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The Lean Transformation Framework (LTF) helps determine the best lean 
journey for your situation. Based around five questions, it starts by asking 
“What problem are we trying to solve?” We use the LTF to help decide how to 
support your needs and progress your lean journey.

To understand how we can support you on your Lean Learning Journey visit 
our website www.leanuk.org. We have a range of products and services that 
you and your organisation can use to become self reliant at Lean thinking and 
practice. 

Developing your Lean Journey



Congratulations and thank you for purchasing and/or downloading this material from 

the Lean Enterprise Academy.

At the Lean Enterprise Academy we help our customers develop their capability by 

providing products and support using three core processes: Learn, Teach & Coach 

and Share. We know from practical application that skill/capability development is 

best described as a journey. Therefore we have developed a guided learning path 

called the Lean Learning Journey.

The Lean Learning Journey process is based around Four Skill Levels; Knowledge, 

Understanding, Capable and finally, Can Do Well and 

Teach & Coach Others. Our aim is for you to 

become self reliant on your Lean Learning Journey

so that you can share your learning, develop others 

in your team/organisation and become effective

learners for life.

To align with our customer needs we launched the Lean Learning Platform on our 

website in late 2020. The platform includes a selection of guided learning courses and 

materials available so you can develop your skills throughout your Lean Learning 

Journey.

Thank you for being a part of the Lean Enterprise Academy and good luck on your 

Lean Learning Journey!

Best wishes,

Dave Brunt

CEO, Lean Enterprise Academy
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1.0 Purpose

2.0 Process

3.0 People

Please use this page to make any notes during the training:

4 Step Rapid Problem Solving – Skill Level 1: Knowledge



4 Step Rapid Problem Solving – Skill Level 2: Understanding
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4 Step Rapid Problem Solving – Skill Level 2: Understanding

7

Please use this page to make any notes during the training:

1.0 Concern

2.0 Contain
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MUDA – The 8 Wastes

Notes:
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What the Story Should Look Like – RPS Quadrant Chart

Step 2  CONTAIN - Can we stop the problem now?

Step 1  CONCERN - What's the GAP?

1.2 Clarify the Problem - Gap 1.3 Gap Analysis

Who: 

What: 

Where: 

When: 

Why: 

How: 

How Much: 

1.1 Background

- Why are you tackling this problem and why is it important?

- How would you introduce this problem to someone else?

- Where did the problem come from?

- Scope of the subject/problem?

- What would happen if you did nothing or impact to the business?

Use a graph, a sketch or a photo to 
help explain the Background....

Standard
Current 

Situation

State the
Gap !

Problem to Pursue:

Analyse the Gap to find 
the Problem to Pursue

Can you break the Gap down further to understand problem 

more e.g. by time, shift, product, process, reason...

Pareto graphs can be 

useful to help find the 

Problem to Pursue.

Use the 5W's 2H's to 

clearly explain what the 

Containment activity is.
Standard

OK

NOK

Show when 

Containment 

started so you 

know it is working.

Clearly visualise the result of the 

Containment activity to show that it is 

working.

2.1 Containment Result

Does the Containment 

activity have any other 

impact/consequence?

Do you need to track or 

visualise that?

Standard
Current 

Situation

Containment

Result:

Has it closed the 

Gap for now?
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What the Story Should Look Like – RPS Quadrant Chart

Step 4 COUNTERMEASURE & CONFIRM - Did we close the GAP?

Step 3 CAUSE - Investigate and find the root causes?

3.1 Direct Cause Investigation

Mother Nature Machine Man

MaterialMethodMeasurement

3.3 Root Cause Investigation

4.1 Countermeasure Plan

4.2 Confirm Results

Problem to 

Pursue:

DIRECT 
CAUSE
NOK

CAUSE OK

3.2 Data to Prove the Direct Causes

Problem 

Problem 

Problem to Pursue

DIRECT CAUSE

ROOT CAUSE 1

DIRECT CAUSE

ROOT CAUSE 2

CAUSE........ CAUSE........

WHY?

WHY?

WHY?

beCAUSE

beCAUSE

beCAUSE

Therefore

Therefore

Therefore

Timeframe

Characteristics of a Root Cause:

- It does not blame anyone.

- You can do something about it.

- It will change the way you do things

in the future.

- It is not to re-train someone !!

- It will Stop the Problem.

Direct Causes:

- Have cause/effect relationship on

the problem.

- Light switch test.

- Proven with data or experiment.

# Countermeasure Action Who When ImpactRoot Cause

1

2

List the Root 

Causes.
Number and list the Countermeausre Actions, who will do 

them, when they will be completed.

Quantify

the 

impact on 

the 

problem.

Show results to demonstrate 

that the Direct Causes have 

been eliminated.

!

Direct Causes

Standard
Current 

Situation

Show how much the Gap 

has been closed.

Gap Closure Results Evolution - Sustainment

Show when 

Countermeasures 

implemented

Show when 

Containment

removed

Summarise the results

What did you learn....

Yokoten/Look across...

What will you do next..

