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Your Kaizen Event
Workbook

Name:_____________

Date:_____________

Project:______________
Imagine a workday where everything flows smoothly. 

A day . . . 
· With no wasted or redundant efforts 

· Without frustrations over not having the right resources around you to get the job done
· Without having to wait for approvals before proceeding to the next step

· Without having work pile up because of someone else’s inefficiencies

· Without being held accountable to poor outcomes in areas you have no authority to change
· Without having to reinvent the wheel with every task

· Without feeling like you are the on-the-job quality control manager for everyone else’s work output 
Sounds pretty good, doesn’t it?  Is it possible?  Maybe not 100% of the time, but certainly more often than it happens in most work environments.  Sadly, most of us can relate to an environment where we spend more time and effort managing or responding to activities outside of our core job than actually doing our job.  At the end of the day, when we are not productive in our job, the resources of the company are being wasted.  Waste is expensive, but even more than lost profits, it is psychic drain on the most important asset of any company—its people. 
The cornerstone of the Kaizen (Japanese for “continuous improvement”) approach is the elimination of Muda (Japanese for “waste”).  Waste comes in many forms—talent, time, money, effort, opportunity, etc.  Ideally, companies, through education, reinforcement of correct actions, awareness, and a focused management approach, can build a culture of continuous improvement.  However, the shift required for employees to go from “doing their job” to “thinking about doing what is best for the company and applying it to their jobs” takes time and lots of practice.  It is a mindset, a core value, it is mission critical, and given the state of our economy, there is no time to waste!
A Kaizen Event provides a focused opportunity to apply all of the principles of Kaizen to a specific process.  The event provides team members with a protocol for identifying and eliminating Muda that can be applied across every aspect of an organization.  A Kaizen Event is like going to a cooking class for a week to learn techniques you can apply in your kitchen for the rest of your life. 
Thank you for your willingness to participate in, and support, your company’s Kaizen Event. This workbook will serve as a roadmap and journal for your event.  If you have ever said, “If I were in charge, this is how I would do it!”, today is your day!
We ask these things of you. . . Have fun, be open, be creative, learn all you can, and pass it forward to those you work with.  In return, you will get the chance to make your job easier and improve the work environment for everyone around you. 
Let’s get started . . . 
Kaizen Event Timeline
	Session
	In Office Activities
	Online Program
	Calendar

	Preparation Phase

	Kaizen Education
	· Watch 1-hour Toast Kaizen* Video 
              *$99 to order video 
   http://www.shopgbmp.org/toastkaizendvd.html 
	1 hour with facilitator

	

	Project Selection
	
	
	

	Team Roles and Preparation
	
	
	

	Observation Phase

	Capture Current State
	· Each team member completes the “Project Background Questions” found under the Observation Phase heading of the workbook.
· Gather all relevant system maps, oral and written procedures, and any additional resources associated with current processes.
	
	

	Event Phase

	Session 1 
	· Document the current state of the process using a graphic method of capture.
· Quantify current state outcomes.
· Set outcome goals.
	30-minute daily kickoff with facilitator
	

	
	· Brainstorm waste reduction ideas.
· Map out the new process model. 

· Design a mock test.
	
	

	Session 2
	· Conduct the mock test on the new process model.
· Quantify the new outcomes.
· Regroup for more brainstorming.
· Apply new innovations as indicated.
	
	

	Session 3
	· Map the new, revised process.
· Document procedures related to the new process.
· Distribute the new process model to outside constituents to obtain feedback.
· Incorporate feedback as appropriate.
· Finalize written processes and procedures.
· Set up ongoing measurement, monitoring, and reporting mechanisms.
	
	

	Wrap-Up Phase

	
	· Project Wrap-Up
· Project Postmortem

· Commit to revisit the new process model and associated measures at an appropriate time (1 month – 1 quarter). 
	1 hour wrap-up with facilitator
	


The Preparation Phase
1) Watch the Toast Kaizen video.
        

Discussion Questions



     What words or phrases stand out for you from the video?


     How do you feel about the message of the video?


     What are the implications of adopting a Kaizen approach within your 



     company? 

