Root Cause Analysis
for Teams:

From Recurring Symptoms
to Verifiable Causes

vy

= Diagnose recurring problems from surface ¥
symptoms to verifiable root causes

= Build diagnostic rigor and a shared
investigative language across the team

= Journey covers foundations, analysis tools,
data verification, and application

= Grounded in current practices and
evidence standards as of July 2026




The High Price of Solving Symptoms Instead of Causes

Symptom Whack-a-Mole Root Cause Intervention e
— : . M * Symptom fixes

' oo Sy UNDERSTO vs. cause-level

- ADDRESS interventions:

* PREVENT repeated downtime,

recurring complaints

* Hidden costs:
operational rework,
compliance risk,

¢, morale erosion,

‘ customer impact

o * Mindset shift:
ot ‘Who was
R RS responsible?s =>

‘Why did the
system allow this?’

* RCAisn’t an
added cost—it’s
the way to stop a

hidden financial drain
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RCA Foundations: Cause,
Mechanism, and Evidence

® Unpack the causal chain: Symptom
— Direct Cause — Contributing
Factors — Root Cause(s)

® Surface symptom is the visible
problem; direct cause is the
immediate trigger

® Contributing factors enable the
direct cause; root causes are
the deepest systemic drivers

® A cause is only credible when
backed by verifiable evidence,
not opinion or hierarchy

® Addressing a true root cause
prevents recurrence; fixing a
symptom does not




Framing the Problem Before Analyzing It

~

 Write a neutral problem
statement: what, when, where, 7% p
impact—no causes, blame, roblem Statemen; Workbench
or solutions g

A .
SSumption | Needs Verification
« Scope the analysis with

time boundaries, affected
processes, and system limits

* Use the "What happened,
When, Where, Magnitude”
templare to align the team

* Test the statement: Can
someone who wasn't there
understand exactly what
happened?




Backward Mapping: From the Visible Event to Hidden Triggers

® Trace problems chronologically from left to right to visualize system vulnerabilities

 Use 5 Whys with branches to prevent single-track thinking and weak fixes

® Events and Causal Factor Charting (ECFC) integrates events, conditions, and evidence

Hil® . ® Team sessions surface diverse perspectives and validate each causal link with facts




Systemic Lenses: Process, People, Equipment, and Environment

diagram to map causes
across categories and
prevent blind spots

| & \'g | | N\ ; ® Use the Ishikawa (fishbone)
| N Menpover W Methods {8 Machines '\ RVE.

® Look beyond human error:
examine process design,
tools, measurements, and
environment

® Brainstorm hypotheses
using 6M: Manpower,
Methods, Machines,
Materials, Measurement,
Mother Nature

Mother
Nature _ ® Treat every branch as a

hypothesis to be tested
with evidence, not a
conclusion
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Verification: Separating Plausible Stories from Proven Causes

e Hypothesis vs. verified cause: only evidence
confirms true root causes

e Verification methods: timelines, data logs,
physical proof, tests, interviews

e Qvercome confirmation bias with strict
‘evidence gates’ before conclusions

e Use a formal evidence matrix to match
causal claims to supporting proof

e A cause unsupported by evidence is just
a plausible story
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Navigating Cognitive Bias in Team Investigations

—
® Confirmation, anchoring, hindsight
bias, and fundamental attribution /
error derail RCAs |
® Uncheckable witness opinions skew = I* ' \ ANCHORWG

judgments; treat claims without
evidence as potential bias
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® Use evidence gates: every causal

claim must link to verifiable proof UB:EETTIVE

® Adopt structured analysis (e.g., ECFC)
and "consider the opposite" to
counteract bias
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® Deliberate process—not awareness
alone—mitigates bias's impact on
investigations




From Root Causes to

Corrective and Preventive Actions
y

Translate verified root
causes into SMART
corrective actions

Short-term containment
vs. long-term corrective
vs. preventive measures
Use the Hierarchy of
Controls to prioritize
sustainable solutions

Assign clear owners and
deadlines to close the
investigation loop

Effective actions address
root causes, are
sustainable, and
introduce no new risks

|

VERIFIED
ROOT CAUSE

Substitution \'

/ \N\ Engineering Controls \
' / :‘% Administrative Controls \

»/ D Personal Protective Equipment \



Verifying Effectiveness: Did the Fix Really Work?

—

® Implementation #
Effectiveness: “We did it”
does not mean the risk
is reduced

&:’H ® Define verification plans
«:, with leading/lagging

| metrics, audits, and
field observation

/ ¢ Establish a recurrence

‘ O ) monitoring period and
objective “problem solved”
criteria

Monitoring
Metrics
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/\ * [f ineffective, loop back

U to reassess root cause i1 9
accuracy and solution Report/Re-analyze
design




Define key RCA roles: facilitator,
sponsor, subject matter experts,
and administrative support.

Establish a blame-free, "just
culture” focused on system
vulnerabilities, not individual fault.

Use structured communication
(pre-scripted meetings, evidence
matrices) to stay fact-based.

Leverage diverse team perspectives
to counteract individual bias and
enrich causal mapping.
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Communicating Findings
and Driving Organizational
Learning

e Structure the RCA report: problem,
evidence, causal chart, action plan,
verification

e Present causal logic clearly for
frontline, leadership, and technical
audiences

e Store completed RCAs as a
searchable knowledge base to
prevent repeated learning

e Aggregate past RCAs to spot
systemic trends and launch
proactive improvements




’ Action Plan and Path Forward

COMPLEXITY

= - Recap: Diagnose symptoms —
verify causes — implement ! Medium
effective solutions

= -Match tool to complexity: 5 Whys
for linear, Fishbone for multi-factor,
ECFC for timeline

= Commit: Identify one recurring
problem to analyze in the next
sprint or month

= -RCA is a team skill that shifts
operations from reactive
firefighting to proactive learning

= Etirefighting = € | | Proactive Learning
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PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/ffbf66b8/public
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