Standard



4 Step Rapid Problem Solving – Skill Level 2: Understanding
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4 Step Rapid Problem Solving – Skill Level 2: Understanding
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Please use this page to make any notes during the training:

3.0 Cause

4.0 Countermeasure & Confirm
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The 7 Problem Solving (PS) Tools 
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Root Cause Analysis Examples
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4 Step Rapid Problem Solving Quadrant Chart

RPS Title

Step 1  CONCERN - What's the GAP?

Step 2  CONTAIN - Can we stop the problem now?

1.2 Clarify the Problem - Gap 1.3 Gap Analysis

Who: 

What: 

Where: 

When: 

Why: 

How: 

How Much: 

1.1 Background

Problem to Pursue:
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4 Step Rapid Problem Solving Quadrant Chart

SITE DATE Signature Approval

Direct Causes

Why ?

Why ?

Why ?

Step 3

RPS Blank Template Ver1.0

TEAM MEMBERSRPS LEADER

Step 4 COUNTERMEASURE & CONFIRM - Did we close the GAP?

Root Cause(s) # Countermeasure Actions Who When Impact

CAUSE - Investigate and find the root causes?

Why ?

Root Causes

Problem to Pursue

3.1 Direct Cause Investigation

Mother Nature Machine Man

MaterialMethodMeasurement

3.3 Root Cause Investigation

4.1 Countermeasure Plan

4.2 Confirm Results

Problem to Pursue:

3.2 Direct Cause Proof
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Rapid Problem Solving (RPS) Case Study

The following is a fictional case study to allow you to understand the RPS method in more 

detail and apply your learning to complete and create an RPS Quadrant Chart (see next 

pages) using the data provided.

After each Teach session for the steps of Concern, Contain, Cause, Countermeasure & 

Confirm, read through that section of the case study, and complete the actions set.



RPS Title

MWB Rentals Ltd. Unallocated Cash

Step 1  CONCERN - What's the GAP?

Step 2  CONTAIN - Can we stop the problem now?

1.1 Background
- Unallocated cash is cash received in to the business
with no invoice to match off to, or a "Cash Line".

- This can mean that cash is not realised in to the
monthly Profit and Loss account affecting cash flow -
up to £100k in one month (Feb)!

- This means more work for the Cash & Billing Team to
get the invoices raised & match it to the cash.

1.2 Clarify the Problem - Gap

237

53
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200

250

Barges &
Boats

Properties Repairs Utilities Facilities Sales

Average Unallocated Cash Lines by Department

1.3 Gap Analysis - Last 6 Months

Who: Cash & Billing Team.

What: Daily Overtime.

Where: Office/Desk.

When: From Week 14 (April).

Why: To reduce Unallocated Cash Lines by the end of the

Month.

How: Manual Matching in Cash/Invoice Accounts System.

How Much: Additional 10 Cash Lines/Day.

2.1 Contain Result

Oct Nov Dec Jan Feb Mar

Monthly End Data

Unallocated Cash Lines 293 155 233 418 518 513

6 Month Average 355 355 355 355 355 355

Standard (Lowest) 155 155 155 155 155 155
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Contain Target:

10 Cash Lines / 
Day
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Overtime Hours

Gap: Problem to Pursue:

Contain Impact:
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RPS Case Study Answer Sheet Steps 1 and 2



SITE RPS LEADER DATE Signature Approval

C:\Users\User\Dropbox (Lean Academy)\Lean Academy Team Folder\LEA Website\Learning Platform 

Materials\RPS\Website Materials\Level 2\Masters\[RPS Case Study MWB Ltd Answer Ver1.0.xlsx]RPS Answer

Lines Improvement
TEAM MEMBERS

Sue

Step 3 CAUSE - Investigate and find the root causes?

Step 4 COUNTERMEASURE & CONFRIM - Did we close the GAP?

Lines Improvement Leeds Sarah
Bob, Petra, 

Gary, Dave
Ellie, Andy

March - 

July Sara
h

Jan Feb Mar Apr May Jun Jul

Monthly End Data

Unallocated Cash Lines 418 518 513 160 180 155 145

2 Month Average 325 468 515 336 170 167 150

Standard (Lowest) 155 155 155 155 155 155 155
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3.2 Direct Cause Proof
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3.1 Direct Cause Investigation

Problem to Pursue:

Mother Nature Machine Man

MaterialMethodMeasurement Direct Cause 1:

3.3 Root Cause Investigation

Root Cause 1: Root Cause 2

Direct Cause 2:

4.1 Countermeasure Plan

4.2 Confirm Results

All Actions Completed in May

Result Summary:

Wk21 End of May 

Containment removed

Problem to Pursue:

Direct Causes:

Why ?

Why ?

Why ?

Why ?

Root Causes:

# Countermeasure Action Who When Impact

1

2

3

4

5

6

7

Root Cause

1 58% of 237 =

2 29% of 237 =

Direct Causes 
Reduced

Gap
Closed
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RPS Case Study Answer Sheet Steps 3 and 4
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MWB Rentals Ltd. RPS CASE STUDY

Read the description of the situation in each step. Then respond to the questions at the 
end and use the "RPS Quadrant chart worksheet” to record your answers.

Instructions: 

Step 1: CONCERN

March – Week 13

MWB Rentals Ltd. is a nationwide company providing rentals such as static homes/lodges, 
cottages, barges and boats across the UK. Their head office is located in Leeds and over 
the last twenty years they have acquired hundreds of assets for rental. Also due to a 
recent, aggressive marketing campaign, they are experiencing a healthy increase in 
demand.

