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The 8D method

Problem solving is pre-eminently a process that has many uncertainties and is thereforedifficult to
plan and control .

Depending on the scope and context of your project, there may be dozens to hundreds of these problems,
ranging from small to large and varying in importance. Some problems occur with the end user (often called
field problems), some problems affect the production or logistics process, and some are discovered during
the project itself (for example, during testing).

Resolving problems can have a major impact on your project; becauseof the capacity it requires, becauseit
disrupts your existing plan and because the progression of a problem -resolution process can be difficult

to predict.

The 8D method helps you structure your problem resolution efforts and make your progress
measurable. The method was made popular by Ford and consistsof eight logical steps (D1 through D8).
These steps provide structure and peace of mind at times when you face a lot of external pressure and have

to rely Iargely on your gUt feellngs : Source: The Complete Project Manager, 201
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The process steps of the 8D method

8D step Description Visible to the client
(interim result)
D1 Establish the TEAN Problem recognized,
point of contact
l available
D2 DESCRIBE the problem
D3 Implement and verify INTERIM containment actions Interim solutlon_, no
further escalation
\
D4 Identify the ROOT CAUSE Cause identified
v
D5 Choose and verify the SOLUTION Plan developed
v
D6 IMPLEMENT the (permanent) solution Permanent solution
v No recurrence
D7 Prevent RECURRENCE :
in the future
v
D8 CONGRATULATE the team

Source: The Complete Project Manager, 201
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The 8D method: why?

A
A

It provides structure to a process that is difficult to plan and control.

It prevents people from skipping steps or thinking in solutions too quickly ( jumping to conclusions
bias).

For example:already implementing corrective actionswhen the formulation of the problem is actually
not supported bythe stakeholders atall.

A It enables a combination of pragmatism, long  -term solution and process improvement
A 3D: Temporary solution ("sticking a band-aid") to prevent further escalation.
A 6D: Final solution has been implemented.
A 7D: Prevent the problem from occurring again (process improvementstep)

A The progress in the "definition and analysis phase" is made measurable (D1-D5). Inproblem-
solving, this phase isthe most important and often longer than the implementation phase (which is
what most progress and reporting methods focus on). There is no solution yet, but there is progress!

A By using the maturity grid in reporting, you can visualize the status and progress of the total range
of problems and consequently make clearwhich actions have priority . With this you create
stability in the chaos!
Source: PULZ, 2022
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ID Included

The 8D methodology: documentation and reporting (1/3)
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The 8D methodology: documentation and reporting (2/3)

8D status in Excel

8D item [Name |Description Responsible[Current state Next action

ltem 1 |[name] |[[Description] [name] D4 - ROOTCAUSE |[Action description]
ltem 2 |[name] |[[Description] [name] D6 - IMPLEMENTED |[[Action description]
ltem 3 |[name] |[[Description] [name] D2 - DESCRIPTION |[[Action description]
ltem 4 |[name] |[Description] [name] D1-TEAM [Action description]
ltem 5 |[name] |[[Description] [name] D4 - ROOTCAUSE |[Action description]
ltem 6 |[name] [[Description] [name] D5 - SOLUTION KNOWJAEtion description]
ltem 7 |[name] [[Description] [name] D5 - SOLUTION KNO\"[/Abtion description]
ltem 8 |[name] |[[Description] [name] D3 - CONTAINMENT |[[Action description]
ltem 9 |[name] |[[Description] [name] D7 - NO RECURRENCJAction description]
Iltem 10 |[name] [[Description] [name] D8 - CONGRATULATIHAction description]
L G SY |["me] [[Description] [name] D3 - CONTAINMENT |[Action description]

Source: PULZ, 2022
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The 8D methodology : documentation and reporting (3/3)

8D lifecycleon 6 Scrum boar d?o

log 1D 2D 3D 4D 5D 6D 7D 8D Done

Source: PULZ, 2022
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The 8D methodology: Maturity grid- (overview and priority)

: Severe Moderate
interruption interruption : Total
problem out of order _ _ on production
8D progress of production of production

1D - 2D
No temporary solution

1 1 4

3D
5
Cause unknown 1 2
4D
Solution unknown 1 2
5D
Solution not yet 1 1 5 S
implemented =
6D %
Re-occurrence of the 4 £
problem still possible %
o
Total 2 6 5 5 3 21 2
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Tools: D4 step A Ishikawa diagram (1/9)

The Ishikawa diagram (also known as afishbone diagram ) is a tool designed to
identify possible causes of problems.

This method was developed by Kaoru Ishikawawho was working at Kawasaki Heavy
Industries in Japan at the time. He saw that people in the factory were often
overwhelmed by the large number of factors (potentially) affecting a process. To
make this easier and more manageable, he devised a simple and graphical tool to
orderly display potential causes of a problem or effect.

Source: Wikipedia, 2022
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Tools: D4 step A Ishikawa diagram (2/9)

Cause Effect

(Equipment ][ Process ][ People ]

N\
O\

Problem

Secondary
cause
Primary / /
cause

[ Materials ][EnvironmentJ[Management]

Source: Wikipedia, 2022
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Tools: D4 step A Ishikawa diagram (3/9)

The diagram distinguishes between possible causes and effects.  The right side describes the effect
or problem caused. On the left side, the possible causes are mapped out. The possible causes are
divided into six categories , again branching into sub-causes. The six M's are used for this purpose:

Manpower: Is the problem well understood? Is there good communication? Are those involved experienced enough and
well-trained enough?

Machines (Machinery, tools & computers): Are the right machines, tools and software being used? Can these tools
themselves cause a problem? Are the machines safe to use?

Measurement . How do we measure quality? What are the criteria? How reliable are these measurements? How often do they
take place?

Materials: What materials are used? What is the quality of these?

Mother Nature (Environmental Factors):what influence does the environment have? Consider, for example, weather,
vibration, noise, elevation.

Method: How are logistics, communication, labeling and recordkeeping done? How are the processes set up and adhered to?

Source: Wikipedia, 2022
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Tools: D4 step A Pareto analysis (4/9)

When analyzing problems, Pareto analysis is a useful tool for identifying the cause/effect
relationship of problems. Pareto analysis also known asPareto principle or the 80 -20 rule,
assumesthat a large majority of problems (80%) can be traced to a few major causes (20%).
The theory behind Pareto analysis originated in 1897 when the Italian economist Vilfreda
Pareto developed a formula for the unequal distribution in terms of wealth in his country.

The Pareto analysisis a great tool to create overview, to focus on the issues with the
greatest improvement potential and to evaluate the impact of the solution. You do this
by comparing the relative frequencies In the issues that arise.

Once the root causes are identified, other complementary technigues such as thelshikawa
diagram can be used to identify and address the root causes of the problems.

Source:Pulz, 2022

PULZ Project Management Beadershifpevelopment B.V.



Tools: D4 step A Pareto analysis example (5/9)

Product quality (n=612)
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Source:Pulz, 2022
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Tools: D4 step A Pareto analysis example (6/9)

Service quality hotel (n=290)
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Source:Pulz, 2022
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Tools: D4 step A Paretc analysis example (7/9)

Focuslitems

---------------------------------------------

Source: CEC Australia, 2022
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