Cause and Effect Analysis Part I

Common Pitfalls of Cause and Effect
Last year I described how to create a fishbone cause and effect diagram. This session I will discuss some of the common pitfalls of using a fishbone.

As a reminder, the procedure includes:
1. Draw a blank fishbone

2. Put the defined Problem Statement on the right hand side
3. Add category headers (People, Policy, Process, Supplies, Equipment, Facilities)
4. Brainstorm causes
Common Pitfalls:

1. Does not substitute for data

a. No measurements

b. Can be anecdotal

c. Does not differentiate between common causes and special causes

d. Solution => Continue with your define data collection, Use Multi-voting to select high priority problems

2. Begins identifying symptoms before a process has been analyzed
a. You defined your problem statement, but you may not have analyzed your process yet.

b. Solution => Flowchart your current process, capture problems on fishbone as you go.

3. Limits the theories to those identified

a. Can only document what you know about

b. Solution => Continue to update fishbone diagram, or issues list

Cause and Effect Analysis Part II

Now that you have a whole diagram full of potential causes of your problem, what do you do with them? I have already pointed out that you can use multi-voting to prioritize the issues.
1. Allow each person to have a designated number of points (say 10).

2. They can assign their points to the causes they feel are the most relevant. (for example, use colored dots and place by the issue on the fishbone diagram)

3. Rank the causes in order to develop a priority list.

4. Do not leave any causes off the list, you will need to address each one, even if the group decides no action is required to address that cause.

You may wonder how the fishbone diagram got its name. Well, Dr. Ishakawa is from Japan where fish is a main part of the diet. If he was from Australia, what do you think he may have called it?

A shark diagram. See picture
If he was a gardener, what do you think he may have called it?

A weed diagram. See picture
If he was a forest ranger, what do you think he may have called it?

A tree diagram. See picture

