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Objectives Of Training

know the basic concepts of LSS (Lean Six 
Sigma) methodology
Learn the terminology in the Asus way
Know why Quality, Lean, Speed in Asus 
retransformation and why change now
Understand OPP, 4E / 1P, CAF, work-out,  
DMAIC, Lean practices and Asus Values
Know where are more resources for further 
study on LSS



ASUS Vision (2006 –2008) 

C
D M S

B

ACERFOXCONN

G.E. / TOYOTA

3 years 3 years

Double RevenueDouble Revenue
Double Profit  Double Profit  

Rev. 5000 Rev. 5000 億億 in 2006in 2006



是該覺悟的時候了!

1111--0202--20052005
華碩還只是二流企業華碩還只是二流企業

((商業週刊商業週刊 961 961 期期 44--2424--06)06)

不暢不暢
不順不順
不準不準
不穩不穩
不精不精
不速不速

二流企業

救火
被動學習
UI

一流企業

崇本務實
主動學習
UI & NUI



品品 質質 政政 策策

以持續創新改善的以持續創新改善的精實六標準差精神精實六標準差精神，追求世界一，追求世界一
流的品質、精確快速的研發和製造、即時達交的產流的品質、精確快速的研發和製造、即時達交的產
品和服務、不斷精進的流程及人才培育，來贏得顧品和服務、不斷精進的流程及人才培育，來贏得顧
客的滿意和信賴客的滿意和信賴..

Quality PolicyQuality Policy

By continuously innovating through Lean Six Sigma core By continuously innovating through Lean Six Sigma core 
ideals, ideals, ASUS is committedASUS is committed to worldto world--class quality, precise class quality, precise 
and efficient product development and manufacturing, and efficient product development and manufacturing, 
prompt service and delivery, relentless process prompt service and delivery, relentless process 
improvement, and nurturing industry talents, in striving improvement, and nurturing industry talents, in striving 
for the highest customer confidence and satisfaction.for the highest customer confidence and satisfaction.

準 穩 精 速準 穩 精 速 再 造 華 碩再 造 華 碩

22--0808--20062006



電梯談話 (零) – 最終成敗

精實六標準差之最終KPI:

“ 革心指數 ” (常山蛇指數) -ODTQLS

( Ownership & DIRFT & Team_Spirit & ( Ownership & DIRFT & Team_Spirit & 準穩精速準穩精速 ))

水滸好漢綠林軍

官兵正規軍

少林十八羅漢陣

AS - IS

SS

LSS

二流人治,本位,功能導向的唾唾蛇

一流嚴謹,團隊,流程導向‘準穩精速’的常山蛇



電梯談話 (一) – LSS 三大目標

1.新產品開發越準.越省.越快

2.供應製造鏈越準.越省.越快

3.培養領導人



電梯談話 (二) – LSS 是什麼 ?

精實六標準差(LSS)是一種全員品

質(Q)革心計畫,最終在改善顧客

價值體驗,降低成本,提升速度並

同時培養出更多優秀的領導人



LSS LSS –– The Asus Way The Asus Way 華碩模式華碩模式

人的智慧人的智慧

崇本務實崇本務實 (Focus on fundamentals & results)(Focus on fundamentals & results)

華碩常山蛇管理哲學華碩常山蛇管理哲學

Six SigmaSix Sigma

GE WayGE Way

測量分析測量分析
Quality Quality LeanLean SpeedSpeed

LeanLean

QualityQualitySpeedSpeed

準穩精速準穩精速

贏的新標竿贏的新標竿

精實六標準差精實六標準差

ToyotaToyota
WayWay

做中學做中學



精實哲學

V
C

iii

ii

精實企業價值觀

精實價值流程觀

精實管理學

“價值流程觀” 是精實哲學的核心觀念



精實企業價值觀

最精實的人員,最精實的流程,最精實的策略

客戶最大價值與滿意度

員工最大價值與滿意度

股東最大價值與滿意度



F - LSS

精 實 價 值 流 程 觀

D - LSS

S - LSS

SS - LSS

( 四大價值流 )

Partner (Vendor)

Partner (Customer)

準穩精速準穩精速
再造華碩再造華碩



精實管理學

領導,教導,Z理論(尊重人性,挑戰心性)

學習型組織

深植精實DNA

價值流程觀績效評鑑



精實策略學

FROM “AS-IS” to “TO-BE”

謀勢(Momentum) --
藉勢(Leverage),造勢(Build),佈局(Develop)
先(Time)與巨(Volume)都能成勢

務精(Focus) --
局時優勢(Local time advantage),局地優勢(Local place 
advantage),局品優勢(Local product advantage)
上士對中士

找洞找弱點

銀豹



電梯談話 (三) - LSS 四部曲

1.變異有害 : 50 %

2.除害(準穩): 70 % 

3.除贅(精)  : 85 %  

4.除瓶頸(速):      100 %  

((時間陷阱時間陷阱))

((痛恨變異痛恨變異))



全民全民““LeanLean””動動

6 Sigma + W.O.6 Sigma + W.O.

LeanLean LeanLean

QualityQuality
WithoutWithout
wastewaste

SpeedSpeed
WithoutWithout
wastewaste

準穩精速 再造華碩

CAF

Asus DNA + Asus DNA + 學習性組織學習性組織



LSS LSS –– the Asus Way the Asus Way …… 華碩模式華碩模式

AsAs--IsIs

DD

準穩準穩

ToTo--BeBe

精速精速

Value &Value &
WinningWinning

CC

DD CC

WorkWork--OutOut

MM AA II

Six Sigma: Statistic, Black Box, TopSix Sigma: Statistic, Black Box, Top--down, opportunitydown, opportunity

Workout: Domain knowledge, white Box, bottomWorkout: Domain knowledge, white Box, bottom--up, issueup, issue

團隊智慧團隊智慧

全民全民 Lean Lean 動動

Vision &Vision &
StrategyStrategy

快槍快槍

準槍準槍

NUINUI

UI UI 

策略規劃策略規劃

產業分析產業分析

發現問題發現問題 尋找機會尋找機會 勇於創新勇於創新 持續改善持續改善

DMAIC; DDMAIC; D--WOWO--C; C; 全民全民LeanLean動動 ((三種改善手法三種改善手法))



==F (X1,F (X1, X3 )X3 )X2,X2, YYYY

SupplierSupplier InputInput ProcessProcess OutputOutput CustomerCustomer

VOCVOC
CCRCCR
CTQCTQAnalyzeAnalyze

ImproveImprove

X3X3

SOVSOV
Vital XVital X

CTPCTP
CBRCBR
VOBVOB

ControlControlSOSSOS

Systematic problem solving with Systematic problem solving with DMAICDMAIC

DefineDefine

OpportunityOpportunityMeasureMeasure

Data & FactsData & Facts



Define

Explain why & how 
that your team 
selects this project?

