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Axcelis Quality Team wants to take this opportunity to thank the teams for actively using the Problem 
Resolution Process – 8D SCAR to track and solve the problems. 

Quality Mindset: Quality Begins with Me is more than a banner or slogan, it's personal - a personal decision and 
collective. When we each take personal ownership for our Quality (products and services), our work products, our work 
areas, our outputs –we can make a difference toward OUR goals and Improve the Customer Experience.

Axcelis Co-Makership: Remember, working together toward common goals begins with living our values (Quality, 
Teamwork, Empowerment, Accountability, Speed and Opportunity) and a Quality mindset which requires our personal 
and collective commitment. Our success begins with you, and when you participate with a Quality mindset and take 
action we improve! 

Why a Structured Problem Solving: It is required for the customer and to prevent recurrence. Our customers have 
raised the bar on Quality (which was expected) to better serve their customer's requirements and market expectations. 
Some customers specifically request an 8D method. Robust and rigorous problem solving using 8D methods is 
necessary for some select problems, not all. That is why we uses 8D selectively for Process Critical Items (PCI) and 
when required by customers. 8D Effectiveness assessment define the expectations of an effective problem resolution 
process.

Introduction
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Purpose

Coaching and facilitating

The Axcelis Quality Team will 
act as a facilitator and will 
engage with the Supplier 
Leaders to go through the 8-
Disciplines of Problem solving .

Measuring Result
SCAR Effectiveness Template will be used for Peer 

reviews of the 8Ds

Assessment of Needs
To be more productive and 
precise with our details and 
defined approach to solve a 
problem. (Use of problem 
solving tools)

Action Plan
To engage with the Supplier 
Team Leaders and schedule (5) 
meetings to go over a the 
existing 8D and understand 
what improvements we can 
make in terms of Problem 
statement, RC, and CAPA.

Training and Development
Problem-solving trainings can 
be provided within the Axcelis 
in 2021 which includes
8-D, A3’s, KATA, etc.. 
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8-Disciplines of Problem Solving PDCA Model 

D1 – Define the Team
D2 – Describe the Problem
D3 – Interim Containment Actions 
D4 – Root Cause Analysis 
D5 – Corrective Action(s)
D6 – Verification & Implementation 
D7 – Preventive Action(s)
D8 – Congratulate the team 
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D1- Define the Team
It is imperative to have the right team to solve the problem. Things that we must consider while defining 
the team to solve a problem are 

 The team is cross-functional

 The right Team Leader will drive the team to solve the problem efficiently and effectively.

 The team should not be more than 3-6 people unless the problem has an enormous scope.



6

D2- Describe the Problem  
The key to success in problem-solving is to have the right problem statement upfront. The excellent 
problem statement covers all the details in terms of

 WHO,

 WHAT,

 WHERE, 

 WHEN,

 WHY,

 HOW & HOW MANY. Identify the gap that needs to be closed by solving the problem.

Tools can turn out to be useful while defining the scope of the problem

(See the next slide)
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Is / Is Not Analysis 

D2- Describe the Problem 
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Actions to isolate the effect of the problem until corrective action has been implemented.

 It is essential to contain the problem within the 48 hours after the problem reported (business days). 

 Often we mix containment with the corrective action(s). We should always consider that containment 
works as First Aid until the permanent action is determined.

 When we are addressing actions as containment, we should also make sure that it includes the 
identification and segregation of all products in all possible locations.

There are certain checkpoints that you can ensure before listing 

those actions out. (See next slide)

D3- Containment Action(s) 
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D3- Containment Action(s) 
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D4 – Root Cause Analysis (Occurrence, Detection or Escape , System )

D4- Root Cause Analysis 
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D4- Root Cause Analysis 
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D4 – Root Cause Analysis (Occurrence, Detection or Escape , System )

 Occurrence Root Cause

This is the cause that enabled a problem to occur, ex: a software bug that caused a wafer dosing 
issue- for technical root causes, corrective action is usually some change to technical documentation 
or design.

 Escape Root Cause

Escape causes to address the question: “How did the problem escape our function/process to the 
Internal or External customer.” For escape root causes, corrective/preventive action may be changed 
to processes that include more controls, checks, reviews, etc.

 System Root Cause

This is the cause that answers the question: “How did our system/process allow the problem to be 
created?”. For system root causes, corrective/preventive action is typically changing to our process 
documentation

Tools help problem solvers to get to the True Root Cause.(See next slide)

D4- Root Cause Analysis 
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D4 – Root Cause Analysis (Occurrence, Detection or Escape , System )

Here is an example which shows how it works: 

D4- Root Cause Analysis 
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D4 – Root Cause Analysis (Occurrence, Detection or Escape , System )

Here is an example which shows how it works: (5Whys)

D4- Root Cause Analysis 
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D5- Corrective Action(s) 

The team should plan and list the corrective action(s) intended to be deployed for Occurrence, 
Detection, or Escape and System. Action(s) that will address the identified Root Causes and will 
prevent a recurrence.

.
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D6 – Verification of Corrective Action(s)

For a team to “declare victory” in resolving a problem, there needs to be a verification and validation of 
the corrective action(s). The team needs to ensure that the actions taken were adequate.

D6
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D7 – Preventive Action(s)
• Once a team has identified root cause(s) and corrective actions, it is highly desirable that activities occurred that a 

customer cannot encounter the same or similar problem from an Axcelis product or service

• Preventive action is a change to a product or management system that is not yet responsible for causing a problem 
for a customer

• The team should list preventive action investigation steps and any actions taken to mitigate potential issues

• Preventive actions could include:
• Investigating (and mitigating if appropriate) if the problem observed could occur on other areas of the same 

product
• Investigating (and mitigating if appropriate) if the problem observed could occur on a different product
• Investigating (and mitigating if appropriate) if the process problem could occur in other processes
• Actions were taken to mitigate issues discovered during the investigation process that may not affect the issue 

being investigated, but another issue that could have occurred
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D8 – Congratulate the Team

 Depending on the scope of the problem resolved, this “D” can be accomplished as the Team leader 
sending out a “thank you” e-mail to the team members or could be more formal, with more 
management recognition.

Based in original presentation from Karan Malhotra – Jul 23, 2020 
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THANK YOU!

Contact your Supplier Quality Team for additional support and clarification.


