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Country Style Cooking Restaurant
Sichuan Style
More than 100 million Customers a Year



做一顿好吃的饭，
让离家在外的人感受到家的温暖。

Make a delicious meal，
and let the people who leave their 
homeland feel the warmth of home.

1996年
一个厨师的初心 In 1996，

the Initial Heart of a Chef is this.
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These successful restaurants are not foreign fast food, but 
Sichuan style fast food of CSC.



23年
23 Years
796 Stores796家

#全部直营连锁#
all company-owned



泡椒牛肉饭
Pickled Pepper Beef Rice

年销量超500万份
Selling more than 5 million portions a year

@招牌产品
Signature product

选用“川厨之乡”眉山老坛泡椒



酸菜肉丝米线
Sauerkraut, shredded pork and rice noodles

年销量超320万份
Selling more than 3.2 million portions a year

自家纯酿米线
天然0添加

@招牌产品
Signature product



“CSC Internet Restaurant” is a 
restaurant under the CSC
brand, mainly with takeaway 
and new retail business.
Through standardization, 
intellectualization and fewer 
people's design, we can 
create a brand new Internet 
experience.

“乡村基互联网餐厅”是
乡村基品牌旗下，以外
卖及新零售业务为主的
餐厅。通过标准化、智
能化、少人化的设计，
打造全新的互联网体
验。



互联网餐厅的精益实践

现场观察
On-site observation

Lean Practice of Internet Restaurants



现场观察流程
On-site Observation Process

定点观察30分钟 30分钟30个问题

花30分钟对发现的其中一
个问题进行5W找到真因

按照重要程度排序
并说明为什么

（先选出最重要的5个）

确定下一次
观察改善的时间

制定改善计划并形成目视
化PDCA

Site-fixed observation 30 
minutes

30 minutes find 30 questions

Sort by level of importance And explain 
why. (Select the 5 most important first)

Spend 30 minutes on one  of the 
problems found using the 5W
model for analysis and find the 
real reason

Determine the time for 
next observation 
improvement

make the improvement
plan and dashboard



观察注意事项 Notes

1、Remain neutral 保持“透明人”角色
2、Independent observation观察期间观察人须独立观察，相互之间不做交流
3、Asking but not commenting如有不明事项，可以询问员工了解情况，但
是不做评论和指导
4、Site-fixed observation只能在指定区域观察
5、Record all questions记录观察到的所有问题，不要假设此问题无法解决而
不做记录
6、Store Manager Completes Independently店长整个从观察到分析问题、行
动计划全部独立完成，过程中不允许有其他人指导
7、Observation in four working areas每个组分为四个观察点：店外、大厅及
出餐区、打餐区（含洗碗区）、厨房（含加工区、库房）
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How to Clean the Oily Ground
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Shorten the waiting time for steak Adjustment of operational circulation



原来餐厅长条桌横
放在餐厅中间，顾
客和骑手进店需要
绕过桌子才能到取
餐区，调整后长桌
竖放，顾客和骑手
可以从门口径直走
到取餐区，方便快
捷。

Reasonable 
store table and 
chair placement 
for efficient 
meal taking



写字楼门店的改善
Improvement of office stores



1入店 2排队 3点餐 4排队 5取餐 6入座 7用餐 8滞留步骤

10秒内 4分 1分 4分 1分 1分 16分 1分内
时间
28分

顾客价值顾客时间浪费区（取消或减少）

1.Enter the store 2.Line up 3.Order 4.Line up 5.Pick up the order 6.Seated 7.eating 8. strandingSteps

Time
28mins

In 10s 4 mins 1 min 4 mins 1 min 1 min 16 mins In 1 min

Customer ValueCustomer‘s Time-wasting areas（cancel or reduce）
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调整前
before adjustment

调整后（手机点餐不排队）
实现无收银机餐厅

after adjustment(mobile ordering)



动线优化（滑轨）
optimization of the operational circulation

自助收盘
Self-service placement tray

其它改善：
1.设计盖浇饭；
2.拆分双人座；
3.专人帮拼桌。

Other improvements：
1.Design the Donburi

2. Split up the twin

seats

3. designated person 

responsible for share

tables

减少走动
Reduce walking

850



before adjustment

after adjustment

Table Turnover Rate Seats ReceptionsTime spent
by customer



互联网餐厅的精益实践

消除浪费
Eliminating wastes

Lean Practice of Internet Restaurants



移动的浪费，人围着设备转动
Waste caused by personnel movement

moves around the machine

“回“形设计，避免移动
Design “回” shape
to avoid movement

before adjustment after adjustment



顾客接近度低，无效面积大，堂食、外卖
动线交叉

多余面积不装修，方便全时段经营，减
少动线交叉

before adjustment after adjustment



互联网餐厅的精益实践

可视化管理
Visual management

Lean Practice of Internet Restaurants



原来我们餐厅伙伴为了
自己方便，外卖装好后
随手放到保温柜里，结
果骑手每次需要好长时
间才能找自己接的单所
对应的外卖餐，而结合
精益管理中“下一个工序
，是上一工序的顾客”的
这一观点来看，显然我
们的顾客“骑手”这样找
是不方便的，所以我们
要为顾客着想，看看我
们现行的标准是不是有
问题？

Make delivery men 
work more convenient.



before adjustment after adjustment

Material information is not clear
Material information is clear.



每次进货都超量，摆放混乱，拿取耗时
Over-ordering and disorderly placement

可视化后：订货精准，摆放明确，效率更高
The order is correct and the place is clear.

before adjustment after adjustment
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蒸饭关键点提炼及可视化
Key Point



蒸饭关键点提炼及可视化
Key Point



蒸饭关键点提炼及可视化
KeyPoint



感谢聆听！
Thanks！