     What are the most important aspects of the Kaizen approach that you need to      

     make sure to include in your event?
2) Kickoff Agenda   
1. Kaizen Education – Briefly discuss Toast Kaizen video.
2. Review Project Selection – Why was it chosen? Is it doable? 
3. Review Event Timeline – Schedule all remaining sessions.
4. Review Team Roles and Responsibilities

a. Event Sponsor

i. 
The Event Sponsor sets the perimeters of the process (budget, resource allocation, etc.).
b. Event Leader

i. 
The Event Leader reports to the Event Sponsor. The Leader facilitates the steps in the Kaizen Event process and is responsible for ensuring follow-through.

c. Event Project Manager 
i. The Event Project Manager oversees the entire Kaizen Event project to ensure timeline, roles, and responsibilities are on track.
d. Scribe

i. Pre-Event: The Scribe is responsible for collecting all documentation required during the pre-event phases. 

ii. During Event: The Scribe is responsible for capturing the outcomes of each step. 

iii. Post-Event: The Scribe is responsible for making sure the new process is properly documented. This does not mean that they are necessarily tasked to produce the documentation all by themselves. 
e. Resource Champion

i. The Resource Champion is the person responsible for making sure any and all resources such as refreshments, materials, and/or other support tools are provided to the group as needed. 

f. Measurement Champion

i. The Measurement Champion is the person responsible for continually asking, “What will we measure? How will we measure it?  How will we report it?” This will ensure that the group improvements go beyond strategy and concept to practical application. 

g. Subject Matter Experts and Other Participants 

i. Everyone is expected to turn off the “edit” button during brainstorming.
ii. Everyone is expected to actively listen to and respect the contributions of others.
iii. Everyone is expected to follow through on their specific tasks as assigned throughout the event.
iv. Everyone is expected to contribute and fully engage in the event.

The Observation Phase
1) Project Background Questions

Each team member is expected to fill out the following questions after the Preparation Phase is completed and before the start of the Event Phase. 
a. How do you feel about the current state of this process?

b. What are your greatest disappointments in regards to this process?

c. What works in regards to this process in its current state?

d. What does not work in regards to this process in its current state? 

e. What would an ideal outcome be for the Kaizen Event? 
f. How does this Kaizen Project fit with company goals? 

g. What personal benefit will you gain once this process is improved? 
2) Gather Subject Matter Resources
a. Collect all existing written documentation for the process as it stands currently.
b. Collect all strategic plans and/or other planning documentation that exists within the company.
c. Collect any written job descriptions that are associated with the process as it stands currently. 

Event Phase

  Session 1 

1) Document the current state using a graphic method of capture. 
a. Examples: sticky wall, process mapping software, spaghetti map
2) Quantify current state outcomes.
a. What are the most critical steps in the process? 
b. How are we performing in these areas? 

c. How do we measure our performance? 

d. Do the measures provide relevant feedback?

e. Do the measures stimulate or sabotage the desired behavior? 
3) Brainstorm improvement ideas. 

a. Look at each step in the current process and ask the following questions:  
i. What is critical to this step?

ii. Is this step necessary? Could this step be merged with another step?

iii. How does this step impact future steps?

iv. Is there wasted effort in this step? 

v. What specific benefits does the customer derive from this step?

vi. How does this step reinforce our vision, mission, and goals? 

vii. What specific improvements can we make to this step?
4) Envision the ideal outcome.
a. What would be an ideal outcome for this process? 

b. How can we measure our performance in relation to the ideal outcome? 
5) Map the new process.  Using the same methods used to map the current process, 

re-map the process based on the ideas formulated during your brainstorming session. 
6) Design a mock test for the new process. 

a. How will we implement the new process?

b. What are our expectations for the new process?

c. How will we measure the success of the new process?

d. Who will capture the data?

  Session 2

1) Conduct a test on the new process model and quantify new outcomes.  In some cases, this will take place during the time between Sessions 1 & 2.
2) Regroup for more brainstorming, taking into account any new information.

3) Apply new innovations as indicated. 
  Session 3

1) Map the new, revised process.
2) Document any procedures related to this new process.

3) Distribute the new process model to outside constituents to obtain feedback.
4) Incorporate feedback as appropriate.

5) Finalize the written process and all procedures related to it.

6) Set up ongoing measurement, monitoring, and reporting mechanisms.
The Wrap-Up Phase
1) Project Wrap-Up

a. What feedback did you receive from other constituents about the new process?

b. Did you end up incorporating any of their suggestions into the new process?

c. Is the new process well-documented? If not, what is missing?

d. Do you have a reliable means of measuring the critical aspects of this process?

e. Who will review the measures? How will the information be distributed? 

2) Project Postmortem

a. What was the most valuable aspect of the Kaizen Event?

i. For you personally?

ii. For the company?

iii. For the customer?

b. Could you see yourself applying this process to other areas of the company? If so, which ones? 
c. Compare/Contrast the Kaizen Event protocol from other change efforts your company may have followed in the past.   
3) Commit to revisit the new process model and the measures associated with the new model at an appropriate time (1 month – 1 quarter).
a. When does it make sense to revisit the newly implemented process so as to evaluate its success?

b. Which specific aspects of the process will be evaluated? 

c. How will we capture feedback and ongoing suggestions for improvement relating to this process? 
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