The Complete Guide to 5S in Lean Six
Sigma

This comprehensive guide explores the 5S methodology within Lean Six Sigma, providing detailed
explanations, practical scenarios, and implementation strategies across various industries. Discover how
this powerful organisational framework can transform workspaces, improve efficiency, and support
continuous improvement initiatives.
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The 58S Principles: Overview 7

The 5S methodology represents a systematic approach to workplace organisation that has become
fundamental to Lean Six Sigma implementation worldwide. Originating from Japanese manufacturing
practices, particularly within Toyota's production system, 5S has evolved into a globally recognised set of
principles that transcend industry boundaries.

At its core, 5S consists of five sequential steps, each beginning with 'S' in Japanese: Sort (Seiri), Set in
Order (Seiton), Shine (Seiso), Standardise (Seiketsu), and Sustain (Shitsuke). These principles create a
framework for establishing and maintaining an efficient, safe, and productive work environment—whether
on a factory floor, in an office setting, or within a service industry.

The beauty of 5S lies in its simplicity and adaptability. While initially developed for manufacturing
environments, organisations across healthcare, education, retail, technology, and even government sectors
have successfully implemented these principles to achieve operational excellence. By systematically
addressing workplace organisation, 5S eliminates waste, reduces variation, and creates standardised
conditions that support higher quality, improved safety, and enhanced productivity.

b

Sort (Seiri)

Remove unnecessary items from the workspace

== Setin Order (Seiton)

Arrange items for maximum efficiency

&8 Shine (Seiso)

Clean the workspace thoroughly

Standardise (Seiketsu)

Develop consistent procedures

Sustain (Shitsuke)

L3

Maintain the system over time



The Role of 5S in Lean Six Sigma Projects

Within the broader context of Lean Six Sigma methodology, 5S serves as a foundational tool that creates
the necessary conditions for successful process improvement. Most commonly deployed during the
"Improve” phase of the DMAIC (Define, Measure, Analyse, Improve, Control) cycle, 5S prepares the physical
and organisational environment for implementing sustainable solutions.

When a Lean Six Sigma project team analyses a process and identifies opportunities for improvement, 5S
often becomes the first practical step in transformation. By creating organised, standardised workspaces,
teams establish a stable platform from which to implement more sophisticated process changes. The
visual clarity created through 5S makes abnormalities immediately apparent, supporting the Six Sigma goal
of reducing variation and defects.

Furthermore, 5S directly addresses several forms of waste identified in Lean thinking. The elimination of
unnecessary items (Sort) reduces inventory waste. The efficient arrangement of necessary items (Set in
Order) minimises motion and transportation waste. Regular cleaning and maintenance (Shine) prevent
defects and equipment failures. Standardisation ensures consistency across shifts and team members,
whilst the Sustain phase embeds these practices into organisational culture.

By implementing 5S before other Lean Six Sigma tools, organisations create an environment where waste
is visible, standards are clear, and the workforce is engaged in improvement activities. This preparatory
work significantly increases the likelihood of success for more complex process improvement initiatives
and helps build momentum for continuous improvement efforts.
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Step 1: Sort (Seiri) Explained

The first pillar of the 5S methodology, Sort (Seiri),
focuses on identifying and eliminating
unnecessary items from the workplace. This
critical first step creates the foundation for all
subsequent 5S activities by clearing the physical
space of clutter and retaining only what is
essential for current operations.

At its essence, Sort involves systematically
evaluating every item in the workspace and
making deliberate decisions about its necessity.
Team members must honestly assess each tool,
component, document, equipment piece, and
supply against clearly defined criteria: Is this item
used regularly in current processes? Does it serve
a specific, valuable purpose? If the answer is no,
the item should be removed from the immediate
work area.

A common technique used during the Sort phase
is the "red tag" strategy. Items of questionable
value are marked with red tags, indicating they
need further evaluation. These tagged items are
often moved to a designated holding area for a
predetermined period. If they remain unused
during this time, they are permanently removed,
repurposed, or disposed of appropriately.

Benefits of effective sorting:

¢ Increased available workspace through
removal of unnecessary items

¢ Reduced time spent searching for needed
materials and tools

¢ Improved visibility of important equipment and
components

o Decreased safety hazards from clutter and
obstructions

¢ Simplified inventory management and reduced
capital tied up in unused items

¢ Enhanced focus on value-adding activities
without distractions

The Sort phase often reveals surprising insights about accumulated waste and unnecessary items that

have been retained "just in case." By challenging these assumptions and creating a leaner workspace,

organisations set the stage for more efficient operations and prepare for the next 5S step: Set in Order.
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Scenario: Sort in a Hospital

St. Mary's General Hospital faced significant challenges in their emergency department, where medical

staff consistently reported difficulty finding critical supplies during urgent situations. Response times were

being affected, and patient care was potentially compromised due to disorganisation. The hospital's Lean

Six Sigma team identified the supply rooms as a prime candidate for 5S implementation, beginning with a

thorough Sort phase.

