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Problem Structuring - Introduction

Key issues:

1. Relevant  stakeholders

2. Uncertainties due to randomness and 

lack of knowledge

3. Appropriate decision frame
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Problem Structuring - Introduction

Value focussed thinking

Alternative focussed thinking 

Fig. Dynamic Problem Structuring Source: Corner et al. (2001)
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Problem Structuring - Phases

Brainstorming 
or surfacing 

issues

Representation 
of issues 

Critical 
evaluation of 
the emerging 

structure

• Done 
individual
ly or in 
group.

• post-it or 
computer 
systems 

• Clustering of 
generated 
issues.

• Establishing 
causal links 

• critical 
evaluation 
either in 
Further 
workshops or 
individually
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Problem Structuring - Methods

1. DPSIR (Drivers, Pressures, States, Impacts, Responses)

2. SWOT

3. Cognitive and Group Maps (CMs/GMs)

4. Scenario Planning

5. Strategic Options Development and Analysis 

(SODA) 

6. Soft Systems Methodology (SSM) 

7. Strategic Choice Approach (SCA)

8. Robustness Analysis

9. Drama Theory 
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Strategic Options Development and Analysis 

Source: Achermann & Eden, 1989
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Strategic Options Development and Analysis 

• Foundation in ‘subjectivism’

• Involves managing process as well as 

content

• Cognitive and causal mapping

• Context is important
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Strategic Options Development and Analysis 

Source: Achermann & Eden, 1989
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Problem Structuring – Pavitra Ganga

• https://pavitra-

ganga.eu/en

• Long access negotiations

• SODA method for 

problem structuring

https://pavitra-ganga.eu/en
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The process

Setting the Scene

Situational & System 
Analysis

Building Objectives

Generating Alternatives
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Mapping issues



14Challenge the future

Explaining links

• Linking issues helps managing interdependencies between 

issues

• Why it matters and what needs to be done to change it

Means

34 develop a 
structure which

matches business 
need, not political

need

53 gain control of
the business

43 plan workforce
more effectively and

efficiently

12 increase shares in 
the market

Why?

Why?
Why?
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Expected Outcomes of Problem Structuring

• Mapping priorities and values of DMs

• Group cognitive map

• Strategic statement

• Key issues

• Key goals

• Objectives hierarchy

• Alternative solutions
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Concluding remarks

• Most overlooked yet most crucial part of
decision analysis.

• Aids in addressing the complexity and the
differing perspectives, values and
preferences of those responsible for and
impacted by decisions taken.

• Lack of problem structuring:
• Poor framing and alternatives
• Different goals
• Solutions that do not matter for DMs
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