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Nhirng hinh thtrc hdi hop can ban

Chuan bj cudc hop

Vai troé cua nguoi chu tri cuéc hop
Ghi bién ban cudc hop

Nhirng viéc phai lam sau cubc hop
Cudbc hop dong nao
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g Vai tro quan trong cua hdi hop

TTTTTT

U HO1 hop ¢6 vai tro quan trong trong quan ly.

0 T6 chirc hoi hop dung cach s€ tiét ki€m thot gian, tao dong luc,
tang hiéu suat va giai quyét dugc cac van deé.

U Van ban chi chuyén cho 7% vy nghla va cam xuc that. Trao doi
qua dign thoai chi co 38% y nghid va cam xuc that c6 thé
chuyén tai. 55% phan con lai thi bang biéu cam trén nét mait,
diéu bo va nhitng dau hiéu khong thé hién thanh 1oi.

Day la ly do tai sao hoi hop va nhimg cudc d6i thoai “face to
face” rat co ich.
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g Nhirng hinh thirc hdi hop can ban

TF.HCHM

0 Cudc hop cung cap thong tin (status meeting)

Hop dé pho bién pho bién thong tin. Thi du, d61 vd1 mot d€ an, ta can cudc
hop dé cho mo1 nguo1 trong nhom dé an biét dugc dién tién mo1 nhat cua
dé an.

0 Hop tim giai phap cho van dé (problem-solving meeting)

Trong loai cudc hop nay, moi nguoi trude tién xac dinh mot van dé dat
biét nao d6 va thao luan nham dua ra mot hay nhiéu giai phap. Cac thanh
vién phal c¢6 kha ning nhan dién van dé va co ning luc nghi ra giai phap

cho van dé.
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g Nhirng hinh thirc hdi hop can ban

TTTTTT

0 Hop ra quyét dinh tién té6i hanh déng (decision-making
meeting)

Cudc hop loai nay dugc tién hanh qua 4 giai doan:
- Pua ra cac su kién (giai doan cung cap thong tin)
- Thuthap y kién duwa vao cac su kién (gia1 doan ban bac)
- Pua ra mot so giai phap (giai doan sang tao)
- Ra quyét dinh (giai doan lya chon)

Trong khi ra quyét dinh, moi ngudj phai dong ¥ véi nhau 1a quyét dinh
theo 101 bo phiéu lay so phiéu da so (voting by majority) hay dua vao
nguyén tac dong thudn géoncensus
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g Chuan bj cudc hop

TF.HCHM

N Chuén b1 cudc hop la yéu td dau tién quyét dinh cho sy thanh cong/that
bai cua mot budi hop.

U Trudc tien phai xac dinh muc tieu cua cudc hop 1a gi?

U Nhitng van dé€ duoc dua vao cudc hop tuy thudc vao tam quan trong va
muec do khan cdp cua no.
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g Xac dinh chwong trinh nghi su

TTTTTT

0 Xéc dinh chwong trinh nghi su (agenda) 1a phac thdo mot ké
hoach chi tiét cua cudc hop.
0 Khi chuan bj agenda, nguoi chi tri phai:
- Xac dinh ro6 rang muc tiéu cua cudc hop
- Vach mot ké hoach chi tiét ctia cudc hop

- Liét ké cac dé muc tranh luan, trao ddi va dinh thoi gian cho tung
muc.

- Du doan nhitng dap ing cua nguoi tham dy, nhitng y kién tan thanh
hay phan doi.

- Ghi chu nhu:ng diém quan trong nhat can tap trung nhan manh, suy
nghi vé nhu:ng cau hoi ma cac thanh vién c6 thé néu 1én ciing nhu du kién
nhitng giai phap dua ra.
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g Xac dinh chwong trinh nghi su

TTTTTT

1 Thoi lugng danh cho mot cudc hop tuy thudc vao muc ti€u va
agenda. Mot cugc hop thu:ong kéo dai tir 30 phut cho dén 2 gio.

Neéu cudc hop kéo dai tur 2 tiéng trd 1én thi nén c6 10 -15 phut
break.

U Agenda cting khong nén om dom qud nhiéu d& muc néng vi
nhu vay cudc hop sé dé kéo dai.

0 Khi xac dinh trinh tu cia cudc hop, nén dé nhiing van deé it
quan trong ra trude, vi néu khong ching dé bi bo quén néu dé
ra sau.
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gu Xac dinh chwong trinh nghi sw

TF.HCHM

U Nhitng van d€ co tinh khdan cap phai dua ra trudc va nhirng van dé khong
khan cap nén de ra sau.

