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Giai quyét van de
theo phwong phap 8D

8D Problem Solving Skill
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Business Excellence A
[J%¥ ] Research and Consulting N O I d u n g

1.Véan dé 1a gi?

2.C6 nhirng van dé kiéu gi?

3.Ky thuat xt ly van dé 8D

4.Cac cbng cu str dung

5. Nhirng cai bay thuworng gap

6.Tam ly trong xt ly van dé
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Business Excellence y4 b A
Research and Consulting Va n de Ia g I 7

La mot cau
hoi can
phai dwoc
tra 1oi.

La thir can
phai giai
quyét hoac
dang trong
quatrinh
giai quyet.
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Business Excellence
]M Research and Consulting

Mot van dé 1a mai lién quan gitra
y chi cua con nguo®i va thuc te.

WWW.imt.vn


https://www.imt.vn/
http://images.google.com/url?sa=i&source=images&cd=&cad=rja&docid=wu4V0XDD8yFV3M&tbnid=xQdaQpg-yOHOmM:&ved=0CAUQjRw&url=http://how2-lose-weight.blogspot.com/2012/06/poor-mans-guide-to-eating-healthy.html&ei=kw3HUdaRIoLykQWMrQE&psig=AFQjCNFNT0Q_1ByNk0PvTd60zJfbV9tanA&ust=1372085800974485
http://images.google.com/url?sa=i&source=images&cd=&cad=rja&docid=ZGVp4rWROw-CGM&tbnid=FlPBdnwrdDXeOM:&ved=0CAgQjRwwADhv&url=http://www.fastcodesign.com/1670463/infographic-how-the-poor-spend-their-money-vs-the-middle-class&ei=tgzHUZSEHcXTkAXXjoGABQ&psig=AFQjCNF7JAaV0YuRMOHz9IcahTRQNM8gBQ&ust=1372085814500549

Business Excellence ’ " y4 A
TM Research and Consulting CO 2 I Oa I Va n de

8 Van dé cé cau truc tot: muc tiéu o N
4 6 rang, thong tin day du, bai toan 42 S4m a8 e e
b quen thudc. '

TD: Chién Iwoc cdng ty, m& rong thi
trwong,...

@ Van dé c6 cau tric kém: thong
tin knéng ro rang, thiéu thong tin,
: bai toan méi va/hodc phire tap.
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Business Excellence A
[J%¥ ] Research and Consulting N O I d u n g

1.Véan dé 1a gi?

2.C6 nhirng van dé kiéu gi?

3.Ky thuat xt ly van dé 8D

4.Cac cbng cu str dung

5. Nhirng cai bay thuworng gap

6.Tam ly trong xt ly van dé
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MTEE T Phwong phap 8D la gi?

8D Report

e — == 8D la phwong phap giai
e quyét van dé co cau

truc theo 8 buwdc (Eight
i === Disciplines)

= o 8D cling la cac mau tai
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Business Excellence AN A N\
Research and Consulting V I S ao n e n d u n g 8 D ?

La phwong phap giai quyét van dé co cau truc
« Tinh hé théng

Dwa trén di¥ kién
* Thu thap va phan tich thong tin

Kiém tra tién trinh va két qua

« Kiém dinh va xac nhan phu hop

Puwoc lap tai liéu

« CSDL
 Phong ngwa cho twong lai
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Business Excellence
TM Research and Consulting

Ngudn goc

" Mil-Std- 1520 (1974) Hanh

dong khac phuc va Hé
thong tiéu hay cac Vat liéu
\khc“)ng twrong hop

~

-
Phwong phap giai quyét
van dé theo nhom (TOPS)
cua Ford

-

/
N

J

MIL-STD-1520C
27 JUNE 1986

SUPERSEDING
MIL-STD-15208
3 JULY 1980

MILITARY STANDARD

Corrective Action

Disposition System
for
Nonconforming Material
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Research and Consulting

DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
dé

I

D3: Xac dinh va

thwc hién thao

tac ngan nglra
tirc thoi

Nhan dién cac
nguyén nhan

—No

.
Ll

Lwa chon
nguyén nhan

Yes
-

Nhan dién cac
hanh dong giai
quyét kha di

D5: Chon va
kiém dinh giai
phap

D6: Thwc hién
va xac nhan
giai phap

l

D7: Phong
chong tai xuat
hién

I
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Business Excellence
Research and Consulting

La phuwong phap phan trng

Dwoc dung khi nao?

