
First company walkthrough

During the company walkthrough the following 
information should be collected:

•Key company information

•Description of products

•Description of process and utilities

• Input/output data

•Priorities and first options

This stage will be completed in desk research. 



What do look at during the walkthrough?

•Non-productive output (types of 
waste, amount of waste on the 
process level, by-products)

•Waste containers
• Examine contents to find items that 

don´t belong into this container 
• Look for things that are not supposed to 

be thrown away



What do look at during the walkthrough?
• Heating system (piping, leakages, insulation, 

boiler, quantities of fuel,  type, prize)

• Energy losses (waste heat, condensate losses, 
broken trays)

• Air conditioning system (insulation, compressor, 
...)

• Compressed air system (leakages, compressor, ...)

• Water preparation and distribution (Leaking 
valves, tanks and pipes)

• Metering equipment - are energy, water meters 
installed?  



What do look at during the walkthrough?

• Storage of chemicals

• Handling and dosage of chemicals, 
leaks, quantities, cost

• Emissions to air (e.g. boilers)

• Wastewater and waste water 
treatment



What do look at during the walkthrough?

Plants and machinery (follow the process flow):

• Type

• Design

• Age

• Maintenance

• Control

• General impression

• Consumption of energy, water

• Waste generation per plant, type and quantity

Source: Stock-foto



Questions you should ask
• Who – Who is involved in the processes? Who provides input for 

the process? 

• What – What are the inputs and outputs, including non-
productive output, of the process? What are the reasons for 
inhabitation of the flow or waste production?

• Where – Is the working area in line with 5S? Where are the 
necessary materials and equipment conveniently located? Where 
does the damage and non-productive output come from?

• When – Are process inputs available when needed? Is there a 
constant process flow, batches or are there open loops? Are 
materials missing or over expiring? How frequently is cleaning 
done?

• Why – Why are you doing the work in this way? 



After the walkthrough

• Summarize the observations

• Set priorities for further detailed elaboration (processes with high 
amounts of waste, high energy consumptions, high water 
consumptions, etc.) for doing a root cause analysis.

• Define small improvement projects: Define the problem, have a 
person in charge, define a timeline, define the desired output

• Follow-up with the employees, share the observations and the 
outcome of the Gemba walk and communicate the next steps to 
the participants of the walk and the employees. 

• Sometimes the results of a Gemba walk will immediately induce the 
implementation of improvement options. Start with the 
implementation.   



Group Work

• Topics for the root cause analysis:

Group 1:

• The steam boiler consumes too much natural gas.

Group 2:

• The air compressors have an increasing electricity demand.

• Topics for the option generation:

Group 3:

• The number of occupational accidents with chemicals is increasing.

Group 4:

• Tank cleaning is consuming too much water.



The rules for the group work

• Any kind of criticism is strictly forbidden

• No limits to creativity

• Quantity comes before quality

• Present the problem

• Encourage the flow of ideas

• Record the ideas



Solutions



Group 1: Boiler



Group 2: Air compressor



Group 3: Accidents



Group 4: Cleaning
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