The team assembled a cross-functional group including nurses, physicians, supply chain specialists, and

administrative staff to evaluate every item in the department's three supply rooms. They established clear

criteria for necessary items: those used at least once weekly would remain in primary storage, those used

monthly would be kept in secondary storage, and those used less frequently would be relocated to central

hospital stores.

The Sort Process:

1. Allitems were initially red-tagged for
evaluation

2. Staff logged usage over a two-week period

3. Items were categorised as "frequent use,’
"occasional use," or "rarely used"

4. Expired medications and supplies were
identified and properly disposed of

5. Duplicate equipment was consolidated

6. Broken or obsolete items were removed

Results After Sorting:

e 25% reduction in total inventory items

* |dentification of £12,500 worth of expired
supplies that would have been discarded

¢ Recovery of 30% more usable floor space

» Discovery of several pieces of specialised
equipment thought to be missing

¢ Elimination of 15 duplicate items that were
unnecessarily reordered

The Sort phase revealed that 40% of items in the supply rooms were either expired, obsolete, or used less

than once per quarter. By removing these unnecessary items, the emergency department created clear

space for reorganisation in the subsequent Set in Order phase. Nurses reported immediate benefits, noting

they could more easily see and access frequently used supplies without having to sort through clutter. The

hospital administration was particularly impressed with the financial savings from preventing unnecessary

reordering of supplies that were actually in stock but previously difficult to locate.



Step 2: Set in Order (Seiton) Explained

Following the completion of the Sort phase, which removes unnecessary items from the workspace, Set in
Order (Seiton) focuses on organising the remaining essential items in the most efficient manner possible.
This second pillar of 5S establishes a logical, ergonomic arrangement that minimises wasted motion and

maximises productivity.

The guiding principle behind Set in Order is "a place for everything and everything in its place." This means
creating designated locations for all necessary items based on frequency of use, sequence of use, and
ergonomic considerations. ltems used most frequently should be positioned within easy reach, while those
used together should be stored near each other to reduce unnecessary movement.

Key Techniques in Set in Order:

e Shadow boards: Outlines showing where tools | |
belong & . " | | I:i‘::“:‘i‘; Ir |
o Labelling systems: Clear identification of : |

storage locations

e Colour coding: Visual organisation system for
quick identification

» Floor marking: Designated areas for
equipment, materials, and walkways

» Point-of-use storage: Keeping items near
where they're needed

e First-in, first-out (FIFO) lanes: Ensuring proper
inventory rotation

Effective implementation of Set in Order requires careful analysis of workflow and process requirements.
Teams should map movement patterns, identify high-frequency tasks, and design the workspace to
support these activities with minimal waste. This often involves creating spaghetti diagrams to visualise
current movement patterns and then redesigning layouts to reduce unnecessary travel.

The benefits of proper Set in Order implementation extend beyond mere tidiness. By strategically
positioning tools, materials, and information, organisations can significantly reduce motion waste,
minimise search time, improve process flow, and enhance safety. Workers spend less time hunting for what
they need and more time on value-adding activities. Additionally, the visual clarity created through Set in
Order makes abnormalities immediately apparent—if something is missing or out of place, it becomes
obvious at a glance.

"If you can't find it in 30 seconds, it's not Set in Order."

This phase lays the groundwork for standardisation by establishing clear expectations for where items
belong and how the workspace should be maintained. With a well-executed Set in Order phase,
organisations create an intuitive, efficient environment that supports quality work and prepares for the next



Scenario: Set in Order in Automotive
Assembly

At Sheffield Precision Motors, a manufacturer of custom automotive components, the assembly line for
fuel injection systems was experiencing significant inefficiencies. Workers frequently spent valuable time
searching for tools, components often got mixed up between stations, and the workspace arrangement
caused unnecessary movement. After completing a thorough Sort phase, the team moved to implement
Set in Order principles to transform their assembly process.

