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Thanks  to CALHR and CA State Govt for the opportunity to present at this quite impressive conference.

Let’s dive right in…

But…. Is making a good decision really that hard?

Let’s see… For some people it seems to be.





Some humor about decision 
making 

Presenter
Presentation Notes
It seems to be for Larry….

Read the cartoon.

“You take all the time you need, Larry – this certainly is a big decision.”



• What are the big dilemmas in decision 
making? BUT more importantly… 

 

HOW TO OVERCOME THEM 
or 

How you can ensure that good 
decision making happens at YOUR 

organization! 

Next 50 minutes 

Presenter
Presentation Notes
Let me tell you what we’ll be up to in the next 50 minutes

Do I need to convince you that PS and DM are incredibly important to contemporary organizations?

If so, let me give you a few examples.
McKinsey report from a few months ago… Decoding Leadership…. 
In a powerful article on leadership they identified four leadership skills that McKinsey has found to account for 89% of leadership effectiveness. One of these four “superpowers” is building and supporting a problem solving culture!

I could give you more examples, but maybe the best person to judge the importance is YOU!









• What would BEING a better problem 
solver and decision maker do for me as 
an analyst, specialist, admin, or OT…? 
 

• What would HAVING superior problem 
solvers and decision makers do for me 
as a supervisor or manager ? 

Will you “Hold a Question”? 

Presenter
Presentation Notes
Can everyone stand for me…
Come on, you will be sitting all day.

Stand and hold your hands like this….

This is a legitimate technique that I’m happy to discuss after the presentation….

Who in the audience is an analyst, specialist, admin, OT …i.e. not a supervisor or a manager…. 
Read the Q

Then the same for supervisors and manager
We will revisit this later…



System 1 – Fast, intuitive, from the “gut” 
 

System 2 – Slower, more deliberative, reasoned 
 

And BOTH are prone to error! 

Two Kinds of Problem Solving 

Presenter
Presentation Notes

You know experts say there are two kinds of decision making….
System 1 and 2 – read slide
But BOTH are prone to error…
But  we will be discussing system 2 today. 

This is science, mention Kahnamen’s book, thinking fast and slow – see it on back of your handout.

Nexus of cognitive psychology, social science, and behavioral economics.


But first… what is dilemma # 1




Most people in the workplace 
don’t have a consistent method 

for solving problems.  

Dilemma # 1 
No Consistent Method 

Presenter
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You may be tempted to say, “So what ?”
A question for you: What is happening in your workplace because employees don’t employ a standard problem solving method? 
Problems are ignored
Solved slowly or ineffectively.  
Employees procrastinate, worry needlessly, and expend energy on the wrong thing. 

Does this need to be the case?  The short answer is ”Of course not!” 






Find, learn, and then use a 
consistent problem solving method. 

Could it be that easy? 

 SOLUTION to Dilemma # 1 
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Well yes it is
Problem Solving Methods
Problem solving is not new and it is not rocket science. Simple to complex trial and error and asking an expert, to the less-than-dependable flip of a coin. 
More reliable processes are logical, multi-step Dozens
A Simple Problem Solving Method
Dan Roam in his best-selling book of 2008, “Back of the Napkin”. The method is short, memorable, and it reflects the essence of the more complex methods you will see, 
if everyone in your workplace learned and used this one simple method, you would see dramatic improvements, including less time wasted, better decisions, and generally more satisfied employees.  What is this mind blowing, organization altering model of problem solving?




Four visuals 
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Presentation Notes

Simple 
Maybe a bit simplistic BUT…

I’m going to use it because it illustrates that PS is easy, but it is POWERFUL

It is also a bit more visually interesting than going through the 7 steps of the Completed Staff Work Process… but I’ll come back to CSW later!



Look, See, Imagine, Show 

Presenter
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Summary – Stop, “look”, collect information, and consider the problem before taking another step.  
 
Roam says we should stop and take the time to really “look” at a problem.  He advocates that we shouldn’t start with looking for alternative solutions, or how much a solution will cost, or even how long it will take to institute the solution.  Instead he says our first action should be to simply stop, take a breath, and look at what this problem is all about.  Roam says to ask yourself, Have I looked at something like this before? Is the situation novel? What surrounds this problem? 
 
Now let’s look at a real situation.  Imagine that your boss shows up one morning and has a problem for you.  If your boss says, “We have a morale problem. Get somebody in to boost this team’s morale!”, should you view your problem as getting someone to build morale (immediate solution) , or should you instead say, “OK, I’m happy to do that, but can you tell me a little more?  Can you give me a some background…
 
What you are saying to your boss, by asking these probing or “looking” questions, is that you want to help her, but first you need to take a good, long “look” at this situation.  You are making it clear that you need to examine the background, the foreground, and the details.  You are making a statement.  The statement is, “I need more information to do a thorough job of problem solving.” 



