
How To Build A Problem-Solving 
Culture Using WorkClout

Organizations scale when they consistently 

seek out and solve problems. WorkClout helps 

your company make this culture change from 

the top and makes it easy for your employees 

to follow.
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By allowing your employees to 

embrace problem-solving as part of their 

daily responsibilities, you'll start to see that 

they become more motivated; this will 

impact the organization's overall 

performance. Tap your organization's 

enormous potential with this methodology, 

and everyone, from front-line workers to 

your customers, will start to reap the 

benefits. One of our customers has each 

employee identifying an average of 15 

issues and suggested solutions per year. 

Over the past few months, these 

suggestions are helping increase 

productivity in both safety and quality.



As a leader, how can WorkClout help you 

unlock your organization's problem-solving 

capacity? Having worked with countless 

manufacturers over the past 2 years, we've 

identified a simple, yet powerful approach. 

We'll also see how WorkClout can 

complement these traits in your effort to 

build a problem-solving culture.



 In practice, 

talking about the actual problem is much 

more critical than tiptoeing around and 

phrasing it as "an issue" or "new 

opportunity." One of the first steps to great 

problem solving is having the ability to

Engage your employees to make 

problem-solving a core part of their daily 

work. 

Allow a sense of openness and praise 

when identifying problems.

acknowledge that a problem exists without 

judgment. Many organizations tend to treat 

problems as “bad things,” that when 

brought into the open, makes people feel 

uncomfortable. This inevitably leads to 

problems getting concealed and hidden, 

which eventually leads to stagnant 

processes within operations. It's easy to 

see how this mindset can hinder 

organizations from achieving their 

objectives. 



The hesitation to acknowledge problems 

generally stems from the habit of 

personalizing the problem by putting the 

blame on someone else. Looking for a 

culprit rather than a root cause to the 

problem can be a difficult habit to break, 

even when you know it can be damaging to 

your culture and overall morale. When 

speaking with potential clients, we always 

ask this question "What actions do you take 

when a new problem is identified?" Some of 

which have responded with "Find out who 

was responsible" or "See who didn't do 

their job right". This question and the 

responses provide a great pulse on how 

leadership within the organization 

functions. 



On the other side of the fence, some 

leaders resort to the avoidance of 

discussing problems as a way to maintain 
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peace within their teams. This often 

happens even when the leader knows that 

the confrontations exists, but is reluctant to 

speak out openly on it with everyone. This 

habit of not speaking out prevents issues 

from being recognized and inhibits the 

organization's ability to collaborate and find 

creative solutions.



Both pointing blame and avoiding problems 

are equally harmful to an organization. 

Leading organizations that embrace 

continuous improvement take the opposite 

approach on how to identify and tackle 

problems. They openly acknowledge that 

the problem exists with the team and work 

together to properly identify it. More often 

than none, the cause of the problem isn't 

actually because of a particular person or 

team, but a completely separate underlying 

factor that could be easily addressed. Some 

examples of this are poor communication, 

misaligned goals, lack of transparency, or 

inadequate training.



An organization’s outlook on problems 

should be seen as positives rather than 

negatives. Identifying problems and 

discussing them as a group is not only 

common-place in everyday work, but 

desired and critical to success. As Mark 

Rosenthal, author of The Lean Thinker 

quotes - "Sometimes no problem is a sign 

of a different problem".

How can you raise 

awareness of problems so that you can 

more often identify them? Identifying a 

problem before it escalates is a skill that 

should be learned. Lean methodologies 

teach that all problems boil down into forms 

of waste. Understanding these forms of 

waste and being able to spot them is one of 

the most important skills leaders can 

develop within their organization.



In lean, there are 8 forms of waste: defects, 

waiting, transportation, motion, 

overproduction, inventory, over-processing, 

and unutilized talent. For some 

organizations, problems can sometimes be 

difficult to see when they are embedded 

into "just the ways things are done around 

here." For example, some companies we've 

worked with have particular employees 

whose skill and knowledge is so valuable to 

the operational workflow that their absence 

hinders operations. This inevitably leads to 

a fragile operational workflow where the 

absence of just a single employee can 

drastically impact or even stop the flow of 

the value chain.



At another manufacturing plant, office 

employees were so accustomed to complex 

processes, with multiple hand-offs, that 

they defined their value by their knowledge 

of navigating the complex workflow. 

Learning to spot problems in its many 

shapes and forms. 
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Know that even the smallest problems 

matter. 

Rather than automating updates and 

allowing access to orders digitally, 

employees would routinely leave their 

desks to hand-off or find physical copies of 

customer orders and scavenge to get the 

latest update.  After asking around, most 

employees were not aware or even 

bothered by the problem, and simply 

chalked it up to "just the way things were 

done."



A great way to help employees learn to spot 

problems is to make the ideal outcome of 

their work extremely obvious and easy to 

follow. In one food production facility, line 

supervisors were given a simple list of 

questions and easily understood targets to 

achieve each day. By doing so, these 

supervisors were able to probe critical 

problems and it helped them visualize what 

their line's ideal performance should look 

like.



