Cause and Effect Diagram
Cause and Effect Diagram
What Is It?
A Cause and Effect diagram is very similar to a solution effect diagram. Cause and Effect is sometimes referred to as a ‘fishbone’ or ‘ishikawa’ diagram.

The difference is that it is used when you have a possible problem, and need to find out more about the possible root causes it could have. This is one of the main parts of stage 3 of the idea/problem solving troubleshooter.

Who can use it?
Anyone can use the Cause and Effect diagram. It is much more successful if the brainstorming part is done with a group of people.

Why (result)?
The Cause and Effect diagram stops us from jumping to solutions based on our perception of the problem. It makes us think in broader terms about the problems causes.

How is it used?
The diagram is used by:

1. Identifying the problem and specifying the effect

2. Brainstorming all the possible causes with a group of people

3. Identifying the major root causes

4. Following the idea/problem solving troubleshooter

When is it used?
Use the cause and effect diagram when you want:

1. To break down a seemingly large problem into smaller elements

2. A group to generate ideas on major causes of a problem

3. To give a structure to a brainstorming session

Cause and Effect Diagram
The steps to take
First, identify the problem to be evaluated. Try to be very specific. A bad example is ‘inefficient service’. This statement is too broad. A more specific example would be telephone calls not answered within 3 rings’.

Draw a Cause and Effect diagram (see attached example).

Write in the effect statement in the box at the right hand side.

Brainstorming the ideas around at least four headings can be done in two ways.

1. First decide what major categories to focus on and brainstorm systematically around them.

2. Adopt a ‘freestyle’ brainstorm approach and then group the ideas into at least four major headings (see Affinity Diagram).

Once all the potential causes have been noted, it is necessary to find the most significant ones. This should be done as a group by discussion or by voting.
Circle and highlight these and agree how you are going to measure these. They are the major causes of the effect (see Pareto Analysis).

Continue with the idea/problem solving troubleshooter.

People affected & their involvement

The person or people involved in brainstorming should ideally be those whom the solution will directly affect.

Blank template

See attached.
	Fault reports not getting through to repair department

	Old, outdated phones
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	There is a lack of training available to new people

	Telephone reported no working – ringing tone out of order

	No-one available to fix ringing on telephones

	Lots of new people joining dept

	Budget restricted for training needs

	No budget for replacement phones
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