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Teaching Suggestions
As a class exercise, put together the “least likely to

succeed” problem solving team in terms of personal
dynamics. Use the information about the candidates in
Lesson 8 and the descriptions of unproductive team
behavior in the Teamwork in Action book to pick the
worst possible combinations.

Assign a written memo, as if to a department head,
describing how well their class team’s process did or
didn’t work. Remind them that they will need to be
diplomatic and professional if they have anything
negative to say. 

Ask learners to pretend the PST chose one of the less
satisfactory solutions offered by Sales, Central Services,
and Production; project what happened at CVG; and
then write about it.
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In Lesson 9 you select the problem solving team and decide how you think CVG
should solve the film storage problem.

To-Do List

User guide, page 76.

❑ Read the Problem Solving
book.

❑ Review the information you
have collected.

❑ Compare your notes with
your team members.

❑ Negotiate to determine whom
to choose for the team.

❑ Determine how your PST
would solve CVG’s film
storage problem.
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Remind the teams that time is money and that
business and managerial decisions resolving problems
must often be made quickly. Discuss the risks of
taking too long to act versus the risk of making a
costly mistake. How would they optimize speed and
minimize risk?

Problem Solving
User guide, page 76. There’s a book called Problem
Solving on the bookshelf in every office.

What are some advantages of working on a problem solving team with coworkers from different departments? 

The team can generate a better list of possible causes and options.
The team will work toward a solution that takes the whole organization’s needs into account.
The team members will be advocates for the solution in their departments, so it may be implemented more cooperatively.

What challenges do teams like this face? Forging consensus

What two key things should the team members focus on?

1. The problem their departments share
2. What’s best for the organization as a whole

Whose point of view should team members represent on a problem solving team? Explain. Team members represent their
department’s point of view on the team, but they seek the best solution for the entire organization.

Number the problem solving steps in order.

2 Examine causes

1 State the problem

4 Develop a list of standards

5 Evaluate options against standards 

3 Explore options

6 Select a course of action

What’s wrong with this problem statement? “Year-to-date sales are down because three top account managers quit when the
sales manager reorganized their territories. Upper level management is studying the history of the problem. The current account
managers are in limbo about their customers.” The speaker or writer has already decided what the problem is. The first
sentence is biased; it lays blame. 

What is the difference between a decision made by consensus and one made by a vote? To achieve consensus, the teammates
must work together to find a solution that everyone can agree on. When a team decides by vote, the minority does not
agree with all or part of the “winning” decision. Reaching consensus takes more time and thought, but the advantage is a
win-win solution instead of a situation in which some parties win and others lose.

FOR THE RECORD
User guide, page 77. Read the Problem Solving book and then answer these questions. 
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Review Your Notes
User guide, page 78. Before you go any further, you
need to review the criteria for solving the negative
storage problem and information from the resources
you have collected:

◆ Management criteria for solving the problem,
from CEO Gary Sharpley’s video and e-mail
(Lesson 2)

◆ The company history in the Orientation Manual
(Lesson 2)

◆ The department memos to Gary Sharpley 
(Lesson 7)

◆ The cost analysis of each solution (Lesson 7)

ACTIVITY 9.1 
User guide, page 78. Look back at your worksheets for the
resources listed above. Highlight your notes about any issues you
must consider in forming the problem solving team. If you’re not
sure about the advice in a particular resource, look at it online
again. List all the issues here. Answers will vary.

From Gary Sharpley’s memo: 

“…select the three or four best candidates for the PST. Your team
will have to decide how to deal with any dysfunctional PST
members.”

“Incidentally, any solution proposed should not exceed our
$20,000 budget.”

From the company history:

Teamwork appears to be a genuine part of CVG’s corporate
culture, not a buzzword management just talks about. From this
one can assume that Gary Sharpley will judge the PST
membership by how well the employees can work together, not
only by the solution they propose.

From the department memos:

Cesar comes across as a strong personality, and he appears to
have the most personal investment in his solution. The Production
Department’s representative on the PST may feel like he or she
has to persuade the team to recommend Cesar’s plan, or
otherwise be judged by Cesar as weak or disloyal.

From the cost analyses:

Bartley’s solution costs more than $36,000, which is $16,000
more than Gary Sharpley’s limit.

Compare Your “Votes” 
User guide, page 78. Look at your notes in Lesson 8
and discuss how each team member voted on the
employees. 

