?

 fac19  and that is key u have to try severla tings to make something work and you need several types of folks to get the best solution

 z195steven  Give the ball and give them the opportunity to succeed (or fail)!!!

 z195jim  THAT'S A TECHNIQUE....

 z195debbie  that's a good point, what works with one person/situation will not always work with another

 z195steven  Send them to SBLM

 z195paula  jim - we have set process that are documented.  Teaching subs the hows and whys make us all more effective.

 z195deb  Jim - involve your subordinates in the process and let them be the project manager.

 fac19  give them small situations to solve

 z195jim  LIKE THAT PAULA.....

 z195steven  The key is training and experience ... put them into developmental assignments

 z195paula  Fac 19 - Mentor

 fac19  in your TLDA you will do a lot of this - it is a very effective traning tool

 z195jim  HOW ABOUT I DO, YOU WATCH.....YOU DO, I HELP......YOU DO, I WATCH?  MENTORING....EXCELLENT!!!

 z195jan  when they make mistakes--help them figure out why

 fac19  paula - yes if u have mentors!

 z195deb  Jim - It an important professional development for them.

 fac19  jim - i like that

 z195paula  Fac 19 - I've been lucky to have some great mentors, I want to return the favor

 z195jim  THAT'S AN OLD MENTORING SET OF BUZZWORDS.....

 z195jim  IT'S WHAT WE DO AS PARENTS....IT'S PROBABLY THE MOST EFFECTIVE WAY OF LEARNING.....WE'RE DOING IT NOW.

 z195steven  Is this transactional or transformational?

 z195dave  Surgeons are more concise "see one - do one"

 z195jan  tranformational

 fac19  some of you that are realy good at some of this stuff can 'mentor' each other in phase two

 z195jim  A LITTLE OF BOTH I THINK....BUT MOSTLY TRANSFORMATIONAL....

 z195kathy  sounds good to me

 z195bill  transformational

 z195steven  Hey ... critical thinking going on in the house!

 z195debbie  agree, jim

 z195jim  THAT'S THE GOAL I THINK...

 fac19  in your slef reflections aper final - you should all reflect on what type of leader you are - what type of leadership do you have ...22-100 does a good job of speling out the various types...

 z195jim  I'M GOING TO SKIP OVER THE PROBLEMS IN PROBLEM SOLVING...AS THEY'RE PROBABLY THE SAME ONES THAT OCCUR IN ANY KIND OF GROUP WORK....UNLESS SOMEONE HAS A PROBLEM WITH THAT.

 z195steven  Jim ... what about the hostile envirnoment questions???

 z195jim  STEVEN...AS FAR AS???

 z195jim  WHEN YOU'RE IN A GROUP, PROBLEM SOLVING?

 z195steven  You had some questions about conflict ... pretty juicy stuff

 z195debbie  what about ethics?

 z195jim  YEAH, THOSE WERE THE ONES I WAS GOING TO SKIP OVER....I THINK THAT THE LAST OF THE SLIDES ADDRESS THAT...WITH THE PERSONALITY TYPES.

 z195paula  Debbie- Ethics are a must

 z195steven  I did some reading and found that there are some decision making models that encourage group conflict in a controlled manner

 fac19  some of these topics we can take on as seperate VSMs in pahse 2 virual or other VSMs ie how to deal with difficult employyes, subordinate and bosses

 z195debbie  some leaders don't have good ethics

 z195deb  Argee - ethics are essential

 z195jim  ANYONE WANT TO TAKE THE ETHICAL QUESTIONS?

 z195jim  BUT THIS REQUIRES MORE THAN A 'BUMPER STICKER' ANSWER....

 z195paula  Debbie - sad but true

 fac19  ethical decsion making is a lesson in itslef too

 z195jim  I'LL PREP WHAT I WAS THINKING...BUT YOU GALS/GUYS GO FIRST....

 fac19  i may have some resident stuff on that

 z195steven  Many problems that groups face are complex and ambiguous and there are several alternative solutions that might be adopted. These types of strategic problems require a thorough examination of the assumptions and inferences that underlie them and their solutions. In this kind of situation, many managers and strategic planners have available the usage of two important conflict-based problem-solving techniques: dialectical inquiry and devil's advocacy.