Improvements within an organization start 

by first exploring ideas of what could be 

preventing them from applying best 

practices consistently across the 

workforce. Once performance goals are 

met, it's just a matter of raising the 

benchmarks and exploring new ideas on 

how to continually improve.



Large organizations have big,
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top-down strategic interventions when it 

comes to the designing process. From 

changes like migrating to a new IT system, 

to outsourcing, to adopting a new system, 

there are generally multiple stakeholders 

and meetings before action is taken. 

Leaders having grown in this type of 

process, feel that it's one of their core 

competencies to be able to navigate these 

big projects and see them to success.



This view, however, misses one of the more 

important attributes that leaders don't often 

recognize. Most businesses do not typically 

stand or fall from these big projects, 

instead, it's repeatedly being able to 

identify and resolve small problems that 

lead to great execution and growth. An 

easily readable order form or a streamlined 

hand-off between sales and production is 

often the most beneficial to both 

employees and customers.



Highlighting these problems requires 

consistent effort and a systematic method 

of tracking and communicating it. The 

initiative-based approach that is typically 

used to manage the major interventions is 

ineffective at a smaller scale. We've seen 

first-hand, many times, where organizations 

introduce a large scale initiative in hopes of 

solving numerous problems that are not 

clearly understood and defined.
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Success lies in your commitment to a 

methodical approach. 

The best way to manage these problems is 

to instill a process that allows your teams to 

quickly identify and solve them as they 

arise, which is something that can not be 

achieved when viewing every problem as a 

large project. Leaders need to shift their 

mindset from "having all answers and 

managing employees" to "constant learning 

and coaching employees on how to identify 

and approach problems." Having a team 

that can solve hundreds of small problems 

versus working on a series of large projects 

that solve a few problems, requires a 

problem-solving-first mindset from leaders 

within an organization. This mindset needs 

to be embraced from the top-down and 

repeated through all levels of the 

organization to succeed.



Actions do speak 

louder than words when it comes to 

effective problem-solving. Many leaders 

pride themselves in their ability to solve 

problems, but after observing their daily 

work decisions, we find that most 

employees often react instinctively rather 

than following a rigorous problem-solving 

approach. A leader's inability to take a step 

back and define the problem with facts 

before jumping to conclusions is observed 

all too often. A spiral effect occurs when 

leaders confuse decisiveness with 

problem-solving and rushing to take action, 

rather than taking a step back to reflect on 

what just happened to determine the best 

next steps.



Taking a systematic approach to 

problem-solving requires strict discipline 

and patience. As a leader with experience, 

it's important to recognize that there are no 

shortcuts to the problem-solving process. 

The most successful leaders ensure that 

their approach remains consistent and is 

understood by all employees. When an 

organization achieves a high level of 

problem-solving consistency that takes a 

proper approach, it creates a new 'shared 

language' that enables employees to 

collaborate more and drastically improve 

the process. To achieve this, the 

organization needs to avoid getting 

overwhelmed with the many 

problem-solving 'frameworks' and establish 

a simple one to start. Efficient problem 

identification, asking the right questions, 

engaging employees’ in the effort, and 

flexing employee's problem-solving 

muscles is a great place to start as the 

primary objective. Here at WorkClout, we've 

developed 5 simple steps that you can 

deploy using our tool as a helping guide in 

your process.
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Give your employees 

an easy way to indicate that a problem 

exists. Also, provide them with the tools to 

expand even further and clarify where the 

problem is occurring. Defining the problem 

well and providing context that can be 

easily shared with the team enables 

everyone to gain insight into what the real 

issue is.



Using WorkClout, employees can define a 

problem by creating an issue in as little as 

two clicks. Additional context can be 

provided by snapping a photo or video of 

the issue. All relevant employees are 

Define the problem. notified about the issue and can collaborate 

to get a deeper understanding of issues 

happening in real-time. 

...employees can define a 
problem by creating an 
issue in as little as two 
clicks.

Step 1
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Create and tag an issue with an asset

Upload multiple images and videos to 

provide additional context

Collaborate with your team on a 

message thread



 Observing the 

problem first hand to learn about it as much 

as possible is important. This step is often 

skipped, but it is essential to ensure that 

you are 1 - solving the problem correctly 2 - 

making sure that the problem does not 

come up again.



Once corrective action is tracked on 

WorkClout to resolve an issue, create a 

root-cause analysis task with a custom 

form to track and identify the underlying 

cause of the issue in the first place. Add 

detailed questions within the form to help 

guide the analysis and develop potential 

solutions.

Identify Root Causes.

 Assign a root-cause analysis task to 

an employee

Add a custom form to detail your findings

Collaborate with team members by 

leaving comments in WorkClout

Step 2
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Create a root-cause analysis 
task with a custom form to 
track and identify the 
underlying cause of the 
issue.



