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As a leader, a big part of your job is to solve problems. If you think about it, that’s what you do 
with most of your time. And that is why it is so important to get REALLY good at doing IDS.  
Getting good takes time and practice.  So here are some of my best techniques to move the ball 
down the field. Don’t forget, the IDS tool in your LTM, Toolbox Tab, pg. 13. 
 

THE LIST - problems, opportunities, obstacles or ideas 

• In a L10, when you come to Issues (IDS) ask “Does anyone have any issues not on the 
list?”  

• Three kinds of Issues: 
1. I have information I need to share (maybe you researched info needed to IDS.) 
2. I need information. 
3. We have a decision to make. 

• Pick the top 3 most important. Prioritize in real time. Early bird gets the worm. If it's 
important to you, call it out. Don't waste time arguing over the priorities.  
 

IDENTIFY – THIS IS THE MOST IMPORTANT STEP!  (Typically spend about 80% of your time 

here.) 

• START WITH “Who, Who, What”: 
1. WHO – “Who is going to tee it up?  The person who put the issue on the list. 

WHO – you are talking to – who will own it (e.g., sales issue would be directed 
to the person in the sales seat) 

2. WHAT – the Issue is (in one sentence) – go for what you think is the root issue. 

• Get to the issue behind the issue (root).  Ask the question, “Why” five times until 
everyone agrees that that is the issue.  (SEE BELOW) 

• Often times, you may identify other issues in this process – put them on the Issues list. 
Solving multiple issues at one time will drive you crazy and waste time. 

• When you get the Issue clear – often, there is little need for discussion because the 
solution(s) are obvious. 

• Questions to ask/steps to take in Identify Step. 
o Echo back, ”I think what you said is…did I get that right?”  “What do you need 

from the team today?” 
o Are we looking at the real Issue or at a symptom of the Issue? 
o Do we know the root cause of the Issue? 
o Can we view the Issue through the lens of the Six Key Components?  For 

example, is this a People Issue or a Process Issue?  Be careful to make sure in 
deciding on one of the Six Key Components that the one you choose is the root 
cause component vs. addressing just a symptom. Consider using the Five Whys 
to identify the real Issue. Don’t move to the Discuss step without agreement on 
the Issue under discussion. 

• Do not move to Discussion until you ask and all agree:  “Are we satisfied we have 
identified the Issue and we are ready to move into the Discuss step?” 

 
 
 



DISCUSSION – now it is time to discuss all the options. 

• Basic rules: 
o “We want everyone’s opinion, but only once – more than that and you are 

politicking for your solution. 
o Issue Drift – if anyone drifts into another issue ANYONE should feel safe to call 

out “Tangent Alert.”  Often the Tangent is another issue – put it on the list. 

• Clarifying Questions to ask/steps to take in Discuss Step. 
o Have we all the information necessary to make a decision? 
o If not, what additional information do we need? 
o Are there several possible solutions?  Generate solution options.   
o List/discuss the solution options. 
o Explore them systematically. 
o Look at EOS Tools that might be required to help resolve the Issue. People 

Analyzer, GWC, Three Step Process Documenter, etc. 
o Decide on recommended solution to bring to Solve step. 

 

SOLVE 
• Decide on the solution, assuming you have all the necessary information available to 

make a good decision – if not, assign a “To-Do” for someone to research and report to 
the team. 

• Clearly articulate the solution. 

• Decide on an Action Plan with clearly defined Actions & action Owners, if an action plan 
is necessary. 

• Place the Actions (To Dos) on the L-10  

• Look at Cascading messages & actions – assuming there needs to be communication 
beyond the leadership or functional team that is IDS’ing the Issues.  

• Test for agreement & ensure agreement before moving to the next Issue. 
 

THE FIVE WHY’S – interactive question-asking technique 
EXAMPLE: Situation/Problem - The vehicle will not start.  

1. Why? - The battery is dead. (first why) 

2. Why? - The alternator is not functioning. (second why) 

3. Why? - The alternator belt has broken. (third why) 

4. Why? - The alternator belt was well beyond its useful service life and not replaced. 

(fourth why) 

5. Why? - The vehicle was not maintained according to the recommended service 

schedule. (fifth why, a root cause) 

6. Why? - Replacement parts are not available because of the extreme age of the vehicle. 
(sixth why, optional footnote) 

 
Start maintaining the vehicle according to the recommended service schedule. (possible 5th 
Why solution) 
Adapt a similar car part to the car. (possible 6th Why solution) 



 