~ Quantrong T

Cac van dé co do wu tién cao

Két qua thap hon tiéu chuan

MAat kiém soat qua trinh

Van dé va giai phap can phai lap thanh tai liéu

Kaizen

Poéi méi

Khoi lam

WWW.imt.vn
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Business Lxcellence A ~ N
Research and Consulting DUJa tren d u—’ klen

Yéu cau ban phai dwa
trén dor kién dé danh gia
van dé va tinh hiéu qua

cua giai phap. Khong
dwoc str dung doan mo.

Vi vay, can str dung cédc
céng cu théng ké trong
suot qua trinh giai quyét
van dé
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‘ Business Excellence ' , X -
]M Research and Consulting T I n h Ch at Cu a 8 D

o o1 & W Pk

Xt Iy van deé ré rang, cé thé quan ly dwoc

Phé&n tich moi khia canh cua van dé

| B A |

. Dwa ra tinh logic cua giai phap

Thu thap cédc théng tin can thiét cho van dé va giai phap

. Lam viéc theo nhém

C6 ké hoach thwc hién va tham dinh ké f
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Research and Consulting

DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
dé

I

D3: Xac dinh va

thwc hién thao

tac ngan nglra
tirc thoi

Nhan dién cac
nguyén nhan

—No

.
Ll

Lwa chon
nguyén nhan

Yes
-

Nhan dién cac
hanh dong giai
quyét kha di

D5: Chon va
kiém dinh giai
phap

D6: Thwc hién
va xac nhan
giai phap

l

D7: Phong
chong tai xuat
hién

I
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thwc hién
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Business Excellence
Research and Consulting

1. Dinh nghia

van dé

8D Buwdc 1: nhan dién van dé

3. Phan tich va
2. Nhan dién dién dich
cdc van dé lién thong tin dé
guan lam gon van dé
can giai quyét

4. Viét ra phat
biéu vé van dé

WWW.imt.vn
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Business Excellence ’ « R y4 A
]M Research and Consulting Phat bleu Van de

1. La mot phét biéu cu thé, do luvong duoc
A. Duwa trén dir kién chir khéng phai suy doan
B. Chwa c6 nguyén nhan
C. Chuwa cé giai phap
D. Khéng qua chung chung

2. Phét biéu van dé phéi bao gém:
A. Trang thai hién tai
B. Trang thai mong muén
C. Khoang cdch gidra hién tai va mong muoén

WWW.imt.vn
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Business Excellence
Research and Consulting

Van dé dwoc bao cao
1. Khéach hang khéng hai long vé sédn pham cong ty
2. Chat lwong san pham dang kém
3. Khach hang I&én dang bé di

Chu dé can tap trung

Sv hai Idng cua khach hang

Phat biéu vé van dé

Sw hai long vé chét lwong san pham cta khach hang thang 5 1a 75%,

murc do yéu cau la 95%, suw hai long dang thap hon mirc yéu cau 20%.

Panh gia

1. Co dw trén dir liéu? Yes
2. C6 nguyén nhan ghi ra khong? No
3. Co giai phap ghi ra khong? No
4. C6 qua chung chung khéng? No

www.imt.vn
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Research and Consulting

DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
dé

I

D3: Xac dinh va

thwc hién thao

tac ngan nglra
tirc thoi

Nhan dién cac
nguyén nhan

—No

.
Ll

Lwa chon
nguyén nhan

Yes
-

Nhan dién cac
hanh dong giai
quyét kha di

D5: Chon va
kiém dinh giai
phap

D6: Thwc hién
va xac nhan
giai phap

l

D7: Phong
chong tai xuat
hién

I
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Research and Consulting

Bwdc 2: 1ap doi GQVD
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Business Excellence

