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WHAT OTHERS SAY ABOUT THIS BOOK
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	"I highly recommend the books from The Effectiveness Institute as texts for new leaders and a review for seasoned leaders - as a reminder of what they should be doing. These books are unique because they’re replete with valuable information that you can actually learn today and use tomorrow. If you want to become absolutely essential to any organization, these books are for you.”

	- Dennis D. Cavin

	Lieutenant General, US Army (Retired)

	Vice President, Army Missile Defense Programs

	Lockheed Martin, Corporate Business Development
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	“I recommend the books from The Effectiveness Institute because Ed Murphy doesn't theorize; he draws on his extensive experience from many years of service in the US Military and working as an Executive Coach in Corporate America. His keen insights and practical advice make these books required reading for anyone trying to negotiate the maze of organizational chaos.”

	- Lee Lacy

	Assistant Professor

	US Army Warfighter Course

	Command and General Staff College
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	“The books from The Effectiveness Institute will help you become more effective at work and in life. They will also help you unlock your potential and direct your team to greater success. I highly recommend these books.”

	- Lance Revo

	Principal Engineering Design Specialist

	Cyber Security at AREVA NP

	 

	

	

	 


 

	 

	“I dedicate this book to all those I must leave behind who have the desire to be, do, and have more than they have today.”

	Never Stop Learning!
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INTRODUCTION
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	“There was never a night or a problem that could defeat sunrise or hope.”
 - Bernard Williams

	This book is the revised and updated 2025 edition of The LOST ART of PROBLEM-SOLVING, The Science of Overcoming Obstacles, which you’ll learn about in the next chapter.

	However, before we continue, it’s important to understand that this book is one of forty books that comprise a new Success Training Program.

	This program was created for you, regardless of your occupation, position, or level of authority, to help you achieve the effectiveness and success you deserve.

	The first ten books (see OTHER BOOKS) address these core competencies of your effectiveness and success in business:

	Followership, Delegating, Planning, Organizing, Communicating, Problem-Solving, Awareness, Training, Motivating, and Character-Building.

	I’m Ed Murphy, the founder of The Effectiveness Institute. After graduating from West Point, I served 24 years as a US Army Officer during both Vietnam and Desert Storm, traveling all over the world.

	After the military, I spent the next 20+ years as an Executive Coach in Corporate America, working with hundreds of business executives, small business owners, and teams in Seattle, San Diego, Kansas City, and Phoenix.

	During my career, I was always searching for why some people are more effective and successful than others.  

	As a result, I discovered that they were able to achieve extraordinary success by doing these three things:

	
		By consistently producing excellent results.

		By adding greater value to all those who helped them produce their results - especially their boss.

		By treating all those with whom they worked with respect and kindness, regardless of how they were treated.



	This Success Training Program was created to help you do these three things better than anyone else.

	What makes this program so unique is that it provides you with these three things that you won’t find anywhere in academia or corporate America:

	
		First, it gives you the most actionable best practices needed to consistently produce excellent results.  

		Second, it teaches the most critical success skills used by the most effective people in their field, which you were never taught in school. 



	
		Third, it provides step-by-step instructions for each best practice, explaining:



	
		What to do.

		How to do it.

		And providing the tools needed to make it happen.



	No one else does that! Think about it!

	These are all simple things you can easily learn today and use tomorrow. 

	As an executive coach for over 20 years, I know what your employers and customers expect. 

	I created this Success Training Program based on all I’ve learned from the best and brightest people with whom I served over my entire career to help you rise above the crowd, be the best at whatever you do, and stand out rather than just fit in.

	Here, you’ll learn how to use the best tactics, techniques, and tools to enhance your ability to become a more effective problem solver.

	I know that by learning, using, and sharing these best practices, you’ll be well on your way to becoming the person who adds the greatest value to the team—making you essential.

	Join us and discover why our readers come away saying,

	“I wish I knew this stuff years ago.”

	This program is my legacy, my small contribution to making a difference in the lives of all those I must leave behind.

	Enjoy the book!

	

	

	Also, if this information could help someone else, please let them know. If it makes a difference in their life, they’ll be forever grateful to you, as will I.

	To your SUCCESS! 
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	Founder of The Effectiveness Institute

	

	

	Stop wishing you were better and do something about it today.
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1 
The LOST ART of
PROBLEM-SOLVING
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	“Great leaders are almost always great simplifiers, who can cut through argument, debate, and doubt, to offer a solution everybody can understand.”
 - Colin Powell

	This book is the revised and updated 2025 edition of The LOST ART of Problem-Solving, The Science of Overcoming Obstacles.

	Problem-Solving is your ability to consistently produce excellent results by anticipating problems, determining their cause, and selecting the best solution from competing alternatives

	It’s the 6th Volume in a forty-book series of a comprehensive Success Training Program (see OTHER BOOKS).

	In business, Problem-Solving is your ability to anticipate problems or to resolve them as soon as they’re identified. 

	 

	Note: Decision-making (Chapters 7-10, and Appendix E) is the fifth of the eight steps in the Problem-Solving Process (or PSP).

	 

	Here are the most common types of problems you’ll face at work. 

	Level 1 Problems: “What Should I Do?” 

	These problems ask, “Where can I find help to resolve this problem?” All problems have an entire career field dedicated to their resolution. If you have a legal problem, ask a legal problem solver: an attorney. And for any problem, start your research on the web.

	Level 2 Problems: “How Much?" or "How Many?” 

