Creating the Solution

PLAN  Solution Development

Overview:  Now that there is a clear Aim Statement.  The various causes are explored and the key ones that are in the way are validated with staff and data, ‘the’ targeted solution(s) can be developed.  Now you can unleash those creative juices just waiting to attack the problem.  What changes can be made to the people, processes, policies, technology, training, work environment, that will minimize or eliminate the ill effects of the major causes?  Usually the solution is a ‘system’ of changes that, if installed properly, cause the overall output to be successful or error-free.  To help in your solution development the features of a successful solution as well as a creative method uses post-it are provided.

TOOL  Features of Great Solutions  

We are full of solutions.  Just not great ones.  Great Solutions take the time to characterize and understand its problem, incorporate the collective creative knowledge of those impacted, then conceptualize those changes needed that will get us from where we are to where we need to be.  Ignoring any of these may put your hard fought change efforts at risk.

1. Great Solutions take a significant bite out of the problem; eliminating or minimizing key the causes.

They home in on making a difference to the vital few instead fixing 10% of all the available causes.  Use data or surveys to gain insight on which of the dozen causes are the significant contributors.

2. Great Solutions are validated by the ones who will be affected by their implementation.
Both positive and negative feedback about the solution are great material to retool the solution for further success.  Gain leadership and staff conformation and direction along the way.  “What do you think?” honors the opinion of another.

3. Great Solutions aren’t the first ones you run across.
They stay under creative development until all essential aspects of success are explored.  Try coming up with four possible ways to solve then select the best or take best features from each.

4. Great Solutions are tested in pilot form where possible.

Lessons learned on the little save a lot of headache tackling the BIG. Look to prototype it in a part of the organization.  If this can’t be done, pull a focus group of those who will be affected, share the solution, then gain their collective voice in what will or won’t work about it.  

5. Great Solutions look up and downstream for collateral affect.  
Both positive and negative effects are anticipated.  Those outside the department who are in the wake of the change are considered, contacted, and included in the solution development.  A Great Solution in one department can cause a problem bottleneck in the next.  

6. Great Solutions see acceptance as part of the solution.

They surface landmines of resistance along the way and integrate them as part of the total solution.  Perceived benefits from the solution must be evident.  

7. Great Solutions adapt.
Remember that today’s problems were yesterday’s solutions.  The only way to break this cycle is to include re-evaluation as part of keeping the solution in-step with reality.  Darwin said, it’s not the smartest are strongest that survive, but those most able to adapt.

8. Great Solutions’ long-term benefits are worth the short-term pain to get there.  

The critical mass needs to be convinced of this if you want their whole heart into its success.
9. Great Solutions consider what is forgotten.
They look not only at what’s right about this solution, but what can go awry.  Contingency thinking about what can go wrong is part of thinking about what will go right.

10. Great Solutions come from ordinary people who do extraordinary thinking.

People who have the heart and mind to stay focused until a difference is made.  People seldom fail; they only quit.

TOOL  Post-it Brainstorming

Overview:  The Osborn-Parnes creative problem solving technique has an efficient way to generate large numbers of possible ideas; then as a group, come up with a collective agreement on which are the most important.

Goals:

1. Rapidly generate many ideas around a topic (Divergent thinking)

2. Cluster ideas into ‘themes’ that to be acted on (Convergent thinking)

Materials:

3x5 Post-it pad for each participant, pens, flip chart per group

Participants:  

Best if placed in groups of 4 to 8

Procedure:

1. Number people off in groups of 6 (ideal).  Can be altered to groups of 4 to 8

2. Have them stand around the flip chart, pen in hand

3. Instruct them how to fill out an idea on a post-it

a. As you think of an idea, write it down on a post-it.  Try to write it with a subject and a verb

b. As you post the note on the flip chart, call it out for the group to hear

c. Generate as many ideas as rapidly as possible.  Real ones, fun ones.  In this exercise, quantity is equal to quality.

d. Write one idea per post-it.

4. Frame the specific topic (IMPORTANT) they are to be working on.  The clearer the better.  Example “Generate as many criteria as possible about what makes an outstanding team member.

5. Announce to them a short amount of time (2 to 5 minutes) to generate ideas on a specific topic (Divergent thinking).  

6. Holler Go! to start them

7. Give a count down each minute to move them along

8. Tell folks if they are explaining their idea, they are not generating.  Goal is numbers, not rationale.

9. As a facilitator, steep up the energy by calling out ideas that might stimulate thinking.  The facilitator’s energy is contagious.  

10. Push them to get more ideas.  The more ideas on the flip chart the more to work with.

11. At the end of the idea generation period, stop them.  Next, instruct them collectively to look at their post-its and begin moving/clustering them into common or natural themes. (2 to 4 minutes)  (Convergent Thinking)

12. Once clustering “head” each cluster with a word or two the characterizes the entire cluster.

Osborn-Parnes Creative Problem Solving

Overview: To creative solve a problem, use the previously  described post-it brainstorming process for each of the “Finding” steps below.  

If the topic is specific and facilitated aggressively, the group can come up with a collective solution and action plan, within 1 to 2 hours.  Large cross-functional or institution-wide set of ideas can be completed in 4 hours.

Participants: Those with knowledge and stake in the outcome of the solutions

1. Mess/Objective-Finding (Looking at the “mess” or objectives interrelated issues, challenges, problems, and opportunities to find an area on which to focus).  List significant challenges/opportunities, then isolate the main ones

2. Fact-Finding  (exploring knowns, unknowns, issues, challenges, missing or needed information to expand understanding of the mess).  Don’t over look the unknowns.

3. Problem-Finding (Discovering a suitably “fuzzy” problem, full of opportunity or need for unusual and novel solutions and approaches).  List of problem statements, then identify the best wording of the central problem.  Start statement with “how to…”

4. Idea-Finding (Generating a large number of diverse and novel ideas relating to the problem).  Optional:  This can often be skipped and go directly to solution finding.

5. Solution-Finding (Converging on a subset of ideas, synthesizing and refining them into potentially useful solutions, and exploring barriers and approaches to acceptance).  Possible solutions derived from the idea finding, then the selection of the best one(s)
6. Action-Finding (Generating and refining potential action steps to move the solutions through acceptance and into implementation).  The action steps needed for successful installation.  Most times staff take the solution post-its and add names, resources and target dates to them. 