Research and Consulting B ch’),C 2 : Ié p d.(l_ji

Thanh vién
Nguwoii co lién quan
Nguwoi co kién thirc xir ly
Nguwoi c6 trach nhiém & quyén
S6 lwong
Ly twéng nhat la tir 4-6, khong nén quéa 8
Tang cwong quan hé
Giao tiép thuan tién hon
Cam két lam viéc
Pham vi, muc tiéu, vai tro va trach nhiém
Lam ré xem déi minh can phai xtr ly cai gi
Sw san sang cua tirng nguwéi
Mdec dé ra quyét dinh

WWW.imt.vn

21


https://www.imt.vn/
http://www.google.com/url?sa=i&source=images&cd=&cad=rja&docid=R92orHMloHQ9IM&tbnid=wsSj8xFro63S8M:&ved=0CAgQjRwwAA&url=http://www.publicspeakinginternational.com/team-presentation-training/&ei=KWnKUYzOIo7QkQW7kIHgAw&psig=AFQjCNHExSG1H7jj41XGfXNlrt4wGXEtWQ&ust=1372306089622431

Business Excellence
Research and Consulting

Implementer

i Action Roles ) _/ Shaper

(Belbin's Teamwork Theory

‘\ Completer/Finisher

Coordinator

( People Roles )( Team worker

,\_ Resource inve shgatﬂr

Planter

Cerebral Roles [—
(thinking, problem-solving) Evaluator

1.,; Specialist

WWW.imt.vn
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‘ Business Excellence ' . A s R
|\%9 ] Researchand Consulting 5 dlem klem tra

1. Khdch hang/nha cung cap cé can dwa
vao déi khéng?

2. D6ildp ra c6 kha nang tién hanh céac
bwérc ké tiep?

3. Co chuyén gia linh vwe (ky thuat, kinh
doanh, ké toan...) trong déi chwa?

4. Pa thiét Iap vai tro, trach nhiém, pham vi
va muc tiéu xwr ly chwa?

5.  Céch thire héi hop va ra quyét dinh co
dwoc thong nhat chwa?

¢

WWW.imt.vn
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Business Excellence
Research and Consulting

DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
dé so bd

I

D3: Xac dinh va

thwc hién thao

tac ngan nglra
tirc thoi

Nhan dién cac
nguyén nhan

—No

.
Ll

Lwa chon
nguyén nhan

Yes
-

Nhan dién cac
hanh dong giai
quyét kha di

D5: Chon va
kiém dinh giai
phap

D6: Thwc hién
va xac nhan
giai phap

l

D7: Phong
chong tai xuat
hién

I

WWW.imt.vn

D8: twdng
thwdng doi
thwc hién

24


https://www.imt.vn/

Business Excellence
]M Research and Consulting

A. Pam bao khdch hang khéng nhan thém két qua xau nao.

B. Dién dich cdc di¥ liéu da thu thap, thu thip thém di liéu
can thiét dé lam ré van dé

S5SW1H
Str dung cdc céng cu thong ké dé lam ro
D liéu thu thap phai cé6 muc dich

C. So sanh dir liéu v&i muc tiéu kinh doanh, hiéin ana céna
viéc, cac tiéu chuan can co

WWW.imt.vn
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Business Excellence
Research and Consulting

1. Nhén ré van dé can xt ly
2. Banh gia mirc d6 dnh hudng ctia van dé,
xét dén anh hurong vé
Khach hang
Kinh doanh
Quy trinh n6i bo

3. Nhan dién céc van dé lién quan va xac dinh
pham vi giai quyét muc tiéu

WWW.imt.vn
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Business Excellence
Research and Consulting
4. Str dung néo céng (brainstorming) dé thu thap y kién
cua doi

5. Thu th@p cac dir lieu (bén trong, bén ngoai) dang thu
thég dé danh gia van dé (trang thai h,i_én (ai, mong
muobn, khoang cach). Phat biéu lai van dé néu can.

