Group Practical Problem Solving
– a technique
The more heterogenous the group, the better the process. i.e. not just doctors!  Invite the whole clinical PHCT and even the receptionists!  The idea is to get everyone’s perspective and hence formulate COMMON themes.  Formulating common themes enables one to focus on those and come up with pragmatic and focused suggestions to move forwards.
PHASE 1

· Split a large group into subgroups – each should have 4-6 members

· Pose a General Problem
eg “Our clinical team is not integrated” (Definition 1)
· Ask the group to draw out what they see as the problem.,..discuss with each other their diagram
· Then ask them to redefine the problem (be more specific) (Definition 2) and then map out those perceived causes
PHASE 2
· Ask them to look at the possible causes – draw a tree diagram

Make sure they only write on the bottom half of the flip chart, with the Problem centred in the middle (they may want to use the paper in landscape format)
i.e.









· Similarly, on the upper part of the flip chart, get them to do the same thing except this time looking at the “Effects of the Problem”
· Now ask them to redefine the problem again if they so wish in the light of any new findings (Definition 3)
PHASE 3

· Brainstorm Session 1

Ask them each to write on a piece of A4 what they would wish to see in their current work place (in light of the problem posed)

ie   “I wish………………………”
Then ask them to discuss this with each other 

· Brainstorm Session 2

“How can you make the problem worse?”

List all these in the subgroup on a flipchart

Don’t be shy of silly responses……in there may be a gem for a great idea!

· Now ask them to turn each negative into a constructive positive.  Be specific as possible.  Write each specific positive comment onto a separate post-it note.

PHASE 4
· Stick all the post-it notes on the table and

Put a tick against ideas that seem directly useful

Put a question mark against ideas that won’t do as they stand but may be relevant

Put a “W” on those ideas which are weird or could get you fired!

· Now amalgamate those post-it notes that are similar.

· Take each pile of amalgamated post-it notes and ask the group to come up with a heading which covers that one group.   Do the same for each pile of post it notes.   Each subgroup should come up with 4-5 headings – most of which will be similar headings.   Form 4-5 headings which cover the whole group.

PHASE 5

· Write each heading on a separate flip chart

1 flip chart for one heading

Pin them up

· Ask each of the subgroups to post their post it notes under the relevant heading

· Give six sticky dots to every participant.

· All participants to go around and read all post it notes.   Do not put on the sticky dots yet.

Once they have all read them, then ask them to put dots against the particular post it notes that they feel is of great importance.  They can put one dot against one post it note or all 6 if they feel that strongly about the subject matter.

PHASE 6

· Pick out the post it notes with >5 dots

· Put them in numerical order (of dot rating)

· Pick the top 5 and those are the best solutions to the originally posed problem!

PHASE 7

· Form a table….
IDEA
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The good solution
who is to do/champion it     when is it to be done by
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