Sarah, is the Supervisor of the Cash & Billing Team within the Finance Department of MWB 
Rentals Ltd. Her teams responsibility amongst other things is to ensure that cash received 
in to the business from rentals, repairs, sales etc. is allocated or matched to the correct 
invoice each month.

This is an important task as any unallocated cash within the business can’t be realised in 
the Profit and Loss (P+L) of the company. In addition, a healthy cash flow is necessary to 
allow for the staff payroll each month and pay suppliers, asset repayments, utilities and 
insurance etc.

Over the last few months Sarah and her team have noticed an increasing trend in the 
number of unallocated cash lines – this maxed out at a value of nearly £100K for one 
month! 

Being concerned that the situation may get worse as they get busier, Sarah has spent the 
last week reviewing some performance data to try and understand the current situation 
better. She pulls the information together in to a matrix.
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Questions:
1. What is the ‘GAP’ here? (Gap between the Current Situation and the Standard)
2. What does the data tell you about the greatest contributor to the ‘GAP’? 
3. What would be the ‘Problem to Pursue’?

Using this data Sarah manages to establish a Current Situation (last 6 months average) 
and a Standard (lowest number in the last 6 months) and hence a Gap.

Having established a Gap, Sarah then starts to break the data down to try and find the 
greatest contributor to the Gap. It is a lot of data to go through but eventually she 
summarises it in the matrix below.

Unallocated Cash Lines by Department:

Department Oct Nov Dec Jan Feb Mar
Mthly 

Average

Sales 0 2 8 4 8 8

Facilities 10 7 9 12 7 9

Repairs 15 18 40 40 48 25

Utilities 12 20 25 6 30 27

Barges & Boats 198 223 239 250 260 252

Properties 66 72 69 42 40 29

Turn to the next page for the next actions.

Monthly Data

Month Oct Nov Dec Jan Feb Mar

Unallocated Cash Lines 293 155 233 418 518 513

6 Month Average

Standard (Lowest)

Monthly End Data

Actions:
1. Complete the matrix by calculating the last 6 Months Average of 

Unallocated Cash Lines and insert your answer in the grey shaded area.
2. Select the Lowest Month of Unallocated Cash Lines and insert that 

number in to the second grey shaded area.

Unallocated Cash Lines Last Six Months:
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Step 1  CONCERN - What's the GAP?

1.1 Background
- Unallocated cash is cash received in to the business
with no invoice to match off to, or a "Cash Line".

- This can mean that cash is not realised in to the
monthly Profit and Loss account affecting cash flow -
up to £100k in one month (Feb)!

- This means more work for the Cash & Billing Team to
get the invoices raised & match it to the cash.

1.2 Clarify the Problem - Gap
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Average Unallocated Cash Lines by Department

1.3 Gap Analysis - Last 6 Months

Oct Nov Dec Jan Feb Mar

Monthly End Data

Unallocated Cash Lines 293 155 233 418 518 513

6 Month Average 355 355 355 355 355 355

Standard (Lowest) 155 155 155 155 155 155
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Gap: Problem to Pursue:

Actions:
1. Complete the Department Matrix by calculating the Monthly Average for each of 

the Departments in the grey shaded areas.
2. Clarify the Problem by calculating the Gap between Current Situation and the 

Standard.
3. Analyse the Gap by making a pareto graph of Average Unallocated Cash Lines 

by Department.
4. Using the pareto graph decide what the “Problem to Pursue” is for Sarah.
5. Complete the RPS Quadrant Chart with your answers.
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Instructions:

Read the description of the situation in each step. Then respond to the questions at 
the end and use the "RPS Quadrant chart worksheet” to record your answers. 

Once Sarah had Clarified the Problem and the Problem to Pursue, she needed to 
consider how they we going to Contain the Problem and stop it from getting worse.

At the next weekly meeting (Week 14) she takes her Team through Step 1 – Concern 
of the quadrant chart: 

Week 14

Sarah: OK team, so we have identified we have a problem with the number     
of unallocated cash lines, on average its about 200/month.         
How can we ensure the it doesn’t get any worse and even better get it 
back to standard of 155/month by month end?

Bob: We could get some Temporary Staff in...

Petra: Yes, but we’ll have to recruit, train them up and it will be the end of the 
month by then!

Bob: Oh yes. I see, fair enough.  What if we outsource until we can get on 
top of the situation?

Gary: Hmmm, that will take too long Bob as we will need to get any new   
supplier approved. I guess it would be an expensive option as well.    
Why don’t we just do some overtime to start getting them down over 
and above what we normally do?

Dave: That’s a good idea.  We could put that in place in now!

Bob: I’m OK with that.

Sarah: OK, good idea team. We can share the workload amongst us over the 
next few weeks. Considering what we normally do I reckon we’ll need 
to match at least 10 Cash Lines per Day to get us close to 155 by the 
end of the month. I’ll make the arrangements with HR and propose we 
start today. Let’s make sure we collect some data to track how we are 
doing, I’ll set up a central spreadsheet that we can populate as we go 
along and complete the section of the RPS Quadrant Chart.