6. Dwa ra va thwc hién mét ban ké hoach vé tiép can
van dé

WWW.imt.vn
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Business Excellence
Research and Consulting

1. D4 lay va sodat xét di¥ kién can thiét chua?

2. Van dé da dwoc phéat biéu bang SW1H chwa?
3. Van de da dworc lwong héa chwa?

4. Khach hang c6 dwa y kién vé van dé chwa?

(nghich ly Cretan)

WWW.imt.vn
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Business Excellence

Research and Consulting

SW1H

= RELAXATION
= —FIND WORDS THAT BAWG Yoy TEACE AND = S
— \:J‘“ ATION , PISCoVER WHAT FART You fLAY
——
T 1p) ALLOWIN G THE WORDS TO WORK...., —
L
>
O o 8
LONT 2 vou ypvg 1o sake 161

© Paul Foreman http://www.mindmapinspiration.com
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Business Excellence

MY Research and Consulting Phan tich Pareto

Ball Lifting T Percent | Cum Percent i
Cause quency (%) (%)
Bonder Set-up 19 38% 38%
Issues
Unetched Glass 78%,
on Bond 11 22% 60%
Pad
Foreign Contam 60%
on Bond 9 18% 78%
Pad
Excessive Probe @ 3 19
Damage 3 6% 84% 38%
Silicon Dust on " 5
Bond Pad 2 4% B
Corrosion 1 2% 90%
Bond Pad Peel-off 1 2% 92%
Cratering 1 2% 94%
Resin Bleed-out 1 2% 96% 3 B8 @ S C PCRDO
e | e T ¥ © 9 T e 2
t- a n o D r ¢ a 8 h
Others 2 4% 100% u s g Bw f | t I [
P !'& ¥ ‘'S 3 /0 8 ‘N ¥
Total 50 100% - » t' . : y .
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TM Research and Consulting

23mm OD Histogram
P/N 543612 on Machine 6

(@))

B Frequency

Frequency
R N W b~ O
|
|
|

® P> H P

o
]

A
P&

Outside Diameter
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Business Excellence
Research and Consulting

5. Van dé nguyén thay khi dwoc bdo c6 dwoc xem xét chwa?
6. C6 lam lai Phat biéu van dé khéng?

7. Cdc tiéu chuan phu hop da dwoc str dung?

8. Pham vi giai quyét van dé dwoc dinh r6?

9. Céc 16i dang xay ra da dwoc nhan dién (dau vao/ra)?

10. Pa lap dwoc ké hoach so bé dé giai quyét van dé?

WWW.imt.vn
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Business Excellence
Research and Consulting

DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
dé

I

D3: Xac dinh va

thwe hién thao

tac ngan ngra
tirc thoi

Nhan dién cac
nguyén nhan

—No

.
Ll

Lwa chon
nguyén nhan

Yes
-

Nhan dién cac
hanh dong giai
quyét kha di

D5: Chon va
kiém dinh giai
phap

D6: Thwc hién
va xac nhan
giai phap

l

D7: Phong
chong tai xuat
hién

I

WWW.imt.vn

D8: twdng
thwdng doi
thwc hién
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Business Excellence
Research and Consulting

1. Nhan dién va chon lwa hanh déng
ngan ngwa twc thi

2. Xay dwng va thwc hién ké hoach

3. Phan tich hiéu quéa cua ké hoach

WWW.imt.vn
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Business Excellence
Research and Consulting

Muc dich: hanh ddng tirc thi dé tranh van dé tiép tuc anh
hwong khi ching ta dang phan tich nguyén nhan cot 16i va
dé ra bién phap chi tiet hon

.
-

y

/
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Business Excellence
Research and Consulting

1. Bong
nao va lua

chon hanh
dong ture
thoi

2. Kiém
dinh hé

qua cua
hanh dong
ttee thi

WWW.imt.vn

5. Kiém tra
tinh hiéu

lwec va
hiéu qua
cua van dé
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Business Excellence
Research and Consulting

