Problem-Solving Toolkit

Missouri Leadership Academy Capstone Team E - Spring 2021

|
| L T
L
\ ‘__'_'o
L |
ST
Q .
R 4 * -
o . &
LA L]

Annie Herman Crystal Wilson Art Goodin Megan Buchanan Kaitlyn Thomas
DOC DSS DNR MDC DED




Essential skills for the workplace

But...according to a 2016 survey

Problem SOlVi ng and of over 60,000 managers,

critical thinking skills 60%

help us use knowledge, facts, and say that critical

data to effectively solve problems thinking/problem solving is
and make informed decisions the most commonly lacking

soft skill in new hires

Source: 2016 Workforce-Skills Preparedness Report, PayScale.com




Understanding the skills

Away of thinking that
IS Intentional and reflective

1. Challenge all assumptions
SCIENCE -

BASED

strategies For Critical Thinking

2. Suspending judgment

3. Revising conclusions based
on new evidence

5. The neverending testing of ideas

6. The perspective that mistakes are data

7. The earnest consideration of possibilities
and ideas without (always) accepting them

a_st ructured process of
finding solutions to problems
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Missouri’'s success

CONSISTENT
SKILL
DEVELOPMENT

* MolLearning

« Missouri Way

* Leadership Academy
e White- and yellow-
belt trainings

* Performance
measures and
dashboards training

Frontline Team Members

CONSISTENT
PRACTICAL
APPLICATION

e Department

dashboards

* Program

performance
measures




Missouri's next steps

CONSISTENT
SKILL

DEV

OPMENT

Frontline Team Members

CONSISTENT
PRACTICAL
APPLICATION

* Department

dashboards

* Program

performance
measures

NEEDED:

Consistent practical
application at
frontline levels




The State of Missouri must make
problem-solving tools accessible to

frontline teams
by providing a common toolkit

and consistent pathways to

observe and use them in their day-to-
day jobs



Barriers at the frontline

Recent data suggest Awareness

that frontline team
members experience
four main barriers to
applying problem-
solving tools in their job

Ease of Use

Empowerment




Barriers at the frontline

o
90%

of interviewed frontline
team members were not
aware of common
problem-solving tools

Source: 2021 interviews (n = 31)




Barriers at the frontline

977

of interviewed frontline team members would
be more likely to use problem-solving tools if

they were short and simple

Success would be a big one. Simple is
really important. And how much gain
do | get for the effort.

Source: 2021 interviews (n = 31)




Barriers at the frontline

What would make you more inclined to use these
problem-solving tools?

Looking for things that seem
applicable to my work.

1 ..knowing how it can be best
applied, especially how to use
product X for my job. Looking

for tailored training.




Barriers at the frontline

What do you see as the biggest reason why we don’t use consistently
fact-based measures and targets to manage our teams?

Do not know HOW TO DEVELOP good
measures

Do not know HOW TO USE measures
and targets to manage

Concerned about measures and targets
could be used in a negative way

Do not know WHAT should be
measured

Do not understand WHY good
measures are important

Not encouraged by their leaders, nor
expected to use measures

Source: 2021 Performance Measures and Dashboard Training Survey




Barriers at the frontline
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Barriers at the frontline

Leaders in the organization (including my Managers actively solicit employee
supervisor) ask the opinions of others before involvement in setting the organization’s
making important decisions direction
100% These salary ranges make up 89%
of the QPS responses.

The $30,000 salary
range makes up 38%
of responses alone.