U Nguoi chu tri cuge hop co thé luu hanh ban nhap cua agenda dén moi
thanh vién cydc hop dé tham khao y kién moi ngudi vé agenda, dé tranh
bd sét mot so dé muc.
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g X4c dinh thanh phan tham dw

TTTTTT

0 Nén chon dung ngudi tham gia cudc hop. Thuong thi dé xac
dinh a1 nén tham du vao mot cudc hop.
[ Nén dua vao thanh phan tham du nhirng nguo1 sau day:
- Nhitng nguoi ra quyét dinh cho nhiing van dé lién quan.
- Nhitng nguoi c6 thé cung cap nhitng thong tin dau vao can thiét cho
cuoc hop.
- Nhitng nguoi co quan tdm va san sang can du dén van dé néu ra trong
cuoc hop

- Nhitng ngudi ma sé thuc thi nhitng quyét dinh dugc dua ra trong cudc
hop.
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g X4c dinh thanh phan tham dw

TTTTTT

U Viéc xac dinh thanh phan tham du tro nén te nhi khi mo1 nguoi
thudc don vi khac hodc to chirc bén ngoai dén tham du.

0 Moi nhitng nguoi ngoai chi khi nhitng kién thtrc chuyén mon
cua ho giap ich cho cudc hop. Tuy vay, do ¢o sy hign dién cua
ho, ¢ nhirng van dé nd1 by khong tien né€u 1€n thao luan trong
cuoc hop.

U Khi phai mo1 nhirng lanh dao cap trén tham gia cudc hop, nén
tranh d€ cho ho can thiép quad nhiéu vao cudc hop.
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B Thoi gian - dia diém-co sé vat chét

TTTTTT

U Xac dinh ngay hop:

C6 gang tim mot ngay phu hop nhat dé t6 chtrc cude hop.
U Xac dinh gio hop:

Thuong géi gon trong mdt budi sang hay chiéu.
0 Xdc dinh dia diém:

Chon phong phai du 16n cho s6 nguoi du hop. Néu phong qué 16n hoic
qua trang trong hoac qua nho, cing anh huong dén su tap trung cua
nhiing thanh vién tham du .

/4 4

Cht y: Khong nén thay do6i thoi gian va dia diém cudc hop vao gio phut
chot vi lam nhu vay c6 nguy co lam hong cudc hop.
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B Thoi gian - dia diém-co s& vat chat
<

0 Chudn bi co sé vit chit:

Can chuan bi tot phuong tién nghe nhin hé trg cho cudc hop. Phai cé du
screen cho cac projector.

Céach sép dat ban ghé tuy thudc vao loai hinh va qui mo cua cudc hop.

- D061 vo1 cude hop dong nguon thi dung hoi truong va nguoi tham du ngoi
thanh hang, nén ¢6 ban truéc mat, do1 dien vo1 nguoi chu tri cudc hop.

- D061 vt cudce hop so luong trung binh thi nén x€p ngo1 theo hinh chtr U,
ngo1 do1 dién vo1 ban cua nguot chu tri.

- B6i véi cude hop it ngudi thi nén dung mot ban hinh chit nhat.
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B Thoi gian - dia diém-co sé vat chét

TTTTTT

0 Viéc dat dé cac thiét bi nghe nhin la rat quan trong. Luu y rang
thong tin nhan dugc gom: thong tin tur thi giac chiém 83% con
tur thinh giac chiém 11%. Thong tin tu thi giac cam nhan duogc
dé dang hon va nhan dugc ca nhitng thong tin phurc tap.

U Hinh anh tor may chiéu phai rd. Am thanh phai du 16n dé c6 thé
nghe, du ngo1 ¢ cudi phong hop.

u Can pha1 o ky thuat vién co1 soc cac thiét bi nghe nhin trong
suot cudc hop. Tuyét ddi tranh nhitng truc tréic ky thudt.
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g G&i thu moi

TF.HCHM

0 Thu moi hop nén gti dén nhitng nguoi tham du khoang trudce

mot tuan 1€. Nguo1 chu tri phai g1 dén moi1 ngud1 tham du:
- Mot thu moi ghi rd thoi gian (gio, ngay, thang) va dia diém cua cudc

hop.
- M6t chuong trinh nghi sy rd rang cung véi nhimg dé nghi tham gia cia
nguo1 tham du.
- Mt bd ho so ngén gon cO nd1 dung: Cac van dé chinh s& duoc trinh bay
va gid1 thi€u nhitng thanh vién tham dy cung vdi cac bao cao ctua ho veé
cac van d¢ dat ra.

