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AI Is No Longer Optional

“Over the next three years, there’s 
going to be two types of companies: 
those who are great at AI and those 
who went out of business.”

Mark Cuban, Convergence AI Dallas 2026
“Mark Cuban: AI Hype vs. Reality”
https://www.youtube.com/watch?v=CEz9RRg0FfI

Where are you today with AI?
1. I use AI regularly at work. 
2. I have tried AI, but only occasionally. 
3. I use AI personally, but not for work. 
4. I have not used AI yet. 
5. My company restricts or prohibits AI use.

AI is quickly becoming a practical business tool, not a future concept. 
The question is no longer whether AI will affect quality, the question is how well we learn to use it. 2 2

https://www.youtube.com/watch?v=CEz9RRg0FfI


Participants will learn how to use AI as a practical support tool to:

• Improve the speed and quality of NCR writing, root cause analysis, and 
corrective action development

• Write stronger NCRs based on objective evidence
• Improve root cause analysis by challenging weak or incomplete 

conclusions
• Look beyond “human error” to identify process and system contributors
• Develop corrective actions that address root causes instead of symptoms 

and apparent causes, which prevents recurrence

• Evaluate whether corrective actions are effective and verifiable

• Apply AI responsibly while maintaining human judgment, validation, and 
accountability 

Workshop Objectives
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AI Is Powerful, But Not Foolproof
AI-generated outputs require review by trained personnel due to inherent limitations:

• Hallucinations: AI may invent facts, requirements, evidence, causes, or conclusions that 
were not provided or verified.

• False Confidence: AI may present weak or incorrect answers in a polished, authoritative way.

• Contextual Blindness – Missing Content: AI may miss critical contextual factors like industry
specifics, customer needs, regulatory requirements, contract flowdowns, or process risks.

• Generic Solutions - Overgeneralization: AI may give generic answers that sound reasonable 
but do not fit the actual process, product, risk, or evidence.

• Bias: Outputs can sound sophisticated but AI can be led to conclusions based on inputs:
• Confirmation bias: AI can reinforce the conclusion you were already leaning toward, 

especially if the prompt is leading.
• Automation bias: Users may trust the AI answer too quickly because it sounds 

complete and convincing, or because it came from technology.

• Terminological Ambiguity: AI may blur distinctions between problem-solving
terms (symptom, cause, correction, corrective action, effectiveness).

AI can support NCRs, RCA, & CA, but it can also produce answers that are incomplete, biased, or confidently wrong. 
Rule of Thumb: Use AI to expand thinking, not to approve the answer. 4



Root Cause Analysis in Practice
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Conventional RCA Has Its Own Blind Spots
Understanding common pitfalls in traditional Root Cause Analysis

Challenge How It Manifests

Data Evidence is incomplete, scattered, or not analyzed

Bias Teams stop at the most obvious or convenient cause or symptom

Approach The RCCA method is used mechanically instead of thoughtfully

Pressure Teams feel pushed to close the issue quickly

Time constraints Investigation is rushed

Stakeholder participation The right people are not involved

Knowledge gaps Teams may not know what questions to ask

Repeat findings Prior history is not considered

The tools themselves are not the problem; 
the issue often lies in “how” they are applied with weak or shallow RCA practices. 6



AI Support for Better Thinking

Where AI Can Help
AI can support better thinking by helping teams:

• Clarify vague problem statements

• Identify missing objective evidence

• Suggest additional investigation questions

• Challenge “human error” conclusions

• Generate possible causes

• Build draft 3-Branch-5-Why or Five-Why paths

• Create fishbone categories and draft diagrams

• Review corrective actions for weakness

• Suggest effectiveness verification methods

• Summarize lessons learned

Important: AI does not determine the root cause. People with process knowledge and responsibility do.
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Using AI on Your Phone During This Workshop
Instructions & Guidelines

• Focus on Prompts

• Confidentiality CRITICAL

• Workshop Tools
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Using AI on Your Phone During This Workshop
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Hands-On Exercise 1: Improve the NCR

• Objective

The goal is to have AI challenge the wording and 
expose what is missing before jumping into root cause.

• Weak NCR Example

• Group Task
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Hands-On Exercise 1: Improve the NCR

• What information is missing?
• Tell AI “Ask for clarifying questions before answering if any important facts are missing.”

• Review this problem statement as if you are a quality manager preparing for root cause analysis. Is it 
specific, objective, evidence-based, and clear enough to investigate? Identify what is missing.

• What factual information is missing from this finding that would be needed before starting root 
cause analysis?

• Tell AI “Base your answer only on the facts provided. Clearly identify any assumptions.”
• What assumptions does this problem statement make that may not be supported by objective 

evidence?
• Rewrite this finding into a stronger NCR/problem statement using objective evidence only. Do not 

include root cause, blame, or corrective action.
• Tell AI “Ask for clarifying questions before answering if any important facts are missing.”

