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FOREWORD

			
New Times—New Challenges

			After a professional career of forty-seven years as an aeronautical engineer at Boeing for Iberia Airlines of Spain, and having served as the Honorary Consul of Spain for twenty-three years in the states of Washington and Oregon, I saw first-hand the global transformation that the airline industry underwent in the 1970s. The first wave of globalization made the populations of five continents much more accessible to one another. Living in Seattle, I bore witness to the transformations that a small number of entrepreneurs initiated in the 1980s, which gave us the tools to communicate and access information instantaneously. This changed the business world as we knew it, and altered the way we conducted business. Among the corporations that originated in Seattle and have had a profound effect on how we live, communicate, and consume products are Microsoft, Amazon, Nordstrom, Boeing, Costco, Expedia, T-Mobile, AT&T Wireless, Sprint, Paccar, and Starbucks.

			I have tried to discern how one city generated an entrepreneurial revolution in such singular way—ultimately affecting the entire world, changing our lives, and the way we all create and run our businesses. The only explanation I have found is that there was a small group of visionaries who created an ecosystem of entrepreneurs and philanthropists around a great public university—the University of Washington. The University of Washington is ranked tenth in the US News and World Report’s 2018 Best Global University rankings—tied with Johns Hopkins University and Yale University—and has transformed Seattle—a city which in July 1971 displayed a billboard on the freeway that read, “Will the last person leaving Seattle please turn out the lights?”—into the fastest urban growth center in the United States.1

			Within just a few years we have seen our entrepreneurial world completely transform. In the past, decisions were made based on instinct, limited information, years of experience, personal credibility, and personal communication skills, involving only a few people in the daily decision-making.

			Today, everything has changed with the networking capabilities of computers, mobile telephones, and big data, which have put all available information in the hands of all those involved in the chain of decision-making, allowing them to communicate instantaneously and without even meeting or seeing one another. Human contact has all but disappeared, which has changed the way in which we work as well as the way we recognize, analyze, and look for resolutions to problems.

			J. Eduardo Campos and Erica W. Campos have taken these changes, and with their vast entrepreneurial experience in this new business environment, incorporated the concepts into an excellent new book, From Problem Solving to Solution-Design: Turning Ideas into Actions.

			I have had the opportunity to work with J. Eduardo in the last five years, first in his role as the Worldwide Director of Business Development at Microsoft, managing the team leading over one hundred Microsoft Innovation Centers. He has impressed me with his vision and his ability to detect problems and create solutions. He involves everyone by creating a team in which all members have the same goal: to look for a solution that is sustainable and scalable, because if it is not, it will never be a good solution.

			In his new position as the Special Advisor for Innovation and Entrepreneurship to the President of Central Washington University, I have seen how J. Eduardo has helped Game On! grow from a pilot program to a solid platform, with the bold goal of reaching one thousand students three years from now. Created in the spring of 2016, Game On! is a public-private partnership supported by the Real Madrid Foundation, Microsoft Corporation, and Central Washington University. It combines computer training with soccer training to foster education through sport as a tool to teach core values. It is the Real Madrid Foundation’s first soccer program on the United States’ West Coast and the only program of its type in the world affiliated with a university.2

			From the Real Madrid Foundation, middle and high school students learn the core values of teamwork, self-control, respect, and collaboration. From Microsoft YouthSpark, they learn computational thinking and develop problem-solving skills. This combination of training gives rural Washington students in underserved communities a unique opportunity, teaching them not only college-ready skills, but offering them the hope of being accepted to a university and the hope of a better future.

			The work carried out by J. Eduardo at Central Washington University—along with Erica’s volunteering—confronts complex issues that are found every day in rural America by Latino students in underserved communities: no hope of graduating from high school, no hope of going to the university. Using the concepts, techniques, and case studies taught in this book, J. Eduardo, Erica, and the University’s teams have been crafting sustainable solutions to drive Game On!’s scaling out.