Look, See, Imagine, Show (1) 
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Summary – Take time to “see” what is behind a problem.  Probe for more information, patterns, assumptions, and root cause(s) of the issue.
Looking, though essential, is not the end of the problem solving model.  In order to understand a problem, you will need to “see” well beyond the surface.  You will need to probe for significant details.
 
You need to ask questions to uncover the root cause or causes of the problem.  You need to dig deep, using all the problem solving tools at your disposal.  
Let’s continue to examine the boss looking to improve team morale.  You could say, “OK, Boss.  I’m happy to tackle the “morale” issue, but what is it about the team’s behavior that convinces you we have a morale problem?  What have you seen?  What have you heard?  What proof do you have that the problems you have identified are caused by low morale? Boss, tell me more.”
 
In order to really “see” a problem, you need to probe for the root cause.  In this case, after probing, you discovered there was no morale problem.  You discovered there were two relatively new team members who were never given a proper orientation to the team, never heard about the team goals, and were unaware of the deadlines they were expected to meet.  Because of the behavior of two team members, the rest of the team was frustrated, confused, and angry.




Look, See, Imagine, Show (2) 

Presenter
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Summary – After discovering the cause of a problem, it is time to “imagine” alternative solutions, and eventually choose the best alternative.  
 
After gathering the information needed to “see” what is behind a problem or the root cause(s), it is time to “imagine” what some of the alternative solutions to the problem might be.  Using many tools and methods, the goal is to generate multiple and viable alternative solutions.  In fact, by the end of this step, the goal is to be able to choose the best solution from the larger group of alternative solutions.  If you looked, saw, and imagined well, you will have made a good decision.
 
As the example of the boss and the morale problem progresses, the following occurs.  After hearing all the facts and generating a number of options, you decided that the best way to solve the ‘morale’ problem was to arrange an orientation session for the two new team members, let the rest of the team know this orientation took place, and then reassemble the team to reset goals and objectives with all team members.  At this point, everyone should be back on board again and the morale problem quickly disappears.  
 



Look, See, Imagine, Show (3) 
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Summary – Now it is time to use the information uncovered to “show” the solution, the process, and why this solution will result in a positive outcome for the boss, the team, or the firm.
 
Finally, as in any workplace situation, you have to “show” someone the solution.  This “showing” might take the form of a PowerPoint presentation, a written solution to management, or simply a conversation with a supervisor or a colleague.  This final step, whether presentation or conversation, should include elements from the problem solving process and focus on the needs of the person to whom the presentation is being made.    
 
In the ongoing morale situation, now is the time you return to your boss to explain what you’ve found.  You explain the situation, a few of the alternative solutions you examined, and finally the solution you chose and why you chose it.  This is a good time to provide the proof for the solution you have chosen.  It would be appropriate to talk about the group dynamics and why morale seemed to be so low.  You should give enough information to make a strong case for the solution you chose. This is the time to describe the results expected, or how group morale will improve once the solution has been instituted.  This is when you describe what the group will be doing better in the future, and the impact this will have on the future performance of the department or division. 






Four visuals – a review 
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Remember Dilemma # 1: No Consistent Method.
Most workers don’t have a consistent method for problem solving.  But, when employees do have a model, it ensures thoroughness and a logical way to approach a problem.  When a model is used, employees make fewer mistakes, waste less time, and avoid frustration or even failure.


Good news for CA State Govt!  
YOU HAVE a POWERFUL PS Methodology  
the SEVEN STEP Completed Staff Work process!!! 
Intel 7 step
Scores of the fortune 1000 use a similar method
�



Many employees lack a set of 
tools to use as they go through 

the steps of problem solving 
and decision making. 

Dilemma # 2 
Lack of Tools 

Presenter
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So what?  Or do you even believe this?

Where are the Tools?
Do your employees have the tools needed to:
1) Look at a problem from a fresh perspective?
2) Examine a problem in detail and probe for the root causes?
3) Generate original and viable alternatives?
4) Make a convincing case as they show or try to "sell" the solution?
 
This is a dilemma, because many employees have few, if any problem solving tools at their disposal.  
 
But do these tools exist?  Yes they do, and therein lies the solution to Dilemma #2.
 




Find some effective tools, 
learn how to use them,  

and go to work. 

