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EFWA EXCELLENCE HUB     Level 2 · Culture
Gemba Waste Walk Checklist
Go to where the work happens: observe, ask, and act on waste at its source

	New to this? Start here
“Gemba” is a Japanese term meaning “the real place”, where work actually happens. A Gemba walk is a structured walk of the floor to see waste first-hand and hear from the people doing the work. It differs from an audit (L1.03): an audit is a one-off scan; a Gemba walk is a regular habit, usually weekly, focused on improvement.



How a Gemba walk differs from an audit	Audit (L1.03)
	Gemba walk (this tool)

	One-off or occasional
	Regular, usually weekly

	Find hotspots to measure
	Drive continuous improvement

	You look and record
	You look, ask operators, and assign a fix

	Whole site in flow order
	Often one area, in depth



	Walk led by
	  [ CLIENT TO COMPLETE ]

	Date / time
	  [ CLIENT TO COMPLETE ]

	Area walked
	  [ CLIENT TO COMPLETE ]



Before you start1. Walk at a normal operating time, not when the line is stopped or spotless.
1. Observe first, then ask. Ask operators what causes waste; don’t tell them.
1. Close out last walk’s action before starting a new one, credibility depends on follow-through.

	The one rule that makes Gemba work
Ask, don’t tell. The people doing the job know where the waste is. Your job on the walk is to ask good questions and remove the blockers they name, not to hand down instructions.



At each station, ask and record	Station
	What causes waste here? (ask the operator)
	Quick-win idea

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 



Good questions to ask operators1. “What gets wasted here that frustrates you?”
1. “If you could change one thing about this station, what would it be?”
1. “What causes the most rework or rejects?”
1. “Is there anything you do that feels wasteful but you’ve been told to do?”

One improvement from this walkLeave every walk with exactly one committed improvement, more than one and none get done.
	Improvement to make
	  [ CLIENT TO COMPLETE ]

	Owner
	  [ CLIENT TO COMPLETE ]

	Due date
	  [ CLIENT TO COMPLETE ]



	A walk that worked
On a bakery line, the supervisor asked the packer what frustrated them. Answer: “The first 20 loaves each morning are always misshapen, the oven’s not up to temp.” Nobody had logged it because it ‘wasn’t anyone’s job’. Fix: a 10-minute earlier oven start. Result: ~100 loaves/week saved, from one question.



	Using this document
Yellow highlighted [ CLIENT TO COMPLETE ] fields are for you to fill in with your own information. Everything else is ready to use as-is.
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