
CMQ220 Root C ause Analysis 
Les,""n:1 Prob l ~ rn Definitio n, Part 1 RESOU R(ES I PRI NT I HELP 

Lesson Inlroduction 

I ha ve a supplier that rnoght be 
underperforming, and I'm not SlXe !hey c a n 
identify !he problem. 

Tha t is cotrvnOn. OUr suppliers are importan t 
to !he defense tnlSSIOO, and !he job a t OCMA 
is to e va luate !her wOf\( . You wil become a 
be tter specialist 'f you have some fa rnilia rity 
with how 10 define a problem. 

Before we dig any deeper, though, it is very 
imporla nt that we re-cogroze a few of !he 
cha llenges that come w,th traditiona l problem 
solving. 

Te ll me iI little more about your supplie r. 



 
 

 

   
  

  

 

  

Long Description 

The mentor and the DCMA specialist continue their conversation. The DMCA specialist looks concerned, 
and he states, "I have a supplier that might be underperforming, and I'm not sure they can identify the 
problem." The mentor replies, "That is common. Our suppliers are important to the defense mission, 
and the job at DCMA is to evaluate their work. You will become a better specialist if you have some 
familiarity with how to define a problem. Before we dig any deeper, though, it is very important that we 
recognize a few of the challenges that come with traditional problem solving. Tell me a little more about 
your supplier." 



CMQ220 Root Cau se Analysis 
Lesson:1 Prob l ~m Definitio n, Part 1 RHOUR(f1 I PRIN T I HELP 

Lesson Obj ectives 

T~rmin<ol Leal'fWl9 ObJectrve • Give n a roo t cause analySIS 

sce na rio describong an even t- ba s ed problem, deline the 

problem. 


Lesson :1 is diVIded into two pa rt s. Part one has fau­
objectives. Upon completion, you should be a ble to: 

• 	 Identify the challenges of traditional problem solving. 

• 	 Identify the activities involved in problem solving. 

• 	 Iden tify the CO!M\Ol"l pi tfa lls eocOUf1tered cI\.IrY1.g problem 

solvng. 


• 	 Identify the skils and a ttitudes o f a successful problem 

solver. 


Fnt, you willeam abou t the chalenge s to traditional problem 

solvng. 




CMQ220 Rool Cause Analysis 
Le ~""n 1 > O b jM1lv" I RESOU R(ES I PRI NT I HElP 

Problem Solving Challenges Inlroduction 

The Acme Company IS a supplier of shock·mitigatng 
sea ts for the U.S . Navy. These seats a re mounted 
t o the decks of naval vesse ls a nd a re fixed by metal 
d a mps. 

The seats are specIfied a s remova ble in the 
contract. Tke DCMA Quality Assura nce Specia~st 

(QAS) at Acme Company is .eeing an unusuaMy high 
number of Product Quality Defic",ncy Reports 
( PQDRs ) citing tile clamp that holds the seat to the 
deck as fra9~e. 

OCMA has bilen tasked to look a t Acme Company 
and de termine If there are any challenges to their 
method o f traditIOnal problem solving . 



 
 

    
 

  

Long Description 

An exploded assembly diagram of a chair is displayed. The chair is mounted atop a pedestal which is 
affixed to the floor by a single metal clamp. 



CMQ220 Root Cause Analysis 
Le ~""n 1 > O b jM1lv" I RESOU R(ES I PRI NT I HElP 

Problem SoIvlno Steps 

SUpplIers typlCatv try to solve the;,- problems in two 
steps: 

1. Coket data. 

1. Defne the problem. 



 
 

  
 

  

Long Description 

The same chair from the previous screen is zoomed in. A magnifying glass is focused on the metal clamp 
that connects the chair to the floor. 



CMQ220 Root C ause Analysis 

Lesson:1 :> O b jealv" I 

Data CGllectlon 

The pu'pOse o f colecbrlg data during traditional 
problem s olvng IS to answer these questions : 

• What7 

• Who? 

• Where? 

• When? 

• I-Iow much ? 

• How manv ? 

Thi<; spreadsheet is typical of the type of data 
colec ted bV a supplier ... search o f a solution to a 
",-m. 

Ock here to a" e5S a PDF of thjs spreadsheet. 

RHOUR(f1 I PRI NT I HElP 
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Long Description 

An Acme company spreadsheet is displayed that presents columns and rows of statistical information. 
The spreadsheet is entitled "Clamp Production by Employee". The purpose of the spreadsheet is to 
illustrate January production counts, by week, for the manufacture of chair clamps. The counts are listed 
for four employees named John, Mary, Theo, and Tom. Data is provided for each employee that depicts 
how many clamps each employee made each week. 