Team Charter
Business 
Case

Opportunity
Statement

Goal 
Statement

Project 
Scope

Project 
Plan

Team 
Selection

F
r
e
i
g
h
t

R
a
t
e
s

R
o
u
t
i
n
g

U
s
a
g
e

Logisti
cs 

Costs 
@ 2% 

of 
Sales

Dut
y 

Cos
ts

Tra
nsp
orta
tion
Cos
ts15% 65% 20%

Effective Team

Assigned role and 
responsibility to 
each team 
member.

Develop charter to 
include business case, 
project opportunity, 
goals, scope, schedule 
and team.

CTP’s________

________

CTQ’s
________

________

VOC
________

________

________

_________

Customer
Issues________

________

________

_________

CCR’s
________

________

________

_________

VOB
________

________

________

________

CBR’s
________

________

Business
Issues

r

t

滿意

+

-
不滿意

不完整
的服務

完整的
服務

線性
(One 

Dimensi
onal)

取悅
(Delig
hters)

必須
(Must 
Be)

KANO Model

Process Map

VOC to CTQ

Gather/Display data 
verifying customer 
needs.

Completed high-level, 
detailed map and identify 
quick win opportunities.

ID Opportunity

Survey
Interview
Focus Gr.

Sub-processes

Entry Order

Approve Credit

Procurement

Manufacturing

Request

Routing

Shipping

Billing

Department

Sa
le

s 
O

ff
ic

e

O
rd

er
 D

ep
t.

C
re

di
t/

C
ol

le
ct

In
ve

n.
 C

on
t.

Tr
af

fi
c

Sh
pg

. 
/ 

Re
c.

M
fg

. 
/ 

Q
C

Pu
rc

ha
si

ng

Bi
ll

in
g

Ac
ct

s.
 /

 R
ec

.

A1

A4 A3 A2

A5 A6 A7 A8

A9 D1

D2

A10A11

A12

A13 A14 A15 A16 A17 A18

D3 A19 A20 A21 A22

Steps

Responsible
Clerk Supervisor Materials

Management

Sc
h
e
d
ul
er

Log-in 
Order

Prioritiz
e Order

Review 
for 
Specific
ations

Material
s 
Explosio
n

Schedul
e 
Fabricat
ion

Inspecti
on

Distribu
tion

N

N

Y

Y

As-IsTo-Be

VA/NVA
Gap/Issues
CDAM
Multi-voting

6 S
igm

a



Measure

Measure Plan MSA

To identify the key IPO 
indicators that related 
to project goals.

Determine Operation 
Definition, Data 
Collection Plan 

Process Performance

Verify our 
Operational 
Definition and 
measurement 
system.

Display the data in graphic and 
calculate current Process 
Sigma Capability.

ID Key Indicators

I P O

PERSONNEL MACHINE

VARIATION IN 
SOLDER PASTE 

VOLUME

MATERIALMETHOD

Wettability

Supplier

Variability

Pumphead/BladeSqueegee Speed

Auto Dispense Consistency

Reflow Profile Sensitivity Tube-to-Tube

Slow Snapoff
Down Stop

Snapoff Speed

Squeegee Pressure

Lot-to-Lot

Viscosity

Manufacturing Process
Slump

Tact

FULLY AUTOMATED!

Consistency

Bottom
 W

ipe Freq.

Stencil Life

1 2 3 4 5

 接
點

阻
抗

零
件

對
準

度

零
件

準
確

性

無
污

染
PC

B

焊
點

可
靠

性

客戶優先度 6 7 9 5 8
流程步骤 流程輸入 總和

1 遮罩框清洗登記 定位特徵 0 5 0 0 0 35
2 定位方法 0 8 0 0 0 56
3
4 PCB登記 定位特徵 0 7 0 0 0 49
5 定位方法 0 8 0 0 0 56
6
7 印刷焊膏 焊鍚粘度 5 0 0 3 7 101
8 房間濕度 2 0 0 0 2 28

Cause and Effect Matrix

Other Data 
that Should 

Be 
Collected at 
the Same 

Time

How Will 
the Data 

Be 
Collected

When 
Will the 
Data Be 
Collecte

d

Who 
Will 

Collec
t the 
Data

Sa
mpl
e 

Siz
e

Data 
Source 

and 
Location

Operatio
nal 

Definitio
n

Performan
ce 

Measure

% Appraiser1 %Score vs Attribute2

Source Operator #1 Operator #2 Operator #3 Operator #1 Operator #2 Operator #3
Total Inspected 14 14 14 14 14 14
# Matched 14 11 14 11 9 10
False Negative (operator biased toward rejection) 1 1 3
False Positive  (operator biased toward acceptance) 2 1 1
Mixed 0 3 0
95% UCL 100.0% 95.3% 100.0% 95.3% 87.2% 91.6%
Calculated Score 100.0% 78.6% 100.0% 78.6% 64.3% 71.4%
95% LCL 76.8% 49.2% 76.8% 49.2% 35.1% 41.9%

Screen % Effective Score3 Screen % Effective Score vs Attribute4

Total Inspected 14 14
# in Agreement 8 6
95% UCL 82.3% 71.1%
Calculated Score 57.1% 42.9%
95% LCL 28.9% 17.7%

How will the data be 
used?

How will the data be displayed?

