How to Structure Team Problem Solving Sessions
That Actually Work

Before you bring the team together

Every corporate problem solving session starts with a clear view of what you want to achieve.
Without a defined outcome, the group can drift into open discussion that feels productive but
delivers little. The first check is simple: what specific question or challenge will the team
address? Write it down in one sentence. If you cannot, the session is not ready. This single step
prevents the common trap of solving the wrong problem, or worse, solving a problem no one
agrees exists.

Next, think about who needs to be in the room. A diverse group with different perspectives
often finds solutions faster than a team of people who think alike. But too many voices create
chaos. A good rule is to include people who have direct knowledge of the issue, people who
will implement the solution, and at least one person who can challenge assumptions. If the
group is larger than eight, split into smaller teams that report back. This structure keeps group
dynamics productive and avoids the silence that can come when a few voices dominate.

Before the session, share the problem statement and any background material. People need
time to think. When they arrive prepared, the session moves from clarifying the issue to
exploring solutions. This also reduces the risk of someone feeling caught off guard. A short
email with the agenda and a request to come with one idea is enough. Do not overload the
team with data. Too much information before the session can narrow thinking, which works
against creative exploration.

Setting the right environment

Physical and psychological safety matter more than most facilitators admit. If people worry
about being judged or fear that their ideas will be dismissed, they hold back. The space should
feel open, with room to move, write on walls, and rearrange seating. A boardroom table can
create a formal distance that works against collaborative challenge. If possible, use a room
with whiteboards or large sheets of paper on the walls. This allows the team to capture ideas
as they come and to see the full picture as it develops.

Set time limits. A session that runs too long exhausts everyone and produces lower quality
decisions. Break the work into blocks: fifteen minutes for clarifying the problem, thirty for
generating ideas, twenty for grouping and prioritising, and twenty for deciding on next steps.
Stick to the clock. If the group wants to continue, schedule a follow-up rather than stretch the
session into fatigue. This discipline forces focus and respects everyone's time.



Choosing the right method for the problem

Not every problem benefits from the same approach. Some issues need creative, open-ended
thinking. Others need structured analysis. The team should agree on the method at the start.
For problems where the goal is to generate many possibilities, techniques like brainwriting or
round-robin work well. For problems that require deep analysis, methods such as root cause
analysis or the five whys are more effective. The key is to match the method to the type of
problem, not to default to whatever the team has used before.

When the problem involves complex systems or multiple stakeholders, consider mapping the
issue visually. A simple flowchart or a cause-effect diagram can reveal connections that
discussion alone misses. This kind of decision making tool helps the team see the problem
from a systems perspective rather than as a list of symptoms. It also makes it easier to agree
on what the real problem is before jumping to solutions.

Role allocation: who does what

One of the most overlooked elements in team problem solving is clear role allocation. Without
defined roles, the session can become a free-for-all where the loudest voice sets the direction.
Assign a facilitator who keeps the process on track but does not contribute ideas. The
facilitator's job is to manage time, ensure everyone speaks, and redirect when the group goes
off topic. This person should be neutral and not have a personal stake in the outcome.

A scribe or visual recorder captures ideas as they emerge. This role is critical because it allows
everyone to see what has been said and to build on each other's thinking. The scribe does not
need to write everything word for word. Instead, they capture the essence of each idea and
group related ones together. The rest of the team focuses on thinking, not on remembering.

If the session involves evaluating ideas, assign a separate person to lead that phase. This
keeps the generative phase separate from the evaluative phase. When the same person who
generated an idea also evaluates it, bias creeps in. A clear separation of roles protects the
quality of both the creative and the analytical work.

Generating ideas without judgment

The generative phase needs rules. The most important rule is no criticism during idea
generation. This is harder than it sounds. People naturally evaluate ideas as they hear them,
and a well-intentioned comment can shut down a line of thinking. To protect the flow, use a
technique where people write their ideas individually before sharing. This gives everyone equal
airtime and reduces the influence of rank or personality. After sharing, the group can cluster
similar ideas and discuss them.



Set a target for the number of ideas. A goal of thirty ideas in ten minutes forces people to
move past obvious solutions and into more creative territory. The first few ideas are usually
safe and predictable. The ideas that come later, when the pressure is on, are often the ones
that break new ground. This is where creative thinking really happens. Do not stop at the first
good idea. Push for more.

From ideas to action

After generating ideas, the team must decide which ones to pursue. A simple voting system
works: each person gets three votes and places them on the ideas they think are most
promising. This surfaces the ideas with broad support. Then discuss the top few in more
detail. For each candidate, ask: what would it take to implement this? What are the risks? Who
would need to be involved? This moves the conversation from abstract possibility to practical
reality.

For the chosen solution, create a clear action plan. Who will do what by when? What support
do they need? How will progress be tracked? Without this step, the session becomes a talk
shop with no follow-through. A good session produces not just a solution but a commitment to
action. The team should leave knowing exactly what the next steps are and who owns them.

Checking in after the session

The real test of any problem solving session is what happens after. Schedule a brief follow-up
meeting two weeks later to review progress. Did the team implement the solution? Did it work?
If not, what needs to change? This feedback loop turns problem solving from a one-off event
into a continuous improvement process. It also builds trust. When team members see that
their ideas lead to action, they are more likely to engage fully in the next session.

Bringing it all together

Effective corporate problem solving does not happen by accident. It requires preparation,
structure, and a willingness to let go of control. The checklist above covers the key points:
clarify the problem, choose the right people, set the environment, match the method to the
problem, assign clear roles, generate ideas freely, decide with transparency, and follow up.
Each point supports the others. Skip one, and the whole process becomes weaker.

For teams that want to build these skills in a structured way, programmes like those offered at
teambo.co.za provide a framework for developing better collaboration and problem solving
habits. The focus on experiential learning helps teams practice these techniques in a safe

setting before applying them to real business challenges. This is not about theory. It is about
building the capability to solve problems together, day after day.


https://teambo.co.za/man-to-the-moon-corporate-teambuilding-programme/

When teams learn to work through problems systematically, they waste less time in
unproductive meetings and produce better results. The checklist here is a starting point. Adapt
it to your team's culture and the specific challenges you face. The goal is not to follow a rigid
formula but to build a repeatable process that works for your people. With practice, structured
problem solving becomes second nature. And that is when the real gains appear: faster
decisions, stronger buy-in, and solutions that actually stick.