			From the first day, J. Eduardo and Erica faced the issues presented head-on, identified optional solutions, and, in the most difficult step of all, convinced all parties that they were protagonists of the program. Today, Game On!, in its second academic year, has six schools and 119 students involved and, by December 2018, about fifteen schools will have a total of 250 students in the program. This is a successful solution, designed for a complex problem, using the checkpoints in the I.D.E.A.S. framework that you will read about in this book. 

			Today, after almost two years of hard work, lessons were learned, the course was corrected, and the program’s success cases have been identified. Students who never thought that they would be able to attend a university are soon to begin their first classes on campus. 

			In From Problem Solving to Solution Design: Turning Ideas into Actions, J. Eduardo Campos and Erica W. Campos—with a combined fifty-year tenure—have made the concepts they developed through their work in several large organizations accessible to all of us. In each I.D.E.A.S. chapter, from Identify to Design, Engage, Act, and Sustain, you will find real cases and ways to resolve the problems inherent in them. The entrepreneurial revolution and its daily changes have not always allowed for the new entrepreneurial environment. The same is true of the business world. This is one reason the book has been written: to help you create sustainable solutions to your problems.  

			I hope you enjoy this book as much as I did, and that you find the answers that you seek to analyze problems, to craft solutions, and to create a plan to implement them. It is important to remember that a major part of the process is creating a good team that can help implement a sustainable solution, that all members of the team feel they are a necessary part of it, and that without their help the problem could not have been solved.

			As I have learned from J. Eduardo and Erica, there is no problem that cannot be solved. TIME TO GAME ON!

			Luis Fernando Esteban Bernáldez

			Honorary Consul of Spain for Washington and Oregon

			Seattle, WA

			September 2017

			
INTRODUCTION

			“By three methods we may learn wisdom: First, by reflection, which is noblest; Second, by imitation, which is easiest; and Third, by experience, which is the bitterest.” 

			—Confucius

			Creating solutions to solve problems can often prove very difficult to accomplish, even for seasoned solution designers. Complex organizational problems are identifiable because they have several stakeholders, endless variables, and a myriad of possible solutions. Designing the “right” solution starts by making sure you are addressing the “essential problem”—not just its symptoms. Then, you must walk through several checkpoints in your journey of designing the best applicable solution. 

			This can become a tricky adventure: how do you anticipate potential pitfalls, avoid known mistakes, and increase your chances of success? 

			As the authors of From Problem Solving to Solution Design, we strongly urge you, as the Chinese philosopher Confucius advises, to learn from others who have faced similar challenges. He states that learning from someone else’s experience is the wiser and less painful way on this path. We believe that when designing winning solutions for complex problems in your organization you should listen to Confucius, and start your search by understanding how other professionals have dealt with similar issues in the past. Using this book to do so, you will find lessons learned, pragmatic case studies, and references for a deeper dive into any topic of your interest.

			In our journey of designing solutions for complex problems in large organizations, we have trailed beaten paths and leveraged others’ previous learning. When proven solutions did not match stakeholder expectations, we explored unknown routes. Then, we experimented with innovative approaches, succeeding many times, and failing in so many other cases. But every time we failed, despite feeling frustrated, we stepped back, regrouped with stakeholders, understood the root causes of failure, learned from the lessons presented, took alternative ways, and resumed our pursuit of a solution that would fit the bill until we were able to find the best one applicable. After nailing it down, we felt the exhilaration that often follows success, summing it up with a punch in the air, both fists high, screaming out loud: “We’ve got it, problem solved!” 

			Together, we have worked diligently for almost two years to put together this book so that you can learn from professionals who blazed the same path before you. We believe that by sharing the lessons we learned, we will help you become a better Solution Designer for your complex organizational problems. 

			We wish you success in your quest for the best applicable solutions, and hope that you feel the same joy we describe above when you punch the air at the end of your Solution-Design journey.

			WHY SHOULD YOU READ THIS BOOK?

			This book was written for you, a professional working in either the public or private sector, or in the not-for-profit area. In your role, you might be facing the challenge of designing the best applicable solution for a complex problem. 