Examples:
Identification of Largest Contributors
Identifying if Data is Normally Distributed
Identifying Sigma Level and Variation
Root Cause Analysis
Correlation Analysis

Examples:
Pareto Chart
Histogram
Control Chart
Scatter Diagrams

123.0 123.5 124.0 124.5 125.0 125.5 126.0 126.5

LSL USL

Process Capability Analysis for ChambTemp

USL
Target
LSL
Mean
Sample N
StDev (Within)
StDev (Overall)

Cp
CPU
CPL
Cpk

Cpm

Pp
PPU
PPL
Ppk

PPM < LSL
PPM > USL
PPM Total

PPM < LSL
PPM > USL
PPM Total

PPM < LSL
PPM > USL
PPM Total

126.500
      *

123.500
124.607

35
0.496620
0.489815

1.01
1.27
0.74
0.74

   *

1.02
1.29
0.75
0.75

28571.43
    0.00

28571.43

12897.49
   69.05

12966.54

11902.71
   55.66

11958.37

Process Data

Potential (Within) Capability

Overall Capability Observed Performance Exp. "Within" Performance Exp. "Overall" Performance

Within

Overall

Scatter

HistogramRun

Pareto

C/N/X

%R&R
%P/T

Kappa

Calibration

Cp, Cpk, Sigma level



What is the effect of each failure 
mode on the outputs and/or 
customer requirements?
The customer could be the next 
operation, subsequent operations, 
another division or the end user.

H
ow

 S
ev

er
e 

is 
th

e 
ef

fe
ct

 to
 

th
e

cu
so

tm
er

?

How can the failure occur?
Describe in terms of something that 
can be corrected or controlled.  Be 
specific.  Try identify the causes 
that directly impacts the failure 
mode, i.e., root causes.

H
ow

 o
fte

n 
do

es
 th

e 
ca

us
e 

or
 

fa
ilu

re
m

od
e

oc
cu

r?

What are the existing controls and 
procedures (inspection and test) that 
either prevent failure mode from 
occurring or detect the failure should it 
occur?  Should include an SOP 
number.

H
ow

 w
el

l c
an

 y
ou

 d
et

ec
t 

ca
us

e 
or

 F
M

?
SE

V
 x

 O
CC

 x
 D

ET

R
P
N

潛在失效原因
(Potential Causes of 

Failure)

O
C
C

當前製程控制
(Current Process Control)

D
E
T

潛在失效效果
(Potential Effects of failure)

S
E
V

1 2 3 4 5

 接
點

阻
抗

零
件

對
準
度

零
件

準
確
性

無
污

染
PC

B

焊
點

可
靠
性

客戶優先度 6 7 9 5 8
流程步骤 流程輸入 總和

1 遮罩框清洗登記 定位特徵 0 5 0 0 0 35
2 定位方法 0 8 0 0 0 56
3
4 PCB登記 定位特徵 0 7 0 0 0 49
5 定位方法 0 8 0 0 0 56
6
7 印刷焊膏 焊鍚粘度 5 0 0 3 7 101
8 房間濕度 2 0 0 0 2 28

Cause and Effect Matrix

PERSONNEL MACHINE

VARIATION IN 
SOLDER PASTE 

VOLUME

MATERIALMETHOD

Wettability

Supplier

Variability

Pumphead/BladeSqueegee Speed

Auto Dispense Consistency

Reflow Profile Sensitivity Tube-to-Tube

Slow Snapoff
Down Stop

Snapoff Speed

Squeegee Pressure

Lot-to-Lot

Viscosity

Manufacturing Process
Slump

Tact

FULLY AUTOMATED!

Consistency

Bottom
 W

ipe Freq.

Stencil Life

Analyze

Identify area to 
focus for the 
improvement 
using Pareto or 
SOV  
stratification

Identify potential root causes using 
Fishbone diagram, 5-Why’s, Cause 
& Effect Matrix or FMEA

ID Potential Problems

Why?
Why?

Why?
Why?

Why?

Type of 
CTQ/CTP?

Focus on
Problem Solving

Disc
re

te

Focus on
Variation Reduction

Continuous

Excessive Variation results in Discrete 
Defects – is our discrete CTQ/CTP linked 
to a continuous variable?

Tools to Identify
and Prioritize:

Diagram

Matrix

Tools to Validate:

Methods

Root
Cause
AnalysisID X�fs

Do
mi
nan
t
Sou
rce
s
of 
Var
iati
on

ID X�fs
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0
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Major-Complaint - Size of Customer: Large - Product Type: 
Consumer
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t
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100%
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Consumer
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0
0
2
4
6
8
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14
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18

Return-c
alls

Diff ic
ult -

to-o
rder

O rder- ta
kes-to

o-lo
ng

Wron
g-c

o lor

Not-a
va ilab le

Major-Complaint - Size of Customer: Large - Product Type: 
Manufa cturer

Co
un

t

0%
10%
20%
30%
40%
50%
60%
70%
80%
90%
100% 16

5 5
2 1

0
2
4
6
8

10
12
14
16
18

Return-c
a lls

Diff ic
ult -

to-o
rder

O rd er-
tak

es -too
-long

Not- a
va ilab le

Wrong-
co lor

Major-Complaint - Size  of Customer: Small - Product Type: 
Manufacturer

Co
un

t

0%
10%
20%
30%
40%
50%
60%
70%
80%
90%
100%

Stratification (Pareto Analysis)

97

98

99

100

101

102

103

U1 U2 U3

time: # 1  - unit

M
e
a

s
u

re
m

e
n

t

0.00
0.20

0.40
0.60
0.80

1.00
1.20

1.40

U1 U2 U3

time: # 1  - unit

S
ta

n
d

a
rd

 D
e
v
ia

ti
o

n

97

98

99

100

101

102

103

U1 U2 U3

tim e: # 2  - unit

0.00
0.20

0.40
0.60
0.80

1.00
1.20

1.40

U1 U2 U3

time: # 2  - unit

97

98

99

100

101

102

103

U1 U2 U3

time : # 3  - unit

0.00
0.20

0.40
0.60
0.80

1.00
1.20

1.40

U1 U2 U3

time: # 3  - unit

Sources of Variation (Multi-Vari)