The improvement team began by conducting a detailed workflow analysis, tracking the movement patterns
of workers during typical assembly operations. They created spaghetti diagrams that revealed extensive
back-and-forth movement as workers retrieved tools and components. Time studies showed that operators
spent an average of 12 minutes per shift simply searching for the right tools or materials—representing
nearly 3% of total production time.

Set in Order Implementation Steps: Results After Implementation:
1. Installed custom shadow boards at each e 85% reduction in tool search time
workstation designed around the specific tools « 7% increase in overall productivity

needed for that station's operations . e .
¢ Virtual elimination of incorrect component

2. Created colour-coded zones on the floor to usage

designate material staging areas, work-in- . ) ) _
g ) g .g. e 42% reduction in walking distance per shift
progress locations, and finished goods

placement ¢ Decrease in ergonomic complaints by 30%

. . . . o
3. Implemented point-of-use storage for Improved quality metrics with 23% fewer

frequently used components, positioning them defects

within arm's reach of where they would be used

4. Established visual indicators for
minimum/maximum inventory levels

5. Designed angled racks for component delivery
that utilised gravity feed for automatic FIFO
rotation

6. Installed adjustable workbenches to
accommodate different operator heights and
improve ergonomics

One particularly effective innovation was the introduction of mobile tool carts that moved with the
assembly line flow, ensuring that specialised tools were always available at the exact point of use. The
team also established a daily verification process where operators would check their workstations against
a visual standard to ensure all items remained in their designated locations.

The transformation was dramatic—not only in terms of measurable productivity improvements but also in
worker satisfaction. As one senior assembler noted, "Before, | spent half my day looking for the right tool or
walking across the floor to get parts. Now everything | need is right where | need it, when | need it. It's made



Step 3: Shine (Seiso) Explained

The third pillar of 5S methodology, Shine (Seiso), focuses on systematic cleaning and workplace
maintenance. Far more than basic housekeeping, Shine establishes cleanliness as an operational
imperative that supports equipment reliability, product quality, and workplace safety. This critical step
builds upon the foundation laid by Sort and Set in Order, ensuring that the organised workspace remains in
optimal condition.

At its core, Shine involves three primary activities: cleaning, inspection, and correction. The cleaning
process removes dirt, dust, debris, and contaminants from all surfaces, equipment, and tools. This physical
cleaning simultaneously serves as an opportunity for inspection, allowing workers to identify potential
issues such as leaks, cracks, loose parts, or other abnormalities that might lead to equipment failure or
quality problems. When issues are discovered, corrective action is taken immediately or scheduled
appropriately.

Key Elements of Effective Shine
Implementation:

» Establishing clear cleaning standards and
expectations

o Developing regular cleaning schedules with
assigned responsibilities

¢ Creating cleaning procedures that include
inspection points

» Providing proper cleaning tools and supplies at
point of use

 Identifying and addressing sources of
contamination

e Implementing preventive maintenance
schedules

¢ Documenting cleaning and inspection results

The benefits of a robust Shine programme extend far beyond aesthetic appeal. Regular cleaning and
inspection significantly reduce equipment breakdowns by catching potential issues before they cause
failure. Product quality improves as contamination sources are eliminated. Workplace safety is enhanced
through the removal of slip, trip, and fall hazards. Additionally, a clean, well-maintained environment
contributes to higher employee morale and professionalism.

In many organisations, Shine becomes the most visible evidence of 5S implementation and serves as a
daily reinforcement of the programme's importance. By incorporating cleaning into regular work routines
rather than treating it as a separate activity, organisations establish cleanliness as a fundamental aspect of
the job rather than an additional burden.

"Cleaning is inspecting; inspecting is detecting; detecting is correcting."
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Scenario: Shine in Food Processing

Yorkshire Gourmet Foods, a medium-sized producer of premium ready meals, faced increasing concerns

about product quality and food safety compliance. Audit results had identified several instances of

potential cross-contamination risks and inconsistent cleaning practices across different shifts.

Management recognised that implementing the Shine component of 5S would address these issues while

supporting their food safety management system.

The company formed a cross-functional team including production staff, quality assurance personnel,

maintenance technicians, and food safety specialists to develop a comprehensive Shine programme for

their main production line. Their approach needed to be particularly rigorous given the high standards

required in food processing environments and the potential health risks associated with inadequate

sanitation.