Ky thuat brainstorming

WWW.imt.vn
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Business Excellence

Research and Consulting Ky th u ét B ra i n Sto rm i n g

Str dung strc manh tw duy cia nhom
Sw dung dé

Nhan dién linh vwe cda van dé
Tim nguyén nhéan kha di
Dwa ra cac phwong an xw ly

Hwong dan
Khéng danh gié khong phé binh
Cang dién cang tot
D4u + va X )
Sé Iwong quan trong nhat

Phan loai
Co cau tric
* Phét biéu theo thir tw vong tron (Round Robin — round table)
« Moi nguwoi viét ra glay 1y twong

Phi cau truc

WWW.imt.vn
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Business Excellence
Research and Consulting

Ky thuat Brainstorming

) G
b K

W S Ak
M& 4123 d\l?l’( % ,\ﬁ““\No‘-K

e U G
KW\NVS‘\)(\ “Circle Around” © Copyright IdeaConnect, LLC 1999 - 2009
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1. Chi dinh 1 ngwi cdm chich ( )
- Giip tién trinh séi néi \ J
« Khuyén khich sé lvong y twéng S
« Nhac nhé va héi s ~

2. Nhan dién va ghi lai y twong )
» Ghi cang giir y twwo'ng goc cang tot

« Swrdung 1 bang to ‘5, cd
3. Dinh nghia van deé \S R
4. Xdc dinh thoi gian lam QP WYPVYPVYY PV
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0 Ké hoach
Muc dich cua ké hoach la dam béao cdc hanh déng dworc thuc
hién mét cach cé6 hé théng
Ké hoach phai cé cau tric va theo déi dwoc

O Tién trinh
1. Chia cac buwdc nho thwce hién duwoc
2. Giao nhiém vu cho nguwoi cu thé
3. C6 thoi han va diém kiém tra
4. Lap biéu méu theo déi, thurc hién phai ghi lai
5. Phai bao gom ké hoach truyén théng, cam két, backup va cdc
danh gia lwong héa
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1. Ba nhan dién dwoc cdc hanh ddng cé thé thwc hién?

2. Hanh déng c6 dworc chi r6?

3. Hanh déng da dworc thwc hién dung cach?

4. Hanh déng c6 hiéu qua theo quan diém khach hang?

5. Hanh déng c6 dwoc kiém dinh?

6. Ta c6 ding nguwdi dé thuc hién cdc bwérc ké tiép, can thay doi?
7. ba bdo cho khdach hang biét ké hoach hanh déng tiec théii chwa?
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DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
dé

I

D3: Xac dinh va

thwc hién thao

tac ngan nglra
tirc thoi

Nhan dién cac
nguyén nhan

—No

.
Ll

Lwa chon
nguyén nhan

Yes
=

Nhan dién cac
hanh dong giai
quyét kha di

D5: Chon va
kiém dinh giai
phap

D6: Thwc hién
va xac nhan
giai phap

l

D7: Phong
chong tai xuat
hién

I
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Root Cause Analysis Basics

Symptom of the problem.
“The Weed”

Above the surface
(obvious)

The Underlying Causes
“The Root”
Below the surface
(not obvious)

The word root, in root cause analysis, refers

to the underlying causes, not the one cause.
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1. Nhan dién cdc nguyén nhan cé thé
A. Xem lai yéu cau cta khach hang

B. Péng ndo dé Iap gian dé xwong ca (Ishikawa)

C. Khoanh vung cac nguyén nhan kha di, héi 5Whys

D. Lap dé wu tién theo mirc 4nh hwéng tor cao dén thap
2. Phan tich cac nguyén nhan da néu

A. Lwa chon nguyén nhan dé thu thap div liéu

B. X&c dinh céng cu dé thu thap di liéu

C. Thu thap, phan tich va trinh bay dir liéu
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3. Lwa chon nguyén nhan goc

A. Lap do quan trong

B. Lwra chon nguyén nhan

C. Xac dinh xem déi da kha ndng tw giai quyét
hay phai moi thém

D. Xdc Iap cac cdach kiém dinh hanh déng

E. Diéu chinh lai phat biéu van dé néu can
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Gian doé xwong ca Ishikawa