 fac19  this is where values comes into play

 z195jason  sorry guys, you close a door and supervisors dont care

 z195steven  The solution should be "behaviorally appropriate."  It should be viable in its organizational setting, it should have the support of management, and it must work well within the organization on a long-term basis.

 z195paula  DA recently required all empls to complete face-to-face ethics training.  No distance learning allowed

 z195jason  im following along as best as possible, Im back to the discussion

 z195debbie  it's interesting that we don't rate (TAPES) on values

 fac19  but we do debbie i beoive

 z195david  Steven- we use the devil's advocasy. We just call it war-gaming

 z195dave  Every decision must be ethical - however I've seen many people confuse procedure vs policy, policy vs rules, rules vs laws - It's not always straightforward

 z195jason  The army went values based several years ago

 z195jim  YOU HAVE TO BE HONEST AND ETHICAL IN A LOT OF PROBLEM SOLVING...AS YOU CAN'T FALL IN LOVE WITH YOUR SOLUTION....YOU HAVE TO BE INTELLECTUALLY HONEST WHEN TALKING ABOUT FACTS VS. ASSUMPTIONS.....

 z195jason  its a big push in BCT

 z195debbie  Civilians are not allowed to use Values in the rating process

 z195steven  The decision should comply with the "60 Minutes Rule" ...

 fac19  i am looking at my tpes now an dit is on the front page part V

 z195jan  "ethics" are different between people

 z195george  steven - the dan rather rule?

 z195paula  Yes, Steven.  We believe that in my org!

 z195paula  Good one, George!!

 fac19  debbie it is on mine the sr styem eval report

 z195estelle  tapes allow you to list a person's values

 z195jim  AND ALSO THAT SOMETIMES DOING THE RIGHT THING IS GOING TO HURT PEOPLE YOU LIKE AND VALUE AS YOUR FRIENDS.

 z195debbie  The values are to be considerred but you are not rated on them

 z195jason  we use it in the Military, why not in GS?

 z195dave  debbie - we are required to

 z195steven  George ... he made a mistake and he acknowledged it ... shouldn't have done it, but stuff does happen

 z195george  steven - sure

 z195jason  steven - it was a political agenda

 z195jim  HOW ABOUT APPLYING THE ETHICS TO THE PROBLEM SOLVING....DECISION MAKING....???

 z195steven  I guess that means he gets to keep his job ... right?

 z195debbie  I am an employee-relations specialist and you cannot rate a person on values

 fac19  yes ate the processess the same?

 z195kathy  you should, but to be honest - I get discouraged in our working environment.

 z195jason  it was a mistake, but in my opinion would have been avoided if it were Kerry instead of Bush

 z195deb  Part V of the TAPES form (DA 7223) is solely about evaluating values of civilians.

 z195jim  PREVIOUS ANSWER...FAC.....

 fac19  imeant to say are the procesess the same

 z195kathy  Jason - don't go there

 fac19  i think we have something on that i can send

 z195jason  yes, ethics plays a role too

 z195jim  DOING THE RIGHT THING IS HARD SOMETIMES.....ADMITTING THAT FACTS WERE NOT TRUE....ASSUMPTIONS POORLY BACKED UP.

 z195lynne  All my Soldiers have values......I see it on the tag around their necks

 z195jason  Lynne, your killing me

 z195steven  In addition to being economically feasible, the decision/problem solving should be ethical ... Martha Stewart?  Enron?

 z195jason  LOL

 fac19  ok time to wrap up i think

 z195debbie  we'll have to talk about TAPES when we get together

 z195jim  WELL, WE'RE ABOUT DONE WITH OUR 60 MINUTE THRILL RIDE THROUGH PROBLEM SOLVING AND DECISION MAKING.

 z195jim  ANY PARTING SHOTS AT THE HOST?

 fac19  maybe not - it could be a future VSM if u wish

 z195george  great job jim

 z195steven  Jim ... Problem Solved ... Great Decision!