U Nén cung cap tai li¢u day du cho moi thanh vién va de cho ho
¢ du thoi gian nghién ctru ching trude khi di vao budi hop.
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g Vai trdo cua ngu®i chu tri cuéc hop

TTTTT

Nhirng chirc nang phai dam nhiém
¢ Nguo1 tao thuan lg1 (facilitator) cho su dé xuat y kién cua
mo1 thanh vién:
Ngu’oq chu tri cudc hop phai biét cach van dong moi thanh vién tham gla
dong gop ¥ kién, ¥ tudng, nhan xét, phan tich, phé phan, dé nghi cho cudc

hop.
¢ Nguo1 diéu khién (controller) cudoc hop di dung hudng:

Nguo1 chu tri phai bam sat agenda cua cudc hop, dam bao cho cudc hop
tién trién thuan lgi, hudng dén nhitng muc tiéu dat ra.
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g Vai trdo cua ngu®i chu tri cuéc hop

TF.HCHM

+Nguo1 diéu hoa
Ngudi chi tri cude hop phai tinh dén trang thdi tdm 1y ctia cac thanh vién
tham du cling nhu nhirng mo1 1ién hé riéng tu cua ho vo1 nhau. Nhiing
yeu to khac nhau vé tam ly co thé 1a ngudn goc cua cac su bé tac.

Chtrc nang diéu hoa s& lam lién két cac ca nhan, tao Sy hleu biét glu'a cac
thanh vién tham du va loai bo nhitng sy mau thuan d6i dau c6 thé co.
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BK Nhirng ky thuat cua ngwdi chu tri cudc hop

U Trinh bay lai1 (restate)

NO cho phép nguot vira phat biéu thay rang chu toa da hiéu minh. Su
trinh bay lai lam cho mo1 ngu’m nhén thirc cac diém thoa thuin hay bat
dong vira dugc phat biéu va lam 16 thai d6 khach quan cua nguoi chu tri.

0 Tong hop (summarize)
La mot tom luoc cac dit kién chinh yéu do tap thé phat biéu. N6 cho phép

mo1 nguo1 nhan thirc dugc lap truong cua minh trong qua trinh lam viéc,
kiém tra nhiing gi d3 dat dugc hay chua dat duoc.

0 Pat cau hoi

Viéc dat cau hoi cho phép moi thanh vién co6 thé di sau vao van dé hay
ti€p da cho viéc tranh luan.
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!u. Nhirng I&i khuyén cho nguw®i chu tri cuéc hop

TTTTT

0 Hay la mot tam guong vé tinh trung thuc va tinh cong binh
trong cudc hop

1 Bam sat chuong trinh nghi sy nhung khong boc 16 diéu nay
mot cach qua truc ti€p.

0 Pé cho mdi ngudi ¢ co hodi dong gop v kién.
1 Nén dé mdi nguoi phat biéu chi trong mot thoi khoang nhat
dinh, thi du 2 phut.

U Tranh doc tung chir mot van ban trong cudc hop ma nén gui
trude van ban nay dén moi nguoi dé doc trudc.
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!u. Nhirng 1&i khuyén nguw®i chu tri cudc hop

TTTTTT

H Quan sat sac mit, diéu bo dé blet nhing bat dong, nhitng mau
thuan dé c6 nhitng hanh dong can thiét.

0 Hay dé mot ngudi dang ndi hoan tat phat biéu cua anh ta.

L] Neu cO ngu:m phat bleu lan man lac dé, nén tim cach nhac nho
dé ngudi do quay vé véi dé muc dang thao luan.

0 Tranh hoi thic mo1 nguoi di vo1 den quyet dinh néu muc dich
ctia cudc hop 1a dé thao luan va gan két moi nguoi lai voi nhau.
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!u. Nhirng ky thuat cua nguw®i chu tri cudc hop

TTTTTT

0 Tranh tranh luan mién man hang gio khi cudc hop can phai di
dén mot quyét dinh.

0 Tranh khong dé hai thanh vién tranh cdi tay d6i trong cudc
hop.

1 Nén vui ve va co gc har hude. Hay mim cuo1 ngay ca khi bat
dong vo1 mot y kién nao do. Chd d€ cam xuc can thi€p vao
cong vieéc cua ly tri.

