Problem Solving Guidelines
Use these guidelines to assess the quality of Problem Solving and thereby to identify areas for improvement

Training and Preparation

	Principle
	Rationale
	Criteria

	The Leader of the Problem Solving activity should have been trained in and have experience of the PSD and the associated tools
	Leader needs to know enough about the PSD that he/she can confidently lead the team through the PSD
	· Score 2 points for formal training in the PSD & Problem Solving Tools

· Score 1 point for each involvement in a PSD project - to a maximum of 3

	The Leader should be supported by a Facilitator, who is fully trained in PSD & Problem Solving Tools
	The Facilitator can ensure the process while the leader champions the cause
	Score 2 points for the support of a fully trained person appointed to the facilitator role

	The team should be fully trained in the PSD & Problem Solving Tools
	If the team understand the process they are using, it will improve ownership & efficiency 
	Score 2 points if all the core team members have had formal PSD training (or a proportion thereof if less) 


	
	Qik PSD Total
/5 points
	Total          /9 points


Leadership



	Principle
	Rationale
	Criteria

	The Leader should have individual contract setting meetings with each member of the team
	Clarifying 2-way expectations & how they are to be delivered will help things run smoothly
	Score 2 points if contract setting took place, and additional 2 points if the outcome is clearly documented & used

	The Leader should have planned regular coaching sessions with team members to address issues
	Team members should use the PSD as a growth opportunity, and be fully supported in this
	Score 2 points if all team members are coached & a further 2 points if these are scheduled and have a clear agenda

	The Leader should call regular (if brief) meetings through the life of the PSD project
	Issues in progress should be identified & addressed quickly, and enthusiasm maintained.
	Score 3 points if review meetings are held at least weekly, 2 points if held at least fortnightly, 1 point if held monthly.


	
	Qik PSD Total
/3 points
	Total          /11 points


Problem Solving Stages



	Principle
	Rationale
	Criteria

	The Problem Definition should be formally documented, quantified (how often, how much…) and agreed by the whole team
	Without clarity & agreement on the problem, project will tend to be unfocused & inefficient
	Score 5 points for completed Problem Definition Sheet (or similar document covering the same topics)

	A clear root cause should be evidenced by objective data that demonstrates its impact clearly.
	Quantifying the impact of the cause ensures that we are not simply addressing symptoms.
	Score 1 point for identification of root cause, and 2 points for clear numerical evidence of the root cause, & a further 2 points if data is graphically presented

	The solution should be objectively selected from a comprehensive range of possible solutions
	Encouraging full consideration of creative/innovative solutions  maximises the potential benefit 
	Score 2 points for evidence of wide consideration of potential solutions, add 2 pts for evidence of objective selection

	There should be formal milestone and change management plans for implementing the solution
	Without clearly thought out plans implementation often goes wrong and gets delayed.
	Score 3 points for a formal and updated milestone plan & a further 2 points if it includes change management activities

	The success of the solution should be objectively validated by measuring its impact.
	We cannot be ignorant of our solution’s failure to meet its full potential if we measure it
	Score 3 points for measured evidence of a beneficial change in performance & a further 2 points if graphed vs. target.

	The solution should be fully integrated into existing routines, & a Post (Project) Implementation Review (PIR) undertaken
	Solutions fail to be maintained over time if they are outside the ‘system’.  All project/team experiences provide learning.
	Score 2 points for evidence of planned integration of the solution into management & training procedures & a further 3 points for a documented PIR.


	
	Qik PSD Total
/5 points
	Total          /30 points


Use of Tools & Data



	Principle
	Rationale
	Criteria

	There should be clear evidence of the use of analytical Problem Solving (PS) tools
	Analytical PS tools help ensure the analysis of the problem or issue is appropriately data driven & comprehensive.
	Score 5 points for use of two prescribed PS tools for analysis stage: Pareto, Cause & Effect, PDS, Scatter, Tally… (Score 3 points if only one tool used)

	There should be clear evidence of the use of design, evaluation and selection tools
	‘Design’ tools help to ensure the full exploration of potential solutions and the objective selection of the best.
	Score 5 points for use of two prescribed PS tools for solution stage: Brainstorm, Selection Matrix, Solution Effect, FFA… (Score 2 points if only one tool used)

	There should be clear evidence of the use of milestone planning and project management tools
	Project planning tools help to ensure the implementation and change management are fully thought through.
	Score 5 points for use of two prescribed PS tools for planning stage: PERT, Gantt chart, Risk Analysis, PDPC… (Score 3 points if only one tool used)

	There should be clear evidence of the use of the flipchart for group application of the above tools
	Liberal use of flipchart helps to involve all team members & to ensure full commitment of the team to the conclusions.
	Score 3 points for evidence that the above were developed on flipchart, add further 2 points if live PSD flipcharts or tools are currently displayed on walls.


	
	Qik PSD Total
/5 points
	Total          /20 points


Liaison & Partnership



	Principle
	Rationale
	Criteria

	The team should have regular meetings with the Problem Owner (PO) & thus develop both parties understanding and commitment.
	Involving the PO helps to keep the team focused & builds PO commitment to champion the team’s conclusions/solution.
	Score 3 points if full-team review meetings are held with the PO at least once every stage, & a further 2 points if PO has clearly taken action as a result.

	The team should have ongoing dialogue with those likely to be impacted by the solution
	Regular dialogue with those affected by the solution better attunes it to their needs and builds their ownership for it.
	Score 5 points if representatives of all groups impacted are involved/consulted at each and every stage (include team members seconded from user groups).

	The Problem Owner should formally approve the conclusions at each stage of the PSD
	Formal sign off at each stage will force dialogue at a more detailed/explicit level & ensure assumptions are addressed.
	Score 1 point for each stage formally signed off by problem owner on the relevant PSD paperwork. (Max 5 points / Max 2 points for Qik PSD)


	
	Qik PSD Total
/2 points
	Total          /15 points


Disciplines



	Principle
	Rationale
	Criteria

	Full use should be made of the PSD Stage Checklists 
(6 in all for the full PSD, or one for the Qik PSD)
	PSD Stage Checklists ensure progress between the stages is clearly defined, & that each stage is properly completed.
	Score 1 point for each checklist (Max 6) promptly completed at the end of the stage, and signed off by the team

(Or 3 points for the Qik PSD Checklist)

	PSD Stages should be reinforced by referencing them in the relevant routine paperwork (eg minutes etc)
	Ensuring that the logic of the PSD is reinforced in the team’s routines, better establishes the PSD, & also makes the project simpler & more coherent.
	Score 1 point each for the following if they have been aligned to & explicitly reference the PSD: meeting agendas; reports; minutes. (Max 3 points)

	A Project file should be maintained with full copies of all the relevant paperwork, conclusions, evidence and a summary for each stage
	Project Files ensure that the learning and conclusions are easily available at all times, and that the learning can be accessed by future teams.
	Score 2 points for the file, and further 4 points if all of the stage sections to date are complete & up to date.

(Qik PSD: 2 pts if stages documented in written report of conclusions)


	
	Qik PSD Total
/5 points
	Total          /15 points


	
	Qik PSD Grand Total
/25 points
	 Grand Total          /100 points