 SOLUTION to Dilemma # 2 

Presenter
Presentation Notes



So I guess we have to ask ourselves  what are some of these tools

Fortunately as part of the new Civil Service Improvement Workgroups in Govt there is a secret research division of engineers working on this issue…. And they have devised… 



The Problem Solver-ometer 

Presenter
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The problem solver-ometer

When one is available for every state employee, our problems will be over! Or rather SOLVED…

But sadly, no, there is no problem solver-ometer… this is still an unrealized dream

So what is the alternative(s)



Really?  
 

Questions are a tool? 

Tool #1 – Learn how to ask 
powerful questions 

Presenter
Presentation Notes
Tool # 1 – Learn how to ask powerful questions. Questions can not only be used in a wide variety of situations, they can offer some of the highest returns for the lowest expenditure of effort.  

What are some of these powerful questions and when should they be used?
 
When trying to define a problem:
·Have I ever seen a problem like this before? 
·What is the real issue here?
·So what? (What is going to result from this? Why should we worry about this?) 
 When looking for root causes of a problem:
·When did this trouble start?
·Who was involved?
·What else do we know?
 When seeking to generate alternative solutions:
·If this issue was resolved, what would that resolution look like?  
What would be happening that is not happening now?
THEN – we can focus on OUTCCOMES – the KEY to solutions. 
DISCUSS the field of Coaching 




• Why?  - See the May 2015 Harvard Business 
Review (Issue devoted to Decision Making) 
Featured Quote… 

“There are two main causes of poor 
decision making: insufficient 

motivation and cognitive bias.” 
–  Motivation - Comes with learning a model    

and tools 
–  Bias - must be recognized to be overcome 

Tool #2 – Understand Bias 

Presenter
Presentation Notes
Read and expound upon the slide



 
• Narrow Framing 

 
• Confirmation Bias 

 
 

Two “Cognitive Biases” 



Are there many other 
cognitive biases? 

Daniel Kahneman, “Thinking Fast and 
Slow”, documents over 40! 
• Priming /Anchoring 
• Halo Effect 
• Overconfidence Bias 
• Loss Aversion 



1. Brainstorming 

2. Fishbone Diagrams 

3. The 5 Whys  

4. Force Field Analysis 

5. SWOT Analysis 

 

6. Minds Maps 

7. Lateral Thinking 

8. Checklists 

9. Organization 

10.The Thinking Map  

And of course there are  
MANY other Tools? 

Presenter
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Are there other tools?  Yes!  

No time, but you can google any of these or take a CALHR class.

Many of these tools are taught in various CALHR PS and DM courses and perhaps at your individual agencies.



• System 1 or 2? (Trust your gut or 
slow and deliberate?)   
– Is one more important than other? 
– Is there a place for both? 
– How does someone develop good 

system #1 “instincts”? 

Question? 

Presenter
Presentation Notes
Lets pause for a moment to reflect, before we go on to Dilemmas # 3 and # 4 
Yes, there is a place for both… But HOW does someone develop a good “gut” instinct? 
Answer – with model and tool EXPERIENCE!
Any musicians in the audience… anyone who is advanced enough to improvise?
Like the musician who wants to improvise….  What comes first?
Learn how to play?
Practice
THEN IMPROVISE!!!!
		Same with PS and DM.



Some humor - California problems 



Having access to more 
information doesn’t 

necessarily lead to better 
decisions; in fact it often 

results in worse decisions. 

Dilemma # 3 
Too Much Information! 

Presenter
Presentation Notes
Summarize this!!!

No, this can’t be true. Now that my employees have the internet, Google, social networking, and crowd-sourcing, don't they have all the information they need to make fast and dependable decisions all the time?  
 Twitterization of Culture - good evidence from recent research, in the social and psychological sciences, that more information leads to poorer decision making. Example: A Columbia University study of a few years ago, found that as people received more and more information about 401K plan options, participation in any plan fell. Participation went from 75% of the workforce opting into a plan when they were given information about two alternate plans, to only 61% opting in when there were 7 plan options presented.  In addition, those who did choose a plan (when more options were offered) made poorer choices; they made worse decisions.
 Chocolate Cake study?  
Study after study shows that when our working memory is overloaded, we make poorer decisions.  The brain can hold roughly seven items in working memory (this is why seven digit phone numbers have survived).  
 




Use critical thinking skills to 
minimize the information you wish 
to analyze then critically evaluate 

what you have. 