Empowerment $20,000 $320,000 $40,000 $50,000 $60,000 $70,000 $80,000 $90,000 %$100,000

Source: Quarterly Pulse Survey 8 (2021)




Overcoming frontline barriers
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Common toolkit

Available In
A common e g
set of tools

ce

o nderstaod:

appes agph™

L . l d
g o \ = W
o o n
o
] o o e o
o e P
i e AT P
- e
5 gyt ave 10 AR Giy, a
iy I 55 52";,,.“ ; m.kanﬂ‘ﬂ"‘( prt 208 2 S,
e i . o 3 .
o We "~ o atea™ pu jo who 88 e n\i“R s e
. "

Adaptable to
any team Easy to use

Ties in with existing and planned OpEx activities




What's In the toolkit

Proven tools, logical
organization

What's the problem?
« Five why's
 Fishbone diagram

Easy-to-use templates

Five Why

Five Why 1z a simple and effective prablem-solving tool that uses the knowledge and experience of frontline
‘team members to discover the oot cause of prablems impacting their work. Once the problem and its roat
«cause are understoad, a plan can be put in place that improves the work process so the same problem doss
not happen again.

How do I fix it?

Why did this
happen?

 Process mapping

happen?

Why did this

« 5-S waste reduction

- Why did this

How to Five Why In § easy steps: happen?
1

Assemble a team of peaple who are familiar with the peoblem and the process you're trying to
imprave. Include peaple wha do the wark and will have to live with the improvements you've made
Define the problem as simply 2 possible. Get agreement and buy-in from the team.

Ask the first “Why2" by asking the team why the problem defined in step two 1s cccurring. You may

set several answers. It s alright to go thraugh the five whys more than ance if there isn't agreement. Possible solutions “Comtine if nceded:

.
at this stage. & countermeasures:
sk “Why?" again and again to examine the answer to your previous “Why?” Keep going until you get ?
m the root cause.

Develop a corrective action that addresses your root cause and check to make sure your corrective o

‘action actually improves the process.
i
Use the form en the back of this tool to work through your problem, answers, and corrective action. fl xed?
L]

e Plan-do-check-act
« Tactical metrics




Using the toolkit at Missouri DNR
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Custom Rollout: Frontline Supervisor Focus

Why frontline supervisors?

Management e Familiar with tailored needs
of frontline teams
* Higher level of similarit
‘ . Thgeir comfort and !
[ ———— confidence is key to
frontline empowerment




Communities of Practice

COMMUNITY

Communities of practice Relationships
steward the knowledge assets bc‘l‘l';tcﬂ;';‘l’ggh
of organizations... They activi:‘ies .
operate as “social learning learning
systems” where practitioners
connect to solve problems, PRACTICE
share ideas, set standards, Body of

build tools, and develop knowledge,

. : : methods,
relationships with peers... 1, e

developed
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Proven concept in Missourl

Show Me Excellence
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WHO WE AR

Excellence

show Me

Continually im

proving processe

About the Show Me Excellence Community

Show Me Excellence is a subset of OpEx skills, capabilities, mindsets, and processes that deliver lean and continuous
improvement impacts at the department, team, and project levels. The activities associated with Show Me Excellence have
been going on in Missouri's state agencies for years, but these efforts were named at the first annual Continuous
Improvement Summit in October 2019. Show Me Excellence is all about providing the best tools, training, and insight available
to ensure teams succeed in their pursuit of operational excellence.



Intentionally Complementary

» Ongoing partnership with In the next 3-6 months, what activities by the
ShowMe Excellence OpEx community do you think will have the
greatest impact?

* Fills a known gap:
smaller problems and
processes

* Designed to integrate
with existing efforts and
networks

Ensuring a simple, proven
set of tools Is available and
easy to distribute and track

usage

{ ShowMe , ,
) Y

EX C E |_ |_ E N C E Source: 2021 ShowMe Excellence Taking Stock Survey




Next Steps

o Build skills and
ShowMe Excellence  Test and finalize Publish on ShowMe  Feature at ShowMe confidence through
takes ownership resource guide Excellence Website ~ Excellence Summit  communities of practice

OO

lterate and
improvel

Test and finalize |dentify Integrate with White Feature on Smarter
toolkit Mol earning and Yellow Belt Not Harder Series
paths Trainings




Here's how you can help

 Support OpEx leaders

:  Support communities of
Middle practice

ST « Champion a tool

 Share stories widely
 Foster a culture that
empowers frontline

decision-making

L eaders

Frontline Team Members
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