 z195jason  you did Great Jim

 z195estelle  nice job jim

 z195kathy  Great Job Jim

 z195bill  good job jim--

 z195debbie  great conversation, good job JIM

 z195jan  Well done Jim

 fac19  remeber to RSVP your field trip soon...NLT firday and confirm your BOQ if u have not done so...cc me when u have

 z195jason  I apologize for being distracted for 20 minutes

 z195paula  Kudos Jim

 z195jim  I HAVE TO CONFESS I MIGHT HAVE MISSED SOME STUFF AS IT SCROLLED BY.

 z195dave  Great job -

 z195lynne  Good jog, again...sorry for being late

 z195jim  MY GLASSES ARE IN THE CAR....AND I COULDN'T INCREASE THE FONT IN THE BROWSER....WITH THIS VSM PAGE.

 z195jim  GRRRRR.

 z195jason  Johann, are those welcome to family as well?  My wife is travelling with me and our 2 year old

 fac19  good job jim we wil talk in a fe minutes after restroom break for our call today

 z195estelle  later

 z195jim  IF I DIDN'T RESPOND TO SOMETHING YOU SAID....I APOLOGIZE.

 z195estelle {leaves}

 z195dave {leaves}

 z195jim  ARE YOU AT THE OFFICE, JOHANN?

 fac19  yes they can come along

 fac19  yes jim i am

 z195lynne {leaves}

 z195bill {leaves}

 z195jan {leaves}

 z195jim  OKAY...I'LL HIT THE LATRINE, TANK UP ON MORE COFFEE AND GIVE YOU A CALL IN 5

 z195paula {leaves}

 z195kathy  Johann - me at 11:30? or am I still mixed up

 z195jim  THANKS FOLKS!

 z195george  see you guys, have a good week

 z195steven {leaves}

 z195george {leaves}

 z195jim  GO ARMY.....BEAT SOMEONE (HOMECOMING AND 20TH REUNION THIS WEEKEND)

 z195jim {leaves}

 z195kathy  Johann, me at 11:30

 fac19  yes kathy

 z195deb  Thanks Jim - Good Job.

 z195kathy {leaves}

 z195deb {leaves}

 z195jason  ok

 z195jason  See you all in a little over a week

 z195david {leaves}

 z195jason {leaves}

 z195debbie {leaves}

 fac19 {leaves}

Angie’s Make-up for Problem Solving VSM – 6 Oct 04

I read through yesterday’s VSM log on Problem Solving hosted by Jim.  The session seems to have been successful in staying on track and discussing the points that Jim sent out in his read ahead.  Below are my answers and comments to the VSM session: 

What is problem solving and how do we use it as a process? It is the process of finding solutions to problems and in decision-making.  We use rules, knowledge, and practice in the process of finding solutions.  We use problem solving as a process when we follow steps in a model or a tool in order to have organization and control.   

Would you say that it is a rigid process? No, I agree with Paula & Bill, it needs to remain flexible.  One must adapt to the situation & information given.

How does this apply to critical thinking, analysis, planning and leadership? Critical thinking, analysis, planning, and leadership are all a part of rational decision-making process.  Leaders must make sound plans involving critical decisions based on their knowledge, analysis of the situation, and relate this all to the mission.    

Would anyone argue that we as leaders/managers are responsible for steering the problem solving ship?  No.  I agree with Debbie in that good managers are leaders…by managing the tasks at hand, they are leading and guiding subordinates.  
What is necessary to solve a problem? It is necessary to have knowledge, a set of rules, and practice to solve a problem.  Define the issue at hand, getting the facts, developing options, evaluating the options, choosing the option/alternative, and then implementing.  

What is required to communicate a good solution to a problem? Convert the model used in decision making into a strategic plan.  Outlines the methods and techniques to solving the problem.  Verbal and written communication with the bottom-line up front. 

Who solves problems within an organization?  What is required to solve a problem? Everyone, but it depends on the type of organization and whether leaders empower their subordinates to solve problems in their areas of expertise.  A framework is needed to solve a problem in order to organize the knowledge, facts, goals, and objectives. 

Numerous tools and models exist to assist in problem solving. Which ones seem most useful and why?  The Modified Plan-Do-Study- Act Model by Edward Deming seems the most useful.  The model helps one avoid solving the wrong problem (problem incorrectly defined or not worth solving).  This model adds to the users mental model by adding additional information, thus a new perception.

