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DECISION FOCUS® OBJECTIVES 

Workshop
due to proprietary reasons I am only able to provide some of the 

slides from the ASTD presentation 

1. Critique your organization in the 5 Problem 

Solving/Decision Making Success Categories.

2. Learn the biggest mistakes in resolving issues.

3.   Identify the 4 types of issues all organizations face

4. Defining the true problem statement

5. Learn the Situation Analysis Toolðwhich will give 

teams and individuals a  systematic process for 

dealing with broad problems and a common 

language



?
Within your organization and your job, what 

is driving the increased need for a 

systematic process to manage problems 

and decisions?



How is Your Organization Doing?

Score Grade Comments

110-125 A Performing at the highest level of effectiveness.  What actions can 

you take to ñlock this inò so it become automatic for you and your 

team?

95-109 B Score is good but could be even better.  There are proven tools 

and tactics to get a higher level of effectiveness.  Look at where 

your scores are ñ3ò or below to determine where to focus

80-94 C Score is average.  There are fundamental changes that need to be 

made for improvement.  Chances are good that many areas need 

attention, so you will need to set priorities for action

60-79 D Score is well below average.  There are multiple weak spots that 

must be addressed if you expect to improve.  This scoring range 

typically indicates issues in problem solving skills, workgroup 

procedures, and the collaborative environment.

< 60 F Major barriers exist that prevent any acceptable performance.  

These obstacles need to be identified and acted on immediately.



DECISION FOCUS®

FOUR óTYPESô OF  ISSUES

óbroadô PROBLEM

ÅA broad, fuzzy issue needs resolution

ÅIdentify/separate the pieces

Situation Analysis

ódecisionôPROBLEM

ÅSomething must be done

ÅMake choice

Decision Analysis

óspecificô   PROBLEM

ÅSomething is wrong

ÅFind cause

Problem Analysis

óplanningôPROBLEM

ÅSomething might go wrong

ÅPrevent problems and 

assure success

Problem Prevention

PAST PRESENT FUTURE



DECISION FOCUS helps address 
this difficulty:

Most Common Mistakes

One of the biggest 
difficulties in resolving 
issues:

IDENTIFY THE ISSUE

TAKE ACTION

IDENTIFY THE ISSUE

TAKE ACTION

ANALYSIS

óbroadô problem

óspecificô problem

ódecisionô problem

óplanningô problem



Most common mistakes

ÅNot clearly understanding the needs of 
the organization or work area

How do you know it is the 

biggest problem?

Do you know that solving 

it will benefit the 

organization?



Most common mistakes

ÅNot clearly defining the problem
What happens 

when there is an 

incorrect 

diagnosis?



Most common mistakes

ÅKnowing the ñanswersò prior to analysis

If you already know how to solve the problemðyou donôt 

need problem solving



Five Related Disciplines

1. Situation Analysis Separating broad, general issues 
into more specific parts.

3. Decision Analysis Selecting the best alternative to 
reach one or more objectives with 
acceptable risk.

4. Problem Prevention Analyzing a plan to assure its 
success by preventing  problems.

2. Problem Analysis Analyzing cause of specific 
problems.

(MESS)

(MYSTERY)

(CHOICE)

(PLAN)

5. Creative Process To generate new ideas and 
options.(IDEAS)



Are we working on the True Problem?

Jeff Liker and Jeff Meier ïauthors of 
the Toyota Way Field book say that 
we often make the mistake of 
beginning our problem solving efforts 
at whatever level the problem is first 
perceived.

For example, we feel drafts around the back 

door of the house, and start working on how 

to fix the drafts.



What we should do first, though, is 

sort out whether that is the "true 

problem." To do that, start from the 

perceived problem and use "therefore" 

statements to work up to the "true 

problem."



Example:

ÅThe back door is drafty, therefore we are losing heat.

ÅWe are losing heat, therefore the heater runs longer 

to maintain our temperature set point.

ÅThe heater runs longer, therefore our gas 

consumption goes up.

ÅOur gas consumption goes up, therefore we pay 

more to the gas company.

That's the true problem here - paying more each 

month for gas.

Point of 

Recognition

True Problem



SITUATION ANALYSIS

SITUATION ANALYSIS is used to solve issues:

Åbroad and complex.

Åmultiple causes and effects.

Åseveral related components.

Åcannot be resolved with one action.

Ågradually occurred over time

Examples:
ÅExcessive overtime in final test activities.
ÅToo much support time is spent on newly commercialized 

products.

ÅConfusing work instructions given to operators.
ÅIncreased customer wait time at our clinic.
ÅSlow response to customers billing concerns.



SITUATION ANALYSIS

Identify

Analyze

Action

SITUATION STATEMENT

SEPARATION

SET PRIORITY

CAUSE VS. EFFECT

ACTION PLAN



SET PRIORITY

Seriousness (impact, size, $$)

Urgency (immediacy, deadline, timing)

Growth (trend)



CAUSE EFFECT TIMELINE

Situation 
Statement

Before

Cause Effect

After



80/20 Rule

SA helps identify the 20% that is 

causing 80% of the problem.



SITUATION ANALYSIS: Ex Step 5

= HIGH PRIORITY CAUSES

$50,000/mo

Project team 

behind 

schedule

Ineffective 

meetings

Reduced 
cash flow

Insufficient 

resources
Limited time 

for project

Lack of mgt. 

support

High member 

turnover

H

Vague user 

requirements

H
H

M
M
L

M
L
No Growth

L
M
L

H
H
No Growth

H

H
H

M
M
No Growth

C

E

C C
C

E

C

Ineffective meetings

Lack of mgt. support

Use Agendas, Identify Key 

Results, Use Action Plans

Further Situation 

Analysis

Mike 12/1

Julie 11/22

High member turnover
Communication meeting 

with full team
John 11/17

Cause

Cause

Effect