Step 2: CONTAIN
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Overtime and a spreadsheet is put in place. Over the following weeks they record 
their progress.

Questions:
1. What are the 5W’s (Who, What, Where, When, Why? and 2H’s (How, 

How Much) for the chosen Containment activity?
2. What is the Impact of this containment activity both in terms of 

unallocated cash lines and overtime?
3. Did Sarah and the Team manage to close the Gap with their Containment 

activity?
Actions:

1. Answer the 5W and 2H questions to describe the Containment activity the 
Team decided upon. Try to be a specific as possible.

2. Visualise the results data above and the impact it has had in terms of 
meeting their Target, the overtime and closing the gap.

3. Show all your thinking as visually as possible in Step 2 – Contain of the 
RPS quadrant chart.

Day Mon Tues Wed Thrs Fri Mon Tues Wed Thrs Fri Mon Tues Wed Thrs Fri Mon Tues Wed Thrs Fri

Cash Lines Closed 

with O/T
10 8 15 5 12 11 8 15 9 8 12 6 8 15 10 8 15 15 7 5 202

Overtime Target 10 10 10 10 10 10 10 10 10 10 10 10 10 10 10 10 10 10 10 10 200

Overtime Hours 16

Unallocated Cash 

Lines
513 480 466 444 421 380 356 333 301 280 253 240 233 229 201 190 182 181 176 153 153

Week 14 Week 15 Week 16 Week 17

4 3.5 4.5 4

Month End 

Data Totals

Step 2  CONTAIN - Can we stop the problem now?

Who: 

What:

Where: 

When: 

Why: 

How: 

How Much: 

2.1 Contain Result
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Instructions:

Read the description of the situation in each step. Then respond to the questions at 
the end and use the "RPS Quadrant chart worksheet” to record your answers.

Week 15

Now that they had put some containment in place the team’s attention turned to 
understanding the situation and what the root causes of the problem could be.

To do this Sarah the team leader gets the team together again and asks what they 
think could be the potential causes of lost time.  

Sarah: Ok, so it looks like the containment is working and the number of lines 
is coming down. Hopefully by the end of the month we should be close 
to the Standard of 155 Lines but we’ll keep tracking it.
So what do you think are the potential causes of the Unallocated Cash 
Lines for Barges and Boats are, any ideas?

Bob: Well, I think it might be Incorrect Amounts – it seems like I’m always 
having to correct them, especially if people have paid in a different 
currency from abroad on their credit card.

Petra: I get that as well Bob. It depends upon when the transaction was made 
versus the monies hitting our account I think. Sometimes I find that No 
Invoice has been Raised at all!

Bob: Me too. Also, they can be Posted to the Wrong Account. After a bit of 
digging I find that its actually a new customer an no account number 
has been created, especially for the short notice day or weekend hire of 
boats when people just turn up at the booking offices, especially when 
the weather is nice.

Gary: Could be Refunds, you know when the Barges breakdown – it happen 
to me last summer! I was stuck in the middle of the waterway for two 
hours.

Dave: Ha ha, unlucky Gary. I find that the Invoices are Raised too Late to be 
honest. We get the cash but the invoice then arrives later on. Doing the 
overtime has meant I’ve matched more later in the day. 

Bob: Yes, I’ve noticed that too Dave – funny isn’t it. Perhaps we should just 
do a night shift instead and match them then.

Petra: Steady on Bob! I’m not doing a night shift, days is bad enough!! I think 
its either a Software Error or just that the Goods/Services have not 
been Received. I have never trusted that new system when it was put 
in last year.

Step 3: CAUSE
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Sarah: OK, Great discussion team, but we are not going to change the IT 
system or put a night shift on! Let’s get this down on paper and see 
how much all of this is causing an effect on the problem. I think we 
need to capture some more data while we do the overtime and record 
what the causes are of the Unallocated Cash Lines. I expect most of 
them are Barges & Boat problems anyway so it should give a 
reasonable representation of what is happening.

Questions:
1. What are the potential causes?
2. Which causes need more data or can they be eliminated now?

Actions:
1. Put the Problem to Pursue in the box shown below.
2. Put all the potential causes the Team mentioned using a Cause-and-Effect 

Diagram (Fishbone) on Step 3 – Cause of the RPS quadrant chart.
3. For each Potential Cause decide which “bone” it should go under i.e. Man, 

Machine, Material etc..
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Now the group had identified the potential causes they decided to collect more data 
to help understand which were the direct causes of the problem and which causes 
had no or little impact.  To do this they chose to create a check sheet or tally chart 
and when they matched a Line during overtime they recorded the reason or cause. 
They did this for the next four weeks. 

The results can be seen below:-

Step 3: CAUSE Continued 

End of Week 18

Now the team had an understanding of what the biggest causes of the problem 
were. Sarah remembered from her problem solving training the importance of ‘GO 
and SEE’ to grasp what was actually happening. As she could physically go to every 
Barge and Boat Rental office she decided to set up a meeting with the B&B Team 
Leader Ellie to share the teams findings.

Actions:
1. Add up the Causes for each Week and put the Totals in the grey shaded 

column.