• • • 

CMQ220 Root Cause Analysis 

l ..,-.",n:1" Objedive 1 

CiI~ Study Knowledge Review 

Use the graphic to answer as many of these 

questions as you c an t o yOU"self: What? Who? 

Where? When? How much? How many? 


Enter the questions you were abk! to ans we r ;" the 
box b<!low and se~c t Chec k Answer to receive 
feedback . 

Check Answer 

RESO UR (ES I PR INT I HHP 

ACME Company 
ctamp Production by Employee 
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Long Description 

An Acme company spreadsheet is displayed that presents columns and rows of statistical information. 
The spreadsheet is entitled "Clamp Production by Employee". The purpose of the spreadsheet is to 
illustrate January production counts, by week, for the manufacture of chair clamps. The counts are listed 
for four employees named John, Mary, Theo, and Tom. Data is provided for each employee that depicts 
how many clamps each employee made each week. 



CMQ220 Root Cause Analysis 
Lesson:1 :> Objealv" I 

Data Challenges 

When a supphr's problem is quaHy workma nship, It 
is common for them to colec t datil a nd quicldy look 
for 5okJtions. 

The spreadsheet ma y lead a supplier t o quic ldy ttw>k 
tha t they ha d a ba d week. 

Note how employee production of d a mps dropped in 
the week of 20 to 24 January a nd quicldy re covered 
the fo llow ing week. 

Does the da t a c olec t ed fo.- this problem te i the 
whole s tory? 

Tha t question can only be a nswe re d after a l o f the 
datil has been colec ted . 

RHOUR(f1 I PRI NT I HElP 

• 
ACME Company 


Clamp Product ion by Em ployee 
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Long Description 

An Acme company spreadsheet is displayed that presents columns and rows of statistical information. 
The spreadsheet is entitled "Clamp Production by Employee". The purpose of the spreadsheet is to 
illustrate January production counts, by week, for the manufacture of chair clamps. The counts are listed 
for four employees named John, Mary, Theo, and Tom. Data is provided for each employee that depicts 
how many clamps each employee made each week. 



CMQ220 Root Cause Analysis 
Lesson:1 :> Ob jealv" I RHOUR(f1 I PRI NT I HElP 

Data Challe nges. Coni. 

One o f the chalenges 10 lTaditional problem sotvng 

is insufficienl data colection. In the;,- haste, 

suppliers moghl be QUICk 10 cile a qua Hy problem on 

the moSI oblllOUS cause, when other da la provides 

informa tion thai moghl e!<plain il. 


Not .. how the loss of production for the week of 20 

- 2 ~ January can be e xplained by looking at more 

data. In this case, the calendar ma y explain the 

drop in production, The supp~er closed its s~ due 

to a sroow s torm , 




  
 

 

  

Long Description 

A calendar is displayed with a magnifying glass emphasizing the days January 21, 22, and 23, which are 
marked as "SNOWED IN" in big bold letters. 



CMQ220 Root C ause Analysis 

Le sson:1 :> Objealv" I RHOUR(f1 I PRI NT I HElP 

Data Challenges. Coni. 

Other data chalenges t o problem s<>lWlg ilre: 

• SUppliers coieCled incomplete da til . 

• SUppliers colecled misleilding dilt il . 

• Suppliers coAected no dat a . 



 
 

  
 

 

  

Long Description 

A squiggly arrow labeled "INCOMPLETE DATA" points to the right, beneath which is a circle with a 
question mark in the middle labeled "MISSING DATA", beneath which is a squiggly arrow pointing to the 
left labeled "MISLEADING DATA". 



CMQ220 Root Cause Analysis 
Le sson:1 :> Objealv" I RHOUR(f1 I PRINT I HElP 

Cultu ral Challenges 

Other culn.ral chalenges 10 problem solWlg are: 

• SUppliers have no problem solWlg stra tegy. 

• SUppliers fa~ to regard the piU als of problem solvng. 

• Suppliers do not possess the skill and attitudes to successfully solve their problems. 



 
 

 
 

 

  

Long Description 

A man, who is a supplier from Acme Company, sits looking down with his hands to his temples, looking 
frustrated. 



CMQ220 Roo' Cause Analysis 
Le ~""n 1 > ObjM1 lv" I RESOU R(ES I PRI NT I HElP 

Problem SoI" lng Challenges Knowledge Review 

Which of the chalenges to problem sotvng are cultlSal1 
(Se lect al that apply ) 

SUppliers colec t incomplete da t a for problem solving 

Suppliers colKt mislea ding da t a for problem solvoog 

Suppliers collect no data for problem solving 

~ Suppliers have no prob lem s olving strategy 

J Suppliers do no t posse ss the skil and attitudes to successfully 
solve the.- problems 

J Suppliers fa~ to regard the pi tfall; of problem solving 

Ch eck An~w("t 

Cultural chalenges to problem solving for suppliers typtcaly point to their '"ck of s t,ategy , their 
'"ck of ' ega,d fo, pith"ls, or their '"ck of the s kilt and attitudes to successfully so'"e thei, 
pro ble m s . 



