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8D Report Template
D1-D8 problem-solving report for manufacturing quality issues


Update this template as the investigation progresses. Keep the wording factual and evidence-based. Delete the italic instructions before sending the final report to a customer or supplier. This template is for general manufacturing quality work and should be adapted to your company, customer, and industry requirements.
Instruction reminder: italic guidance text is included to help you complete the template. Keep it for internal use or delete it before issuing the final report.

Before you start
Use this page as a quick guide before completing the report. The 8D should normally be completed in sequence. Do not jump to permanent corrective action before the problem, containment, and root cause are clear.

An 8D report is used to investigate, correct, and help prevent repeat problems. It is commonly used for customer complaints, repeat defects, significant internal quality issues, supplier issues, and problems that need a structured response.
Use an 8D when
· The cause is unknown or disputed.
· A customer asks for a formal 8D response.
· The issue affects shipped product, customer use, fit, form, function, safety, or compliance expectations.
· A recurring defect keeps appearing despite quick fixes.
· Containment, root cause, corrective action, validation, and prevention need to be documented.
· More than one function is needed to solve the problem.
A simpler corrective action record may be enough when
· The cause is already known and verified.
· The issue is low risk and does not need a customer-facing 8D response.
· The fix is simple and local to one area.
· The problem is unlikely to recur once the correction is complete.
· Your company or customer process does not require an 8D.

Recommended evidence to collect
Collect objective evidence as early as possible. Attach or reference the evidence in Appendix A so the final report can be reviewed later.
	Evidence type
	Examples / notes
	Attached?

	Customer information
	Complaint details, customer photos, claim details, returned product information
	[ ]

	Product identification




	Part number, revision, lot, batch, serial number, date code, work order

	[ ]

	Inspection evidence
	Measurements, inspection records, test results, gage used, acceptance criteria
	[ ]

	Containment evidence
	Quarantine records, sort results, stock check, customer protection actions
	[ ]

	Process evidence
	Setup records, traveler/router, work instructions, operator checks, machine parameters
	[ ]

	Root cause evidence
	5 Whys, fishbone diagram, data review, test results, process checks
	[ ]

	Corrective action evidence
	Updated procedure, training record, fixture change, control plan update, photos
	[ ]

	Effectiveness evidence
	Follow-up inspection, audit result, defect trend, next-lot result, customer confirmation 
	[ ]



Terminology used in this template
	Term
	Meaning in this template

	Problem statement
	A factual description of the issue using who, what, where, when, why, how, how many, and impact.

	Containment
	Immediate action taken to protect the customer or process while the investigation continues.

	Correction
	Action to deal with the detected nonconforming product or situation.

	Occurrence root cause
	The verified cause that allowed the problem to occur.

	Escape point / detection failure
	The point where the issue should have been detected but was not, or the failed control that allowed escape.

	Corrective action
	Action taken to eliminate the cause of the nonconformity and help prevent recurrence.

	Verification
	Evidence, gathered before full implementation where possible, that the selected corrective action is likely to resolve the problem.

	Validation / effectiveness check
	Evidence, gathered after implementation, that the corrective action actually reduced or eliminated the problem.






Report summary © 8Dflow.com - For internal adaptation only.
Report header
	Field
	Details
	Field
	Details

	8D Report No.
	
	Report revision / version
	

	Status
	Open / In progress / Closed
	Problem origin
	Customer / Internal / Supplier

	Triggering document
	Complaint / NCR / SCAR / Audit finding / Internal issue / Other
	Source name (customer or internal)
	

	Customer Complaint / NCR / SCAR No.
	
	Customer PO / contract reference (optional)
	

	Part name
	
	Part number / revision
	

	Defect / failure mode
	
	Supplier / plant / site
	

	Process / work center
	
	Lot / batch / serial / date code
	

	Quantity affected / suspect
	
	Date opened
	

	Preliminary / interim response date
	
	Final response due date
	

	Report owner
	
	Date closed
	


Quick status summary
Use this summary to show the current state of the 8D. Keep it short. Update it before each customer or management review.
	Area
	Current status / notes

	Problem defined
	

	Containment in place
	

	Root cause verified
	

	Corrective actions implemented
	

	Effectiveness checked
	

	Customer response status
	


Report approval
Use this section for internal approval, customer approval, or supplier/customer sign-off where your process requires it.
	Role
	Name
	Signature / Approval
	Date

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 



D0 - Plan and prepare (optional)
Use D0 as a preliminary triage step before the formal 8D begins. If a customer or internal process mandates an 8D, record that requirement and continue to D1. If your company or customer does not use D0, mark this section as not applicable.
	Item
	Details

	Why is an 8D needed?
	

