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Overview of the Session

• Very Brief summary of what 5s is and where it came from

• How does it fit with the larger LEAN / C I Framework

• Where to Start 5s / how to Launch it or Sell It

• Step through each of the stages of 5s and highlight some tips for 
success

• Q&A



Why 5s & it’s Origins

• 5s is one of the many tools in the LEAN toolbox 
and the 1st one you should use.

• 5s’s focus is about eliminating waste & is a great 
way of introducing the thinking around waste.

• It’s simple(ish) to put in and quick to do

• It’s an incredibly visual process

• It will improve quality, delivery, safety, machine 
maintenance and staff moral!*

• 5s is actually just basic Industrial Engineering!

5s Origin

It was originally 
started in the US by 

Henry Ford as 
CANDO (Cleaning up, 

Arranging, Neatness, 
Discipline and Ongoing 

improvement) before 
being adopted as 
Japanese 5s by 
Hiroyuki Hirano.

*results may differ if management are not on board.



5s is about Removing Waste!
• With 5s you can

1. Reduce space for WIP = less WIP = Less DEFECTS

2. You can’t store as much so no Over production

3. Things are where you need them = less (no waiting)

4. Everyone is involved

5. Since everything has a place you have less 
transportation

6. Now everything is moving faster you need less 
inventory

7. Because you did the sort you don’t have as much 
motion because again, things are where you need 
them.

8. Since you now have room to ensure the standards are 
clear on what is required you have less extra 
processing



How Does It Fit With LEAN
• Hopefully it’s clear here, it’s a 

foundational element of LEAN.

• We encourage any organisaton who 
wants to become LEAN to start with 5s.

• It builds the new thinking and tests the 
organisations real desire to go LEAN 
without injecting too much time or cost.

• It is 100% aligned to PDCA



The Mythical 6th S -
Safety

• There is no 6th S… only 5

• Safety should never be split out 
from your thinking

• If you intend to have a safety 
culture then it needs to be part 
of everything you do by default.



Hints for Implementation



Selling to the Organisation

• You are going to have to sell why you are 
doing this so at every level base your pitch 
on WIIFM – What’s In It For Me

• Make it clear you can only move forward 
with the Snr Mgt involved

• Design a communication plan for the 
project – who needs to know what, when, 
why and what outcome do you need

Only Move Forward If…

• You have Snr Mgt On 
board & involved!

• You have a budget

• You have agreed 
resources



Examples of Benefits

• Reduction in Safety incidents – slips, trips, falls, cuts, MTI / LTI

• Increase in throughput within the process

• Reduction of WIP (this is a big driver of throughput increase)

• Reduced Maintenance costs

• Improved accountability

• Improved Visual Factory

• Improved Morale



Think Crawl, Walk then Run
• Start small, not as a big bang

• You should pick only 2 areas to start the 
project 
• 1 in the Office (ideally of the sponsor) 

• 1 in the factory / main work space.

• Be picky about who you involve in the 
pilot program

• If they don’t know each other have a 
pizza launch



Before You Start – make a plan!

Set in 
Order

Sort

Shine

Standardise

Sustain

• 5s is a step by step not all at once! you need to work through 

each of the 5 steps fully before moving on to the next.

• Expect to spend a longer time than you think in the 1st 3 steps

• Go for the Goldilocks Approach – i.e. do not pick the worst area 

or the best area to start the improvement, find somewhere that is 

about average.

• Ensure you have Space, Floor Marking Tape (a range of sizes), a 

Laminator, a label maker and a company Colour Scheme



Colour Schemes
• Use tape to make clear what area’s 

are for
• Plan what your colours will indicate and 

publish that.

• Here is a typical example of a colour
scheme for floor / area marking

• The idea is to be able to look and 
know what something is within 3 
seconds!



Timeframe – it’s not a 1 day thing

Training Time (days)

Doing Time (days)

1 day

2-3 days

0.5 days

1 day

0.5 days

1 day

2-3 Week 

Gap
Gap Between Steps

4- 6 Weeks

Gap

6 Months – Revisit!!!!



Turn Training into 
Games To Sell & Learn
• Gamification - There is a whole heap 

of research that tells us people learn 
faster if they are actively engaged 
and quicker still if it’s a game.

• Games don’t have to be really 
expensive.

• Example… Put these numbers in 
order..
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Why The Game Works

• Starts off really really messy but all the 
information you need is right there.

• As you step through you each of the 5s steps you 
get quicker & the result gets easier to achieve.

• People are interacting with each other & joking, 
how many did you get etc.. There is competition

• If you can dish out chocolate fish for the winner 
at the end even better.



Sort – Get Rid of what Isn’t needed

• This is a challenging step you are asking 
people to move out their comfort zone.. 
be patient (ish)

• Photograph the area before you start!!!