CMQ220 Root Cause Analysis 
Le ~""n 1 :> O b je<:t l"" I RESOU R(ES I PRI NT I HElP 

Problem SoIvlno Challenves SlJmmary 

As you Can see, when yOU'" suppliers perform Root 
cause AnalySIS, t:hey face many chalenges. Some 
are data related, and some are cultu""al. Remain 
aware of t:hese chalenges a s you evaluate yOU" 
suppliers' correctIVe actIOns. 

Next, you willieam about t:he activities involved in 
problem solving. 



CMQ220 Root Cau se Analysis 
Lesson:1:> Objealv,, :1 RHOUR(!\ I PRINT I HELP 

Problem Solving Activities Introduction 

My supplier stil has a problem with their metal 
d a mps. 

Perhaps you should take a look at the 
activities Wlvo/ved Wl problem solving, and 
then compare them WIth the actMtIf!S 
that yOU" supplier used to Wlvesbgate 
their d a mps. This might help you 
determine the thorougtv>ess of their 
evalua tion. 



 
 

 
 

  

 

  

Long Description 

The mentor and the DCMA specialist are having a conversation. The DCMA specialist tells the mentor 
"My supplier still has a problem with their metal clamps." The mentor replies, "Perhaps you should take 
a look at the activities involved in problem solving, and then compare them with the activities that your 
supplier used to investigate their clamps. This might help you determine the thoroughness of their 
evaluation." 



CMQ220 Root Cause Analysis 
Lesson:1 :> O b jealv,, :1 RHOUR(f1 I PRI NT I HELP 

Large suppliers may have Qua~ty Ass..-a nce (QA ) 
teams WIth company policies to guide them. 

Sma . suppliers may asSIgIl QA t o workers a s a 
cola teral duty WIth only a contract to guide them. 

Both need to solve problems. 

The size of the company does not re lie ve yo..­
s uppliers of the .. duty to implement c orre ctive 
actions. Their duty is t o pe rf""" these a c tivities, 
re gardless of size. 



 
 

 

  

Long Description 

A tall skyscraper labeled ACME towers over a small building labeled ABC Software. 



CMQ220 Root C ause Analysis 

Le ~""n 1 > ObjM1 lv" 1 RESOU R(ES I PRI NT I HElP 

Problem Solving Questioning Pattern 

To define ther real problems, suppliers perform a senes of activities. Diffe re n t suppliers have dofferent 
activities, but they typtCaly form a problem so/Wlg strategy that foIows this pattern o f questIOnIng. 

Click on each queStIOn below t o lea rn morl! a bout the activitieS performed by suppliers when answenng 
these questions. 

Wh"t w"s different this time? 


Why now, but not befO<"I!? 


Why he re, but not there? 




 
 

  
   
  
 

  
 

 
 

   
  
   
  

 
 

 
   
     

  

What was different this time? 

1.	 Determine if new equipment, machines, or tools contributed to the problem. 
2.	 Determine what is wrong now and whether there have been prior complaints. 
3.	 Determine what new undesired behavior is involved. 
4.	 Determine if there has been a change in personnel, such as new hires, transfers, or attrition that 

may have contributed to the problem. 

Why now, but not before? 

1.	 Determine when the problem occurred: day, date, time. 
2.	 Determine what shift or phase of operation was in place. 
3.	 Determine if plant or equipment life cycles contributed to the problem. 
4.	 Determine if a time pattern is involved. 

Why here, but not there? 

1.	 Determine which unit, area, or department contributed to the problem. 
2.	 Determine the location of defective item or defect on item. 



CMQ220 Root C ause Analysis 

Lesson:1 :> O b jeal v .. :1 RHOUR(f1 I PRI NT I HELP 

Problem Solving Questioning Pa ttern, Cont. 

I noticed the actIVItieS you Identified in problem 
solving did not ..nswer the question "Who?". 

Th .. t is .. very good observ .. tIOn. A supplier 
COIIl ..d .. p t their ..ctivities on problem solving to 
omit .. question it they teel they ..Ir....dy know 
the ..nswer. They c .. n ellen .. dd queStIOnS 
like, 'How, How Much, or How M .. ny?' Tel me 
..bout the aclillities th..t Acme Comp .. ny used 
to help them sollie their problem .. ,th their 
fragile clamps. 



 
 

   
  

  

  

Long Description 

The mentor and the DCMA specialist are having a conversation. The DCMA specialist says to the mentor 
"I noticed the activities you identified in problem solving did not answer the question 'Who?'." The 
mentor replies, "That is a very good observation. A supplier can adapt their activities in problem solving 
to omit a question if they feel they already know the answer. They can even add questions like, 'How, 
How Much, or How Many?' Tell me about the activities that Acme Company used to help them solve 
their problem with their fragile clamps." 



