[bookmark: _GoBack]Each activity based on the four stages of Rational Decision making presented on the lecture slides
Activity one – Define the problem
A problem must be clearly defined before you can expect to solve it. All problems, even simple ones, benefit from being clearly defined and stated, and a good test is:
Can you write it down?
Let’s look at an example of a problem which initially lacks definition, and then see how much it helps to define it on paper.
Bill supervises a team that repairs computer assemblies. He confides his problems to a friend over an after-work pint.
‘The work just keeps piling up. I have to divide the team’s time between repairing rejects sent over from Production and faulty items that are returned by customers. The boss is constantly telling me that this or that customer has complained about slow service, but he won’t let us have any more staff. He just says I should get better organized. Production keep sending me more and more rejects, and they’re always pressuring us too. Everyone’s fed up, I’m fed up, and it’s getting harder and harder to face it all.’
Question regarding above - Briefly define Bill’s problem, as he sees it. Try not to make too many assumptions, and don’t suggest solutions at this stage.

Activity two (Define problem)
Based on activity one
What would you say is the desired outcome to this problem:
a) from Bill’s point of view?
b) from the company’s point of view?

Activity three - Stating the problem clearly (Define problem)
A good starting point is to draw up a ‘problem statement’.
Use the ‘problem statement grid’ (below) to identify the key issues in Bill’s problem. Tick the right-hand column if you think you need more information before you can answer this question.
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Activity four - Gathering information
To find the causes of a problem, you must gather information. (You must also gather information when generating possible solutions and establishing what the constraints – the restrictions – on the solution are.
Questions 
a) What information have you been given about Bill’s problem? List each point separately.
b) What else do you need to know?

Activity five – Analyse the problem
Problem analysis consists of writing down a series of statements that will help locate the problem more precisely. The statements take the form of saying what the problem is and what it could be, but is not . . . Here’s an example of a problem analysis grid relating to the ‘carbon on the filaments’ that are not working on machines in a food factory.
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This helps to find a cause, and then a solution, by drawing attention to the specific location of the problem – in this case, for just 11 minutes, on all 480 nozzles of just one machine out of four. Any causes that are suggested must account for this specific pattern of events.
Question Analyse the problem you are working on, using the blank problem analysis grid or a separate sheet of paper.
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Sometimes, completing a problem analysis grid points clearly to the cause of the problem – but not often. The more important the problem is, the more it pays to take time to think.

Activity six - Identify possible causes
Before we attempt a solution, we must identify the cause or causes of the problem. This means more Sherlock Holmes work.
Question More information is needed to establish the causes of Bill’s problem. Where would you now concentrate your detective work?
Hint on how to tackle the above question - You need to concentrate on the point when the problem began – in January. Before January, there wasn’t a problem. From January on, there was. Something must have changed. If we can establish what it was, we’ll be a lot nearer a solution.
Question - List some of the things that might have changed in January, and so have possibly given rise to a problem

Activity seven
Images
Get together a group of colleagues (or your team) and try brainstorming the causes of Bill’s problem – that is, the things that may have changed in January.
Jot down your ideas on a separate piece of paper. When you’ve finished, sort your ideas into groups. Use the groups shown in the diagram below to group the ideas people come up with. 
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