ACTIVITY 9.2
User guide, page 79. Go around the group and say how you rated
the CVG employee: Yes, No, or a strong (S) or weak (W) Maybe.
Mark each team member’s responses in the appropriate box. Then
go back and mark the first column for each employee. Answers
will vary.

ACTIVITY 9.3
User guide, page 80. SELECT THE FINALISTS. Activity 9.2 shows
how each member of your team rated the PST candidates. Look at
your individual notes in Lesson 8 again and discuss your opinions
about each candidate. To keep track of the information, highlight
each member’s ideas in a different color. Try to narrow the field to
six candidates. You do not need to select the final three or four
PST team members yet. Answers will vary.
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Choose Your PST
User guide, page 81. Step back from the project team and make your own judgments about the finalists for the
PST. Do Activity 9.4 by yourself.

ACTIVITY 9.4 
User guide, page 81. Ask yourself these questions about the team’s finalists for the PST. Answers will vary. 

Note that the first set of questions in this activity is about the finalists the class team selected. The second
set of questions is aimed at each learner, to be answered about his or her chosen PST.

Do you think each candidate can…
◆ Put departmental interest or self-interest aside for the greater good of CVG?

◆ Commit to the task at hand?

◆ Contribute solid skills that will help the team?

◆ Focus on solving the problem without getting sidetracked?

◆ Express views, even if they conflict with members’?

◆ Share power and attention?

◆ Do his or her fair share of the work?

◆ Be hard to deal with? 

Now ask yourself one more set of questions. If you answer “no” to any question, you may want to reconsider your PST.
Ask yourself…
◆ Does anyone emerge clearly as a leader?

◆ If there is more than one “leader” type, do you think they can get along?

◆ Does any member seem to be a good organizer?

◆ Is anyone a “devil’s advocate”?

◆ Is there diversity of opinion and experience?

◆ Will anyone act as a “peacemaker”?

ACTIVITY 9.5 
User guide, page 82. Label the chairs around the first conference table with the names of your PST. Ask your teammates whom they
selected and label the other chairs. Answers will vary.
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Need to Negotiate?
User guide, page 82. In Activity 9.4 you evaluated the
finalists for the PST and assembled your ideal problem
solving team. Your teammates evaluated the finalists
and selected their ideal teams. Chances are, the same
employees aren’t sitting around all four conference
tables!

Call attention to the instructions in the user
guide to “find a win-win solution that everyone feels
good about. You may have to trade one ‘win’ for
another to achieve this.” 

To help the class teams negotiate their PST, have each
member write down a list of his or her concerns, then
label each as “negotiable” or “non-negotiable.” This
consensus-reaching tool can be further refined if
necessary as negotiations continue.

Solve the Problem
User guide, page 84. The PST’s assignment is

to work out a solution to the negative storage
problem and justify that solution in a report and
presentation.

Instructors have a number of options for approaching
the film storage problem at CVG. If you wish, you
may restrict teams to choosing one of the solutions in
the program and staying under Gary Sharpley’s
$20,000 limit. Depending upon your course goals,
you could even incorporate more specific criteria for
the solution. On the other hand, you may want to
encourage initiative and creativity by downplaying the
solutions in the program. (This is the approach taken
in the user guide.) Generally speaking, the more
specific the guidelines, the less variety there will be
among the teams’ solutions. 

To make the teams’ assignment as much like a real
world experience as possible, remember that in the
real world the CEO’s word is the most important—
especially concerning money! You may wish to avoid
directly discussing the $20,000 limit, merely hinting at
it or, if teams ask, telling them that money is
important and they need to check the program again.
Making the experience as much like the real world as
possible demonstrates to the learners the importance
of their research, their work, and the quality of their
presentations.

Class teams at institutions involved in developing
Building a Problem Solving Team have proposed a
number of different solutions, such as purchasing
scanners to digitize all the film, or adding computer-
based training as well as an electronic filing system for
negative storage. The teams researched the cost of
hardware, software, training, and upgrading and
devised workable budgets, all of which were included
in their presentations. (Several teams have also
recommended firing certain employees.) 

Three organizations that will be helpful in the
research are the Flexographic Technical Assocation
(www.flexography.org), the Flexographic Pre-Press
Platemakers Association (www.fppa.net), and Flexonet
(The Flexographic Network, www.flexonet.co.uk).

If the teams become extremely competitive, consider
this a good motivator that keeps learners thoroughly
engaged. 