CMQ220 Root Cause Analysis 
Lesson 2 > Objective 2 RESOURCH I PRIN T I HELP 

Vi... Cft Submit Cftelise Study 

I ha ve a record of the activities we used to 
identify our problem with the clamps . dick 
on an activity, and I'll te ll you what we did . 

1. Determine who allowed the fragile clamps tp ship tp the NaVY. 

2. Determine if new equipment pr tppls cpntributed tp the prpblem. 

3. Determine what is wrpng npw and if there were prior cpmpla ints. 

~ . Determine when the prpblem pccurred: day, date , and time. 

5. Determine what shift pr phase pf pperatipn was in place. 

6. Determine if a time pattern is invplved. 



     
 

    
   

 
 

   
 

  
 

      
 

 
 

 
 

   
 

 
 

    
 

   
 

 
    

 

 
 

 
 

  
  

  

1. Determine who allowed the fragile clamps to ship to the Navy. 

We had a snow storm the week of January 20th through the 24th. The Acme Company may 
have produced fewer clamps during that week, because not all of our regular shift workers could 
get to work. 

2. Determine if new equipment or tools contributed to the problem. 

We have not installed new equipment or tools in our plant for three years. 

3. Determine what is wrong now and if there were prior complaints. 

What is wrong now is the metal used to fabricate the clamps is too thin to hold the seat in place 
aboard ship. We have never before received a complaint about our clamps from our naval 
customers. 

4. Determine when the problem occurred: day, date, and time. 

We have records from the clamp shop that the batch of fragile clamps were built on a 
Wednesday, 02 January. And no, the fact that the clamps were manufactured the day after a 
holiday has no bearing. 

5. Determine what shift or phase of operation was in place. 

We were shifting our clamp shop from producing U.S. Army clamps to producing U.S. Navy 
clamps during the time they were fabricated. 

6. Determine if a time pattern is involved. 

We do not maintain production records down to the hour of the day. We do not know if a time 
pattern is involved in this problem. 

Long Description 

A supplier from Acme Company stands with his arms folded in a very defensive posture. He says "I have 
a record of the activities we used to identify our problem with the clamps. Click on an activity, and I'll 
tell you what we did." 



CMQ220 Rool C ause Analysis 

Le ~""n 1 > ObjM1lv" 1 RESOU R(ES I PRI NT I HElP 

Caso. Study Knowledoe RflYiew 

Based on ther statements, whi<:h of the foIowing Acme Company 

activities porIt to a possible solution to their problem WIth the fragile 

clamps? 

(Select althat apply) 


Who a~wed them to ship? 


New equopment or tools? 


~ What is wrOf\g I1Ow? 


Oay, da te, time o f problem? 


J Change in sMt or phase ? 


Time pattern IS involved? 


Check An~W('r 

Perhaps you found more than two answers, but we feel the scenario suggests that the problem 
might be better investigated by looking closer at the transition from Army to Navy clamps ( the 
change In sh ift Or phase) and the QUa~ty of metal used in that batch (wh"t Is wro n g n o w ). Plus, 
it is advisable to see if a record of date and time for each batch of clamps is a requirement in your 
contract specifications. 



CMQ220 Rool C ause Analysis 
Lesson:1 :> O b ject lv,, :1 RESOURCES I PRI NT I HELP 

Problem Solving Aalvities Stlmmll rv 

That wa s a tough queStIOn. Are you asking me 
t o dig a ~ttje deeper into the activities a t Acme 
compa ny? 

For the s a ke of this training, let's assoxne they 
haven't found their problem yet . Then, yes, there 
IS room to help them with problem solvJng. You 
may ha ve notic e d that the activItieS to problem 
solving ma y differ from supplier to supplier. It is 
important to remember they all follo w a pattem of 
questioning. But first, we should discuss the 
pitfa lls you ma y encounter along the way. 



 
 

 
  

   

 
 

Long Description 

The mentor and the DCMA specialist continue their conversation. The DCMA specialist says to the 
mentor "That was a tough question. Are you asking me to dig a little deeper into the activities at Acme 
company?" The mentor replies, "For the sake of this training, let's assume they haven't found their 
problem yet. Then, yes, there is room to help them with problem solving. You may have noticed that the 
activities to problem solving may differ from supplier to supplier. It is important to remember they all 
follow a pattern of questioning. But first, we should discuss the pitfalls you may encounter along the 
way." 



CMQ220 Root Cause Analysis 

Lesson:1 :> Objealv" 3 RHOUR(f1 I PRI NT I HELP 

Problem Solving Pitfalls Introduction 

Earkr in thos tutorial, you learned abou t the chalenges to traditional problem sotvng. 