0 Phai ludn ludn t6 rd sy hién dién clia minh trudc tap the. Phai
1a nguo1 phai bi€t lang nghe, bi€t ton trong nguot khac, ton
trong tap the.
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g Ghi bién ban cudc hop

TTTTTT

0 C6 mot nguoi 1am thu ky ghi bién ban cudc hop, ngdi bén canh
nguo1 chu tri cudc hop, néu khong nguot chu tri phai ghi chep
ve cudc hop.

U Bién ban rat quan trong cho vi€c quan ly dién tién, nhirng

quyet dinh va nhu’ng ket qua cua cudc hop. No duc ket nhirng
diéu duoc nhdt tri va 1am sang to nhitng diéu mo ho.

U Mot cudc hop khong bién ban thi nhirng quyét dinh va két qua
cua cugc hop s€ b1 quén lang va nhirng cong suc to chirc cudc
hop tr& thanh uong phi.
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g Ghi bién ban cudc hop

TTTTTT

1 Sau cugc hop, bién ban dugc hoan thi€n, danh may va sao
thanh nhi€u ban gﬁ:l dén mo1 thanh vién tham du cudc hop

0 Bién ban nén ngdn gon, chinh xdc va minh bach, bao gdm
nhitng con so, nhitng su kién, nhitng hanh dong phal lam va
nhirng thoi han

H Nhirng hanh dong dugc nhat tri phai dugc mo ta r0 rang va co
phan cong ngudi chiu trach nhiém va c6 ky han hoan tat.
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TTTTTT

g Ghi bién ban cudc hop

1 Bién ban cudc hop nén c6 nhitng phan sau day:

- Ngay gid va dia diém cudc hop

- Nhirng nguo1 6 mat, vang mat

- Nhitng chu dé dugc thao luin

- Nhitng quyét din

h cua cudc hop

- Nhirng budc hanl

h dong sap to1

0 Cubi budi hop, nguoi chu tri cude hop phai phat biéu rong két
[ai nhirng d1€m chinh cua cudc hop trudc khi giai tan cudc hop.
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gy Nhirng yéu to tdm Iﬁgga ggc thanh vién trong

TF.HCHM

U Trong cugc hgp, moi nguot ¢6 khuynh hudng cho minh la dac biét, la
quan trong, di€u nay tuy thudc vao vi #ri xa hoi cua mo1 nguoi.

U Cac thanh vién mong doi § moi nguol mot thai do cu xu tuy thugc vao vi
tri xa hot cua nguo1 do. Moi nguo1 c6 mot vai tro, cac vai tro co tinh doc
lap, moi ngudi tu xac dinh vai tro ctia minh d6i véi nguoi khac.
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g Nhirng yéu td tam Iy...

TTTTTT

C¢ ba loai vai tro khac nhau trong cac cudc hop.

U Nhitng vai tro chiu trong den cong vi¢c: nhtrng nguoi muon tao
thuén loi cho cong viéc cua tap thé bang cach duaracacy
kién, cung cap cac thong tin, 1ap cac bang biéu ..

L] Nhu’ng vai tro duy tri sy gan bo cuia tdp theé: nhu’ng nguoi co
kha nang lam giam nhe nhiing xung dot trong tap the tao nén
Sur thong nhat, tim cach kluyen khich nguoi khéc, san sang tiép
thu y ki€n cua mo1 nguoi.
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g Lam viéc nhom

TF.HCHM

0 Chia I&p thanh cac nhém tw 5-7 nguoi
e M6i nhém hinh thanh mot Céng Ty

0 Cha gé:

e Mot tap doan tai chinh Ion cua Nhat sang Viét Nam nham tim kiém déi tac
dau tw. Poan sé dén lam viéc v&i méi “Cong Ty’ ..

0 Méi “Céng Ty” phéi té chirc mét cudée hop chudn bi cho bubi lam
viéc voiI tap doan Nhat va thuyé't phuc ho dau tw cho Coéng Ty

minh.
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TTTTTT

Thao luan trén I6p

Trinh bay cac kho khan gap phai trong qua

trinh t6 chirc cudc hop
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g Nhirng yéu td tam Iy...

TTTTTT

U Nhirng vai tro chii trong vap nhu cau ca nhan: nhitng nguoti
thich dugc no1 bat, mudon nam quyén luc, thich k€ vé minh,
thich tim dong minh. D¢ 1a nhirng nguo1 hay can tré hoat dong
cua tap the.
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g Cudc hop ddng nao

TF.HCHM

0 Pong ndo (brainstorming) 1a mot k¥ thuat giai quyét van dé, xay dung
nhom cOng tac (team) va dua ra nhirng y tuong sang tao.