Cause Wk 15 Wk 16 Wk 17 Wk 18 Totals

Incorrect Amount 6 3 1 4

Raised Too Late 25 32 33 30

No Invoice Raised 3 1 0 4

Posted to Wrong Account 15 13 16 16

Other 2 2 0 1

While at the meeting Sarah shared with Ellie their RPS Quadrant Chart progress and 
findings:

Sarah: So, that’s where we are. As you can see from the data we’ve 
established two Direct Causes Invoices raised too late and Payment 
Posted to Wrong Account. What we are trying to do is get to the Root 
Causes for each of these.

Ellie: Right, yes I see, nice work by the way. What do you mean by Root 
Causes?

Sarah: Well Direct Causes are light switches - they switch the problem on and 
off. Root Causes are something, if we put a Countermeasure in place 
will stop the problem from happening in the future. For example,  why 
are the Invoices raised too Late?

Ellie: Well we usually check the Invoices and Raise them around 1400hrs, is 
that too Late?
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Sarah: Ahh, well yes it could be as we start tying to match the Cash from 
around 0700hrs. Why do you do it from 1400hrs?

Ellie: Erm, no real reason, we just always have – even since I joined the 
company years ago. Why do you do it from 0700hrs?

Sarah: Well, because we have so many to match we just start as early as we 
can I suppose. Probably pointless though if you aren’t raising them till 
1400hrs though! Looks like our processes aren’t aligned…

Ellie: Yeah, indeed! We don’t have a Standard Process for the Timing of 
Activities do we?

Sarah: Bingo – Root Cause alert! If we did however we would stop this 
problem from happening. Can you Raise the Invoices earlier – say by 
1000hrs instead or as soon as you take the booking and cash to be 
honest?

Ellie: I don’t see why not, I can speak to the Regional Teams and try and 
make sure they do it by 1000hrs next week (Week 19).

Sarah: OK, great and I’ll change the C&B Teams activities to start from 
1030hrs to give a bit of leeway. Nice one, one down, how about the 
next one. Why are Payments Posted to the Wrong Account do you 
think? I’ve brought some examples for you to look at if that helps?

Ellie: So, looking at these most of them are from Birmingham. Lets call Andy 
in the office down there and see if he knows anything about it.

Ellie and Sarah set up a conference call with Andy in the Birmingham booking office 
and explain the situation to him.

Andy: Ok, I checked the examples you sent me and we’ve put them against 
the Wrong Customer Account Numbers.

Ellie: And why is that Andy?

Andy: Well for some of the walk in bookings, the guys don’t know how to set 
up a new customer account – we’ve got a new intake of students to 
staff the front desk for Easter and they probably have not been trained 
in doing it. Sorry I didn’t realise the impact on your team Sarah.

Sarah: That’s Ok Andy, at least we know why. Do you do any training 
confirmation with the new staff to check they can do all the tasks?

Andy: No not really. We have been so busy that we have focussed on just 
taking the bookings. I think we need to go back and confirm they can 
at least raise new Customer Account Numbers from now on!

Ellie: Root Cause alert! That we be great Andy, when can you do it?
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Andy: Well, give me next week (Wk19) to establish who can and can’t do this. 
Then the following two weeks to get the training done. So, by end of 
Week 21 we should be done.

Ellie: Perfect. Thanks Andy, lets follow up the progress in our weekly call. I 
think you helped to find the Root Cause!

Andy: Ok Ellie, will do lets talk next week.

Ellie ends the call with Andy.

Ellie: Well, that was interesting. I wonder if we have the same issue in the 
other regional rental offices.

Sarah: I suspect we do. We should share our learning with the other offices 
and departments. I think they call it look across or yokoten –
something like that anyway. I’ll make sure it is in the Countermeasure 
plan.

Ellie: Good idea and good meeting. Thank you for raising this to my 
attention.

Sarah: No problem, thanks too. This will make a massive impact to my team 
and the organisation.
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Questions:
1. What does the tally chart data tell you about the Direct Causes?
2. What should the team prioritise and investigate to find the Rood Causes?

Actions:
1. Visualise the data for the Unallocated Cash Line Causes on the RPS 

quadrant chart. Use this to highlight the Direct Causes and what the team 
should focus on first.

2. From the Direct Causes complete a 5 WHY analysis and based on all the 
evidence the team has. Start with the Problem to Pursue, then the Direct 
Causes and carry on to identify what you think the Root Causes are.

Step 3 CAUSE - Investigate and find the root causes?

3.2 Direct Cause Proof
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Unallocated Cash Line Causes Wk15-18 

3.1 Direct Cause Investigation

Problem to Pursue:

Mother Nature Machine Man

MaterialMethodMeasurement Direct Cause 1:

3.3 Root Cause Investigation

Root Cause 1: Root Cause 2

Direct Cause 2:

Problem to Pursue:

Direct Causes:

Why ?

Why ?

Why ?

Why ?

Root Causes:
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Instructions:

Read the description of the situation in each step. Then respond to the questions at 
the end and use the "RPS Quadrant chart worksheet” to record your answers. 

Week 19

Once the team had a grasp of the Root Causes they needed to fix, they needed to 
determine the Countermeasures that would fix the problem.

To do this Sarah the team leader gets the team together to see what they think:

Sarah: What do you think we could do about this then? 