			Our goal is to offer techniques, case studies, and templates to help you find a less painful way to design and implement sustainable solutions to solve some of the more complex problems your organization faces today.

			As you will see in the chapters ahead, you will learn how to inform and influence the decision-making process throughout the solution adoption lifecycle—from its ideation to its crafting to convincing others to go along with it. You will also learn that successful solutions are accepted and implemented through the continuous influencing, negotiating, and convincing of people. Because unless your stakeholders are convinced, and your solution matches their expectations, they will go back to prior patterns, face the same issues, and end up with the same lackluster results they reached in the past.

			No matter what sector you work in, this approach requires skillful managers, motivated teams, and endless hours of negotiation. Even if you have all that, you might still get nowhere time and again. To increase your chances of success, it is prudent to learn from someone who has been there before you. This can help you avoid pitfalls, take proven paths, and speed up your own problem-solving process.

			This book will help you apply what we have learned from our extensive formal training, tireless research, and Solution-Designing experience in addressing everyday situations. We want to provide you with a real-world set of strategies and tactics that will empower you to become a successful Solution Designer who can solve complex organizational problems. You will learn how to identify the problem’s root cause and break the issue at hand down into smaller components, therefore developing a series of simpler solutions, which will add up to a broader recommended solution.

			This book is not meant to encompass all existing techniques, frameworks, and methodologies. Rather, it is structured as a summarized, pragmatic, and field-proven set of checkpoints to guide you in your journey to design and implement sustainable solutions in your organization. For example, if you need to dive into a given framework—say, implementing internationally accepted internal controls—you might want to explore the COSO framework, which is mentioned in chapter 4. 

			WHAT IS DIFFERENT ABOUT THIS BOOK?

			What differentiates this book from others of a similar nature is the teaching of how to use the organizational embedded knowledge to design winning solutions. This is the knowledge found in the existing rules, processes, manuals, organizational culture, codes of conduct, ethics, products, and/or structures. Managing this embedded knowledge is a challenging and complex task, but the organizations that succeed in doing so effectively enjoy a significant competitive advantage.3 Why? Because this knowledge allows for exploring the significance of relationships between material resources, technologies, roles, formal procedures, and emergent routines.

			We are pleased to share what we have learned over the course of our careers by doing it, by bringing stakeholders along the Solution-Design lifecycle, and by using a pragmatic approach to leverage the existing knowledge in an organization. 

			As we share throughout the book, to be successful in designing sustainable solutions you cannot lock yourself inside a conference room to craft recommendations, which will be later imposed onto the organization without listening to the people affected by your ideas. You need to avoid pitfalls like reinventing the wheel or coming up with your own holy-grail solutions by yourself. Tapping into the existing organizational knowledge, getting the ongoing commitment of others, and communicating results while sharing the credit will help speed up the adoption of your solutions and obtain sustainable results faster than you could ever imagine. 

			WHAT WAS OUR JOURNEY TO GET TO THIS BOOK?

			Several years ago, we were working in different jobs for two large, global organizations. In our roles, we led breakthrough initiatives to address issues caused by what were sometimes first-of-a kind scenarios. It was challenging, a few times frustrating, but in the end rewarding to be stretched beyond our skills and knowledge. We had great mentors, engaged teams, and understanding stakeholders along the way. We both ended up winning public awards for best practices in designing solutions for the complex problems faced by our organizations. At that time, we were focused on information security, governance, risk management, and compliance issues. Due to our public success, we were invited on a regular basis to share Solution-Design experiences in university MBA courses in Brazil, as well as in workshops, conferences, and academic degree programs throughout Latin America and Europe.

			Later, as we moved on to other jobs in a different set of global organizations, we received more awards for crafting strategic solutions to address complex problems, this time beyond our initial focus areas. Again, we continued communicating our experiences in recurrent events, professional associations, and academia. Our motivation was to share lessons learned and to learn from others’ experiences: we firmly believe there should always be an exchange of insights, including the sharing of failures, with the respective lessons of how to change course and succeed the second time around.