	Initial risk / impact
	

	Affected product / process
	

	Customer or internal response due date
	

	Is emergency response action needed?
	Yes / No / N/A. If yes, record the action in Appendix C.

	Initial owner
	

	Target closure date
	


Decision to launch 8D
State whether the problem warrants an 8D. If not, record the simpler action path being used instead.
	Item
	Details

	Decision
	Launch 8D / Customer-mandated 8D / Use simpler corrective action record / Other

	Reason for decision
	



D1 - Establish the team
List the people needed to solve the problem. Include team members with product knowledge, process knowledge, quality responsibility, supplier/customer responsibility, and authority to implement actions. Avoid assigning the 8D to one person if the issue crosses functions.
	Name
	Department / function
	Skills or process knowledge
	Responsibility in this 8D
	Contact (email/phone)

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	Item
	Details

	Team leader / 8D owner
	Person accountable for coordinating the 8D and customer communication where required.

	Team goal / objective
	

	Customer / supplier contact if applicable
	




D2 - Define and describe the problem
Describe the problem in factual, measurable terms. Use 5W2H and Is / Is Not thinking. Do not include assumed root cause in the problem statement. If the problem statement is vague, pause and collect more facts before moving forward.
Problem statement
Write one clear statement of the problem. Include the defect or failure mode, affected part/process, where it was found, quantity affected, and requirement not met. Example format: [Customer/area] found [defect] on [part/process] on [date/lot], affecting [quantity], against [requirement/specification].
	Problem statement

	 



5W2H problem details
	5W2H item
	Details to enter

	Who?
	Customer, supplier, line, operator, inspector, or department involved

	What?
	Defect, failure mode, nonconformance, complaint, or requirement not met

	Where?
	Location found: customer, receiving, production step, inspection point, shipment

	When?
	Date/time found, production date, lot, shift, date code, work order, break-in point, break-out point

	Why is it a problem?
	Customer impact, performance gap, risk, requirement missed, or business impact

	How was it detected?
	Complaint, inspection, test, audit, operator observation, customer return, or data trend

	How?
	How the issue appears or fails: measurement, test, visual defect, function failure

	How many / how often?
	Quantity affected, inspected, suspect, accepted, rejected, returned, trend, recurrence



Is / Is Not analysis
Use this section to separate what is affected from what is not affected. This helps narrow the scope before root cause analysis.
	Question
	Is
	Is not
	Evidence / notes

	Who is affected?
	
	
	

	What part/process has the issue?
	
	
	

	Where is the issue found?
	
	
	

	When does it occur?
	
	
	

	How many / how often?
	
	
	

	Process parameters / environmental factors
	
	
	

	What similar parts, lots, shifts, lines, or suppliers were checked?
	
	
	



Requirement versus actual result
	Requirement / specification
	Actual result
	Gap / nonconformance
	Evidence

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 



Scope and missing facts
	Item
	Details

	Scope of the problem
	

	Products, lots, dates, shifts, machines, suppliers, or customers included
	

	Products, lots, dates, shifts, machines, suppliers, or customers checked and not affected
	

	Break-in point / when issue started
	

	Break-out point / when issue stopped or was contained
	

	Additional data needed
	

	Action plan to collect missing information
	



D3 - Develop and execute interim containment
Record the immediate actions taken to protect the customer and stop further escape while root cause is being investigated. Containment is temporary. It is not the permanent corrective action. Include how affected and suspect product was identified, isolated, sorted, reworked, replaced, or controlled.
Containment actions
	Action ID
	Containment action
	Scope / product covered
	Owner
	Start date
	Completed date
	Evidence / result

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 



Product location and quantity check
Check each likely location for affected or suspect product. Record quantities so the containment scope is clear.
	Area checked
	Yes / No / N/A
	Quantity checked
	Quantity nonconforming
	Result / disposition

	At customer
	
	
	
	

	In transit / shipping
	
	
	
	

	Finished goods stock
	
	
	
	

	Work in progress
	
	
	
	

	Incoming material / supplier stock
	
	
	
	

	Other sites / warehouses
	
	
	
	



Customer and internal protection
	Item
	Details

	Customer protection actions
	

	Internal containment actions
	

	Replacement or fault-free product shipped?
	Yes / No / N/A. If yes, record delivery number and quantity.

	Containment identification / marking method
	Examples: quarantine tag, colored dot, inspection label, package marking, release stamp.

	Clean point / first compliant lot, serial number, or ship date
	

	Safety, environmental, or regulatory impact considered?
	Yes / No / N/A. Add details if yes.