Bob: Well we need to create the standard times for raising invoices by 
1000hrs and posting cash from1030hrs. But you’ve done that with Ellie 
last week (week 18).

Petra: So, we just need to train everyone to start doing it from 1030hrs this 
week (week 19) and monitor the results.

Sarah: I’ll monitor the results and share the learning with the other 
Departments too to leverage the benefits.

Dave: And it sounds like Andy has the training confirmation aspects in hand 
from what you said.

Sarah: Yes, Ellie will follow up with Andy. I just need to monitor those results 
too and share out the learning.

Dave: How long will all this take then?

Petra: I couple of weeks for the actions and then monitor the results.

Step 4: COUNTERMEASURE & CONFIRM
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Questions:
1. Draw up a list of possible countermeasures – Consider Countermeasure 

Action, Who, When and try to calculate the expected Impact using the 
data from the Unallocated Cash Line Causes graph.

2. Who is the most appropriate person to do / check / follow up?
3. What and how are you going to do to standardise the process and look 

across (yokoten) to see if other areas are affected?

Actions:
1. Put together a countermeasure plan with a schedule, person responsible 

and expected impact for each listed. 
2. Visualise your plan in Step 4 of the RPS quadrant chart.

End of July (Week 30)…

Sarah and the team worked hard to deliver the countermeasures. It had taken 
persistence and coordination to turn his plans into actions and results. It has also 
taken good communication and cooperation with other team members and leaders 
to deal with obstacles that came up. The impact of the countermeasures has, 
however, become increasingly apparent. 

Sarah gets the team together again to share the RPS quadrant chart progress:

Sarah: So, as you know we got all of the actions completed by end of May 
(Week 21) and have been tracking the results for two months now. 

Bob: When did we stop the Containment – beginning of June?

Sarah: Yes it was, I bet you are all missing doing overtime!

Gary: The money yes, not the time..

Sarah: I’ve also shared the results with the other departments so I expect we 
should see even less lines going forward.

Dave: Great job team!

Sarah: Have a look at this week’s data. There’s a great improvement and I 
want you guys to share this with Sue the Supervisor tomorrow. I’ll 
finish up the RPS  quadrant chart and then we are 
good to go. Mind you I still think there is room for further 
improvement…

Petra: Right then. Let’s go problem solving!
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The data captured by the team was as follows:

Unallocated Cash Line Causes Week 21 to 24:

Unallocated Cash Lines Monthly Performance:

Cause Wk21 Wk22 Wk23 Wk24 Totals

Incorrect Amount 3 3 5 4 15

Raised Too Late 2 3 1 0 6

No Invoice Raised 4 3 2 4 13

Posted to Wrong Account 1 0 2 0 3

Other 2 2 6 1 11

Monthly Data

Month Jan Feb Mar Apr May Jun Jul

Unallocated Cash Lines 418 518 513 160 180 155 145

2 Month Average 325 468 515 336 170 167 150

Standard (Lowest) 155 155 155 155 155 155 155

Monthly End Data

June to July Unallocated Cash Lines Average = 150.

Questions:
1. How you will show the results achieved in terms of eliminating the Direct 

Causes, June to July’s performance and gap closure?
2. When were the countermeasure actions implemented and when was the 

containment activity removed?
3. What would you focus on next ?

Actions:
1. Using the Unallocated Cash Line Causes data, show in the graph that the 

Direct Causes have been eliminated.
2. Using the Demand vs Output data from June to July, show in the graph 

the that the Gap has been closed.
3. Look at the Causes Data. Which item would you focus on next to reduce 

the number of Unallocated Cash Lines?
4. Summarise the Results achieved in short statements in the Results 

Summary box by answering these questions:

- What reduction in Unallocated Cash Lines has been achieved?
- Has the Gap been closed?
- When did Containment stop?
- Where will you focus next?
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Step 4 COUNTERMEASURE & CONFRIM - Did we close the GAP?

Jan Feb Mar Apr May Jun Jul

Monthly End Data

Unallocated Cash Lines 418 518 513 160 180 155 145

2 Month Average 325 468 515 336 170 167 150

Standard (Lowest) 155 155 155 155 155 155 155
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4.1 Countermeasure Plan

4.2 Confirm Results

All Actions Completed in May

Result Summary:

Wk21 End of May 
Containment removed

# Countermeasure Action Who When Impact

1

2

3

4

5

6

7

Root Cause

1 58% of 237 =

2 29% of 237 =

Direct Causes 
Reduced

Gap
Closed
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Rapid Problem Solving (RPS) Evaluation Criteria Guide

The Evaluation Criteria Guide has been created to assist you with being able to 
determine if the RPS method and Quadrant Chart has been filled out to a satisfactory 
standard.

Each Step has been broken down in to Expected Content (from the Teach Poster), 
Evaluation Levels of 1 – 5 and a series of Coaching Questions.

The purpose of the Guide is to help you determine if you, or the person you are 
coaching has followed the RPS method well enough to achieve a least a Level 3 
Evaluation rating. If not, then you can use the Coaching Questions to help 
determine the gaps and work to close them.

Level 3 is the minimum expectation. Levels 4 and 5 are targets to aim for as you and 
your colleagues become more experienced and capable of applying the RPS method.

