PDCA Problem Solving Questions

Tip: Knowing what you don’t know is the beginning to gaining some new know.

Overview:  The PDCA cycle can be applied to most team project as a means for homing in on a known problem, understanding its characteristics and defining the system of solutions to bring about success.  Good questions lead to good answers, so, what questions should be asked at each step to add definition to what needs to be done?

Goals

1. Populate the PDCA process with facts and knowledge which may be overlooked.

2. Act as a starting point to inquiry into what is needed for success.

Participants:  Team Leader, project manager and the teammates themselves.

Procedure:

During the process improvement project you should follow a systematic methodology. The following questions are intended to assist project teams with selection, planning, and implementing the solution to their problem. Use this list of questions to derive even more questions which need to be answered to increase chance of project success.  


Find an Opportunity

Project Selection

· What causes you the most trouble most often?

· What does the customer complain about most often?

· What would help make the job easier, the service faster, the process more efficient, the productivity greater, and the operation less costly?

· Can you measure success?

Organize the Team
Team Membership 

· Who should be on the team to solve the problem?

· Do we have the right people?

· Are the necessary departments represented?

· Will we need to bring content experts in to assist?

· Are the customers represented?

Clarify
How will you know you have eliminated the problem?

· What existing measurement systems can you capitalize on?

· Are there independent measurement systems outside the process that can be used to assist?

· What will the outcome measures be?

Understanding the Problem

· What is not happening?

· What is not known?

· How is the customer affected?

· Who should be included in this analysis?

· What are the known data, and the symptoms?

· What is the current condition?

· Is it statistically under control?

Understanding the Process and Links
· What influences do each component have on each other?

· Are there other areas, upstream or downstream, that are effected and by how much?

· Can these areas be included in the problem definition and plan development?

· What are the methods available to produce more information about the problem?

· Can the problem be broken into smaller more predictable components?

· What new thinking or perspective might represent a breakthrough?

Formulate the Ideal State

· What would be the ideal condition (one without any trace of barriers)?

· How do you know?

· What are the elements of the ideal?

· What are the priorities of the elements?

Derive a Solution

Diagnose and Define Solutions for the Cause(s)
· Have you analyzed all the significant symptoms?

· Formulate theories for causes.

· How will you test the theories to confirm their causal relationship?

· Once tested, the root causes are either confirmed or rejected as not related.

· Identify alternative solutions.

· Prioritize alternative solutions. 

· Who will implement the corrective actions?

· How will the corrective actions be implemented?

· How will you overcome cultural resistance?

· What can be done to anticipate and eliminate other potential roadblocks?

· Are the resource requirements known and do they conflict with other efforts?

· What communications are required to minimize disruptions or surprises.


Pilot the Change

Implementing the Corrective Actions
· Implement the corrective action plan.

· What method will check the progress in carrying out the plan?

· Who are the most important people to insure successful implementation?

· What factors will determine whether they will do what’s needed?

· What is the adequacy (time, amount, effectiveness) of the feedback available?

Study the Results

Checking the Corrective Action(s)
· Can these results be verified?

· Who should collect the data and to whom should it be reported to maintain its effectiveness?

Looking Back at the Results

· What insures that this new state is maintained and does not deteriorate over time?

· Who should collect the data to audit the process and to whom should it be reported to maintain its effectiveness?

· Are there other improvements that can be made?

· Check the results against the outcome measures early in the project; was the intended level of improvement attained?

· What would have made the implementation go easier?

· How can what was learned be used in something else?


Implement and Evaluate

Next Steps

· Was the pilot study successful? If yes, how will you implement the solution throughout the organization?

· If the pilot was unsuccessful, where was the breakdown? In the implementation phase? In the diagnosis of root causes?

· If there are other root causes, repeat the Plan phase.

· Once successful solution is implemented throughout the organization, is there a need for additional improvement? If yes, begin PDCA again.
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