
Understanding the 8D Process 
 
 
The business environment is crowded with a myriad of business processes and 
operational procedures. Some of these are promoted by consulting firms trying to hype 
their process as distinctive and worthy so that they can generate business. Others are 
the result of academic endeavors, either research based or theoretical. The most 
interesting are those processes that are born from experience, when a company, or 
group of companies, are confronted with a business challenge that gives birth to a 
process that delivers a solution. The best scenario is when that solution can serve as a 
model for other companies and can be deployed across industries and company size. 
 
Tudog views sharing and explaining the better of these processes with our readership as 
an obligation. In many cases the models are blueprints for operational remedies that can 
serve to address pains our clients experience. In other cases, the review of leading 
processes sparks thought and leads to new initiatives that, while not addresses current 
ills, serve to prevent certain deficiencies from appearing.  
 
One of the recent models to make a splash in the business community is the 8D 
Process. The process is designed to help organizations to effectively solve pressing 
business problems. The name “8D” is derived from the 8 disciplines the process requires 
the practicing company to engage. These “disciplines” are really 8 steps that, in some 
form and to varying degrees, integrate various business disciplines.  
 
As Tudog understands the process, when confronted by a problem, 8D recommends the 
following components: 
 
1. Develop a Team 
 
Under the principle that a team approach offers the benefit of multiple perceptions and 
multiple sets of experiences, the model recommends the first step is to establish a small 
team of people with the know-how, time skill, and authority to identify the problem and 
initiate (and enforce) corrective actions. Once the group is established, a group leader is 
selected so that the group has the structure necessary to move decisions forward.  
 
2. Identify the Problem 
 
Obviously a problem cannot be resolved if it is not first identified in such a way that 
provides the team with the ability to measure its affect both on internal operations and 
customers. By arriving at a measure, the team is able to understand the consequences 
of the problem, from which it can begin to construct its remedy. 
 
3. Patch the Problem 
 
The most immediate need is to protect the customer affected by the problem by 
shielding them from the inadequacy. Similarly, any internal consequences need to be 
patched so that the ill effects of their existence are controlled. These patches are not 
expected to be permanent solutions, nor are their implementation meant to alleviate the 
pressure to solve the problem. The patches are damage control only, making sure that 
long term affects aren’t suffered while a long term solution is sought and executed.  
4. Identify the Cause 



 
Naturally you cannot develop and implement a long term or permanent solution to a 
problem if you have not successfully identified the root causes. In order to be certain that 
you have the right cause, you need to go through all the possible causes, eliminating 
those that prove not to be the underlying or most pressing problem. The search process 
includes testing each possible cause against the description of the problem and the data 
you have on the cause and effect. Along the way you will most probably find and correct 
minor problems, but you need to keep in mind that the objective is the discovery of the 
cause of the urgent problem that ignited the process. The way to ensure this is 
accomplished by identifying and applying alternative corrective actions to address and 
eliminate the root cause.  
 
5. Verify the Solution 
 
Once you have selected the corrective action you have concluded will remedy your 
problem you need to be certain that it does in fact offer you the relief you need. Also, you 
need check and be sure that the solution does not bring on any unanticipated side 
effects. Replacing a major problem by bringing on another problem, even if it is 
comparatively minor, is unacceptable. You need to make sure your solution is not only 
effective but also safe.  
 
6. Execute the Solution 
 
Once you are certain that the solution you have identified is effective and causes no 
peripheral harm, you can implement it in a manner that makes it a permanent throughout 
your organization. The most effective way to penetrate the solution into your operations 
is by including on-going controls into the process that allow you to monitor efficacy and 
adjust performance as required. 
 
7. Eliminate the Possibility of Recurrence 
 
In order to be certain that the same problem that created the crisis does not recur you 
need to embed the solution into your organization by updating training procedures to 
include the new process, adjust work flow procedures to accommodate the new process, 
and improve operational practices to execute the new process.  
 
8. Celebrate 
 
Like most successful transformations, you will want to reinforce the positive attitude that 
is required to make it work by giving the implementing team the praise and recognition 
they deserve. Additionally you want to make the achievement known to your employees 
and customers, marking it as a milestone in your quest for excellence.  
 
8D, like all the other business processes designed by consultants and academics to 
improve performance, is not a silver bullet solution. The trick is in selecting the right tool 
or process for your organization and the challenges you face. The secret is in the 
execution. Confronting and fixing operational problems is a business necessity. 8D, and 
solutions like it, are there to provide the infrastructure within which you take on your 
demons.  
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