Implementation Strategy:

1. Conducted a thorough deep cleaning of all
equipment to establish a baseline condition

2. Created detailed cleaning standards with
photos showing "clean” vs. "not clean"
examples

3. Developed colour-coded cleaning tools to
prevent cross-contamination between zones
(raw ingredients, cooked products, allergen
handling areas)

4. Established cleaning stations at strategic
locations throughout the facility with all
necessary supplies

5. Implemented a "clean as you go" policy for all
production staff

6. Designed inspection checklists that combined
cleaning with equipment condition verification

7. Installed cameras to monitor critical control
points and cleaning compliance

Outcomes:

97% reduction in foreign material
contamination incidents

50% decrease in equipment downtime due to
maintenance issues

Elimination of audit non-conformances related
to sanitation

Extended shelf life of products by an average
of 2 days

Identification of recurring issues with mixer
seals that had previously gone unnoticed

Improved morale among production staff who
appreciated the cleaner working environment

A particularly effective innovation was the development of "Shine and Check" cards attached to each piece

of equipment. These laminated cards included cleaning instructions, inspection points with photos,

acceptable parameter ranges, and a QR code that linked to training videos demonstrating proper

techniques. Production staff would scan the completed card after each cleaning to record compliance in

the digital tracking system.

The production manager noted: "Before implementing Shine, we were reactive in our maintenance

approach—fixing things when they broke. Now, our operators catch potential issues during their daily

cleaning routines. Last month, a line worker noticed unusual wear on a conveyor belt during cleaning and

rannrted it We wara ahle tn ranlace the nart diirina echeadiiled downtime rathar than avnariencinAa an



Step 4: Standardise (Seiketsu) Explained

The fourth pillar of 5S, Standardise (Seiketsu), represents the critical bridge between initial implementation
and long-term sustainability. Whilst the first three S's—Sort, Set in Order, and Shine—focus on physical
improvements to the workspace, Standardise creates the systems, procedures, and visual controls that
maintain these conditions consistently over time and across different areas of the organisation.

Standardisation transforms individual improvement activities into established workplace practices by
creating clear expectations, responsibilities, and verification methods. It answers the fundamental
questions: How should this area look? Who is responsible for maintaining it? How often should tasks be
performed? How will we know if standards are being met?

Key Components of Standardisation:

« Visual workplace standards that clearly depict
the "ideal state"

o Documented procedures for maintaining the
first three S's

¢ Assignment charts showing cleaning and
organisation responsibilities

e Checklists and audit forms for regular
verification

¢ Standard work instructions that incorporate 5S
activities

» Visual management boards displaying
performance metrics

* Regular management reviews of standards
compliance

One of the most powerful standardisation techniques is the creation of visual workplace standards. These
typically consist of photographs or diagrams showing how an area should look when properly maintained,
often with "before and after" comparisons to reinforce expectations. These visual standards are
prominently displayed in the work area, providing an immediate reference for anyone to determine if
conditions are meeting established requirements.

Standardisation also involves integrating 5S activities into regular work routines rather than treating them
as separate tasks. For example, machine operators might have daily startup and shutdown procedures that
include specific cleaning and inspection points. This integration ensures that maintaining workspace
organisation becomes part of the job rather than an additional burden.

The benefits of effective standardisation extend beyond maintaining physical improvements. By
establishing clear expectations and responsibilities, organisations reduce variation in how work is
performed, create consistency across shifts and departments, and make abnormalities immediately
apparent. Additionally, standardisation simplifies training for new employees by providing clear visual
references for workplace conditions and responsibilities.



Scenario: Standardise in Laboratories

Northwick Research Laboratories, a contract research organisation specialising in pharmaceutical testing,
had successfully implemented the first three S's across their analytical chemistry department. While initial
results were promising—with improved organisation, cleaner workspaces, and better equipment
maintenance—they noticed that conditions would gradually deteriorate between improvement events.
Different shifts interpreted requirements differently, and new staff members weren't consistently following
established practices. The team recognised the need for robust standardisation to sustain their gains.

Standardisation Approach: Key Innovations:

1. Created detailed visual standards for each
laboratory station, showing equipment
placement, proper labelling, and expected
cleanliness levels

2. Developed colour-coded responsibility
matrices assigning specific 5S tasks to roles

Digital "laboratory passports" that documented
standards for each workspace

QR codes on equipment linking to cleaning and
organisation protocols

Standardised chemical storage system with
visual indicators for inventory levels

ther than individual
ratherthan individuats ¢ Colour-coded zones for different types of

3. Integrated 5S requirements into standard laboratory activities

i for all lytical h
operating procedures for all analytical methods ¢ Daily stand-up meetings that included brief 5S

4. Established a laboratory-specific 5S audit form status reviews

with scoring criteria : .
g * Weekly cross-functional audits that rotated

5. Installed digital displays showing real-time responsibility among departments

compliance metrics by area
6. Implemented a system for recording and
addressing identified deficiencies

7. Created a certification process for "5S Lab
Technicians" who could train others

One particularly effective standardisation tool was the development of "5S Procedure Cards" for common
laboratory equipment. These laminated cards included photographs showing proper setup, storage, and
cleaning, along with checklists for verification. Each card was standardised across all similar equipment,
ensuring consistency regardless of which laboratory or shift was using the device.