Delivery Time

Critical Customer 
Requirement = 10 days

Defects:  Service 
unacceptable to customer

Fr
eq

ue
nc

y 
of

 D
el

iv
er

y 
Ti

m
es

σ = Variation or data spread

μ = 7.7 days

2         3         4         5         6        7   8       9       10         11         12
Delivery Time

Critical Customer 
Requirement = 10 days

Defects:  Service 
unacceptable to customer

Pareto SOV(MV)

Modify data 
collection plan 
and collect data 
to most probable 
root causes 

Analyze Potential 
Root Causes

Other Data 
that Should 

Be 
Collected at 
the Same 

Time

How Will 
the Data 

Be 
Collected

When 
Will the 
Data Be 
Collecte

d

Who 
Will 

Collec
t the 
Data

Sa
mpl
e 

Siz
e

Data 
Source 

and 
Location

Operatio
nal 

Definitio
n

Performan
ce 

Measure

How will the data be 
used?

How will the data be displayed?

Examples:
Identification of Largest Contributors
Identifying if Data is Normally Distributed
Identifying Sigma Level and Variation
Root Cause Analysis
Correlation Analysis

Examples:
Pareto Chart
Histogram
Control Chart
Scatter Diagrams

Update Data 
Collection Plan

Comparative Methods

Use hypothesis 
testing to validate 
root cause

1 Sample
t-test

σ Confidence
Interval

1 Prop

2 Prop2 Sample
t-test

F Test

X2
Graphical

ANOVA

Bartlett
or 

Levene

Regression Analysis

Draw statistical and 
practical conclusions on 
whether the X factors  
are significant

y- ef
fe ct

x-cause
Positive Correlation

n=30     r=0.9

y = β0 + β1x + Error



Improve

Piloting

Generate alternative 
solutions to root 
causes of problems

Rank and Select Solutions

Pilot the solution 
on a small scale 
and evaluate the 
result

To rank and select 
solutions by considering 
expected impact, ROI 
and timeline

Generate Solutions
Conduct Screen DOE

Reduce 
Processing

Time by 50%

Increase
no. of daily

pick-ups

Streamline

Improve internal
mail distribution

New sorting
equipment

New sorting
procedures

Reduce
input errors

Eliminate

Prove 
guidelines
to users

Make
easier
to use
Revise
input
form

Survey 
users for 

needs

Simplify

Eliminate
Dept. Head 

approval

Supervisor
approval

for routines

Dept. Head
approval for

exceptions only

No higher
approval

(above operator)
for routines

Dept. Head
approval for

high priority items

Put 
workstations

on line

Train 
operators

Automate
input

Buy new
machines

Edit input

Label mail:
high, medium,

low priority

Eliminate
non-value

added items

Establish 
processing
priorities

Establish
pre-processing

sort

Create new
acceptance

criteria

Task Jan      Feb      Mar      Apr      MayResponsibility

A Jim

B Sue

C Lynn

D Bill/Jim

What When Who

Process Change 
Management

Develop and deploy 
a plan for how to 
respond to process 
changes

660   
680   
700   
720   
740   
760   

33 38 43

115

120

125

Time

Te
m

p

Contour Plot of Weight

Use DOE and RSM 
(response surface) 
optimization to 
quantify relationships

125
120

32

650

Temp
34

700

36
115

750
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評估要項

1 2 3 4 1 2 3 4 1 2 1 2 3 1 2 1 2 3 1 2
細項

 

價值權重 15 8 7 5 15 10

可行性方案 Total
A 2 1 38
B 3 45
C 5 75

複雜性 其他符合流程/顧客要求 執行方案

時間

對其他流程影

響(Risk)
專才要求(愈少

愈好)

執行成本

10%35% 25% 20% 10%

Decision Metrics



Control

Monitoring

To develop a plan to make 
improvements permanent 

Process Control Systems

Monitor the 
process using 
control charts to 
ensure process 
stays in stable

•Control KPIV and KPOV 
•To prevent mistakes or 
errors

Plan and Implement 
Solution

Process Integration

Task Jan      Feb      Mar      Apr      MayResponsibility

A Jim

B Sue

C Lynn

D Bill/Jim

What When Who

Evaluating Results

Recalculate process 
capability, and 
financial results based 
on improvements

• Integrate permanent solution 
into appropriate Quality 
System 

• Identify replication and/or 
standardization opportunities 
to expend ROI

P1 - activity
duration, min.

P2 - # of
incomplete
loan
applications

P3 - activity
duration, hrs

P4 - type &
reason for
application
rejection

O1 - loan
submission to
notify

O2 -
notification to
disbursement

Outcome Indicator
O1 = loan submission to notify
O2 = notification to disbursement

Process Customer: Branch
& District Commercial Loan
Applicants for loans $1,000,000

Critical Customer Requirements:
(a) 24 hour (M-S) response time on loan approval
(b) funds dispersed within ? business day upon approval notification

Process Description: Commercial Loan
Processing

Customer Sales Processing Branch
Manager

Loan Service
Manager

Loan Processing Flowchart Checking

Indicators Control Limits
and/or specs.
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Apply for loan

Review application for
completeness

Complete
missing

information

Application
complete

Fix Ratios

Review for
credit to debit

ratios

Ratios OK?

Establish loan#
Input data

Fix Credit

Review for
credit

worthiness

Credit OK?

Review
application

Notify sales &
customer

Approve?