Good solutions come 

from being able to separate cause and 

effect. Solutions that eliminate root-causes 

ensures that the problem does not recur. To 

prove that a solution is effective, removing 

the solution should lead to the problem 

recurring.



Create a project on WorkClout to track and 

test potential solutions to a problem. Set 

project goals, set target end dates, add 

custom KPI reports, and add tasks to 

compartmentalize every action needed to 

accomplish the project’s goal.

Develop solutions. 

 

Step 3
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Define a goal and measurement

Add teams to your project

Connect reports that align with your 

project goal

Collaborate with project comments

Create a project on 
WorkClout to track and test 
potential solutions to a 
problem.



 Make 

sure that the expected impact of your 

solutions holds by testing them. If you find 

that the solution isn't effectively solving 

your problem then further tests and 

potential solutions may be needed because 

the expected impact is met. To validate 

this, you can run a final experiment and see 

if the problem recurs when removing the 

proposed solution.



You can observe the trends and impact of 

your solutions using reports within a project

on WorkClout. Our Statistical Process Chart 

(SPC) will even help identify if your 

solutions are impacting projects positively 

or negatively.

Test and observe your solutions.

 

Step 4
P9

Set a goal for your team to reach

Get notifications when a trend or signal 

is identified

Track tasks or events that could 

correlate to your KPI trends

Collaborate with project comments

...observe the trends and 
impact of your solutions 
using reports within a 
project



Once you've confirmed that your solution is 

effective in solving the root-cause, the next 

step is to embed this within your 

organization's standard processes. Make 

adjustments to existing processes, training 

material, or Standard Operating Procedures 

(SOPs). Doing this eliminates the possibility 

of the problem recurring. By implementing 

solutions broadly across your organization, 

you allow employees the opportunity to 

give additional insight into different 

scenarios.



There are several actions you can take on 

WorkClout to implement new 

standardizations; such as updating existing

Adapting your solutions to new standards. work instructions, creating new 

troubleshooting guides, creating new 

preventive tasks, and much more. Revisit 

your project periodically over time and 

ensure that your KPI's results remain 

consistent after you've taken action to 

standardize the solution.

Step 5
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Distribute new standardized 

step-by-step documents

Automate new tasks into daily work 

processes

Create new troubleshooting guides for 

your employees to reference



The number 

of problems that an organization can 

identify and fix within the first month of 

adopting this problem-solving methodology 

is often amazing. When undergoing this 

lean transformation, you'll probably never 

find yourself without new opportunities or 

more problems to solve. Some companies 

have surpassed 15+ years without any 

slowdown of improvements through 

problem-solving. 



Building a process that lasts is not about 

simply fixing more problems, rather 

adopting the mindset that everything can 

always be improved upon if we just take the 

time to observe and think critically about 

what is happening. Outside of introducing 

long-lasting productivity gains by adopting 

this mindset, leaders that can establish a 

problem-solving culture also benefit from 

the skill and engagement developed from 

their workforce. All of these factors 

compound over time to create a 

problem-solving culture that lasts.



An organization with an effective 

problem-solving culture has front-line 

workers that embrace a role that is beyond 

just hired hands that are told what to do; 

their role now includes the ability to 

improve the way they work and to have 

ownership of their daily process. Workers 

The transformation from problem-solving 

to continuous improvement. 

Spearheading problem-solving cultures 

using WorkClout. 

now see their daily process. Workers now 

see their work process as a series of 

ongoing experiments to achieve efficiency 

as opposed to the status quo. Becoming a 

part of a team that solves problems gives 

employees more meaning and creates a 

foundation for them to have ownership, 

pride, and trust with their leaders. 



Changing your organization to embrace a 

problem-solving culture requires leaders to 

change themselves. Leaders need to 

respect the expertise and ability of their 

workers to find new ways of improving, and 

provide workers with any support they 

need. Instead of pretending that they have 

answers to all problems, leaders must now 

focus on defining expectations, providing 

the tools to allow their workers to identify 

problems and collaborate, and in 

developing their skills. By leading this way, 

workers can get more people to participate 

and add value to the organization to 

sky-rocket process improvement.



One of the key 

components of success, when an 

organization adopts a problem-solving 

culture, is to provide teams with the right 

tool. It is the responsibility of the leaders to 

support their workforce in a way that allows 

them to fulfill their new responsibilities in 

the problem-solving process. 
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Adjusting to the change in role and outlook 

can take time for leaders that are typically 

accustomed to being the primary 

decision-maker, but learning to adapt and 

help employees participate to the fullest of 

their ability makes for a much more 

powerful way for employees to add value to 

the organization. WorkClout's mission is to 

help organizations adapt and embrace a 

problem-solving culture to the fullest of 

their ability.

The #1 Process Improvement Software helping manufacturers build a 

problem-solving culture that lasts 

www.workclout.com
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