• Based on this finding, what questions should a quality manager ask the process owner to 
understand the process failure without blaming the employee?
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NCR Example Comparison

Improved NCR Example
Weak Version:

Your Results With Additional Bogus Information:

Why this is stronger:
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Scenario and Task

Hands-On Exercise 2: 
Better Root Cause Analysis

Group Task:
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Which 
Tool(s) 

Did 
You 
Use?

Any 
Others

?

Now ask AI to take your revised problem 
statement and generate a 3-branch 5-Why.
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Why We Break RCCA Into Smaller AI Tasks
Lost-in-the-Middle + Terminological Ambiguity

Terminological Ambiguity

AI may incorrectly confuse terms

Have you noticed this in your results from the first two exercises?
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AI’s Lost-in-the-Middle Problem

Why It Happens

Common RCCA Risks

AI struggles when RCCA information is too large, too complex, or contains multiple problem-solving concepts mixed together.
Smaller, focused RCCA prompts produce clearer, deeper, and more reliable AI outputs. 15



Hands-On Exercise 3: Correction vs. Corrective Action

• Correction

• Corrective Action

A correction fixes today’s problem.   A corrective action prevents tomorrow’s recurrence.

Group Task: After human review of AI’s multiple potential root causes, 
select those we believe are relevant and have AI help with possible 
Corrections and Corrective Actions.
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Hands-On Exercise 4: Effectiveness Verification

Weak Verification Examples
These confirm implementation, not effectiveness. 

Examples include: Procedure updated, Training completed, Form 
revised, Employees reminded.

Stronger Verification Questions
Questions focused on verified outcomes and ongoing compliance. 
Examples include: Did the action prevent recurrence? 
Is the revised process being followed? 
Are affected areas using current documents? 
Has the same issue occurred again? 
Do audit results show improvement? 
Are process owners maintaining the control?

AI can help us focus on questions that confirm effectiveness and ongoing impact, not just task completion.

Group Task: Ask AI to “Act as an internal auditor to create a corrective action effectiveness verification plan based on a root cause and 
corrective action plan, detailing sampling, interviews, records review, evidence collection, and effectiveness indicators.”
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Strengthening AI Prompts for Better Results
Obtain better AI-generated outputs by adding these statements, as appropriate.
• Hallucinations: “Base your answer only on the facts provided. Do not invent facts, requirements,                                             

evidence, causes, or conclusions. Clearly identify anything that is an assumption or requires verification.”

• False Confidence: “Do not present conclusions as certain unless they are supported by evidence. Rate the                                        confidence 
level of your answer and explain what evidence is missing.”

• Contextual Blindness – Missing Content: “Before answering, identify what context may be missing, such as customer requirements, regulatory 
requirements, contract flowdowns, industry standards, product risk, process conditions, or internal procedures.”

• Generic Solutions - Overgeneralization: “Avoid generic recommendations such as retraining, reminders, procedure updates, or added inspection unless 
they are directly supported by the facts. Tailor the answer to the specific process, product, risk, and evidence provided.”

• Bias: “Challenge the wording of my prompt. Identify any leading assumptions, unsupported conclusions, or bias that may influence the answer. Provide 
alternative explanations before recommending a conclusion.”

• Confirmation bias: “Do not simply validate my proposed conclusion. Challenge it and identify what evidence would support or disprove it. 
Provide other possible causes I may be overlooking.”

• Automation bias: “Provide this as a draft for human review, not a final answer. List the checks a human should perform before accepting 
the response.”

• Terminological Ambiguity: “Clearly separate the symptom, problem statement, correction, apparent cause, root cause, corrective action, and 
effectiveness verification. Do not use these terms interchangeably.”

• Lost-In-The-Middle: “Identify any important information, contextual factors, requirements, or evidence that may have been overlooked or 
underweighted. Identify and summarize the most critical facts, requirements, evidence, and risks before answering.”

“Use facts. Identify assumptions. Challenge conclusions. Avoid generic fixes. Separate problem-solving terms. Require human verification.”
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What is a “Closed AI Environment”?

Instead of typing sensitive company information into a public AI 
website, the AI runs privately on your own computer or company 
server.  That means:

It’s an AI system inside your company (“local/private AI”).

A closed AI environment helps reduce the risk of accidentally 
exposing sensitive information to external systems. 

Personal local AI tools:  LM Studio or GPT4II

It’s like having a private conference room instead of discussing company problems in a crowded coffee shop.
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Participants will learn how to use AI as a practical support tool to:

• Improve the speed and quality of NCR writing, root cause analysis, and 
corrective action development

• Write stronger NCRs based on objective evidence
• Improve root cause analysis by challenging weak or incomplete 

conclusions
• Look beyond “human error” to identify process and system contributors
• Develop corrective actions that address root causes instead of symptoms 

and apparent causes, which prevents recurrence

• Evaluate whether corrective actions are effective and verifiable

• Identify AI shortcomings and learn proper prompts to minimize risk

• Apply AI responsibly while maintaining human judgment, validation, and 
accountability 

• Taking AI local – closed AI environments

Workshop Objectives
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