
 
 

Understanding the A3 Problem-Solving Method 
• What it Represents: The A3 is a structured problem-solving approach that uses a single, A3 piece of paper as a tool to clearly document the 

progression from understanding a problem to implementing and evaluating solutions.  

• Its Core Function: The A3 process facilitates a logical, step-by-step analysis. It encourages teams to base decisions on evidence and data, 
focusing on identifying the root cause of an issue before developing countermeasures. This promotes shared understanding, collaboration, and 
effective, sustainable improvements. 

Applying A3 in the Pharmacy Setting 

The A3 method is well-suited for addressing process and quality improvement opportunities within healthcare environments like pharmacy. As a 
pharmacy resident, you might use it for projects such as: 

• Enhancing the medication reconciliation process for greater efficiency or accuracy. 

• Investigating and reducing medication dispensing turnaround times or error rates. 

• Optimizing the workflow for preparing discharge medications (TTOs). 

• Analyzing and improving communication pathways between pharmacy and other clinical units. 

• Developing strategies for better medication inventory control or waste reduction. 

• Examining and refining patient counseling procedures. 

• Identifying bottlenecks and improving the timeliness of specific pharmacy services. 

Essentially, any operational challenge or area where a process could be more effective or reliable is a suitable candidate for A3 analysis. 
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Sample A3 Template  

 
Owner:  Sponsor:  A3 Title:  

Team Members:  
 

Problem  

SCOPE:  
 
BACKGROUND:  
 
CURRENT CONDITION:  
  

PROBLEM STATEMENT:  
 
 
 
 

Target 

 
 

“5 Why” Root Cause Analysis 

 

 

 
Origin Date:  Revision Date:  Revision 

Number:  

Sponsor Approval: (initials/date):  Value stream link:  
  

Proposed countermeasures (“If we do ___ then we expect ___.”) 

 
  # If we do…  

1   

2   

3   

4   

Implementation plan  
 

# Action Who responsible By when Status 
1     

2     

3     

4     

5     

6     

Check  

Follow-Up Plan Results 

 
 
 
 

 
 
 
 
   

 

  



 
 

A Guide to Using Your A3 Template 

Here's a breakdown of the sections in your template, approaching them systematically: 

1. A3 Title: State the specific problem being addressed clearly and concisely. Focus on the issue itself, not a proposed solution. 

2. Administrative Details (Owner, Team, Sponsor, Dates): Document key personnel: the project lead (Owner), contributing members (Team 
Members), and the project approver/supporter (Sponsor). Record the start date and revision dates for tracking. 

3. Background: Provide necessary context. Explain why this problem is significant, how it was identified, and its relevance to organizational goals. 

4. Current Condition: Objectively describe the existing process or situation. Utilize data, process maps, flowcharts, or graphs to illustrate how 
things currently operate and to quantify the extent of the problem. Direct observation is often crucial here to capture the actual workflow. Define 
the boundaries (Scope) of the problem being analyzed. 

5. Problem Statement: Synthesize the findings from the Current Condition into a clear, focused statement defining the specific issue. 

6. Target: Articulate the desired outcome. Define a specific, measurable, achievable, relevant, and time-bound (SMART) goal for improvement. This 
serves as the criterion for success. 

7. "5 Why" Root Cause Analysis: Conduct a thorough analysis to identify the fundamental cause(s) driving the problem. Employ structured 
methods like the "5 Whys" or cause-and-effect (fishbone) diagrams to ensure the analysis goes beyond symptoms. Base the analysis on factual 
evidence. 

8. Proposed Countermeasures: Develop potential solutions (countermeasures) designed to address the identified root cause(s). Consider framing 
these as hypotheses: "If [action] is taken, then [expected outcome] will occur". Select the most viable countermeasures for implementation. 

9. Implementation Plan: Outline the specific steps required to put the chosen countermeasures into action. Assign responsibility (Who), establish 
timelines (When), and track completion (Status) for each action item. 

10. Check / Follow-Up Plan & Results: Define how the impact of the implemented countermeasures will be measured and evaluated against the 
target. Specify the metrics, measurement frequency, and responsible individuals. Document the actual results and compare them to the target. 
Use these findings to make further adjustments or standardize the successful changes. 

Keep in mind that the A3 document is a dynamic tool intended to guide the problem-solving process and facilitate communication. It's expected to 
evolve as you gather more information and test your countermeasures. 
 

 