PEOPLE

EQUIPMENT |

CAUSE

CAUSE

CAUSE
CAUSE

POLICIES

PROCEDURES
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Gian doé xwong ca Ishikawa

La mét dang thé hién c6 cau truc cua ndo céng

Phén tich van de
Hwéng dan thao ludn
Minh hoa

Danh gia
Thu thap dir liéu

Youz WL g o [
chp REPLACE ment e
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Measurement

Milieu
(environment)

Manpower

Methods
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Why:

?

Why?

5 Whys

because...

because...

Why?because...
Why?

because...

Why?

because...
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Kiém tra vé nhan dién nn goc

1. Phéat biéu van dé c6 dwoc xem lai chwa?

2. ba nhan dién dwoc cdc nguyén nhan cé thé?

3. Di¥ liéu lién quan dén cdc nguyén nhan cé thé da lay dwoc?

4. Nguyén nhan goc ré da dwoc chon ding va Iap dé quan trong?
5. Cac hanh ddéng khac phuc da dwoc dwa ra?

6. P6i c6 diing ngwoi dé thuwec hién bwdc ké tiép?

WWW.imt.vn

51


https://www.imt.vn/

Business Excellence
Research and Consulting

3 cau hdi vé van dé goc ré

1. C6 thé héi thém 1 Ian tai sao nira dé lay nguyén nhan géc cua goc
khong?

2. Néu xir ly xong géc nay co giai quyét dwoc van dé khéng?

3. C6 thé kiém soat dwoc nguyén nhan nay?
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B5: khao sat nn géc/hénh dong

1. Danh gia cac hanh déng kha thi
2. Lwa chon hanh dong dé thwc hién

3. Xay dwng va thong nhat ké hoach thyc hién
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1. Lwa chon hanh ddng dudi cac rang budc vé
Théi gian
Nguén luc
Kha ndng kiém soét
Chi phi

2. Str dung tiéu chi dé déanh gia
L&y y kién céc thanh vién
Xay dwng y twdéng
Panh gia loi ich va bat loi
Két hop cédc y twong
Bau chon hanh déng thuc thi phu hop véi kha ndng cua déi
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3. Lap ké hoach thuc hién
Pwa cac hanh dong vao lich trinh
Bé tri nguén lwc (ké ca bén trong va ngoai)
Giao nhiém vu va kiém tra dé thong hiéu

Xem xét tiéu chi danh gia thanh céng, ké
hoach dw phong
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1. Cac hanh déng/giai phap da dworc loc Iwa ky?

2. Tiéu chi chon Iwa c6 r6 rang?

3. Ké hoach thuc thi da dwoc I1ap?

4. Anh hwéng cua cdc hanh déng véi khach hang da xét chwa?
5. C4c hanh ddng cé giai quyét dwoc nguyén nhan géc?

6. Péi c6 ding ngwoi dé thuwec hién bwéc ké?
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DO: Nhan dién
van dé

8 budc nhw sau

D1: Lap doi

D2: M6 ta van
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tac ngan nglra
tirc thoi

Nhan dién cac
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Muc dich
1. Kiém tra va diéu chinh hanh déng néu can

2. Thuc hién cac giéi phap va kiém tra} Xem
nguyén nhan goc co dwoc giai quyét chua

3. Loai bo cac giai phap tire thoi va phong
ngwa tai xuat hién
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1. Chuan bi ké hoach thwc hién
A. Xem lai phat biéu van dé
B. Banh gia lai nguyén nhan goc
C. Xem xét ké hoach thwec thi
D. Huan luyén va xem xét cung nhirng ngwdi lién quan

2. Thuwe hién giai phap
A. Thuwc hién giai phap
B. Loai bo cac bién phap tirc thoi da thwce hién
C. Theo db6i qua trinh thwc hién
D. Trao doéi thwong xuyén
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3. Danh gia hiéu Iwc thwc hién
A. Thu thap dw liéu danh gia hiéu lwc cua giai phap
B. Phan tich va so sanh