Chalenges can be overcome. 


PiUals are more complex and they should be a"aided. 


They waste time. 


fo'l/':":_l..:......t:":'::""':"::":''-L "0 II " . 

a lightl y covered pit used as a trap for animals 

diffi culty. error that 



 
 

     
   

  

Long Description 

A piece of paper torn from a dictionary that shows the definition of the word "pitfall". The second 
definition of "an unsuspected difficulty or danger" is circled. 



CMQ220 Root Cause Analysis 
Le ~""n 1 > O b jM1lv" J RESOU R(ES I PRI NT I HElP 

Problem SoIvlno Pitfalls OcwIT'eflO!! 

When yovr s~rs perlorm a ctivi ties in problem so/vng, they often !let trapped in pitfals. 

A pitfa. !;ypICaly happens while the 5~r is anaIyzng the.. data to solve a problem. 

Pitfals happen frequently when yOU" 5~rs are deterJlW"Ol"lQ wha t has changed to cause the problem. 



 
 

 
 

 

  

Long Description 

A yellow diamond road sign is labeled with an exclamation point and the words "DANGER PITFALL 
AHEAD". 
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Lesson:1 :> O b jealv" 3 RHOUR(f1 I PRI NT I HELP 

SlJPillie r Pitfalls 

SUpplIer p;tfals du'lng problem solving are : 

• 	 Not rec og<1lZJng gradual change 

• 	 Not ldentifyng al the changes 

• 	 Not reCog<1lZ00g the effects of change 
elsewhere 



 
 

 

  

Long Description 

The supplier from ACME Company stands in a defensive posture and is blindfolded. 
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Caso. Siudy 

Do you think Acme Company tel in lo a pitta . 
while solving the clamp problem? 

II is ve ry easy 10 do, so that makes il 
possible. Pe rha ps, we should interview 
tha t ma na ger from Acme Company? 
Inte rviewing is a very mportant process 
in the rela tionship between DCMA and DU" 

supp~ers. For the sake of ttn traIning, let 
me a s k the questions. 



 
 

   
 

  

  

Long Description 

The mentor and the DCMA Specialist continue their conversation. The DCMA Specialist asks the mentor 
"Do you think Acme Company fell into a pitfall while solving the clamp problem?" The mentor replies, "It 
is very easy to do, so that makes it possible. Perhaps, we should interview that manager from Acme 
Company? Interviewing is a very important process in the relationship between DCMA and our 
suppliers. For the sake of this training, let me ask the questions." 



CMQ220 Root Cause Analysis 
Le sson:1 :> Objealv" 3 RHOUR(f1 I PRINT I HELP 

SlJPillie r Interview - Question I 

Was there a gradual change in !he qua~ty of 
clamps when yOU" company SWItched production 
from u .s. Army to U.S. Navy clamps? 

There was not a gradual change in !he 
qua~ty of !he U.S. Navy clamps. We found 
!hat the difference between !he clamps we 
produce for the Army and those we produce 
for the Navy is the metal used. The two 
contract specifications are not consistent 
between the sel"VlCes. 



 
 

  
 

  
   

 
 

  

Long Description 

The mentor is interviewing the supplier from Acme Company. The mentor is standing in a questioning 
posture, while the supplier is standing with his arms folded in a very defensive posture. The mentor 
asks, "Was there a gradual change in the quality of clamps when your company switched production 
from U.S. Army to U.S. Navy clamps?" The supplier answers, "Apparently so. The difference between the 
clamps we use for the Army and those we use for the Navy is the metal used. The two contract 
specifications are not consistent between the services." 



CMQ220 Root C ause Analysis 

Lesson:1 :> Objealv" 3 RHOUR(f1 I PRI NT I HELP 

SlJPillie r Inte rv iew - Question :1 

Did Acme Compilny identify ill of the chilnge s 
in the trilnsition? 

Appilre ntly not. If we identified ill of the 
chilnge s required by the Contrilc t 
specific il tion, we lose iI few clilmps to the 
ove rill c.,..,t. OU" shop wor1<ers drilW met a l 
from u.s. Army and u.s. Navy bins. We 
normally hide one from the other dl.ring 
these tra nsitions. 



 
 

 

 
   

  

  

Long Description 

The mentor is still interviewing the supplier from Acme Company. The mentor is standing in a 
questioning posture, while the supplier is standing with his arms folded in a very defensive posture. The 
mentor asks, "Did Acme Company identify all of the changes in the transition?" The supplier answers, 
"Apparently not. If we identified all of the changes required by the contract specification, we lose a few 
clamps to the overall count. Our shop workers draw metal from U.S Army and U.S. Navy bins. We 
normally hide one from the other during these transitions." 



