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Three Phases of a Kaizen Event

Kaizen Preparatory Steps
• Planning checklist
• Project Charter
• Team roles & responsibilities
• Data collection

Kaizen Blitz Steps
• Understanding current state
• Direct observation
• Identify waste and possible improvements
• Plan a future state and implement “1 day”

 

changes 
• Develop action plan for 10‐90 day recommendations
• Verify results & “make improvements stick”

Kaizen Follow Up Steps
• Follow up on action plans
• Continue to measure results

Overview



1. Preparation
2.   Blitz
3.   Follow‐up

Sub‐Steps of Preparation Phase:

a)  

 

Identify potential projects

b)   

 

Identify Kaizen Leader & team

c)   

 

Complete the project charter

d)   

 

Collect baseline data

e)   

 

Form & train the team

Phases of a Kaizen Event: Phase One
Preparation 

 
Phase



Planning Checklist (4‐3 Weeks Prior)
Preparation 

 
Phase



Planning Checklist (2‐1 Weeks Prior)
Preparation 

 
Phase



Project Team Identified
Preparation 

 
Phase

Team composition included Team composition included ……..



Project Team Identified
Preparation 

 
Phase

Roles Designee Role Description

Kaizen 
Leader

Carl Korz


 

Shares responsibility for the success of the event 


 

Coordinates with the leadership of all departments & units 
participating in the event or impacted by process changes 



 

Partners with Kaizen Facilitator to gather and / or prepare 
all relevant process documentation and metrics prior to the 
event



 

Schedules event logistics as needed (room reservations, 
team coordination, etc…)



 

Supports usage of the kaizen methodology throughout all 
stages of the project & provides coaching to Team Members 
as appropriate



 

Partners with Kaizen Facilitator to prepare and deliver the 
final project presentation to the Process Owner & Project 
Sponsor



 

Assists the Process Owner in the completion of all post- 
event action items reviewed and approved by the Project 
Sponsor 



 

Be present and fully participate in all exercises and 
decision-making activities during the event; this will require 
a commitment of three full days

Team 
Members

Verne 
Scholl
Margaret 
Tennessen
Dee Hughes
Nancy 
Kujak-Ford
Heidi Lang



 

Participate in event planning activities as needed 


 

Assist the Kaizen Leader in the gathering and / or 
preparation of process documentation and metrics prior to 
the event



 

Attend appropriate training session(s) prior to the event


 

Commit to following the flow of the kaizen methodology


 

Be present and fully participate in all exercises and 
decision-making activities during the event; this will require 
a commitment of three full days

Subject 
Matter 
Experts 
(SMEs)

Kim Yokum


 

Provide detailed subject matter expertise to the team during 
all phases of the event



 

Though full participation during the event is not typically 
required, SMEs should be considered “on call” to provide 
feedback & input as appropriate

APR Kaizen Team Roles & Responsibilities 

Kaizen 
Facilitator

Dan 
Koetke



 

Shares responsibility for the success of the event 


 

Ensures that all Team Members have received sufficient 
methodology training 



 

Provides coaching and expertise to Kaizen Leader and Team 
Members through all stages of the event, including event 
planning



 

Leads the team through the event’s day-to-day agenda, 
including creating the event roadmap, selecting appropriate 
kaizen tools, and facilitating team exercises 



 

Partners with Kaizen Leader to gather and / or prepare all 
relevant process documentation and metrics 



 

Partners with Kaizen Facilitator to prepare and deliver the 
final project presentation to the Process Owner & Project 
Sponsor

Process 
Owner

Mark 
Guthier



 

Shares responsibility for the success of the event


 

Critical participant in the kaizen event selection process


 

Present for event kickoff and event final report-out


 

Engages the supervisors / management of all Team Members 
and process stakeholders to create a sense of urgency during 
all phases of the kaizen event, including event planning and 
the implementation of solutions



 

Ensures that critical resources identified are available as 
needed during all phases of the kaizen event



 

Gives the team permission to decide upon, and quickly initiate 
quick-hit improvements during the event



 

Primarily responsible for prioritizing and approving 
improvement recommendations & action plans delivered by 
the team



 

Shares responsibility with the Kaizen Leader for the ongoing 
management of the process and sustaining the improvements 
resulting from the event

Project 
Sponsors

Darrell 
Bazzell
VCA 
Directors



 

May participate in the kaizen event selection process


 

Present for event kickoff as well as final report-out


 

Assists in the removal of roadblocks to the implementation of 
improvements 



Preparation 

 
PhaseProject Charter



Data Collection Plan
Preparation 

 
Phase



Customer Satisfaction Metrics: Simple Survey
Preparation 

 
Phase



Volume & Time Metrics: Data Collection Template
Preparation 

 
Phase



Baseline Data: Analysis
Preparation 

 
Phase

Volume & Time Metrics:

Customer Satisfaction Metrics:



Baseline Data: Summary of Observations
Preparation 

 
Phase

• Though the wait line is approximately 10 customers 

 long during “busy times”

 
it moved faster than expected.

 • Average wait time during the “busy times”

 
was less 

 than expected ‐

 
3 min 16 sec.

 • Perceived
 

wait time may be more critical than actual

 wait time.

 

• Though the wait line is approximately 10 customers 

 long during “busy times”

 
it moved faster than expected.

• Average wait time during the “busy times”

 
was less 

 than expected ‐

 
3 min 16 sec.

• Perceived
 

wait time may be more critical than actual

 wait time.