C. Xac djnh xem con khoang cach giitra hién trang va mong
muon khéng

4. Hoan tat danh gia
A. Nhan dién khoang cédch (néu cd)
B. Nhan dién van dé méi (néu cé)
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5. Tiéu chuan héa céc thay doi
A. Liét ké cdc tai liéu chuan can thay doi
» Lwu y cdc bién phdp thyc tién, tha tuc, hé théng can
thay doi dé tranh xay ra lap lai van dé

B. Cap nhat cdc tai liéu can thiét nhw ISO
* Thd tuc tham tra
* M6b ta quy trinh
« Hwéng dan bao tri
- Hwéng dan céng viéc
 Tha tuc van hanh tiéu chuan
« Khao sat ché dé va hé qua sai sét - Failure Mode &
Effects Analysis (FMEA’s)
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Kiém tra

1. Thuwc hién thae nghiém chwa?
2. Thu thap dw liéu chwa?

3. Khoang céch gitra hién trang va mong muén da dwoc xéa bo
theo goc nhin cua khach hang?

4. C6 van dé phat sinh khéng?
5. Ké hoach danh gia hiéu lwc da c6?

6. Péi c6 ding nguwoi dé thwe hién bwdc ké tiép?
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1. Xac nhan cac giai phap dwoc thwe thi va theo doi
2. Xay dwng va thwe hién cac hé thong kiém soat

3. Phat trién cac hé thong tw nglra 16i
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1. Xdc nhan ké hoach thuc thi giai phdp da hoan thanh

Pam bao cdc hanh déng dworc thurc hién day du va diung yéu
cau

2. Xem xét ké hoach kiém soat

DPam bao c6 tha tuc va phwong tién kiém soat
P&anh gia cac xu hwdng bat loi trong twong lai
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3. Xem xét kha nang ap dung cho nhirng trueoong hop khac
Khach hang, quy trinh, bé phan kinh doanh...

4. Pdnh gia cdc mau biéu, hwéng dan lién quan
5. Danh gia va soat xét FMEA

6. Tinh todn thoi gian tham dinh
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1. Phéat biéu vé van dé da dwoc xem lai?

2. Céc bwérc thuc thi giai phdp da hoan tat dung va
du?

3. Cac tai liéu lién quan da dwoc hiéu chinh?
4. C6 van dé méi phét sinh?

5. Khach hang xac nhan la da thoa man?
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1. Tham dinh hiéu qua giai quyét van dé.
2. Danh gia va ghi nhan dong gop cua cac thanh vién

3. Truyén thédng két qua cho bén trong/ngoai to chirc
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1. Bam bao nhirng nguoi chju tac déng trong ndi bé duoc
biét

2. Xac nhén giai phap van con hiéu luc
3. Truyén théng cho nhiing nguoi can biét bén ngoai
4. Ghi nhan va twong thuong cho nhiing nguoi ¢ dong

gop
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= =]=]=]>

Awareness
Desire
Knowledge
Ability

Reinforce
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1. Cdc thay déi da dwoc théng bdo v&i
khach hang?

2. Cédc thay dé6i da dwoc théng béo ré rang cho
n6i bo?

3. Cdc thay déi c6 dwoc théng bdo cho cdc noi
khdc cé thé trng dung?

4. Boi 8D co6 dworc thwong chwa?
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Lam thé nao dé tang tinh cdng tac trong cong ty

Lam sao dé sép sau sat v&i nhan vién hon

Nguyén nhan cua lam viéc kém hiéu qua (Ishikawa chart)
Lam thé nao dé tang tinh tap trung (mind-mapping)

Cai tién hiéu qua lam viéc cua céng ty (mind mapping)
Lap phwong an hanh dong (muc tiéu SMART, bang ké
hoach st dung multivoting)
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NOI dung

1.Véan dé 1a gi?

2.C6 nhirng van dé kiéu gi?