 SOLUTION to Dilemma # 3 

Presenter
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NOT so what?
Let me try to convince you….
But if an employee can gather loads of information about a topic, shouldn't all that information be analyzed?  The answer is not necessarily.  A much sounder approach involves organizing and reducing the information before analysis.  How can this organization and reduction be accomplished?  
 
The answer lies in critical thinking.  What is critical thinking?  Critical thinking is disciplined, rational and stepwise analysis.  In this paper, critical thinking will refer to a few reliable methods to reduce the amount of information to be analyzed.  Critical thinking will be the means to sort quality information from suspect or less valuable information.  But how is this done?




• Discard information from 
unreliable sources 

• Combine similar information  

Two Easy Ways 

Presenter
Presentation Notes
Discard information from unreliable sources.  It sounds simple, but people often fail to consider the source of the information they gather 
How can we judge the reliability of information?  Start by examining the source of the information.  Is it from a source with a perceived ‘agenda’ or bias? Is the source from an academic source (presumably without an agenda) or from a vendor with an intent to sell you something? Google Scholar or buzzfeed? NYT or the Huffinton post?

Combine similar information  Reduce the amount of information by combining distinct items into similar groups of information.  This simple technique will result in a more manageable, understandable, and more easily analyzed set of information.
 




The Thinking MAP 

Bit more difficult,  
but VERY effective 

Presenter
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Use “The Thinking Map”  
A more in depth critical thinking tool is promoted by Alec Fisher, author of Critical Thinking: An Introduction.  Fisher proposes a method called the Thinking Map.  It consists of a list of seven key questions one should ask in the process of weighing a written or oral argument. 
 
The first set of questions in the process is designed to gain understanding of the argument. (The Analysis or Understanding Phase) See the four questions below.
 



Analysis (Understanding) 
1. What are the main positions, recommendations, or 
conclusions (may be stated or unstated)? 
2. What are the reasons (data, evidence)?   
PLUS more steps… 
 

Evaluation (Deciding) 
5. Are the reasons acceptable? 
6. Does the reasoning support the conclusions?  

The Thinking Map (in brief) 

Presenter
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READINGS / WRITING…..  (double duty!!!)
Analysis (Understanding)
1. What are the main positions, recommendations, or conclusions (may be
stated or unstated)? / 2. What are the reasons (data, evidence)?
3. What is assumed? / 4. What needs to be clarified (terms, claims or arguments)?
 Now, Fischer advocates turning one’s efforts toward evaluating the argument, in order to decide whether you should be persuaded by them. (The Evaluation or Deciding Phase) See the three questions below.
 Evaluation (Deciding)
5. Are the reasons acceptable? / 6. Does the reasoning support the conclusions?
7. What is your overall evaluation (in the light of steps 1 through 6)?
 If you process your information source(s) through this disciplined method or map, you will have a piece of information that you not only understand, but that can be used as a source from which to make a reliable and sound decision.
 
 





Multitasking may save time, but 
it lowers the quality of our 

decision making. 

Dilemma #4 
The Myth of Multitasking 

Presenter
Presentation Notes
Research from the world of cognitive neuroscience provides absolute evidence that we are incapable of simultaneously conducting two mental activities at once, without sacrificing the quality of the resulting decision(s).  
Consider the evidence on multitasking - What most consider multitasking is not multitasking, but instead rapidly switching from one task to another. When we switch from one task to another, no matter how rapidly, the flow of our problem solving is interrupted and we lose information, recollection, and focus. 
Cell phone and texting…

In Winifred Gallagher’s fascinating book, “RAPT: Attention and the Focused Life”, the limitations of multitasking are made abundantly clear.  She concludes that multitasking at work results in inefficiency, time wasted, and poorer results.  This is no surprise, given what goes on in the brain during multitasking.  Gallagher says, “Using fMRI (functional Magnetic Resonance Imaging), UCLA psychologists found that when you focus on a demanding task, your brain’s hippocampus, which is important to memory, is in charge.  However, if you try to work while distracted by instant messaging or the like, the striatum, which is involved in rote activity takes over.  As a result, even if you get the job done, your recollection of it will be more fragmented, less adaptable, and harder to retrieve than it would be if you had given it your undivided attention.”
 
 




When engaged with problem solving or 
decision making, focus on a single task.  

 

SOLUTION to Dilemma #4 

Presenter
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Don’t fall victim to cognitive overload!
Be attentive in short spans of time / summarize
Why is it important?
It is understood that people are unable to be fully attentive all the time.  Humans are simply not wired this way. Jonathan Schooler, a psychologist at the University of British Columbia, has studied reading and attention.  He has discovered that even we think we are paying attention, we are daydreaming approximately 15-20% of the time.  