This Evaluation Criteria Guide and the process of evaluation along with other 
supporting documents is explained further in our Skill Level 3 – Capable course.
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1 a.

b.

2 c.

d.

e.

3 f.

g.

h.

4 i.

5 j.

1 a.

2 b.

c. 

3 d.

e.

f.

g.

4 h.

5

1 a.

b.

c.

2 d.

e.

3 f.

g.

4 h.

5 i.

j.

1 a.

b.

2 c.

d.

e.

3 f.

g.

4 h.

i.

5 The RPS Document is so clear it can be used j.

Contain (5W,2H) done, but the start date, 

What did you learn, what are you going to do next?

How did you verify that the results were sustained to remove

containment?

been used to prove the Root Causes.

4.0 Countermeasure & Confirm

Expected Content

How did you calculate the expected benefit from each C/M?

How did you agree the plan with the other people involved?

of learning (Yokoten) is completed. Who else would benefit from knowing about this result?

As 3, but also standardisation and sharing What changes will be needed to standardise this?

Countermeasures (C/M) are specified but are- Countermeasures & Action Plan.

- Results show Direct Causes have been gone.

- Gap Closed, Containment removed.

- Standardised and shared learning.

as a stand alone document to train others.

Gap clearly visualised the Problem Clarified,

but Gap Analysis insufficient to truly

determine the Problem to Pursue.

Evaluation Levels

How are you sure that solving this root cause will stop the

problem?

What did you find when you went to see it for yourself?

How would you summarize the problem in your own words?

How did you check that they are Direct Causes? (1st Why)

Why, why, why…….?

Root Causes will stop the problem.

What did you learn when you asked "why" five times?

How did you verify the causes?

understand the problem & causes more.

to share with no explanation.

How did you decide about doing containment?

When did the containment start?

How did you check the containment was working?

What actions have been taken during the containment activity?

Direct Cause investigation is weak and the

effect on the Problem can't be proven. Based

upon intuition, assumption, what they think.

Direct Cause investigation is good but the 5

Logical 5 Why Analysis used to find the Root

Expected Content Evaluation Levels Coaching Questions

How did you check they would address the Root Cause(s)?

How did you decide which one to do first?

Explain to me how you came up the C/M ideas?

Coaching Questions

2.0 Contain

- Background/context/why solve this problem?

- Clarify the Current Situation, Standard & Gap.

- Gap Analysis to define the Problem to Pursue.

- Use of the 7 PS Tools to visualise.

Describe the problem to me in your own words?

What's the difference between the Standard & Current Situation?

What will be the benefit if we solve this problem?

Can you use the 7 PS to visualise the Gap?

What would happen if we did nothing?

How did you decide or select this problem?

How can you break down the gap?

What are the biggest contributors to the gap?

What is the Problem to Pursue here?

What is the impact of this problem on your area or the

business?

Although the problem is stated it's not clear 

why it

Content is simple, clear and easy to share

with little or no explanation.

is a problem or why they are tackling it.

RPS Coaching Evaluation Form Ver1.0

RAPID PROBLEM SOLVING (RPS) 

EVALUATION CRITERIA

Simple, easy to share and understand by

Closed loop containment done. Method,

What was the method you put in place?

What is the customers feedback about the containment activity?

Why Analysis is not logical. No go & see. What specific causes did you uncover through your investigation?

date, actions and impact on gap clearly

visualised to demonstrate it is working.

Inaddition it is being used to collect data to

What did you learn from containment?

What other areas could be affected by this problem?

3.0 Cause

Gap clearly visualised the Problem Clarified.

Thorough, logical Gap Analysis to determine

the Problem to Pursue.

As 3, but also business impact considered.

Expected Content Evaluation Levels

1.0 Concern

Containment done but method is weak.

date, impact on gap, actions are unclear.

Also, the content is simple, clear and easy

- Cause Effect relationship proved between the 

Problem to Pursue and the Direct Cause(s).

- Use of data and experiments to prove it.

- Logical 5 Why Analysis to determine the Root 

Cause(s) that will stop the Problem.

What did you learn from the because/therefore check?

anyone.

removed, results sustained.

What do you think happened in terms of the timing or sequence

of events to arrive at the root cause?

Causes. Evidence of go & see/investigation.

How did the results impact in closing the gap?

Coaching Questions

Inaddition, rapid low cost experiments have

inadequate to address the Root Cause(s).

C/M are logical, address the Root Cause(s).

The impact of each C/M has been calculated

towards the gap but results are lacking.

As 2 but results show Direct Causes

eliminated and the Gap closed. Containment

Reasons for NOK results explained.

Expected Content Evaluation Levels Coaching Questions

- Customer needs and containment considered.

- Speed, priority and feedback.

- Who, What, Where, When, Why, How, How 

Much.
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Notes:
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Notes:
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Notes:
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Notes:

Case Study Answer on Next Page



RPS Title

Step 1  CONCERN - What's the GAP?

MWB Rentals Ltd. Unallocated Cash

Step 2  CONTAIN - Can we stop the problem now?

1.1 Background
- Unallocated cash is cash received in to the business
with no invoice to match off to, or a "Cash Line".

- This can mean that cash is not realised in to the
monthly Profit and Loss account affecting cash flow -
up to £100k in one month (Feb)!

