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1. Share prereading to let people think about the problem and potential solutions in advance. This prereading should include, at a minimum, the problem, the current best thinking, the context, and some potential options. 

2. Start with the problem owner’s current best thinking. (You’ll need clarity around who is the problem owner and who is the decision maker.) 

3. Decide whether the group will discuss the problem. If yes: 

4. Answer questions for clarification (to help people understand context and current best thinking, not for them to comment on or improve the thinking—yet). 

5. Highlight the most positive aspects of the current best thinking contributing to making it work. 

6. Identify barriers keeping the current best thinking from working. (Get all the barriers on the table at the same time before working on any of them.) 

7. Decide on the most important barrier. 

8. Direct a brainstorm on the most important barrier with all participating, including the problem owner. Look for statements from the team members that might help remedy the barrier. Require statements to be in the What you do is . . . (WYDIS) format. 

9. The problem owner considers and pulls together a possible remedy to that barrier. Test it with the group. 

10. Choice: If the possible remedy is not strong enough, continue to work on this barrier. If the remedy works, determine whether that is enough to solve the overall problem. If yes, move on to action steps. If not, work on the next most important barrier. 

11. Action steps: Agree who gets what done, by when, now that this problem is solved. 
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