Notify sales &
customer

Disburse funds

> 5 minutes for
all loan types

n = number of
defects

> 5 minutes for
loans > $100k
< 20 minutes
for loans >
$100k

> 5 minutes for
loans > $500k

Time stamp, in
and out

All loans
record on
travel log

Time stamp, in
and out on log

Reason code
sheet and log

Time stamp, in
and out on log

Reason code
sheet and log

All loans on
receipt

All loans on
receipt

All loans
record on log

Only loans >
$500k

Branch sales
representative

Branch sales
representative

Processing clerk

Branch manager

Loan service
manager

Branch sales
representative

Call customer
complete end
validate
applications
items 4,5,6,8 &
9
Call branch
sales rep for all
ratios above
0.8 See branch

policy
variations on
ratios

District center
loan service
manager only
reviews loans
> $500k
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Replication Standardization

Solution Focus Pilot Site Company-Wide Similar Process

1. solution to reduce cycle 
time which rented 
equipment is 
inspected, serviced 
and turned around 
for new rental 
customer

2. solution to reduce 
equipment failure 
by following 
surface 
preparation steps 
prior to installing a 
gasket

one type of equipment 
at one rental location 
in 3 different districts

applied to one piece of 
equipment on one 
production line during 
one shift

all types of equipment 
at one rental location 
in same 3 districts

applied to one piece of 
equipment on all 
production lines for all 
shifts at one plant

all equipment at all 
rental locations in all 
regions and districts

applied to all lines, all 
shifts at all plants

bar code tracking system from 
original solution is printed as an 
element of the customer rental 
agreement and invoice to 
reduce cycle time

benefits of proper surface 
preparation are applied to the 
installation of the plant air 
filters and to the bulk 
packaging machines in the 
warehouse to increase safety 
and equipment productivity

Key Learning 
& Closure

•Document results
•Identify potential future 
projects

•Hand off to process owner
•Reward the team

Poka Yoke



WorkWork--out out 一種新對話型態一種新對話型態

跨界溝通跨界溝通 打破籓籬打破籓籬 再造流程再造流程 準穩精速準穩精速

An enabler for employee at every level to become active participAn enabler for employee at every level to become active participantsants

Quick problem solvingQuick problem solving
Cross function team up & build consensusCross function team up & build consensus
Quick decision and action for resultsQuick decision and action for results



WorkWork--out out 三大階段三大階段

--規劃規劃 Planning: Planning: Plan the WorkPlan the Work--OutOut
--什麼問題什麼問題 The WHAT: Selecting a Business Issue for a WorkThe WHAT: Selecting a Business Issue for a Work--OutOut
--誰來參加誰來參加 The WHOThe WHO:: Cast of Characters for WorkCast of Characters for Work--outout
--如何進行如何進行 TheThe HOW: Designing WorkHOW: Designing Work--Out for SuccessOut for Success

--舉行舉行 Meeting: Meeting: Conduct the WorkConduct the Work--Out EventOut Event
--解說合力促進解說合力促進 WorkWork--Out introductionOut introduction
--分組腦力激盪分組腦力激盪 SmallSmall--group idea generationgroup idea generation
--點子大會串點子大會串 Gallery of IdeasGallery of Ideas
--擬訂分組討論擬訂分組討論 SmallSmall--group recommendation developmentgroup recommendation development
--城市會議城市會議 Town Meeting  Town Meeting  

--落實落實 Follow up: Follow up: 
Implement the WorkImplement the Work--Out RecommendationsOut Recommendations

--確定責任確定責任 Making accountability stickMaking accountability stick
--化為行動化為行動 Managing the organization's cycle of energyManaging the organization's cycle of energy
--著手進行著手進行 Translating ideas into actionTranslating ideas into action
--監督評估監督評估 Providing management oversight and supportProviding management oversight and support



Define the Problem
Brainstorm 

Problems/Barriers

Define “Headers”
for Categories

Categorize 
Problems/Barriers

Prioritize 
Categories
2 10 9 1 6vo

tes
Develop 

Action Plans 
Team:
Topic:
Problem/Barrier

Actions
Who is
Responsible

Mgmt Support
Required Timing

Report-Out 
Action Plans

Ground Rules, 
Introductions, 
Roles, etc

Kick-Off

Mission

Assess 
Potential Solutions

Pa
y-

of
f

Ease Implementation

Brainstorm 
Potential Solutions

Share 
Action Plans

Team:
Topic:
Problem/Barrier

Actions
Who is
Responsible

Mgmt Support
Required Timing

Team:
Topic:
Problem/Barrier

Actions
Who is
Responsible

Mgmt Support
Required Timing

Team:
Topic:
Problem/Barrier

Actions
Who is
Responsible

Mgmt Support
Required Timing

Team:
Topic:
Problem/Barrier

Actions
Who is
Responsible

Mgmt Support
Required Timing

Problem Solving - Workout



全民全民““LeanLean””動動

6 Sigma + W.O.6 Sigma + W.O.

LeanLean LeanLean

QualityQuality
WithoutWithout
wastewaste

SpeedSpeed
WithoutWithout
wastewaste

準穩精速 再造華碩

CAF

Asus DNA + Asus DNA + 學習性組織學習性組織



全民全民““LeanLean””動動 :  :  價值流程精實化價值流程精實化

輔導式產品輔導式產品

價值流程精實化價值流程精實化

常識式全員常識式全員

價值流程精實化價值流程精實化

BUH/FUHBUH/FUH

盟主盟主

黑帶黑帶

幹部幹部

全員全員

絕不放過絕不放過((現地現物現地現物, , 數據驅動數據驅動),),
任何不精實任何不精實((瑕疵瑕疵, , 浪費浪費, , 遲緩遲緩), ), 
全心發揮人性全心發揮人性((動腦筋動腦筋)), , 
絕不放棄絕不放棄((不掉棒不掉棒））,,徹底打通流程徹底打通流程（（盟主的最終責任盟主的最終責任), ), 
迅速不斷改善創新迅速不斷改善創新 ((客戶的最大價值客戶的最大價值))

一招走天下一招走天下



豐田生產系統 (TPS)
透過杜絕浪費以縮短生產流程，達成下列目標：

最佳品質、最低成本、最短前置期、
最佳安全性、最高員工士氣

及時化

在正確時間生產正確

數量的正確零組件

．花時間規劃

．持續性流程

．後拉式制度

．快速切換

．整合後勤作業

自働化

（就地品管）

　使問題顯現
．一出現問題便
自動停止

．安燈
．人員與機器分開
．防止錯誤
．就地品管
．解決問題的根本
原因(五個「為什麼」)