- This means more work for the Cash & Billing Team to
get the invoices raised & match it to the cash.

1.2 Clarify the Problem - Gap

237

53

31
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9 5
0
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200

250

Barges &
Boats

Properties Repairs Utilities Facilities Sales

Average Unallocated Cash Lines by Department

1.3 Gap Analysis - Last 6 Months

Gap:
200 

Lines/Mth

Problem to Pursue:

237 Cash Line/Mth Average 

not matching an Invoice 

from Barges & Boats Dept.

Who: Cash & Billing Team.

What: Daily Overtime.

Where: Office/Desk.

When: From Week 14 (April).

Why: To reduce Unallocated Cash Lines by the end of the

Month.

How: Manual Matching in Cash/Invoice Accounts System.

How Much: Additional 10 Cash Lines/Day.

155 Unallocated Cash Lines by end of April.

2.1 Contain Result

Contain Impact:
Unallocated Cash
Lines reduced to 
153 by 16 Hours 

Overtime

Oct Nov Dec Jan Feb Mar

Monthly End Data

Unallocated Cash Lines 293 155 233 418 518 513

6 Month Average 355 355 355 355 355 355

Standard (Lowest) 155 155 155 155 155 155
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SITE RPS LEADER DATE Signature Approval

C:\Users\User\Dropbox (Lean Academy)\Lean Academy Team Folder\LEA Website\Learning Platform 

Materials\RPS\Website Materials\Level 2\Masters\[RPS Case Study MWB Ltd Answer Ver1.0.xlsx]RPS Answer

TEAM MEMBERS

Lines Improvement Leeds Sarah
Bob, Petra, 

Gary, Dave
Ellie, Andy Sara

h Sue

Step 3 CAUSE - Investigate and find the root causes?

March - 

July
Lines Improvement

Step 4 COUNTERMEASURE & CONFRIM - Did we close the GAP?

Jan Feb Mar Apr May Jun Jul

Monthly End Data

Unallocated Cash Lines 418 518 513 160 180 155 145

2 Month Average 325 468 515 336 170 167 150

Standard (Lowest) 155 155 155 155 155 155 155
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Unallocated Cash Line Causes Wk19-22

3.2 Direct Cause Proof
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Unallocated Cash Line Causes Wk15-18 

3.1 Direct Cause Investigation

237 Cash 

Lines/Mth Ave 
not matching 

from Barges & 
Boats Dept.

Accounts 

Software 
Error

Invoice Not 

Raised
Posted to 

Wrong 
Account

Raised Too 

Late

Goods/Services 

not Received

Incorrect

Amount

X

X

Mother Nature Machine Man

MaterialMethodMeasurement
Direct Cause 1: Invoice 

Raised Too Late3.3 Root Cause Investigation

Problem to Pursue:

Direct Causes: Invoices Raised Too Late Payment Posted to Wrong Account

Why ? Cash Posted at 700hrs, Invoices Rasied at 1400hrs B&B Team Members input Wrong Customer Number

Why ? C&B and B&B Team Processes are not aligned Didn't know how to Create New Customer Numbers

Why ? No Standard Process for the Timing of Activites Exist Not Sufficiently Trained

Why ? Training Confirmation Process is Inadequate

Root Causes: No Standard Process for the Timing of Activities Exists Training Confirmation Process is Inadequate

237 Cash Lines/Mth Ave not matching from Barges & Boats Dept.

Root Cause 1: No Standard Process for the Timing of 

Activities Exists.
Root Cause 2: Training Confirmation Process in B&B is 

Inadequate.

Direct Cause 2: Posted to Wrong 

Account.

4.1 Countermeasure Plan

4.2 Confirm Results

# Countermeasure Action Who When Impact

1 Define a Standard Time for Creating Invoices Sarah Wk18

2 Define a Standard Time for Posting Cash Sarah Wk18

3 Train Staff & Implement B&B Wk19

4 Monitor Results & Share With Other Depts Sarah Wk20

5 Define Current State Training Status in B&B B&B Wk19

6 Train Staff & Confirm Capable B&B Wk20-21

7 Monitor Results & Share With Other Depts Sarah Wk20

No Standard Process for the 

Timing of Activites Exist

Training Confirmation Process in 

B&B is Inadequate

58% of 237 = 

137 Cash 

Lines

29% of 237 = 

68 Cash Lines

Root Cause

1

2

Direct Causes 

Reduced

All Actions Completed in May

Result Summary:

- Unallocated Cash Lines Reduced Average from 355 Oct-

March to 150 Jun-July.

- Gap Closed without Overtime - Stopped Wk21 end of 

May.

- Focus on "Incorrect Amounts" next.

58%

29%

Wk21 End of May 
Containment removed

Refund

Gap

Closed
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We are a not for profit organisation, established to help 

customers become self-reliant on their lean journey. Through 

research, products and services we provide better, faster and 

cheaper ways to learn and improve. Our Senior Lean coaches 

have a combined total of over 70 years Lean experience and 

have worked with hundreds of companies across the globe.

Lean Enterprise Academy
San Remo
13 Trinity Square 
Llandudno
Conwy
LL30 2RB
Tel: 01600 890590
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