Does anybody ever use the affinity model process? Yes, I have used it before in a group at an off site meeting.  Do not agree with Steven that it is “touchy feely.”  This can be used for generating new and fresh ideas…anything goes and is not dismissed.  Not much different than brainstorming.  Do not agree that it is only subjective in nature.  

How about to show the relationships between tasks and time? Yes, I totally agree with this.  I am visual person and need to see examples. This is how I learn best.
How do leaders develop problem-solving skills in subordinates?  How vital is it that subordinates understand and apply effective planning skills? Leaders can help develop problem-solving skills in their subordinates by communicating/developing a plan and providing subordinates the guidance and advance notice of an impending requirement and how they will be expected to contribute.  Subordinates must be able to understand what the mission is and the reasoning behind it in order to effectively contribute to a plan.  Subordinates are basing their planning efforts on the guidance given by the leader.  

Where problems exist, conflict between team members as to how to solve them often occurs.  Is this a natural occurrence, or an indication of something lacking in their problem solving skills? Conflict between team members, as to how to solve problems, is an indication that the set goals, objectives, tasks, and priorities are not thoroughly established.  There should be clear intent and guidance for what the leader wants to accomplish and how the organization will get there.   

How do you manage conflict within the problem solving process? Keeping a sense of humor, celebrating successes and allowing people to recharge.  

How do ethical standards apply to the problem solving process? Actions speak louder than words; walk the walk and talk the talk – ethical standards must be a part of the process because it should be a part of how you assess the problem, evaluate, plan and prepare.  The ethical standards help to identify the options and develop the solution in the process.

Bob’s Make-up VSM

1. WHAT IS PROBLEM SOLVING?  HOW DO WE USE IT AS A PROCESS? Problem solving is used to rational and informative decisions.
2. OKAY, I THINK THAT WE UNDERSTAND THAT THE PROCESS WE CHOOSE TO USE IS SITUATIONAL IN NATURE...AND THAT WHAT WE'RE TALKING ABOUT LIKES IN THE "DO" COMPONENT

3. HOW DOES PROBLEM SOLVING APPLY TO CRITICAL THINKING, ANALYSIS, PLANNING AND LEADERSHIP? 
4. WOULD YOU SAY IT'S A RIGID PROCESS?  No I don’t believe problem solving is a rigid process. It must be flexible for unexpected changes.
5. DOES THE LEADER HAVE TO BE THE PROBLEM SOLVER EXCLUSIVELY?  No, the leader presents the end state to his staff and asks for the most logical COA. However it is up to the leader once presented the facts to make the final decision.
6. WOULD ANYONE ARGUE THAT WE AS LEADERS/MANAGERS ARE RESPONSIBLE FOR STEERING THE PROBLEM SOLVING SHIP? To some degree. If the Leader/manager feels that during the decision making process that the overall end state is in jeopardy 
7. FOR THOSE COMPLEX, TECHNICAL PROBLEMS, WE LEADERS/MANAGERS AREN'T ALWAYS BEST TO SOLVE THEM ALONE.  Totally agree. Not all leaders nor managers can be subject matter experts. Therefore they must rely on the staff to provide their particular matter of expertise into the planning stages.
8. WHAT'S NECESSARY TO SOLVE A PROBLEM?  To identify the end-state or ultimate goal of the exercise.
9. IS EVERYONE FAMILIAR WITH THE SIX STEP PROCESS?  Yes,
10. WHO SOLVES PROBLEMS WITHIN AN ORGANIZATION?

Basically its up to the manager to provide the solutions; however it’s up to the staff to provide the manager/leader the tools to come up with the correct COA. But in reality it all depends on the level of the problem. The problem could be minor that is internal and can be solved by lower management. But in the long run it is the leader/manager who has to answer for the problem if not resolved.

11. THERE ARE LOTS OF TOOLS AND MODELS OUT ON THE MARKET TO ASSIST IN PROBLEM SOLVING.  WHICH ONES DO USE THAT SEEM MOST USEFUL AND WHY?  I don’t feel qualified to trufully provide feedback on this question as I haven’t really the use (at this time) to use them. But this is mainly because I was unaware of them until this time.
