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Disclaimer:

The author of this book has
tried to present the most accurate information to his knowledge at
the time of writing. This book is intended for information purposes
only. The author does not imply any results to those using this
book, nor are they responsible for any results brought about by the
usage of the information contained herein.
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reprinted, electronically transmitted or reproduced in any format
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Introduction and “warning”

Thanks for picking up this
book.

 


Firstly, I hope that you enjoy
it and find the ideas I share to be useful to you (both on a
personal and a business level). If you are new to root cause
problem solving or want to get a little more performance for your
business, then I aim to share with you something valuable. You will
certainly be able to make your business become more effective and
more efficient. Root cause analysis is a superb approach to find
out what is really going in your business and make some far
reaching and permanent changes. In this book I will guide you
through some of the best (and simplest) approaches to conducting
root cause analyses.

 


Secondly, let me share with you
a quick note about why this book might not be for everyone. There
is a large focus in this book about personal responsibility.
Carrying out a root cause analysis can be a momentous activity for
a business; a real performance breakthrough can occur if you dig
far enough into the reasoning and logic of how your business works.
If you apply this to personal responsibility at the same time then
you can achieve even more potent results. This might mean looking
at some of your failings head on and making decisions about how you
change your style / behaviour / approach going forward.

 


This book isn’t solely to
grumble about your shortcomings (we all have them!), but you have
been warned. Also, this approach can be applied at every level of
every organisation so, as I write this, I am hoping that you will
be able to take out the positives from this extension to root cause
analysis and make a real difference to both your personal
effectiveness and your business’ results.

 


Finally, let me acknowledge that
‘stuff happens’ and personal responsibility will only go so far.
Levels of influence, ability and the strange way that the Universe
works need to be factored in. It won’t stop us from becoming more
effective and achieving better results, but let’s be realistic.
Sometimes stuff happens and the root cause of that particular issue
might be so far away from our ability to resolve it might seem
pointless. But, our ability to respond will always be available to
us and we can keep this point in mind as we progress through the
following pages.

 


Enjoy the book. I have kept it
as short as I possibly can to make it as accessible as possible.
Take the ideas and bend them and shape them into a form that works
for you. Most importantly, experiment with your own experiences and
situations to apply the bits of this book that make the most sense
to you.

 


Sit back, absorb and then go
play!

 


Giles



The issue(s) at hand

So, why have I decided to write
a book about root cause analysis and the need for greater levels of
personal responsibility? The tools that I will share with you in
this book can really make a difference to business performance. I
really believe this. I am like a stuck record with my clients and
for a very good reason. Root cause analysis can be transformational
when focused in the right areas and when the attitude used to carry
out the analyses is in the right place.

 


Let me talk you through what
are, in my opinion, the issue(s) at hand with this topic. You
should then understand exactly why I felt the need to write this
book and what to expect further on.

We look at problems as if they are
new

Businesses have lots of
problems. Problems are there all the time and core problems may
slowly change over time. Some problems are new but many of them are
the same old issue re-surfacing in a different way (see the next
point). As we tend to think of the problems as all being different,
we then get paralysed with deciding where we want to start our
investigations. The beauty of root cause analysis is that you can
start anywhere, because the origins of the problem are often few.
If you have read any of my other books you may well recall the
manufacturing business I like to quote that had over one hundred
and fifty post it notes on their office walls detailing all of
their current woes. Once we carried out some effective root cause
analysis (their previous approach was somewhat aggressive and
didn’t yield much in terms of results) it turned out there were
only three things that they needed to focus on to make significant
progress with their overall improvements. One hundred and fifty
issues, three real issues.

 


In this book I’ll share with you
the same approach that I used with this business.

Shortcomings of root cause
analysis

On many occasions, when I see
root cause analysis being carried out (I’m going to use the
shorthand of RCA going forward), I see it coming up short. The
teams pull their ideas together and try to understand the cause and
effect relationships that are going on around them. RCA isn’t
always the easiest thing to undertake if you’re new to it and as
soon as the team think they have gotten to a root cause their
momentum slows. The team think that they have arrived at the root
and are happy to put in place an action to resolve the situation
once and for all. The only trouble is that many times they haven’t
arrived at the correct destination and they are still talking about
symptoms that the business has. Without truly arriving at the root
cause they will find that the symptoms will manifest as something
else in due course. The corrective actions chosen will not deal
with the underlying issue effectively.

 


Later in this book I have some
simple questions that will help you to drive to a true root cause
and turn the power of this process up a few notches!

RCA can take a long time…

Another grumble that I hear
about using RCA is that it can take a long time to find out the
answers that you need. In actual fact, whilst this could be the
case when facts need to be gathered and data crunched, most other
cases can be solved in a matter of minutes. Of course, this depends
on how skilled you are at applying the tools, how open your
colleagues are to having a conversation and how much data needs to
be analysed. In my experience more business problems are resolved
qualitatively rather than quantitatively and that’s good news for
you and your team.

 


Qualitative problems require
exploration of ideas, standards and processes rather than hard
data. As long as you have all of the right people around the table
when you start a RCA exercise then you should find that the time is
well spent and that you are not stuck in the middle of a time
draining event.

 


This book will focus on the
tools that are geared towards qualitative assessment. I will also
push you past basic cause and effect relationships, to something
more powerful.

Limited application

RCA is not applied to every
opportunity that it could be. I often see it used when dealing with
business non-conformities (as you would carry out when executing an
ISO 9001 type quality management system), but application in other
areas is patchy.

 


In this book I am going to
encourage you to apply the tools far and wide and not stop with
just production type problems, health and safety incidents and
business non-conformities. As I said just a moment ago, it doesn’t
really matter where you start with your RCA exercise. As long as
you keep going until you hit an effective conclusion the original
symptom does not matter.

 


Some of the examples I will
share with you later on will hopefully encourage you to widen your
range of applications of RCA.

 


The answer is not always out
‘there’

This final point is the essence
of why I wanted to write this book. I believe that the power of
root cause problem solving can be realised at any level of an
organisation and, for that reason, personal responsibility and
control always come to the fore.

 


There is a great tendency in RCA
to find someone to blame and then stop there. You’ve found the
culprit so the job’s done. There may be culpability, but there is
often a deeper story and part of that story is the responsibility
you personally could have taken and / or the actions you did /
didn’t undertake.

 


I’m going to expand on this
point in a few pages time and share with you some ideas on how you
can increase personal responsibility, accountability and ultimately
performance via RCA. I did say at the start of this book that this
approach isn’t for everyone, but it is for you if you are willing
to embrace the following phrase:

 


“Do you want
to be right, or do you want results?”

Dennis Stevenson

 


This phrase makes the point that
you can either work on principle (and be right) or be effective and
do what it takes get what you need (results). Over time you can
shift how your business works so that you can get the results in a
better way. If today results aren’t forthcoming then embracing
personal responsibility further is a route worth considering.

 


I’ll come back to all of these
points in due course, but next I am going to give you a recap (or a
crash course, depending on your past experience with RCA) on root
cause analysis tools.
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