	These problems ask, “How much time, money, or other resources are you willing to expend to resolve this problem.” The answers could range from everything (if you can afford it) to nothing (if you do it yourself). The only issue is allocating sufficient resources to ensure the real cause of the problem goes away. 

	Level 3 Problems: "Option A" or "Option B?" 

	These problems ask, “Should I do this myself or hire an expert?” This requires a simple “Me” or “Them.” Your challenge now is deciding which is better for you by assessing their advantages and disadvantages. This normally asks, “How much will it cost, how difficult will it be, and how long will it take?” 

	 

	Here's an example of a simple decision matrix.
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	This Decision Matrix displays the raw data for total cost, degree of difficulty, and the number of weeks it will take to resolve the problem. 

	The only issue now is selecting the better of the two.

	Note the advantages and disadvantages of each option - but the final decision rests with you. 

	Level 4 Problems: “Which Option is the BEST?”

	For Level 4 problems, ask which option is BEST when you have three or more valid options. This requires the use of a Problem-Solving Process (or PSP) (Chapters 2-6 and Appendices A, B, and C) that consists of these steps:

	Step 1: Define the Problem.

	Step 2: Gather Facts and Assumptions.

	Step 3: List Possible Options.

	Step 4: Test Possible Options.

	*Step 5: Select the BEST Option (Chapters 6-10).

	Step 6: Create a Plan of Action.

	Step 7: Execute the Plan of Action.

	Step 8: Assess Progress and Results. 

	Note: *Decision-making is just one step in this process. 

	Level 5 Problems: Should I act, wait, or walk away? 

	For every problem you’ll face, you’ll have three choices of how to respond. You can act, wait, or walk away.

	Can't you just do nothing when faced with a problem? Sure, Think about it. You have this option every time you’re faced with a problem. 

	Do some problems sometimes correct themselves by doing nothing? Of course. Do some problems get worse by taking action rather than doing nothing? Sure.

	Are there some problems that are better left alone? You bet. If you feel this is your best option among the options you have available at the time, then do nothing and walk away. 

	Doing nothing is deciding by default.

	However, doing nothing and waiting are two different options. 

	 

	Important Notes:

	For the remainder of this book, I’ll use the term “boss” instead of leader, manager, or employer to make this book more useful for and actionable by everyone in the workforce.  

	I do this because,

	“We all work for a boss, whoever pays us for our work.”  

	Even if you’re self-employed or a small business owner, your boss is your customer, client, guest, or patient, whoever pays you for your services.  

	As a result, whenever you see the term “boss,” it means the person who pays you for your work.

	I’ll also use the terms “member” or “team member” instead of worker, employee, or associate to reinforce the power of teamwork.

	 

	

	

	 


2 
BY DEFINING
THE PROBLEM
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	The beauty of the Problem-Solving Process (or PSP) is that it removes the emotions normally associated with bad problem-solving, which means deciding on an impulse or emotion and justifying it later with logic. It’s designed to be used when there are three or more valid options from which to choose. 

	Have you ever solved a problem only to find that it keeps returning? Perhaps you didn’t find the real cause of the problem. 

	There’s a big difference between the cause of a problem and its symptoms.

	Many problems only present their symptoms for you to see. You’ve got to dig deeper and ask better questions to find the real cause.

	What’s Root Cause Analysis? 

	Root Cause Analysis is based on the belief that problems are best solved by addressing, correcting, or eliminating the root causes instead of just addressing the obvious symptoms. By directing corrective measures at root causes, future problems will be prevented. But how does that happen in real life? 

	In the real world, this step is the most important step of the entire process. Unless you can identify the real cause, whatever you do will only be temporary at best. I can't tell you how many times I've jumped to conclusions trying to connect the dots when there were no dots to connect. Since I'd been there the longest, I assumed I had some special wisdom to know what caused the problem. And I was wrong! The truth was that I let my pride and fear get in my way. 

	The lesson learned here is that the only way to overcome this trap is to humble yourself enough to relinquish your fear and pride and ask others for help. Then, ask others to help you find the real cause of the problem and create the problem statement. 

	What are the most crucial questions to ask BEFORE resolving any problem? 

	
		What are the root causes, and how do you know for sure? 

		How important or urgent is this problem, and why?

		Who has faced this problem before, and who’s affected by it?

		What are the consequences if this remains for 12 months?

		How long do you have before this problem becomes a crisis?

		How long can you wait before you're forced to act? 

		When is it too late to act? 

		Who are the best people to contact to resolve this problem?



	Now, let’s create your Problem Statement by following these guidelines:

	What’s the Problem Statement? 

	Here are the requirements for a good problem statement: 

	
		The problem must be stated as a one-sentence question.

		The statement must say that you're seeking the Best Option.

		The statement must be posted so all members can see it.

		All members must concur that this is the Best Problem Statement.



	 

	Situation: Let's assume you've determined that the real cause of the problem is your company's IT infrastructure. You know this because your company is still using old technology that's slow, complicated, prone to error, and unreliable, resulting in a loss of customers and reduced revenues. As such, your initial Problem Statement might read: 

	"Which is the BEST Vendor to update our IT infrastructure?"

	Before moving to the next step, ask your team if they can all agree to support the work thus far (Chapter 19). For a real-world example of the PSP, see Appendix B. For Advanced Problem-Solving with VUCA, see Appendix C.
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Criteria Solution A Solution B
Total Cost? $100 $80
Difficulty? Difficult Moderate
Time to Resolve? One Week Three Weeks

Advantages?

Shortest Time

Lowest Cost, Least Difficult

Disadvantages

Highest Cost, Most Difficult

Longest Time

Decision?
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