Containment verification
Explain how you confirmed the containment action is working. Use sort results, inspection records, customer confirmation, or shipment release controls.
	Verification evidence / result

	 



D4 - Determine and verify root cause and escape point
Identify the verified cause of the problem and the reason the issue was not detected before it escaped. Separate the occurrence root cause from the escape point or detection failure. Use evidence, data, testing, observation, and process review. Do not accept guesses, opinions, or unverified brainstorming as root cause.

Investigation summary
	Item
	Details

	Investigation methods used
	5 Whys / fishbone / Is-Is Not / process walk / data review / gage check / supplier investigation / other

	Physical evidence reviewed
	

	Process evidence reviewed
	

	Data or trend reviewed
	

	People interviewed or process observed
	



Fishbone / cause category check
Use these categories to brainstorm possible causes. Do not treat a brainstormed cause as root cause until it has been checked against evidence.
	Category
	Possible causes to check
	Evidence checked / result

	People
	
	

	Method / process
	
	

	Machine / equipment
	
	

	Material / supplier
	
	

	Measurement / inspection
	
	

	Environment
	
	



5 Whys worksheet
Use this table if 5 Whys is appropriate. Continue until the cause is actionable and supported by evidence. It is acceptable to use fewer or more than five whys if the evidence supports the conclusion.
	Step
	Why did this happen? (statement)
	How was this verified? (data/evidence ref)

	Why 1
	
	

	Why 2
	
	

	Why 3
	
	

	Why 4
	
	

	Why 5
	
	


Occurrence cause and escape point
Occurrence root cause explains why the problem happened. Escape point / detection failure explains why the issue was not detected before it reached the next process or customer. Both may need corrective action.
	Cause type
	Verified cause
	Evidence that confirms it

	Occurrence root cause
	
	

	Escape point / detection failure
	
	

	Contributing causes
	
	


Root cause verification and causes ruled out
	Item
	Details

	How the occurrence root cause was verified
	

	How the escape point / detection failure was verified
	

	Possible causes checked and ruled out
	

	What changed?
	

	Does the root cause point to a document, control, training, maintenance, gage, supplier, or process weakness?
	



D5 - Choose and verify permanent corrective actions
Select corrective actions that address the verified occurrence root cause and escape point / detection failure. Verify the selected action is likely to fix the problem before full implementation where possible. Avoid actions that only retrain people unless the investigation shows training or competence was the actual cause.
Corrective action options
	Verified cause
	Proposed corrective action
	How action addresses the cause
	Owner
	Target date

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


Alternative actions considered
Briefly document alternative solutions considered and the rationale for the chosen path. Consider effectiveness, risk, side effects, resources, timing, and customer requirements. Add detailed actions to Appendix C where tracking is needed.
	Alternatives considered and selection rationale

	 

	Item
	Details

	Selected corrective action rationale
	

	Pre-implementation verification or trial result
	

	Resources required
	

	Customer approval needed before implementation?
	Yes / No / N/A. Add details if yes.

	Service / field / shipped product plan needed?
	Yes / No / N/A. Add details if yes.



D6 - Implement and validate permanent corrective actions
Record the implementation of the selected corrective actions and confirm they worked. Include owners, dates, evidence, and results. Validation should show that the problem has been reduced or eliminated after the action, not just that the action was completed.
Implementation plan and status
	Corrective action
	Owner
	Due date
	Completed date
	Implementation evidence
	Status

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


Before / after comparison
Describe and compare the condition before and after implementation. Use data where possible.
	Measure / condition
	Before action
	After action
	Acceptance criteria
	Evidence

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


Validation & effectiveness plan
	Check method
	Acceptance criteria
	Monitoring period
	Result
	Date checked
	Checked by

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	Item
	Details

	Validation conclusion
	

	Was containment removed or replaced by permanent control?
	Yes / No / N/A. Add evidence and date removed.

	Were changes communicated to affected people or stakeholders?
	Yes / No / N/A. Add details.

	Return to root cause analysis needed?
	Yes / No. Explain if yes.


D7 - Prevent recurrence
Record the system changes that help prevent the same or similar problem from happening again. Think beyond the affected part. Consider similar products, processes, suppliers, work instructions, control plans, inspection points, training, maintenance, and audit checks.

Prevention actions
	Prevention action
	Document / process affected
	Owner
	Due date
	Completed date
	Evidence

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 



Similar product / process review
	Area reviewed for similar risk
	Result of review
	Action needed?