• The average overall customer satisfaction rating of 

 8.98 illustrates that most customers are very satisfied 

 with their experience at The Daily Scoop.

 • Ice cream quality and friendly, speedy service are the 

 key drivers of customer satisfaction.

 

• The average overall customer satisfaction rating of 

 8.98 illustrates that most customers are very satisfied 

 with their experience at The Daily Scoop.

• Ice cream quality and friendly, speedy service are the 

 key drivers of customer satisfaction.

Customer 

Wait T
ime:

Customer 

Satisfaction:



Preparation 

 
PhaseTrain the Team: Provided Refresher Training



Blitz
Phase

1.    Preparation

2. Blitz
3.    Follow‐up

Sub‐Steps of the Blitz Phase:
a)   

 

Document reality and get a baseline
b)   

 

Identify wastes in the process
c)

 

Plan a future state
d)   

 

Risk mitigate
e)   

 

Implement changes
f)   

 

Verify changes with measured results
g)

 

Set the new standard

Phases of a Kaizen Event: Phase Two



Blitz
PhaseDocument Reality: Current State Process Map



Blitz
PhaseDocument Reality: Daily Scoop Floor Plan



Blitz
PhaseIdentify Root Causes of Process Failures

PrePre‐‐ServiceService Final Decision & OrderingFinal Decision & Ordering TransactionTransaction

Root Causes of:
1.Excessive customer wait time
2.Customer dissatisfaction



Blitz
Phase

Identified Root Causes & Possible Improvements 
Through Direct Observation

Difficult to find the 

 
end of the line 

 
beyond the formal 

 
queuing stanchions

If rearranged, the 

 
stanchions could 

 
accommodate 

 
more customers

This sign provides great 

 
information for 

 
customers, but perhaps 

 
it could be simpler

It’s difficult to read the 

 
posted flavors, even from 

 
less than ten feet away

Though it helps to guide 

 
customers through their order, 

 
the sign on the pillar causes 

 
bottlenecks in the queue



Blitz
PhasePlan a Future State: Brainstorm Solutions (1 of 2)

Based on direct observation and data collection, team identified

 
45 

 unique solution ideas, coding each with a “time needed”

 
estimate

 

Based on direct observation and data collection, team identified

 
45 

 unique solution ideas, coding each with a “time needed”

 
estimate



Blitz
PhasePlan a Future State: Brainstorm Solutions (2 of 2)



Blitz
PhasePlan a Future State:  Narrowed the Solution Set

Used N/3 team voting technique to identify the solutions 
 with the greatest customer impact



Blitz
Phase

Plan the Future State: Revised Floor Plan Highlights the 

 Physical Location of Improvements

Pillar

3

1

2

4

5

2 6

7

8

9



Blitz
PhaseMake the Changes: Day‐One Implementation Plan



Blitz
PhaseVerify Impact of Changes Through Observation

Customers can place their 

 
orders at the newly‐opened 

 
counter space and continue 

 
to move through the queue

Customers pay and collect their condiments at island locations several 

 
feet away from the dipping wells, easing congestion

The new signage and formal 

 
stanchion layout reduce 

 
confusion and can accommodate 

 
more customers



Blitz
PhaseVerify Impact of Changes Through Metrics

Team observed a positive shift in all three critical metricsTeam observed a positive shift in all three critical metrics



Blitz
PhaseSet the New Standard: Process Control Plan

Developed a Process Control Plan to Ensure the Benefits of 
 the One‐Day Improvements Would be Sustained

 

Developed a Process Control Plan to Ensure the Benefits of 
 the One‐Day Improvements Would be Sustained



Blitz
PhaseSet the New Standard:  Supervisor Checklist

For one week 
 after the 

 Kaizen Event, 
 each shift 

 supervisor 
 would be 
 responsible 
 for 

 completing to 
 ensure that 

 changes 
 remain 
 functional
 

For one week 
 after the 

 Kaizen Event, 
 each shift 

 supervisor 
 would be 
 responsible 
 for 

 completing to 
 ensure that 

 changes 
 remain 
 functional



Follow‐Up
PhasePhases of a Kaizen Event: Phase Three

1.   Preparation
2.   Blitz

3. Follow-up

Sub-Steps of the Follow-up Phase:
a)  Survey Kaizen Team Members to evaluate the team’s effectiveness
b)  Survey affected staff to understand their perception of the event
c)  Kaizen Leader follows up on action items, pulling in resources as needed
d)  Monitor control tools to ensure improvements are sustained



Blitz
PhaseUpdate the Solution Action Plan (1 of 3)



Blitz
PhaseUpdate the Solution Action Plan (2 of 3)



Blitz
PhaseUpdate the Solution Action Plan(3 of 3)



Blitz
PhaseKey Learnings

 
of the Kaizen Team

• Customer waiting line moved faster than perceived by staff and customers

• Standing behind the counter offered unique perspectives on the problem

• Scooping is physically demanding work & the pace of service can be very stressful

• Customers weigh employee attitude at least as important as speed of service

• The overall customer EXPERIENCE is paramount:

‐

 

Customer anticipation of receiving world‐class ice cream

‐

 

Positive interactions with employees

‐

 

Customer engagement during “the wait”

‐

 

It is important to preserve the authenticity of the product and

 

the environment

• Change management takes energy & adherence to the control plan will be critical

• Team inclusion of folks intimately familiar with the process was critical to success

•

 

The structured approach of Kaizen facilitates sound team decision‐making and  

 gave the team “permission”

 

implement immediate changes
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