The laboratory also created a "5S Certification Board" displaying the training status of each team member.
This visual management tool not only showed who was qualified to perform specific tasks but also created
healthy competition among staff to achieve higher certification levels. The board included photographs of
team members alongside their qualifications, reinforcing individual accountability for maintaining
standards.

Results were impressive—audit scores improved from an average of 65% to 92% within three months, and
more importantly, the improvements remained stable rather than deteriorating between formal audits.
Cross-contamination incidents decreased by 78%, and method transfer between laboratories became
significantly more reliable due to the standardised workspace arrangements.



Step 5: Sustain (Shitsuke) Explained ‘

The fifth and final pillar of 5S, Sustain (Shitsuke), is often considered the most challenging yet most crucial
component of the methodology. While the first four S's establish the physical and procedural foundation for
workplace organisation, Sustain focuses on creating the cultural and behavioural changes necessary to
maintain these improvements over the long term. Without a strong Sustain programme, initial gains from
5S implementation will inevitably erode as old habits reassert themselves.

Sustain transforms 5S from a one-time project into a permanent way of working by embedding the
principles into the organisation's culture, management systems, and daily routines. It creates the conditions
where maintaining organised, clean workspaces becomes habitual rather than exceptional—where
deviations from standards are immediately addressed rather than tolerated.

Key Elements of Effective Sustain = .
Implementation: =

¢ Leadership commitment and visible

participation

» Regular audits and assessments with 7 -

meaningful feedback

e Recognition and reward systems that reinforce
desired behaviours

» Integration of 5S performance into employee
evaluations

e Ongoing training and refresher courses
e Communication of successes and benefits

e Mechanisms for continuous improvement of
the 58 system itself

Leadership involvement is particularly critical to the Sustain phase. When managers regularly participate in
5S activities, conduct gemba walks to verify standards, and address issues promptly, they demonstrate the
importance of the programme to all employees. Conversely, if leadership appears disinterested or makes
exceptions to established standards, the message sent is that 5S is not truly valued by the organisation.

Effective sustainment also requires systematic measurement and feedback. Regular audits—conducted by
cross-functional teams rather than just supervisors—provide objective assessment of compliance with
standards. These audits should be seen as learning opportunities rather than punitive exercises, with the
focus on identifying improvement opportunities and sharing best practices.

"The key to sustaining 5S is making it easier to follow the standard than to deviate from it."

Recognition programmes play an important role in reinforcement, highlighting individuals and teams that
consistently maintain high standards. These can range from simple acknowledgments during team
meetings to more formal awards or incentives for outstanding performance. The goal is to create positive



Scenario: Sustain in Retail Environments

HighStreet Fashion, a nationwide clothing retailer with 120 locations, had implemented the first four S's
across their stores with varying degrees of success. Initial results showed improved customer experience,
faster restocking, and reduced inventory discrepancies. However, management noticed significant variation
between locations—some stores maintained excellent organisation while others quickly reverted to
previous conditions. The company realised they needed a robust Sustain strategy to ensure consistent
application across all locations.

Sustainment Strategy: Key Innovations:

1. Developed a company-wide "5S Retail e "5S Champions" programme that identified and
Standard" with clear visual examples developed internal advocates

2. Implemented daily "5S walk" checklists for * Mobile app for conducting and tracking daily
opening and closing shifts 5S checks

3. Created a monthly store competition with ¢ Visual management boards in staff areas
recognition for best-performing locations showing 5S performance metrics

4. Integrated 5S compliance into store manager "Customer Experience Connection" training

performance evaluations (15% of bonus linking 5S to sales performance
potential) « Annual awards ceremony recognising

5. Established a quarterly audit programme sustained excellence in 5S implementation
conducted by regional managers o Peer-to-peer audit exchanges between

6. Launched a digital platform for sharing 5S best neighbouring stores

practices across stores

7. Developed specific onboarding modules for
new employees focused on 5S principles

A particularly effective element was the "5S Retail Passport"—a visual guide customised for each
department within the stores. These passports included photographs of properly organised displays,
stockrooms, and back-office areas specific to that store's layout. New employees would receive training on
these standards during orientation, and the passports served as quick reference guides during daily
operations.