．挑選　　　．人事系統

．共同目標　　決策

　　　．交叉訓練

人員與團隊

減少浪費

持續改善

．現地現物　　．解決問題

．五個「為什麼」　　

．注意浪費情形

均一的生產(平準化)

穩定暢流且標準化的流程

目視管理

「豐田典範」理念



豐田模式的核心驅動因子豐田模式的核心驅動因子

看板

A3圖表 5S
安燈

文化變革

使全體員工投入持續改善

透過豐田模式以杜絕浪費

工作團隊
標語

價值流程圖全民 Lean 動

P
DA

C

P
DA

C

P
DA

C

流程精實四化
追求流程暢速

發現問題發現問題

持續改善持續改善



The True Spirit of Lean

JIT(Just In Time) Flow(Value Stream)
Quality without waste (精實)
Speed without waste (暢速)
Do & Learn (on the scene) 
Soul (Personal and Team Wisdom)

Chinese Pronunciation=‘靈’

(團隊動腦)

用最精實的 Strategy,People & Process 產出客戶最大 Value



TOYOTA 流程精實四化

流程平準化
(平準流程的流速)

流程穩定化
(穩定品質、消除浪費)

流程暢流化
（連接流程、追求精速）

流程標準化
（持續改善的基線）

問題浮現問題浮現

現地現地 ((genchigenchi))

現物現物 ((genbutsugenbutsu))

去現場去現場 –– 5S5S



1%的改變對損益的影響

0

2

4

6

8

10

12

14

價格 物料 量 勞務 製造管理費 銷售綜合管理 研發 工資成本 物業廠房投資

逐
增
的
超
額
報
酬( 

單
位-

百
萬
元)

LSS for Value Creation and Biz WinLSS for Value Creation and Biz Win



SPP 要不斷檢討 ( 由損益表要項追求精實) 

1. 價格 -> 精實策略S,開發D-LSS, 供應F-LSS, 銷售/ 服務SS-LSS
( 品質,速度,功能, 成本, 外型,銷售, 服務 )

2. 料
2.1 Open -> 精實策略夥伴

2.2 Vertical - > 精實策略垂直

3. 量 ->精實策略S,開發D-LSS, 供應F-LSS, 銷售/ 服務SS-LSS
( 品質,速度,功能, 成本, 外型,銷售, 服務 )

4. MVA -> 精實製造 F-LSS

5. 運費 - > 精實 Logistics F-LSS

6. OH- >精實開發D- LSS,銷售/ 服務SS- LSS,

支援 S- LSS

7. 品質 - >  6σ
8. Inventory - > Lean

精實人員流程 => 品質損失, 降價損失, 彈性, 速度

全民 “ Lean” 動



Analysis ComplexityAnalysis Complexity

LSS Qualification Matrix

LSS
Project 
Teams

(DMAICDMAIC)

Do Now !!!
全民全民 Lean Lean 動動

Never get to ! Do Later !

Current knowledge level of 
Root cause and / or potential solution

B
iz

 Im
pa

ct
 

High

Low

Low High

High Low

O
rg

an
iz

at
io

n
C

om
pl

ex
ity

 

High

Blitz / LeanLean
Teams

LSS
WorkoutWorkout
Teams

Empowered 
Problem Solving 

Teams



Execute and Adapt  
Change Campaigns

Guarantees 
Success

4.  How to
Change Fast?

Active
Leadership

1. Why Change Now?

Incites
Urgency

Confront 
Reality

When to use the matrix in Business cycle ?

Break-through 
Business Results

2. Change to What?Define the 
Winning 
Future

Inspires
Conviction

3.  How to Achieve 
the Greatest Impact?

Design the 
Change 

Plan

Captures
The Essence

5.  How to Drive
Better Results?

Disengage 
and Follow UpGenerates

Sustained
Momentum

Change Acceleration Framework



再造華碩的十字軍
Program sponsorProgram sponsor

((JonneyJonney Shih)Shih)

BU headBU head BU headBU head BU headBU head BU headBU head ……

ChampionChampion ChampionChampion ChampionChampion ChampionChampion ……

LSS program LSS program 
officeoffice

Black beltBlack belt

Daily OP / UIDaily OP / UI LSS project / NUILSS project / NUI

OPPOPP
80%80% 20%20%

--Run projectRun project
--Attend classesAttend classes
--Train GBTrain GB
--Share casesShare cases
--Own Own BlogBlog
--Support LSS Support LSS 
program in BUprogram in BU
--Align with CorpAlign with Corp

--Process ownerProcess owner
--Total ownershipTotal ownership
--PassionPassion
--PersistencePersistence
--Responsible for Responsible for 
both UI and NUIboth UI and NUI
--Support BBSupport BB
--Improve processImprove process

Process XYZProcess XYZ

LSS LSS –– The Asus WayThe Asus Way

Green BeltGreen Belt
Green BeltGreen Belt

Green BeltGreen Belt
Green BeltGreen Belt



LSS 成功關鍵因素 : Asus DNA

OPP: Ownership, Passion, Persistence

Leadership: 4E model
Energy, Energize, Edge, Execution

崇本務實 : Think Thru, Execute Thru
Let’s do the right thing right 1st time

華碩五德 : 謙 誠 勤 敏 勇



OPP
O: Ownership(最終責任感)

P: Passion(熱忱)
帶領您的團隊重建華碩新教堂重建華碩新教堂之最傑出盟主

P: Persistence(毅力)
Do & Learn(Lean,向黑帶學) (價值流程觀)
Methodology & tools (Six Sigma,反人性)

(Speak with Data & Facts)
Common Sense(Lean,靈)



流程觀的盟主
(UI+NUI Ownership)

B_FUN

UI

NUI

x
AM

GQAM

JQEFPMRDPM SPM

Not LeanNot Lean
Not SpeedNot Speed

Process ownerProcess owner
With OPPWith OPP
UI   UI   (80%)(80%)
NUI NUI (20%)(20%)



Where is the Magic of LSS ?

