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Project Title:

Improving Customer Satisfaction by 

Reducing Defects and Turnaround 

Time in the Custom Cake Process



Clarifying the problem & Setting the Project Goal

VOC to CTQ

1. Speed: Customer dissatisfaction increases significantly when wait times feel "too long." Keeping 

the process under 30 minutes was critical to maintaining a positive customer experience.

• Upper Specification Limit (USL from VOC): 30 minutes

• Orders ≤ 30 mins (compliant)
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2. Quality: Every order must be correct. 

• Customer Spec = 0 defects per order (100% first-pass design accuracy)
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Project Goal
1.Reduce the average turnaround time to ≤ 33 

minutes.

2.Reduce "Wrong Design Execution" defects by 

90%.

• To be completed by the end of Q3 2025.



Project Scope:

• IN SCOPE: The entire custom cake 

process, from the moment a customer 

begins their order to the moment they 

receive the final cake.

• OUT OF SCOPE: Standard, non-

customized product sales, supplier 

contract negotiations, and store 

marketing activities.

• High-Level Process Map (SIPOC):

• Process: 1. Take Order -> 2. Design 

Consultation -> 3. Bake Cake -> 4. 

Decorate Cake -> 5. Final QC -> 6. 

Handover to Customer.

The Project Scope using SIPOC diagram
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Quantify how bad the problem really was

1. TIME related customer concerns using Histogram (Baseline 

Performance)
The Histogram of our 28 turnaround times showed a highly variable and 

unpredictable process. The average time was 42.3 minutes, and the shape was wide 

and inconsistent, proving we could not reliably meet customer expectations.
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Quantify how bad the problem really was

2. QUALITY concerns using Pareto Analysis (Baseline 

Performance)
7 quality defects were analyzed using a Frequency Table

Measure Phase

This data gives us definitive proof that we must focus our improvement efforts on fixing 

these two critical problems first - Top defect is Wrong Design/Theme Execution



Mapping the current state using a Value Stream 

Map (VSM)

• VSM showed 13.9 minutes of Non-Value-Added (NVA) wait time, dragging our Process Cycle Efficiency down to 76%

• The most significant delays were bottlenecked in Step 2 (Cake Design) due to long customer approval cycles, and in Baking due

to equipment waiting

• The VSM waste boxes revealed hidden defects in the form of "spec misunderstandings," "redesign due to theme error," and 

"clarifying specs during decoration." These are process defects (rework and over-processing)
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Finding the Root Cause – Time & Quality Aspects

Root Cause Analysis via 5 Whys

Process was simply not designed to handle complex visual requirements. It 

lacked a formal, system for capturing and verifying a customer’s cake design

Analyze Phase



Designed a solution to fix the process at its source

After brainstorming several options, we used a Solution Selection Matrix to choose the 

most practical and high-impact solution

Project: 1. Standadized Visual Order Process, 2. Process Flow Redesign 3. Enhanced Staff 

Training
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Designed a solution to fix the process at its source

We implemented a "Standardized Visual Order Confirmation Process" at a dedicated 

station for special orders. This system includes:

1.A simple, stand-alone tablet.

2.A digital form where we can create a digital sketch and attach the customer's reference 

photo.

3.A mandatory digital customer sign-off to confirm the visual plan is 100% correct before 

it is sent to the kitchen.

Improve Phase
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Simulation - ran a one-week pilot of the new system

Reduction in Average Time: The height of the 

bars shows a significant drop in the average turnaround 

time, from 42.3 minutes down to 31.5 minutes. The 

"After" bar is now comfortably below our project goal 

line of 33 minutes. This proves our solution was 

effective at making the process faster on average

Significant Improvement in Consistency: 

The black "error bars" (which represent the standard 

deviation, our measure of variation) are much smaller 

on the "After" bar. This is statistical proof that our new 

process is not only faster but also much more consistent 

and predictable. (Note: The one outlier of '45' in our 

'After' data makes the standard deviation higher than it 

would be otherwise, yet it is still a major improvement).

Improve Phase



Sustaining the Gains

Control Phase
YOUR TEAM NAME HERE 
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To ensure these improvements are permanent, we've implemented a robust Control Plan



Monitoring Plan

We will track the "Wrong Design Execution" defect rate weekly on a Control Chart. If it rises 

above 1%, the Shop Manager is required to investigate immediately

Control Phase
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Conclusion: new process 

is generally performing 

well and is stable, but a 

special cause of variation 

occurred on Day 16.

Control Plan: Check Day 

16 and ask: What was 

different? Was a new 

employee working alone? 

Did a key piece of 

equipment have a minor 

failure? Did an unusually 

complex order come in 

that the new process 

couldn't handle?
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