	Similar parts / products
	
	

	Similar processes / machines
	
	

	Other production lines or sites
	
	

	Supplier process or incoming inspection
	
	

	Customer service / field stock
	
	



Documents and controls to review
Use this checklist to record what changed in the relevant process documents or controls. Mark N/A where not applicable and attach evidence in Appendix A.
	Document / control
	Action taken / changes made
	Owner
	Completion date
	Evidence / notes

	Control plan / inspection plan
	
	
	
	

	PFMEA / risk review
	
	
	
	

	Process flow / router / traveler
	
	
	
	

	Work instructions / standard work
	
	
	
	

	Inspection instructions / checklist
	
	
	
	

	Training record / competency record
	
	
	
	

	Tooling / fixturing
	
	
	
	

	Maintenance plan / PM schedule / setup sheet
	
	
	
	

	Gage / calibration / measurement method
	
	
	
	

	Audit checklist / layered process audit
	
	
	
	

	Customer or supplier documentation
	
	
	
	



Ongoing monitoring plan
	Item
	Details

	Metric or check to monitor
	

	Frequency
	

	Owner
	

	How long to monitor
	

	Escalation if problem repeats
	



D8 - Close the 8D and recognize the team
Close the 8D only after containment is no longer needed, root cause is verified, corrective actions are implemented, effectiveness has been checked, and recurrence prevention actions are complete or formally owned. Recognize the team contribution and record final approval.
Closure checklist
	Closure check
	Yes / No / N/A
	Notes / evidence

	Problem statement completed and approved
	
	

	Containment completed and released or replaced by permanent control
	
	

	Containment actions formally removed or rescinded where no longer needed
	
	

	Occurrence root cause verified
	
	

	Escape point / detection failure verified
	
	

	Corrective actions implemented
	
	

	Validation / effectiveness evidence reviewed
	
	

	Prevention actions completed or formally assigned
	
	

	Customer response / final report sent if required
	
	

	Customer approval or feedback recorded if required
	
	

	Item
	Details

	Final closure summary
	

	Residual risk or open follow-up
	

	Lessons learned
	

	Team recognition
	


Final approval
	Approver
	Role
	Approval / signature
	Date

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 



Appendix A - Evidence and attachment log
Use this log to keep track of evidence used in the 8D. Attach or reference the actual files according to your company process. Keep file names clear so the evidence can be found later.
	Ref.
	Evidence / file name
	What it supports
	Owner
	Location / link

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 



Appendix B - Customer communication log (optional)
Use this log if customer communication needs to be tracked in the 8D record. Record containment updates, interim responses, final 8D submission, and customer approval or feedback.
	Date
	Customer contact
	Message / response summary
	Owner
	Follow-up needed

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 



Appendix C - 8D action tracker © 8Dflow.com - For internal adaptation only.
Use this as the master tracker for actions that need follow-up. Include emergency response, containment, corrective action, verification, validation, and prevention actions where they need an owner, date, evidence, and status.
	Action ID
	Action type
	D-section
	Action description
	Owner
	Planned date
	Actual date
	Status
	How verified / evidence

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 



Common mistakes to check before sending
Review this list before sending the 8D to a customer or closing it internally.
[ ] Problem statement includes assumed root cause instead of facts.
[ ] D0 does not explain why an 8D is needed or what response date is required.
[ ] Containment is missing, late, or not verified.
[ ] Affected and suspect quantities are not recorded.
[ ] Clean point or first compliant shipment information is missing when required by the customer.
[ ] Occurrence root cause and escape point / detection failure are mixed together.
[ ] Root cause is a guess and is not supported by evidence.
[ ] Causes ruled out are not documented.
[ ] Corrective actions do not address the verified occurrence cause and escape point / detection failure.
[ ] Actions have no owner, planned date, actual completion date, or completion evidence.
[ ] Validation only confirms the action was done, not that it worked.
[ ] Containment actions were never formally removed or replaced by permanent controls.
[ ] D7 prevention actions are skipped or limited to retraining only.
[ ] PFMEA, control plan, work instruction, inspection plan, or similar controls were not reviewed where relevant.
[ ] Attachments are referenced but not included or easy to find.
[ ] Final customer response does not match the evidence in the report.

8Dflow.com note
General manufacturing quality template. Adapt to your company, customer, and industry requirements. Not intended for medical device, pharma, FDA, Part 11, or validated regulated workflows.

Use 8Dflow.com

Tracking owners, due dates, and evidence across Word files and email threads gets messy fast. 8Dflow is manufacturing quality software for managing 8D reports, NCRs, corrective actions, owners, due dates, and evidence in one place.

Visit 8Dflow.com.
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