The Metric …

The Methodology  …

The Management 
System …

Digitization …

LEADERSHIPLEADERSHIP



Jack Welch’s 4E / 1P leadership
Energy (Energy (活力活力) ) 
Love changes, Love changes, 
attracted by ideas attracted by ideas 
& turbulence& turbulence

Execution Execution 
((執行執行))
Be able to turn Be able to turn 
vision into resultsvision into results

Edge (Edge (優勢優勢))
Be able to make Be able to make 
tough call and tough call and 
take positiontake position

EnergizeEnergize
((激勵激勵) ) 
Infecting others with Infecting others with 
their enthusiasmtheir enthusiasm

PassionPassion
((熱誠熱誠))

蓋華碩新教堂蓋華碩新教堂



1. 培育、珍惜、關懷員工，讓華碩人盡情地發揮最高潛力

2. 堅守誠信、勤儉、崇本、務實的正道

3. 無止境地追求世界第一的品質、速度、服務、創新、成本
4. 躋身世界級的綠色高科技領導群，對人類社會真正做出貢獻

1. Inspire, Motivate and nurture our employees to explore their 
highest potential

2. Commit to integrity and diligence; 
Focus on fundamentals and results

3.    Endlessly pursue to be number 1 in the area of quality, speed, 
service, innovation and cost efficiency

4.   Strive to be among the world-class green high tech leaders and 
to provide valuable contributions to humanity

華碩經營理念 (人本價值)



Think Through, Execute Through

崇本崇本 務實務實

Stick to 
Results

Execute 
Thru

Accurate ExecutionAccurate Root cause Think 
Thru

Focus on 
Fundamentals

LetLet’’s do the right thing right first times do the right thing right first time

Ask “Why” 5 times

精準

做對的事情

精實

把事情做對KBPKBP KPIKPI

PeoplePeople

ProcessProcess

現

地

現

物

做

中

學

連

問

五

次

為

什

麼

Learning by doing on the spot

不

安

於

現

狀

LSSLSS

QBQQBQ GoalGoal



Characteristics  of 崇本務實 …

1.準穩精速

2.Think Thru & Exec. Thru
3.Do it Right First Time
4.思考周密,善於掌握關鍵重點或原理,想
清楚後即全力貫徹執行務達目標

5.問五次為什麼,找到問題真因,兼顧短期
與長期對策



Create 
Values

MOT

KPI

KBP

Do The Things Right
(at the 1st time)

專業蛇

常
山
蛇

D M S

Customer
Satisfaction

Think Thru Execute Thru

(V / C) * n = Big V

Process
PerformanceFactors 

for lean OP 
& 6 sigma

People

The Right Thing

Strategy

Process & Tool

謙誠勤敏勇Know How & Know Why Continuous improvements

崇本
Focus on 
Fundamentals 務實

Value stream 
Results



ASUS Inner StrengthASUS Inner Strength

品 德品 德
誠: 誠信, 誠懇, 忠誠. 有情有義.

Honest,Sincere & loyal to yourself & everyone
誠: 誠信, 誠懇, 忠誠. 有情有義.

Honest,Sincere & loyal to yourself & everyone

謙: 謙虛,謙恭,謙讓
Modest, Humble,Appreciate & Respectful

謙: 謙虛,謙恭,謙讓
Modest, Humble,Appreciate & Respectful

勤: 勤儉, 以身作則.
Diligence

勤: 勤儉, 以身作則.
Diligence

敏: 觀察敏銳, 反應敏捷
Perceptiveness & Responsiveness

敏: 觀察敏銳, 反應敏捷
Perceptiveness & Responsiveness

勇:  The courage to fulfill the company’s long term goal

屏除私心,不計個人毀譽, 
勇於負責,勇於承擔.
做對的事,而不是對個人有利的事

勇:  The courage to fulfill the company’s long term goal

屏除私心,不計個人毀譽, 
勇於負責,勇於承擔.
做對的事,而不是對個人有利的事

IntegrityIntegrity



華碩五德: 謙誠勤敏勇

謙 :
1.感恩尊重他人之心

2.像日本豐田人之深刻自我反省力

2.遇問題先看自我可努力影響範圍而非指責別人

3.不斷求改善,求進步的內驅力

誠:
1.誠心面對真實與真理,不欺騙作假

2.坦然如實知道接受自己的缺點及優點

3.真誠地待人,關心人,培育人



謙誠勤敏勇(二)
勤 :

1.比別人願意付出更大的努力與時間,能吃苦

2.成本意識強,全力打擊浪費,Gain more with Less
敏:

1.快速掌握重點

2.迅速執行,發揮最大效果

3.洞燭先機,先見先手先佔

勇:
1.勇敢面對困境與承擔重大挑戰

2.擇善固執,能忍成功前別人之批評

3.不燥進,謀勇兼備,勇於動腦,更勇於嘗試執行



LSS LSS –– the Asus Way the Asus Way …… 華碩模式華碩模式

AsAs--IsIs

DD

準穩準穩

ToTo--BeBe

精速精速

Value &Value &
WinningWinning

CC

DD CC

WorkWork--OutOut

MM AA II

Six Sigma: Statistic, Black Box, TopSix Sigma: Statistic, Black Box, Top--down, opportunitydown, opportunity

Workout: Domain knowledge, white Box, bottomWorkout: Domain knowledge, white Box, bottom--up, issueup, issue

團隊智慧團隊智慧

全民全民 Lean Lean 動動

Vision &Vision &
StrategyStrategy

快槍快槍

準槍準槍

NUINUI

UI UI 

策略規劃策略規劃

產業分析產業分析

發現問題發現問題 尋找機會尋找機會 勇於創新勇於創新 持續改善持續改善

DMAIC; DDMAIC; D--WOWO--C; C; 全民全民LeanLean動動 ((三種改善手法三種改善手法))



我鑽牛角尖了嗎? 我走精了嗎?

用LSS Qualification Matrix來檢驗了嗎?
盟主確實OWN流程並往上打通到底了嗎?
用LEAN(靈)精神來檢驗了嗎?
用Changshan-Snake(常山蛇)精神來檢驗了嗎?
用少林十八羅漢陣精神來檢驗了嗎?
用精(Critical and Minimum,Vital Few)來檢驗了嗎?
用UI-NUI來檢驗了嗎?