CMQ220 Root C ause Analysis 

Le sson:1 :> Objealv" 3 RHOUR(f1 I PRINT I HELP 

SlJPillie r Interv iew - Question 3 

Did you account for the effects of change 
elsewhere in yOU" fabricatIOn of clamps for OU" 
contract? 

No, w e did not. You see, the u.S. Army 
changed the specIficatIOn on their clamps 
t o a stu-dier metal . I thook in retrospec t , 
w e had fragile clamps intermongled with OU" 
production clamps for the u.S. Navy. I am 
going to c all OU" Army customer when I get 
back t o my office. 



 
 

  
 

    
    

 
     

  

Long Description 

The mentor is interviewing the supplier from Acme Company. The mentor is standing in a questioning 
posture, while the supplier is standing with his arms folded in a very defensive posture. The mentor 
asks, "Did you account for the effects of change elsewhere in your fabrication of clamps for our 
contract?" The supplier answers, "No, we did not. You see, the U.S. Army changed the specification on 
their clamps to a sturdier metal. I think in retrospect, we had fragile clamps intermingled with our 
production clamps for the U.S. Navy. I am going to call our Army customer when I get back to my office." 



CMQ220 Rool C ause Analysis 
Lesson:1 :> Objealv" 3 RHOUR(f1 I PRI NT I HELP 

Caso. Study s...mmary 

Wow! Someday I hope to IIlterview like you. 

Some da y, you wil. The reason I 
wa nte d to talk to the supplier myse lf 
is to introduce you to the potfals of 
interviewing. Let's take a look at the 
things tha t should be avoided during 
a n interview. 



  
 

 
  

 
  

Long Description 

The mentor and the DCMA Specialist continue their conversation. The DCMA Specialist exclaims to the 
mentor "Wow! Someday I hope to interview like you." The mentor replies, "Someday, you will. The 
reason I wanted to talk to the supplier myself is to introduce you to the pitfalls of interviewing. Let's 
take a look at the things that should be avoided during an interview." 



CMQ220 Root Cau se Analysis 
Lesson:1:> Objealv" 3 RHOUR(!\ I PRINT I HELP 

Caso. Study SlJmmary, Cont. 

To n!cap, interv.ewong Pl tfals during problem solvong 
are : 

• An Oiler-talkative inte rviewe r 

• An intervll!wee who becomes de fe nsille 

• An Oiler-talkative intervie wee 
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Problem Solving Pitfa lls Knowledll" Review 

Study the photo of the supplier shown here, iJnd rud hos iJnswers to the 

questions. WhiJt miJy be iJ sign<l1 to the DCMA interviewer thiJt the supplier 

being intelVlewed hu fiJien int o iJ defensive pitfiJl? 

(Select iJl thiJt iJppIy) 


~ 	"The two contriJct specific iJtions iJre not conSIstent between the services. ' 


' 0Ur shop wor1<ers draw met al from U.S. Army and U.S. Navy bins. ' 


~ 	' My folded arms and defens ive post..,re make me defensive. ' 


' We nomIa l y hide one bin from the other during these transitiof1S.· 


"We hiJd fragile army cLlmps in te....ngled woth OU"" U. S. NiJVY cLlmps. · 


' 1 iJm goong to cal OU"" Army c..,s tomer when I get back to my office.' 


Ch eck Answ('t 

The best choices are '"l11e two contract specific a tions itre not consistent 

b e twe e n t h e se rvices.~ and " My folded lI.ms lin d defe n sive posture 

mllke m e defe n sive." It is importiJnt to note that the folded arms and 

defensive postures do not alw ays siqrlal the intervie wee is in a defensive 

pitfall. 
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Problem SoIvlno Pitfalls Summary 

You t\<1ve fnshed the topic for problem solvrlg 
piUals. Avoid them . 

Next, you willea m about the skils a nd a ttitudes of 
successful problem solvers. 
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Problem Solving Skills li nd Attitudes Introduction 

How do I f<Jce <J. of the ch<Jlenges <Jnd the 
pitf<Jk to problem solving? 

. Sine" no two problems <Jre "'v" r 

<J~k", the bf!s t coo.rse of <JCbOn for <J 


is to <Jppro<Jch your suppliers 


a nd 

skils <Jnd <J ttitudes of <J successful 

When you c<Jrry these positiv" 


""'''ling with suppliers, you bring 

" "P"n..nce with you. Your suppli"r 


these tr<Jits that you are aware of the 


I~:~:;;~~,'
f.nd pitfa lls to problem solving. For 

let's t alk about ski~s ami attitudes . 



