
[image: Text, letter

Description automatically generated]



[image: Text

Description automatically generated with medium confidence]





[image: Text, letter

Description automatically generated]




[image: Text, letter

Description automatically generated]
image1.png
Step 6: Creating the Event and Causal Tree

The main objective in this step is to eliminate as many of
the events listed in the fault tree as possible. However,
this should be done only if you have solid evidence that they
did not cause or contribute to the undesired outcome. In the
example shown in Figure 3.4, the proximate cause “inclement
weather” was dropped when further analysis revealed that no
other similar products suffered a loss in sales in that
region. The other key task is to ask why each event or
condition that was listed occurred. This helps you see
whether that event can in turn be further deconstructed into
smaller events. (See in Figure 3.4 how the proximate cause

“dealing with the low purchase rates by the target market”
is deconstructed into an intermediate cause of “a new and
unproven target market was chosen.” ) This process can be
enriched by using techniques such as relations diagrams,
scatter charts, affinity diagrams, and other tools used in
complex RCAs.

It is critical that the “why” question be asked over and
over, at each step, until the root cause is reached. The RCA
must continue until organizational-type factors are
identified or all the available data has been exhausted. When
asking why, establish if a cause—and-effect relationship
exists. You will learn some techniques for determining
whether a cause—and—effect relationship exists in Chapter b.
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Undesired Outcome

The product launch failed,
resulting in a $12 million loss of
the company. Sales were 70%
below forecast.
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allow our new product prime shelf  purchased the new product, proximate cause was discarded
space due to the early order and of those who did, only due to the fact that no other
program (with a 15% discp_unl) 10% made a repurchase. similar product in that region
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2 Sales did not pass along timely information A new and unproven target
g from the retailers—months before the market was chosen by the
@ launch—about an impending early order product manager and market
E promotion targeting the new product launch research depariment.
% (preventing us from implementing a counter

promotion).
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g A Disconnect Exists Between A knowledge (and experience) deficiency exists in
8 Several Departments: both the product manager and market research
] a) there is no integrated system and department. Neither party understood the limitations
o process to collect and share of focus groups, which formed the basis of their
3 information to monitor the competition research and subsequent target market selection;

they failed to undertake a large and statistically
significant survey followed by simulated or real
testing to validate their assumptions.

b) there are no pre-planned response
strategies for a given competitive
promotion.

Figure 3.4 Transitioning from the fault tree into the
event and causal tree

¢ The proximate or immediate causes: This includes the
events that occurred immediately before the undesired
outcome and led directly to the occurrence of the
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undesired outcome. The elimination of a proximate cause
would prevent the undesired outcome:

— The manager implemented and launched the lead
generation campaign.

— The product manager managed and approved the new
product as it went through each step in the stage gate
development process, including the launch.

— The price of the product was increased by 20% at the
beginning of the first quarter.

* Contributing factors: These are events or conditions
that may have contributed to the occurrence of an
undesired outcome but, if eliminated or modified, would
not by themselves have prevented the occurrence.
Contributing factors impact the intensity of an
undesired outcome. For example, the weak economy, a
contributing factor, was not a major contributor to the
failure but did have a role in aggravating the failure.

* The intermediate causes: These are events or
conditions that created the proximate cause and which,
if eliminated or modified, would have prevented the
proximate cause from occurring. Often there may be one
or several intermediate causes for a single proximate
cause:

— The campaign used prospect names and addresses that
did not match the target market.

— The product manager based his decision on market
research provided by the research department and
failed to conduct testing to validate the study’ s
assumptions (two intermediate causes).

— The product manager did not take into account the
competition when it set the new price and
misinterpreted the price elasticity study (two
intermediate causes).

* The root causes: These are usually several events or
conditions, and typically organizational in nature, that
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contributed to or created the proximate/intermediate
cause and subsequent undesired outcome, and which, if
eliminated or modified, would have prevented the
undesired outcome. For example, the product manager did
not use a prelaunch campaign checklist to identify
errors, or the marketing manager had no training or
knowledge 1in Kkey techniques commonly used in lead
generation, such as testing, recency-frequency-monetary
value, segmentation, or mailing list knowledge and
selection:

— The product, marketing, and market research areas did
not understand the role and limitation of focus
groups, which was the basis of their research, and
therefore failed to undertake a large and
statistically significant survey, followed by testing,
to validate the faulty assumptions upon which the
product launch was based.

— None of the product or marketing areas had a
comprehensive pricing methodology in place and the
necessary skill set and training needed to correctly
conduct and interpret elasticity studies.