LSS要變成常態的關鍵是先做S->PP,方能慎選人和專案,與公司人才

政策和財務目標緊密配合;並讓LSS有接納 “UI” 及 “自由式”的能力

;且記得不過度膨脹LSS為萬能.



華碩武功秘笈

如何作個傑出幹部
與成功有約
QBQ問題背後的問題
豐田智慧：充分發揮人的力量
僕人: 修道院的領導啟示錄
執行力
成長力
六標準差管理上手
豐田模式：精實標竿企業的14大管理
原則
精實革命：消除浪費、創造獲利的有
效方法
精實六標準差
合力促進 (GE Work-Out)
實踐豐田模式
華碩常山蛇行動指南



Pursuit of excellencePursuit of excellence
((追求完美追求完美))

LeanLean
((精實精實) ) 

LSS LSS –– The Asus Way The Asus Way 

華碩品質華碩品質 堅若磐石堅若磐石



LSS LSS –– The Asus WayThe Asus Way

More Resources More Resources 

LSS NewslettersLSS Newsletters
LSS Web siteLSS Web site
LSS ForumLSS Forum
LSS LSS BlogBlog (BB) (BB) 
LSS onLSS on--line learningline learning





LSS 知識庫

提供豐富的LSS相關資源，讓大家
更了解LSS的活動與過程。



LSS 華碩達摩園

提供一個LSS知識分享與學習的互動平
台，讓同仁能在華碩盡情發揮與成長。



LSS 部落格

提供BB分享LSS學習與做專案的經驗，
讓大家也能有一同參與LSS的感受。



再點選「再造華碩
、共創高峰」的連結
即可

先連結到EIP
EIP → http://eip.asus.com.tw



進入「LSS知識庫」

點選「LSS華碩達摩園」
或「LSS部落格」的連結
即可



LSS LSS –– The Asus WayThe Asus Way

Go Go Go Go Go Go ……
華 碩 品 質華 碩 品 質 堅 若 磐 石堅 若 磐 石



Lean Six Sigma – The ASUS Way
Y

F(xi)

取悅客戶：無止境的追求品質、成本與速度

Double Growth
in 2008

運用個人／團隊智慧

Ownership, DIRFT(Do It Right First Time) , Team-Spirit, Quality-Lean-Speed

崇 本 務 實

數據 及 事實

=
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Lean 做中學



LSS LSS –– The Asus WayThe Asus Way

Back up info Back up info ……



64

CAF Tools for Lean Six Sigma
Accelerating Change

Technical Attack ( Hard Skill )

Team / Organization /

Cultural Attack (Soft Skill )

Q ∗ A = E

* Quality of Six Sigma solution (Hard Skill)  times its Acceptance (Soft Skill) = Effectiveness

Winning Business Results

事事

人人



4.利己利人

5.設身處地

6.集思廣益

華碩傑出幹部七內功

1.主動積極

2.確立目標

3.掌握重點

7. 自我修行

依
賴

獨
立

互
助

做事 做人

全修



目標指向力

發現良策的能力

組織能力

傳達能力

觸發動機的能力

培育能力

自我革新能力

目標指向力

發現良策的能力

組織能力

傳達能力

觸發動機的能力

培育能力

自我革新能力

華碩傑出幹部七外功



KSF: 慎選盟主 (流程負責人)

盟主(流程負責人)定義十分重要：
在該流程中佔最重大角色的功能單位的高階主管
通常即為該流程之盟主/負責人，請BUH/FUH明訂
之，尤其是以上定義仍不夠清楚確定時，更務必
請BUH/FUH明訂之

以上定義亦適用於支/副流程，對應出該支/次流
程的盟主，就像大常山蛇之大盟主仍可分支出中
小常山蛇之中小盟主

盟主為打通流程必須往上REQUEST甚至到
CEO直到打通為止

盟主因常非全職，故常對應有較Dedicated之
Coreteam人選，此骨幹應與盟主共同承擔最
終責任 (Ownership)



讓ASUS在常識化LSS中不走精

精實六標準差其實歸根究底是種常識,越能讓華碩人將它常識化地理解吸收,就越不會走
精,藉由"全民 lean 動"的發端,公司安排了導引式的訓練課程,希望LSS能成為大家都有的
常識

各位將會收到相關課程的通知. 在您準備參加的同時,茲附上兩份檔案
<  1. 精實六標準差(LSS)概念導引.ppt ;  2. 精實修煉(lean practice)指引.ppt> 

請大家先自行研究, 吸收,不斷的咀嚼,消化,並用來教導感化您的部屬及同事. 如有任何
看法,也希望大家能互相討論, 互相切磋. 真正不懂時,可請問黑帶.盟主.BU Head 幫您解
答

衷心感謝大家一起來努力,希望到最後您是真心地體會什麼是精實企業價值觀, 什麼是
一招走天下-- 全民lean"動"-- 絕不放過任何不精實(瑕疵浪費),徹底發揮人性(動腦筋)不
斷改善創新

(因附件檔案大小限制,此信件分兩次發送)

Best regards

Jonney 8-03-2006



LSS LSS –– the Asus Way the Asus Way …… 華碩模式華碩模式

AsAs--IsIs

DD

精速精速

ToTo--BeBe

準穩準穩

Value &Value &
WinningWinning

MM
AA II

CC

DD CC

WorkWork--OutOut

Statistic, Black Box, TopStatistic, Black Box, Top--down, opportunitydown, opportunity

Domain knowledgeDomain knowledge, , white Box, bottomwhite Box, bottom--up, issueup, issue

團隊智慧團隊智慧

全民全民 Lean Lean 動動

Vision &Vision &
StrategyStrategy

快槍快槍

準槍準槍

NUINUI

UI UI 

Six SigmaSix Sigma

LeanLean

發現問題發現問題 尋找機會尋找機會 勇於創新勇於創新 持續改善持續改善

DMAIC; DDMAIC; D--WOWO--C; Lean (C; Lean (三種改善手法三種改善手法))