			Finally, after moving to the Seattle area and later pursuing our master’s degrees in public administration at the Evans School of Public Policy and Governance at the University of Washington, we met Pat Dobel, a professor and mentor, who caught our attention with his lectures on leadership, commitment, and legacy. In his classes, Professor Dobel teaches his students about learning through sharing, giving back, and spreading any knowledge one acquired in life. Why? Because this is part of one’s legacy; it’s a contribution to other professionals, to other individuals, and to the society. That’s when we had an “a-ha” moment: why not package our experiences and the learning we’ve accumulated over many hours in corporate training, professional association participation, and formal education into a format we could share with others?

			And so, we did it. With this book, we tried to capture and share our successes, our failures, and our ensuing course-corrective measures, all in the pursuit of crafting sustainable solutions for complex problems. In doing so, we came up with five critical checkpoints that any Solution Designer must hit to ensure solutions that are successfully envisioned, negotiated with stakeholders, and implemented to last over time.

			The best practices gathered in this book consolidate what we have learned in a combined tenure that spans over fifty years of field-tested experience working with corporations, academia, not-for-profit organizations, and governments. Additionally, we have benefitted from thousands of hours of formal training in leading educational organizations. We have worked in multicultural environments across four continents, dealing with intricate public-private-partnerships involving multinational stakeholders spread across different time zones. Managers, clients, and other stakeholders have continuously supported us for years, reassuring us that we were on the right path in the pursuit of highly effective Solution-Design processes. Sure, we may have reached a few dead ends along the way, but we have learned from every opportunity, applying the acquired knowledge to the next solution we designed with our stakeholders.

			HOW IS THIS BOOK STRUCTURED?

			From Problem Solving to Solution Design: Turning Ideas into Actions is comprised of five chapters, respectively covering each of the checkpoints recommended to leverage the existing embedded knowledge in your organization, as shown in figure 1-Intro.

			[image: ]

			Fig. 1-Intro. Chart by J. Eduardo Campos and Erica W. Campos. 
“I.D.E.A.S. Framework.”

			Here is a glimpse at what you will find in each chapter:

			In chapter 1: Identify, you will learn that before you do anything else, you must step back, reflect, and clearly define the essential problem you are trying to solve. A couple of case studies illustrate how to do this, including how to use the Five Whys Analysis Method, which helps to isolate the true root-cause of a problem. You can read more about this and other identifying techniques in publications about the Total Quality Management (TQM) movement and its successors, including the Lean Six Sigma Pocket Toolbook: A Quick Reference Guide to 100 Tools for Improving Quality and Speed.

			We also offer suggestions in this chapter of how to involve your stakeholders, state your goals, and prioritize your actions to solve the essential problem. Finally, you will find tips on how complex problems can be broken down into small, manageable components.

			In chapter 2: Design, you will learn how to set your goals for Solution Design and design solution options. We also discuss pragmatic risk management strategies.

			We share our experiences dealing with complex problems that lead to crises. As you will see, if you take measures to mitigate risks before they lead to a crisis, you can create a sustainable solution and avoid recurrent fire drills (like the fire-brigade exercises, in which the fire alarm sounds, simulating a fire in a building and triggering emergency procedures.)

			In chapter 3: Engage, we share suggestions on how to prepare your stakeholder engagement plan and influence the decision-making process.

			This chapter comprises the bulk of the book, because we consider stakeholder engagement to be the core of any successful Solution-Design process. Here, you will learn from real-world scenarios how to identify your key stakeholders, handle objections and match motivations, and assess the decision-making power grid. You will read about the importance of sharing credit with your stakeholders for any successes obtained with your recommendations—the best way to ensure the implemented solutions last longer. You will learn what a marketable solution is, how to prepare your engagement, how to use trade-offs and concessions, and the importance of communicating the decision as clearly and concisely as possible. Finally, you will discover how to get your stakeholders to commit to your solution, how to help your decision-makers decide, and how to use proven practices to get to the decision you want. 

