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Deals with the questions: 
• What are the principles of the „logic of solutions“ in contrast 

to the „principles of the logic of problems?
• Which differences can be observed when individuals find 

briefer ways of builidng solutions
• How can people learn and be trained to change their 

solution-orientation? Focus on POSITIVE DIFFERENCES
• What can be done to integrate these „principles of the logic 

of solutions“ into instruments and tools.

Problem

Solution

Science of Solutions and 
Retooling



Perception at the workplace is ALWAYS a SELECTION

Employees and managers can perceive more positive and/or 
more negative oriented aspects at the workplace

Perception as selection in the 
space of possibilities
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The perception of Performance (and the potential for solutions) is 
strongly influenced by the inner logic of management-
instruments
To perceive more positive facts a different potential-driven inner 
logic of instruments ist necessary – Retooling of existing 
instruments (new instruments are not necessary)

The inner Logic of Instruments 
structures the perception
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Warning!!
Managementools can damage your positivity

5SMC_Tools – becoming 
partner

The inner logic of ínstruments like appraisal, evaluation, quality reports,… 
make the FINDING and RECOGNISING of positivity MORE DIFFICULT! 
In many cases IMPOSSIBLE!
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Principles of „stabilising problems“ 
and „building solutions“

Principles of stabilising 
problems 

Principles of building 
Solutions 

 1A: Either/nor:
S eeing things  as  s table

1B: As  well as :
Perceiving differences

2A: Focus  on negative 
differences  (what is  wrong)

2B: Focus  on pos itive 
differences  (what works )

 3A: Defining the next s teps  
from the failures  of the past

3B  Approaching the next s teps  
from the future +

4A S ingle causes 4B Relationsships  between 
different factors

5A Language is  abstract 5B  Language is  concrete, 
detailed



Principle 1A: the Art of 
Stabilising Problems

++

--The collegue is not 
cooperative

The Turnover is a 
problem!

That does not work in 
our company!

Your are always so 
pessimistic!

You are not a 
teamplayer, Mr X! Mr  Hunt is not 

motivated



Principle 1B: Perceiving Positive 
Differences - Demotivated Employee

high

low

NowPast Future

WHAT IS DIFFERENT WHEN IT IS BETTER?
- Employee has more clarity about priorities
- gets more Information about what happens when he is 
absent (is part time worker)
- better integration in the team
- ……
- The perception of either/nor (motivated) is substituted by „as 
well as“ Principle 1 and 2

Finding the 
„better“ in the 

„bad“



Micro-elements like scales and graphs 
stabilise reality and so do not consider 

differences  
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Motivation of Mr Hunt
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How to visualise performance aspects 
differently
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Motivation
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Focus on and chat about 
positive Differences

What is different when it is better?

What else?

Can you tell me more about this 
positive development (Details)? 

What will say your collegues, 
costumers happens when it is 
better?

TRAINING is helpful to learn the 
use of a language of Positive 
Differences?



Attribution-Theory 
1. Negative events are attributed to 

the situation reduces self-
responsibility

Brain-Research
1. Activates frustration (Amygdala) 

und narrows perception
Positive Psychology & POS
1. Positivity increases Performance
2. Job satisfaction
3. Engagement
4. Decreases turnover
…

Attribution-Theory 
1. Positive events are attributed to 

the person strengthens self-
responsibility

Brain-Research
1. Activates frustration (Amygdala) 

und broadens perception
Positive Psychology & POS
1. Negativity decreases Performance
2. Job satisfaction
3. Engagement
4. Increases turnover
………

Quality of S ervic e

+-



Different formats of 
retooled scales

Retooled 
Scales

Communication
1 4 32

Happy with Kindergarten put in bowls

M otivation





Team-Tools

20SMC_Tools – becoming 
partner

Performance

Team-
Climate

high

high

low

low



The integration of positive differences 
allows focusing on “patterns when it works 
better”
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Perform ance

Team-
Climate

high

good

bad

low



Team-Evaluation: Excel-Sheets
IT-Company 160 employees





Strategic Management: Portfolio 
Analysis
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low high
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A

Market 
Share..

Profitability,…

C

B

low

high

Abbildung 2
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LF-Analysen von 
Unternehmensergebnisse

And what about „Identifying Positive Aspcects“ in the area of 
Hard-Data Management dealing with hard facts and figures (like 
a reduction of turnover)?



Retooled-Analysis
• Visualise difference and focus on the details what 

is different when it is better

Quelle: Richard Schmidt



• Reframe information by not focusing what is 
absent but

• Focusing what is already there (little success)

You get a different starting point for talking about  
problems without training people by the different 
logic of information



Classical Results of surveys

Classical 
Presentation 
of Results 
creates 
Stability-
trance



Principles of SFA-Survey:

Visualising and Focusing 
on positive. Differences

Focusing on Interaction 
by using interactive 
language

Employees as expert: 
asking SF-question with 
individuals and groups



Background of Retooling

RETOOLING



The Positive is that 
there is ALWAYS a 
positive Difference

We cannot see, 
what we can‘t 

see

The enourmous loss 
of positive aspects and 

potential
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Publication List and answers for further questions

lueger@solutionmanagement.at
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