The company also implemented "5S Time"—a dedicated 15-minute period at the beginning and end of each
shift where all staff focused exclusively on workplace organisation. This protected time ensured that 5S
activities weren't squeezed out by other priorities and created a regular rhythm for maintenance activities.

Within six months of implementing the Sustain programme, the company saw remarkable improvements.
The average 5S audit score across all locations rose from 67% to 89%, with much less variation between
stores. More importantly, these improvements translated to business results: inventory accuracy improved
by 23%, average transaction time decreased by 12%, and customer satisfaction scores related to store
appearance increased by 18 percentage points. Store managers reported that the structured approach to
organisation reduced the time spent training new employees and made it easier to manage seasonal staff
during peak periods.



Integration with Six Sigma DMAIC

The 5S methodology integrates seamlessly with the broader Six Sigma DMAIC (Define, Measure, Analyse,

Improve, Control) framework, serving as both a foundational element and a practical implementation tool.

Understanding how 58S fits within each phase of DMAIC helps organisations leverage its full potential within

comprehensive process improvement initiatives.
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Define Phase

During the Define phase, 5S principles help teams identify workspace organisation issues that
may contribute to the problem being addressed. Initial 5S assessments can highlight obvious
wastes and inefficiencies, informing the project charter and scope. Teams may also use 5S
terminology to help stakeholders understand the visual nature of the improvements being
proposed.

Measure Phase

5S supports the Measure phase by creating organised, standardised environments where
accurate data collection becomes possible. Disorganised workspaces often mask problems
and make measurement difficult. Basic 5S implementation may be necessary before reliable
measurement can begin. Teams might measure current state 5S compliance as a baseline
metric to be improved.

Analyse Phase

During Analysis, 5S assessments help identify root causes related to workplace organisation,
visual management, and standardisation. The 5S framework provides a structured way to
analyse how workspace organisation contributes to defects, delays, and inefficiencies. Teams
may conduct cause-and-effect analyses specifically focused on the five components of 5S.

Improve Phase

5S is most commonly implemented during the Improve phase, providing a systematic
approach to workplace reorganisation. The five steps offer a ready-made improvement
structure that engages frontline workers and delivers quick visible results. 5S creates the
stable, organised environment necessary for other process improvements to succeed.

Control Phase

The Standardise and Sustain elements of 5S directly support the Control phase by
establishing mechanisms to maintain improvements over time. 5S audit systems, visual
controls, and standard work all contribute to preventing regression to previous states. The
cultural aspects of Sustain help embed new behaviours as habits rather than temporary
changes.

By integrating 5S throughout the DMAIC methodology, organisations create a powerful synergy between

data-driven Six Sigma tools and the practical visual nature of 5S. The 5S framework provides immediate,



Scenario: 5S in a Manufacturing Plant

Precision Components Ltd., a manufacturer of aerospace parts in Birmingham, had been struggling with

quality issues, extended lead times, and rising costs. Customer complaints had increased by 15% over the

previous year, and on-time delivery performance had dropped to 82%. An analysis of defect data revealed

that many quality issues stemmed from poorly maintained equipment, mix-ups in materials, and

inconsistent work practices across shifts—all issues that a comprehensive 5S programme could address.

Pre-5S Conditions:

» Workstations cluttered with unnecessary tools
and materials

» No standard locations for commonly used
items

» Tools frequently missing or difficult to locate
e Dirt and debris accumulated around machines

» Work instructions stored haphazardly and
often outdated

o Safety hazards from items stored in walkways
o Different shifts using different work methods

o High levels of work-in-progress inventory
hiding problems

Implementation Approach:

1.

Conducted initial training on 5S principles for
all employees

Created cross-functional teams for each
production area

Implemented all five S's sequentially over a
three-month period

Established area-specific visual standards with
photographs
Developed daily, weekly, and monthly audit

processes

Integrated 5S activities into standard work
instructions

Implemented visual management boards
tracking compliance

Conducted regular management gemba walks
to reinforce importance

The team began with a pilot implementation in the CNC machining area, which had been experiencing the

highest defect rates. They documented the "before" state with photographs and metrics, then

systematically applied each S. The Sort phase resulted in removing two skip loads of unnecessary items

from the area. Set in Order created dedicated locations for all tools and materials, with shadow boards and

labelled storage. The Shine phase established daily cleaning procedures and revealed several maintenance

issues that had been hidden by accumulated debris. Standardise created visual workplace standards and

clear responsibilities, while Sustain established the audit and recognition systems to maintain the

improvements.

