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Step Key Tasks 

1. Identify the 

problem 

 Identify the gap between the current situation and the desired state.  

 Describe the problem through the five domains: Quality, Cost, Delivery, Safety, and 

Engagement / Morale (QCDSE). 

 Ensure the problem statement is not a masked solution. 

 Go to the gemba to get feedback from the people involved in the process. 

2. Conduct root 

cause analysis 

 Identify the root cause(s) of the problem by using e.g. Fishbone diagram or Five Whys. 

 Go to the gemba to get feedback from the people involved in the process. 

3. Define the 

target 

 Articulate the target that meets the SMART criteria: Specific, Measurable, Attainable, 

Relevant, and Time-bound. 

 Ensure the target statement is not stated as a solution. 

 Go to the gemba to get feedback from the people involved in the process. 

4. Develop 

proposed 

actions 

 Develop proposed actions that will address (some of) the root cause(s) of the problem. 

 Identify what needs to get done, when, where, and who is responsible.  

 Ensure your actions are necessary and the implementation plan is realistic.  

 Go to the gemba to get feedback from the people involved in the process. 

5. Identify 

indicators 

 Identify outcome, process, and balancing metrics that are aligned with the target 

statement, and that can be tracked on a regular (daily / weekly) basis. 

 Identify possible unintended consequences that may arise from the actions and a plan 

for addressing them.  

 Go to the gemba to get feedback from the people involved in the process. 

 

 

The A3 Process 

• A structured problem solving tool.  

• Documents the planning, analysis, 

learning, and decision making involved 

with solving a problem.  

• Challenges the team to dig deeper 

and find the root cause(s) of a problem 

before jumping to solutions. 

• The A3 is clear, concise, and versatile. 

• Is portable and facilitates 

communication (tells a story). 

• Follows the PDCA Cycle. 

 

 

Reading in Reverse 

(Ensuring your A3 is logical) 

 Do the actions address the 

root cause(s) to the problem? 

 By addressing the root 

cause(s), is the target met? 

 By meeting the target, is the 

problem fixed? 

 If the problem has been fixed, 

will the metrics change? 

 

Key Things to Remember 

• Stay focused 

• Go to the gemba 

• It takes a team to A3 

• Use visual tools to tell the story 

• Take a coaching approach and create a 
team of problem solvers 

• The form itself is not the solution; it is about 
following the process 

• Don't get caught in analysis paralysis 

• Engage and communicate with all 
stakeholders! 