 
 

 
 

 
 

    
  

  

  

Long Description 

The mentor and the DCMA Specialist continue their conversation. The DCMA Specialist asks the mentor, 
"How do I face all of the challenges and the pitfalls to problem solving?" The mentor replies, "Great 
question. Since no two problems are ever exactly alike, the best course of action for a DCMA 
representative is to approach your suppliers using the skills and attitudes of a successful problem solver. 
When you carry these positive traits to your meeting with suppliers, you bring knowledge and 
experience with you. Your supplier can tell by these traits that you are aware of the challenges and 
pitfalls to problem solving. For now, though, let's talk about skills and attitudes." 
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Problem Solving Attitudes 

Your supplier may look at an undesirable event one 
of two ways: 

1. This IS an exercISe. 

1. This is a problem. 

Their ~ttitude tow ard the undes;"~ bl e event depends 

on their me"tal process for problem solving . 




 
 

 
  

  

Long Description 

The supplier from Acme company pensively stands staring down at puzzle pieces scattered on the 
ground. The puzzle pieces are labeled as "PROBLEM", "PAST", "PRESENT", and "PLANS". 
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Ex"rci~ Attitude - Pattern of Steps 

For the supplier that looks at the undesir-ab!e event 

as an ~xerdse, the" problem solving stra tegy 

typicaly folows I:tIIS pattern of s t eps: 


• Retrieve a plan that wa s used in the past . 

• Establish ConnKtionS between the pa st and 
~w 

This supplier's attitude may be apparent when they 

admi t , ·We may Med t o mcxIify lhir>gs s~gh lly. · 




 
 

 

  

Long Description 

The supplier from Acme company stands holding a green puzzle piece labeled "EXERCISE". 
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Exerci~ Attitude - Tenns 

The s~ that treats an undesirable ev ent as an 

exercise may USe terms like these in yOU'" problem 

solving disCUSSIOnS: 


• · AIgoritlvnoc· 

• ·ReproductlVe· 

• "Typical· 



 
 

  
  

  

Long Description 

The supplier from Acme company stands holding a puzzle piece labeled "PRESENT", while he looks up at 
two other puzzle pieces labeled "PAST" and "PLANS", as though trying to decide how the "PRESENT" 
puzzle piece fits in with the other two. 
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Re a l Problem Allitude - Pllllern of Steps 

For the supplier that looks a t an unde sir"a b!e event 

a s iI ~..I proble m , the" problem sotvng slTiltegy 

typicilly folows ttIIS pattern of s t eps: 


• Establish connectIOns between the pilst and 
~w . 

• Create a plan. 

This supplier's attitude may be apparent when they 

admi t , ·We are goirlg t o won.: the problem backwards 

from the goal towarc1 the given inp<J t s ." 




 
 

 

  

Long Description 

The supplier from Acme company stands frowning and holding a puzzle piece labeled "PROBLEM". 
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Real Problem Altitude - Terms 

The s~ that treats an unde5irable ev ent as a 

real problem may use terms like these in yOU" 

problem solvng drsCUSSlOllS : 


• "Productive" 

• "III-Defined' 

• "A typical" 



CMQ220 Root Cause Analysis 
Lesson:1 :> Objealv" 4 RHOUR(f1 I PRIN T I HELP 

UnSIJCC<!Ssful Problem SoIy~ 

Any $~ that sotves Its problem and takes 

corrective actIOn is successful, whether they treat 

the ,.-,desrable event as an exercise or problem. 


In order to put emphasIs on the successful problem 

solver, you must be prepared to identify the 

unsuccessful ones. 


These ~re the suppliers that tre ~ t ~ n undes"able 

event ~s neither an exercis e rmr ~ problem. 




  
 

 

  

Long Description 

The supplier from Acme company is smiling and holding a puzzle piece labeled "SOLUTION". 



CMQ220 Root Cause Analysis 
Le ~""n 1 :> Obje<:t l"e 4 RESOU R(ES I PRI NT I HELP 

Problem SoIvlno Skills 

As a general rule, successful problem solve rs use live sets of skils when s olvir>g problems: 

1. They use 'cues' to Cornt!c t s ubject knowledge If! memory t o pa s t experience. 

2. They are able to 'anchor" subject knowledge If! rea~ty. 

3. They "link' past problem solutions to their 'cues' in the subject doma in. 


~ . They find ·pattems· in ne w s itua tions a s e ither an exerc ise or a proble m. 


5. They ' intemalize ' the problem with a mental represerltation . 

Of the fi ve skills lis t ed, the in t erna l merlta l represen t ation is the mos t c halleoging. It is actually re ferred t o 
a s the skil tha t a t tritlY tes mo s t to ' solving the problem. ' 



 
 

 

  

Long Description 

Several puzzle pieces are all assembled fitting together. They are labeled "PLANS", "ANALYZE", 
"PATTERNS", "PRESENT", "CUES", and "SOLUTION". 
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Caso. Study Introduction 

II sounds like problem solving could be its 
own industry. 

[t is. 