62%

Reduction in
defects

47%

Efficiency gain from
Quality improvements organised tool and

from standardisation material storage

and aAaltiinment ~cara

Less search time

On-time delivery

Improved from previous

94% £175K

Annual savings

From reduced scrap,

82% rate overtime, and expedited

shipping
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Tailoring 5S to Service Industries

While 5S originated in manufacturing environments, its principles are equally applicable to service
industries such as banking, healthcare, hospitality, and office settings. However, successful
implementation in these contexts requires thoughtful adaptation to address the unique characteristics of
service operations—particularly the less tangible nature of the work, the prominence of information flow
rather than material flow, and the direct customer interaction often involved.

In service environments, the focus of 5S shifts somewhat from physical organisation of tools and
equipment to the management of information, workflow, and customer-facing spaces. The principles
remain the same, but their application takes different forms to address service-specific challenges.

Manufacturing vs. Service Industry 5S

Focus:
5S Principle Manufacturi Service
ng Focus Industry
Focus
Sort Tools, parts, Files, forms,
materials digital
content
Set in Order Workstation Information
layout, tool flow, desk
storage organisatio
n
Shine Equipment Office
cleaning, cleanliness,
maintenanc technology
e upkeep
Standardise Work Process
procedures, documentat
visual ion, service
controls protocols
Sustain Audit Performanc
systems, e metrics,
work customer
discipline feedback

One key adaptation for service environments is the concept of "visual service standards"—clear, often
photographic representations of what excellent service delivery looks like. In a hotel, this might include
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Scenario: 5S in IT Office

TechSolutions Limited, a midsize software development company in Manchester, was experiencing

challenges with project handovers, knowledge management, and consistent development practices across

teams. Developers spent excessive time searching for information, inconsistent file storage created version

control issues, and onboarding new team members was inefficient due to poorly documented standards.

The CTO recognized that 5S principles could address these issues, albeit with adaptations for their

knowledge work environment.

Digital and Physical 5S Implementation:

1. Sort: Cleaned up digital repositories by
archiving outdated projects, removing
duplicate files, and eliminating abandoned
code branches. Physically, removed
unnecessary equipment, papers, and
peripherals from workstations.

2. Set in Order: Established standardised folder
structures and file naming conventions.
Created a common development environment
configuration. Physically reorganised
workspaces with ergonomic considerations
and standard equipment placement.

3. Shine: Implemented regular system
maintenance including disk cleanup, software
updates, and database optimisation.
Established workstation cleaning protocols
including cables, monitors, and peripherals.

4. Standardise: Created visual standards for both
digital and physical workspaces. Developed
coding standards, documentation templates,
and project management protocols.
Standardised development environments
across all machines.

5. Sustain: Implemented weekly code reviews
that included 5S compliance. Developed
metrics for digital organisation. Created a
recognition programme for teams maintaining
high standards.

Digital 5S Specific Solutions:

Implemented automated code formatting tools
to maintain consistent styling

Created a centralised knowledge base with
standard templates

Developed a "digital shadow board" concept for
development environments

Established clear desktop organisation
standards with required shortcuts

Created visual controls for project status and
task management

Implemented automated cleanup scripts for
temporary files

Standardised email folder structures and
response protocols

Developed a standard onboarding package for
new developers

One particularly innovative approach was the development of "Code 5S" standards that applied the

principles specifically to software development practices. This included guidelines for commenting,

variable naming, module organisation, and documentation. Each development team created visual

standards showing examples of well-organised code versus poorly organised code, making the abstract
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Environmental and Safety Impacts

While 5S is often implemented primarily to improve efficiency and quality, the methodology delivers
significant environmental and safety benefits that are increasingly valued by organisations. These benefits
arise naturally from the systematic application of 5S principles and can be further enhanced when
environmental and safety considerations are explicitly incorporated into implementation plans.