• Batch your email / turn off the 
sound 

• Be attentive in short spans of time 
• Take a break – take many short 

breaks!  

Two Easy Ways (1) 

Presenter
Presentation Notes

Be attentive in short spans of time
HOW - muscle that can be exercised.  
Short breaks
Breath, stand up, take breaks
Standup desk
 And, there is an added bonus to boosting attentiveness. Being fully engaged in a task at work makes us happy. Really! 
In “Flow: The Psychology of Optimal Experience”, Mihaly Csikszentmihalyi reports that people experience many of their most optimal experiences, feelings of accomplishment or ‘flow”, while working.  He finds that people need to be working on something somewhat challenging, be in a situation where one can succeed, and perhaps most importantly be able to concentrate on the task at hand.  Though many people say they would like to spend less time working and more time on leisure activities, Csikszentmihalyi finds that when these basic criteria are met, people report feelings of flow or exhilaration at work much more often than they do during their leisure time.  

Batch your emails 
How / Why




Explore mindfulness for the 
workplace… 
 
It seems to be working for Google, The 
US Army, and even CALPERS has piloted 
a program of effecting personal change, 
which uses mindfulness as a tool… 

Trust me on this one.   
It’s not as far out as it 

sounds. 

Presenter
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Summarize

Google – Search inside Yourself, mindfulness and EI


US Army – Resilience program, mindfulness, EI and positive psychology


CALPERS  - The CORE Journey, by local author and training Dianna Wright… about effective personal change using multiple techniques including being more mindful
 




  

. 
 

 
1. No Consistent Method 

Many people in the workplace don’t have a consistent method for 
solving problems.  

Solution - Find, learn, and then use a consistent  
  problem solving method. 
    Hint: Look, See, Imagine, and Show 
 
 
2. Lack of Tools 

Many employees lack a set of tools to use as they go through 
the steps of problem solving and decision making

Solution - Find some effective tools, learn how to use  
 them, and go to work.  
  

    Hint: Learn how to ask powerful  
    questions or google more tools 

Dilemmas & How to Overcome 



 

. 
 
 m

3. Too Much Information 
Having access to more information doesn’t necessarily lead to better 
decisions; in fact it often results in worse decisions. 

 i
Solution - Use critical thinking skills to minimize the   
nformation you wish to analyze, then critically evaluate it. 

   Hint: Discard information from unreliable  
   sources and combine similar information. 
 

4. The Myth of Multitasking! 
Multitasking may save time, but it lowers the quality of decision making

Solution - When engaged with problem solving or decision 
aking, focus on a single task.  

  
    Hint: Be attentive in short spans of  
    time, batch your emails, and develop a 
    practice of mindfulness. 

Dilemmas & How to Overcome (1) 



1. We all conduct staff meetings. Use them 
to promote PS and DM ideas, models, 
information. 

2. Use your best problem solvers as 
models and mentors. 

3. Use your training department. 
4. Use your own CALHR (they have 

many, many PS and DM courses) 

More ways to improve  
Problem Solving and  

Decision Making in your organization 

Presenter
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Go through 1-4

Yes, for better or worse, we have staff meetings. 
2) Use your best problems solvers
Use your best problem solvers to teach others in staff meetings, in team projects or in on-the-job training.  Consider learning about or incorporating SOJT (Structured On the Job Training) in your workplace, if you don’t already. 
3) Use your training department

4) Use a trusted training firm or CALHR!
They have many many 




• What would BEING a better problem solver and 
decision maker do for me as an analyst, specialist, 
admin, or OT…? 
 

• What would HAVING superior problem solvers and 
decision makers do for me as a supervisor or 
manager? 

 
  Please turn to a person next to  
  you and answer the question with 
  one response… 

Remenber our Held Question? 
 
 

Presenter
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Priming Technique

Is everyone comfortable?

Sorry, time to stand up….

Go through the hold a thought exercise




Good luck on your path to creating 
(or being) better problem solvers 

and superior decision makers! 
 

Want more?  Go to 
Get Results From Training website to download free 

14 page white paper on the subject. 
 

Bruce Winner 
Los Rios CCD 

winnerb@losrios.edu 
GetResultsFromTraining.com/GTA 

 

The End 

Presenter
Presentation Notes


Thanks for the opportunity to share with you….

I encourage you to think back to the Q in your hands… what would having good problem solvers and decision makers do for me… (anyone want to share, while we wait for a Q or 2)

Any Questions?

http://www.getresultsfromtraining.com/
mailto:winnerb@losrios.edu
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