Much of the informa tion provided in this tu torial 
IS derived from industry references for problem 
solving and Root CalJ5e AnalySIS . That only 
adds emphasis to how important problem 
solving is to yOU" suppliers. 

By the w ay, let 's t ake .. look at Acme Company 
and see if they demonstrate the skills and 
attitudes of a successful problem solver. 



 
 

 
 

 
 

  
 

  

Long Description 

The mentor and the DCMA Specialist continue their conversation. The DCMA Specialist remarks to the 
mentor, "It sounds like problem solving could be its own industry." The mentor replies, "It is. Much of 
the information provided in this tutorial is derived from industry references for problem solving and 
Root Cause Analysis. That only adds emphasis to how important problem solving is to your suppliers. By 
the way, let's take a look at Acme Company and see if they demonstrate the skills and attitudes of a 
successful problem solver." 
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Caso. Siudy 

The fabe of the clamps was a n undes;,-a ble event . 

I ha ve a few queStIOnS tha i migh l help me 

understand how Acme Compa ny a rrive d a l their 

cOlTllctive actIOn . 


Le t's see what Acme's anSwers a re . 
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SlJPillie r Interv iew - Question I 

Where did you 51.r, yOUl problem 501ving 
effort? 

We found an old plan that helped us 
solve another problem In a diffe re nt 
shop. Onee we traced our steps t hrough 
the old plan and established a 
connection, we figured out Our probl e m. 



 
 

  
 

  
 

  

Long Description 

The mentor is interviewing the supplier from Acme Company. The mentor asks the supplier, "Where did 
you start your problem solving effort?" The supplier responds, "We found an old plan that helped us 
solve another problem in a different shop. Once we traced our steps through the old plan and 
established a connection, we figured out our problem." 
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SlJPillie r Interv iew - Question :1 

) Did you crea te a new plan? 

No. We ilpplled the lessons leilm ed 
from the old plan and fOllowed the ir 
le ad. We only need to modify things 
slightly. These eveots are typica l io 
our industry. 



 
 

 
   

 

  

Long Description 

The mentor continues her interview of the supplier at Acme Company. The mentor asks the supplier, 
"Did you create a new plan?" The supplier responds, "No. We applied the lessons learned from the old 
plan and followed their lead. We only need to modify things slightly. These events are typical in our 
industry." 
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SlJPillie r Interv iew - Question 3 

Can you describe. few steps of yOU" 
process? 

Our foreman led Ihe problem solving e ffort 
with the damps. His position allowed him 
to "anchor" his knowledge of damps in the 
rea lity 01 t he shop. Once he found the 
patte rns in t he process, he was able t o 
interna lize t he problem and define it. 



 
 

 
 

 

  

  

Long Description 

The mentor concludes her interview with the Supplier from Acme Company with one final question. The 
mentor asks the supplier, "Can you describe a few steps of your process?" The supplier responds, "Our 
foreman led the problem solving effort with the clamps. His position allowed him to 'anchor' his 
knowledge of clamps in the reality of the shop. Once he found the patterns in the process, he was able 
to internalize the problem and define it." 
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Caso. Study Knowledoe RflYiew 

Read the answers Acme Company ga ve to Linda ( the mentor): 

, 'We found an old plan.' 

, 'We established COlV\t!ctions.' 

, ' We only need to modify things slightly. ' 

, 'These events are typic a l in our industry. ' 

, ' He WaS able to arICrn,r his kno wledge of clamps • 
, 'He was able to internalize the problem ar.d def>-.e it ." 

Wa~ Acme Company successful when problem solving the cla<nj)S? If 
~o, en ter a few keywords in to the box tha t signaled their attotude and 
skik. Select Check AnSwer to re c e ive feedback. 

Ch eck An s w e r 
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Caso. Study s...mmary 

1'1 have to study my suppliers carefuly to 
determine if they are successful at 
problem solvi'>g. 



 
 

 
 

  

 

Long Description 

The mentor and the DCMA Specialist continue their conversation. The DCMA Specialist says to the 
mentor, "I'll have to study my suppliers carefully to determine if they are successful at problem solving." 
The mentor replies, "So true." 
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Problem SoIvlno Skills lind Attitudes S!Jmmllrv 

As you can see, the skils and a t titude required to 

be a successful problem solver are often hidden in 

the sma_ conversatIOnS you have with yOU" 

suppliers. You may even find them in the na".anve 

of their corrective acbOn reports. 


This concludes OU" topic on problem solving . 

Ned, you win be introduced to problem de finition. 
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Lesson Comple t ion 

You have completed the conteot for this lesson. 


To contir.lie, se lect aoother ~sson from the Ta~l e of Contents on the ~ft. 


If you have closed Of hidden the Table of Con tents, click the Show TOC 

button at the top in the Atlas navigation bar. 