U DPong nao vo1 mot nhom nguoi 1a mot ki thuat kha hiru higu.

N Dong nao thuic day cac team phat trlen Vi ky thuat nay gan két cac thanh

vi€n cua team vao trong nhu:ng van dé quan 1y 16n hon va lam cho céc
thanh vién lam viéc gan bd véi nhau.
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g Cudc hop ddng nao

TF.HCHM

U DPong ndo can dugc to churc va tuan thu mot so qui tac.

U DPong nédo lién quan dén team ma theo d6 mo1 thanh vién cua team phai
bi€ét dugc nhitng hién trang dang dién ra trong team.

U Dong nao dat nhi€m vu quan trong 1€n vai nguroi chu tri, ngudi nay phai
quan ly qua trinh, su dong gop cua mo1 thanh vién va theo do1 vigc thuc
thi nhitng quyét dinh tir cu¢c hop dong nao.
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g Trinh tw cua cubc hop déng nao

TTTTT

N o o kW D

Xac dinh va nhat tri vé muc tiéu

Pwa ra nhirng y twdng, dé nghi

Xép loai, phoi hop va tinh ché nhirng y twéng
Phan tich danh gia nhirng tac dung

Pat th& tw wu tién cho nhirng kha nang lwa chon
Thoa thuan vé hanh ddng va théi gian thwe hién
Theo ddi viéc thuc thi nhirng quyét dinh
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g Xac dinh va nhat tri v& muc tiéu

TTTTTT

J Budc nay dam bao mo1 thanh vién tham gia vao cuoc hop dong
ndo nhan thirc va dong ¥ vé muc tiéu cua cudc hop.

U Thi du: xac 1ap mot loat cac hoat dong tuyen tuyén tlep thi cho
mot san pham mdi, dé nghi cac bién phap nang cao chat lu’ong
dao tao, dé xuat cac bign phap tiét kiém chi tiéu nhung van
dam bao ning suat, v.v....

0 Can glu: cho muc ti€u cua cuoc hop dugc don glan Xac dinh
thot glan trao doi dé giit cho hoat dong tién trién dung hudng
va ¢ kiém soat.
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g Quan ly cudéc hop ddng nao

TTTTTT

H Cudc hop dong nao tao diéu kién cho moi nguol dé xuat y trong mot
cach ngau hing.
L Cong vi€c cua nguoi chu tri la khuyen khich mo1 ngudi tham gia dong

gop ma khong choz bo bat cir v kién nao du cho ¥ kién d6 co thé la lung,
bay bong nhu thé nao.

(Nhing y tuong tot nhat thudng 13 nhitng ¥ tudéng ma lac ban dau cé vé la
lung nhat).

Cong tac Ky sw — 2008 Page 34 T chire cude hop



g Quan ly cudéc hop ddng nao

TTTTTT

0 Khi thoi han dé xuat y twong da ket thic, tien hanh phan loai,
gom cum, lién két cac y tudng lai vo1 nhau. Puc két va hoan
chinh cac y tuong.

H Co thé két hop dua ca nhitng ¥ tudng con yéu vao nhiing chu
dé 1on dé tranh bo ro1 nhtng su dong gop nay.

U Mo nguo1 tham gia danh gia, phan tich tinh hop ly va tac dung
cua nhirng y tueong. Xep thir tu vu tién cua cac y tuong thanh
mot danh sach hoan chinh cac hanh dong (action) hoac cac kha
nang lwa chon (option).
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Quan ly viéc thwc thi nhirng quyét dinh cla
E“ Y cudc hop d’onggn%\oy

U Budc nay dér}g ¥ v&i nhau vé nhitng viéc lam sap t6i 1a gi.
Thoa thuan vé thot1 han va a1 chiu trach nhi€ém lam viéc gi.

U Sau cudc hop dong nao, luu hanh van ban ghi chép, theo do1 va
lang nghe cac phan hoi.

L] Can thlet phal tao ra mot két qua tich cuc dé moi ngu’(n cam
thay nd luc va su dong gOp cua mol ngu0’1 l1a dang cong.

1 Khi mo1 ngu’m thay rang nhitng c6 gang ctia ho dua lai nhung
hanh dong va chuyén bién tich cuc, ho s& hing hai va muén
dong gop hon nira trong thot gian toi.
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