3.Ky thuat xt ly van dé 8D

4.Cac cbng cu str dung

5. Nhirng cai bay thuworng gap

6.Tam ly trong xt ly van dé

WWW.imt.vn

78


https://www.imt.vn/

Business Excellence
Research and Consulting

Cac cai bay thworng gap

Lam 10i
|a té hai

theo luat

Cau tra
1 dung

TOI
khéng du
kha nang
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NOI dung

1.Véan dé 1a gi?

2.C6 nhirng van dé kiéu gi?

3.Ky thuat xt ly van dé 8D

4.Cac cbng cu str dung

5. Nhirng cai bay thuworng gap

6.Tam ly trong xt ly van dé
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Mo hinh 7S cua McKinsey

Hard Ss

Soft Ss
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P e Hwéng tiép can MCKINSEY

\Van dé khéng phai ltc nao cling Ia van dé
*Phai co cau trac

Dlrng cb phat minh ra banh xe

-MBi khach hang Ia duy nhét

Dirng cd bién dir kién cho khép gidi phap
Dam bao giai phap la danh cho khach hang
Phai dé giai phap dén v&i minh

‘Khéng c6 van dé nao khéng gidi quyét dwoc

www.imt.vn
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Luéat 80/20

The 80-20 Rule

"For many events, roughly 80% of the effects
come from 20% of the causes." - Pareto

20

80

Effort

80

s)nsey

20

Therefore 20% of the effort produces 80% of the
results but the last 20% of the results consumes
80% of the effort.

www.EndlesslyCurious.com
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Pumng dun ¢4 bién

L am viéc thong minh hon, khong
cwc nhoc hon

*C6 rat nhiéu di liéu phai thu thap va
phan tich. Nén bd qua hau hét.
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Tim yéu td chinh

C4 rat nhiéu yéu td anh hwéng

Chi xem xét cac yéu to chinh théi
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Test thang may

Hiéu ré van dé va gidi phap. Phat biéu
chi trong 30s.

simple
pswer
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Héi tréi dudi thap

Péi khi gitra qua trinh giai
quyét xuat hién 1 s6 co hoi dé
thang, dé thwc hién trwdc khi
gidi quyét dwoc van dé chinh.

Hay nam bat nhirng co hoi ay!
Ca dbi sé dwoc déng vién
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H&y vé moi ngay

Trong sudt qua trinh giai
quyét van dé, ban sé gap
diéu gi do mai.

Hay vé I&n gidy. Co thé sau
nay ta dung hay khong,
nhwng néu ta vé ra ta sé
khong quén
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Nghi tong thé

Khi bj réi, hay tw hoi:

N minh dang lam co ich lgi gi khong?

—]

Tho minh dang nghi co “hai nao” khong?
Néu thtr minh l1am khdng cd ich, 1am dé lam gi?

Piéu quan trong nhat can lam bay gi® 1a gi?

www.imt.vn
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HONESTY
wilbl

SET
YOUu
’ /m

N6i “tdi khéng biét”

Thtra nhan minh khong
biét c6 lgi hon I3 co td ra
minh biét

Chap nhan sy that pha
phang va quyét tam cao do
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Pirng nghi minh tac

Hay s dung cbng cu
Nguwoi khac cé nhieuy
twdng ma ban khéng biét
do thoi
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ERO
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Ky thuat déen duwong

Stop/ Dirng:
e Suy nghi
* Cam nhan
* Hanh dong
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Taste the risk
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When we

Stop taking
| risks,
) we Stop

., living life.

Robin Sharma
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Thay doi thai dé
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NOI dung

1.Véan dé 1a gi?

2.C6 nhirng van dé kiéu gi?

3.Ky thuat xt ly van dé 8D

4.Cac cbng cu str dung

5. Nhirng cai bay thuworng gap

6.Tam ly trong xt ly van dé
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“If not us, who?
If not now, when?”

Hillel the Elder
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Scan
to discover |

—®—

http://www.imt.vn

Lwu Nhat Huy
0908 690099
luunhathuy@gmail.com
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