• Don’t start until you are ready to do the 
entire SORT step in one go!

• Have LOTS of red Tags & Red Tag 
Area ready

• Ideally Empty everything out the area you 
are Sorting and have it justify it’s way 
back in.



Red Tag Area
• Make the Red Tag Area Highly 

Visible & Smaller than you think 
you need!

• Set the Criterial on what gets red 
tagged and how it gets assessed

• Keep a log of what you are putting 
in there (just in case it escapes!)



Evaluate the Actions To 
Be Taken
• For each tagged item record the decision that has been 

taken.

• Keep – find a new location close by, in storage

• Disposal (Sell or Scrap)

• Always do this by agreement with both the team & other 
interested parties. 

• Allow 2-3 days for people to review the proposed actions 
& sign off on them before executing the action

• Update your Log!



WeeklyWeeklyDaily

Set In Order

Hrly

Zone Method for putting stuff back

Daily

Weekly / Monthly

Never

• If it’s not in the green zone don’t let it in the area!

• Group things in a sensible order in size!

• The rest should be placed further away in zones 
as shown.

• Think about ergonomics as you put stuff back. 

• For parts think about how many parts per day are 
needed.. That’s your max qty at the work place, 
ideally do half a day or less!

– Arrange carefully and productively



Shadow Boards

Mobile Tools Solution

Cleaning Options

Work Area Tools



Office Space
• Don’t go silly… putting tape

around the keyboard and phone
and mouse is too far!

• Run tape diagonally across files –
this ensures they are in order

• Use foam to create a drawer tidy
that only holds what you need

• Arrange the cabinets so everything
has a place.



Shine
• Now that all the clutter has gone you can see where needs to be cleaned.

• Again grab the camera and photograph the area, look for every hidden bit of dirt, 
oil spill the works.. Get down on your knees and find it! Now you have a before 
image.

• Clean everything, where there were oil spills either draw round that area with 
chalk or paint or place paper there – this lets you see if it comes back. If it does 
Maintenance needs to find & fix the source – Tag it and record it.

• Identify what is driving the dirt and try to eliminate it, if you can’t how often do 
you need to clean ?

• Set up a cleaning routine and some base Operator Level Maintenance (OLM) you 
actively need to plan time into the peoples day to carry out the cleaning.

- Clean and inspect



Capture what you 
have achieved!
• Again Go Photograph the area that you 

HAVE improved!

• This gives you a record of where you are 
now and sets the benchmark for the next 
stage.

• It lets you check if anything has snuck 
back in!! Or if cleaning has deteriorated.

• Use it as part of your Sales Pitch for the 
next area.



Standardise 
- Turning Your Good Practices into Great Habits

• The Hardest of the 5 steps! But this is 
the real goal of the 5s program, it’s 
the prize, without it you are just 
tidying up.

• Your aim is to created conditions that 
make it obvious when something is 
out of place and make it easy to stick 
to the agreement with the operator for 
the cleaning & OLM.

• Use visual aids to make clear what is 
expected



A Cable Plant Example



Before & After for Wood Storage



Operator Level Maintenance
• Get the maintenance team involved to help 

design Operator Level Maintenance that they 
team can do with basic level training

• Get them the tools to do it safely.

• Have it visually displayed at the work place and 
something that can be ticked off and audited!

• This helps build a sense of ownership in the area 
and improved reliability in equipment – less 
downtime!

• Speeds up time to repair as the operators start 
to be able to do minor fixes themselves. = more 
up time



Sustain (rhymes with TRAIN!)

• This is all about embedding the new culture.

• You need to put in formal systems that 
helps you compare against the now 
accepted Std.

• Task routines

• Audits

• Regular Training & Coaching

• Make all results of audits public!!!!
• Put charts up on your 5S wall to show how each area 

is doing.. Don’t hide anything!



Auditing
• Auditing needs to be done and scores 

published.

• Decide on the frequency of the audit based on 
how embedded the process is in THAT area.

• Have people outside the area do the audit

• Audit against the std that you have set & 
captured images for.

• Raise non conformance / improvement 
notices, near misses etc as part of as a result 
of the audit.

• You can do this on paper or if you have 
MANGO actually do it on there on your 
Mobile!



Key Hints

• Empty the Area

• Control red Tag Area

• Do 2 Zones

• Mix The Teams

• Be Ruthless!

• Ergonomics!!!

• Limit WIP

• Dispose!!

• Set Routines

• Allocate Time

• Train on Basic Maint

• Document

• Be Visual

• Lots of Discussion

• Audit

• Be Visual

• Be Firm

Always remember you are IMPLEMENTING not INFLICTING 5s!



Questions