			Chapter 4: Act shows you how to drive your implementation strategy, which will allow for a smooth implementation as well as results measurement. Here you will read real-case scenarios on how to tap into existing control frameworks to coordinate your solution implementation across several types of committees. Finally, this chapter will highlight techniques to help raise awareness about the solution to be adopted.

			Chapter 5: Sustain covers a critical milestone in the Solution-Design journey. After all the hard work you have put into identifying the essential problem, designing solution options, engaging stakeholders, and convincing them of the validity of your recommended solution, it is time for you to plan the envisioned sustainability. In fact, during the early stages of option assessment, you might want to consider including criteria that address solution sustainability. 

			Here, you will learn how to leverage the organizational lifecycle to ensure your solution lasts, making the most out of the resources and efforts invested in implementing it. Finally, you will learn how to create a feedback loop, guaranteeing that any input received after implementation gets captured and is applied to extend the life of the solution. In many cases, at this stage you might want to start over again, adjusting or improving your solution to keep it relevant to your organization’s ever-evolving complex problems.

			In this chapter and throughout the rest of the book, you will find pragmatic, real-world case studies which have been anonymized using composite characters, name and/or gender changes, and the change of the respective organizations’ sectors, focus, or businesses.

			If you want to dig deeper, you can find additional content and references at the end of the book in the appendix.

			CALL TO ACTION

			Treat this book as your field guide: it offers clear checkpoints for you to assist your organization in designing effective solutions for complex problems. Read it in any order you feel comfortable with, either sequentially or going directly to the information you need help with in your Solution-Design process.

			You do not need to make your solutions right the first time. Remember, it is better to try options out, make mistakes, iterate with your stakeholders, correct the course, and rinse and repeat. You shouldn’t sit around waiting for the perfect solution to find you—it doesn’t happen like that. The only way to arrive at what truly is the “perfect” solution is to try, ask “why,” and try again. 

			In the end, what we want is for you to feel empowered to get out of your seat and dive into Solution-Design options that can help your organization solve problems across organizational borders, time zones, and cultures.

			We wish you all the best. Good luck!

			J. Eduardo Campos & Erica W. Campos

			
ONE

			
IDENTIFY

			
Define the Essential Problem and Prioritize Your Actions to Solve the Essential Problem

			“If I had an hour to solve a problem, I’d spend fifty-five minutes thinking about the problem and five minutes thinking about solutions.”

			—Albert Einstein

			Whenever you are in a situation where you need to solve a problem, resist your instinct to immediately start acting on it. Depending on how big your problem is, the urge to get it out of your way as soon as possible might cloud your perception, preventing you from being effective.

			Our recommendation is to kick off the Solution Design for any given complex problem by hitting the initial checkpoint, identify, which requires you to take two key actions: (1) define the essential problem, and (2) prioritize your actions to solve the essential problem.

			In the first action, defining the essential problem, you should start by stepping back, reflecting, and clearly defining what you are trying to address. This way, you will solve the root cause and not just its symptom, which is the perceived issue (or set of issues) at hand. You might even have more than one problem to solve, which would require more than one solution.

			Experience shows that this stepping back enables the problem-solver to have a broader perspective. Ron Heifetz and Marty Linsky used a very interesting analogy in one of their books, Leadership on the Line: Staying Alive Through the Dangers of Leading, to explain how to do this. They position the problem-solver as someone dancing in a ballroom, overwhelmed by the band, the music, and the other dancing couples—problem-solvers, they assert, must step off of the dance floor, escape the daily routine, and go up to the balcony. Imagine yourself out on the floor, dancing with everybody else. What you see is just the crowd of people dancing, the band playing, others coming and going and talking.
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CHECKPOINT

1. IDENTIFY

2. DESIGN

.

ACTIONS

Define the essential problem.

Prioritize your actions to solve the
essential problem.

3. ENGAGE

Set your goals for the solution design.
Design solution options.

4. ACT

Prepare your stakeholder engagement.
Influence the decision-making process.

5. SUSTAIN

Drive your implementation strategy.
Execute your governance model.

Leverage the organizational lifecycle.
Create a feedback loop.
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