Safety Benefits of 5S Implementation: Environmental Benefits:

* Reduction in slip, trip, and fall hazards through Reduced waste through better inventory

improved housekeeping management

o Decreased risk of strains and sprains through Decreased chemical usage through controlled

ergonomic workspace design dispensing

» Enhanced visibility of emergency equipment e Lower energy consumption through equipment
and exits maintenance

o Reduced fire risks through proper storage of ¢ Improved recycling through proper sorting and
flammable materials containers

* Improved machine safety through regular e Reduced paper consumption through digital
cleaning and inspection organisation

o Decreased risk of struck-by injuries from falling

Decreased water usage through leak

objects identification
o Enhanced visibility of hazards through visual o Prevention of spills and contamination
management « Extended equipment lifecycle through proper
o Improved compliance with safety regulations maintenance

The Sort phase contributes to both safety and environmental goals by removing unnecessary items that
could pose hazards or contain hazardous materials requiring disposal. It also identifies obsolete
chemicals, materials with limited shelf life, and unused equipment that might otherwise become waste. By
implementing proper disposal protocols during this phase, organisations can ensure environmental
compliance while creating safer workspaces.

Set in Order enhances safety through ergonomic considerations in workspace design, clear marking of
emergency equipment and exits, and proper storage of hazardous materials. From an environmental
perspective, organised storage prevents product degradation and reduces the likelihood of ordering
duplicates, thus minimising waste. Proper arrangement of recycling stations and waste segregation areas
also supports environmental objectives.

The Shine phase directly impacts both safety and environmental performance through regular cleaning and
inspection. Clean equipment operates more efficiently, using less energy and producing fewer emissions.
Regular inspection identifies leaks, spills, or maintenance issues before they become significant
environmental or safety problems. Equipment that is properly maintained also has a longer useful life,
reducing resource consumption and waste generation.

Standardisation and Sustain create the systems and culture necessary to maintain these benefits over
time Bv exbplicitlv incornoratina environmental and safetv considerations into standards audit nrocesses



Scenario: 5S in Logistics Warehouses

Northern Distribution Services, a third-party logistics provider operating three warehouses across the UK,
faced increasing pressure to improve efficiency while maintaining strict safety standards. With over 25,000
square metres of warehouse space handling everything from consumer electronics to industrial
components, the company was experiencing problems with picking accuracy, inventory location, and
workplace accidents. After a particularly concerning quarter with four recordable injuries and customer
complaints about order accuracy, management decided to implement a comprehensive 5S programme.

Initial Warehouse Conditions: 5S Implementation Strategy:

» Inconsistent storage locations with frequent 1. Created cross-functional teams including
“temporary" placements warehouse staff, safety personnel, and

e Unclear aisle markings and inadequate management
signage 2. Conducted a three-day Sort event removing

o Pallets and packaging materials stored in unnecessary items and identifying safety
walkways hazards

« Damaged racking in several locations 3. Implemented zone-based storage with clear

. . location identifiers
e Picking equipment stored randomly throughout

the facility 4. Established dedicated stations for packaging

» Poor housekeeping with slip hazards from materials and picking equipment

packaging debris 5. Created standard cleaning schedules for each

area
* Inconsistent practices between shifts and

warehouses 6. Developed visual standards with photographs

o for all warehouse operations
e Excessive inventory movement due to poor

initial placement 7. Implemented daily audits and weekly
management walk-throughs

8. Created a recognition programme for teams
maintaining high standards

The team made several innovative adaptations of 5S for the logistics environment. They implemented a
"slotting optimisation" approach that applied Set in Order principles to inventory placement, positioning
high-velocity items in the most accessible locations. They created "picking paths" with floor markings that
minimised travel distance and clearly indicated directional flow. They also developed "5S Zones" with
dedicated team members responsible for specific areas, creating ownership and accountability.

32% 76% 24% £230K

Faster picking Fewer accidents More accuracy Annual savings
Improved from clearly Reduction in recordable Improvement in order From productivity gains
marked locations and safety incidents accuracy rates and reduced damages

optimised layouts



Visual Management Tools in 5S

Visual management is a cornerstone of effective 5S implementation, transforming abstract standards and

expectations into clear,immediately understandable visual cues. By making the status of processes,

equipment, and workflows visible at a glance, visual management supports quick decision-making, reduces

errors, and helps maintain the gains achieved through 5S implementation. When properly designed, these

visual tools communicate important information without requiring extensive training or explanation.

Effective visual management follows the principle that "what is normal and what is abnormal should be

obvious to everyone." This means creating visual standards that clearly show the expected condition,

making deviations immediately apparent even to those not intimately familiar with the process. When

implemented systematically, these tools create a self-explaining, self-ordering, self-regulating, and self-

improving workplace.

Colour Coding
Systems

Colour coding creates
intuitive visual signals that
can be understood across
language barriers and by new
employees. Applications
include:

e Tool identification by
department or function

e Floor markings
delineating work areas,
walkways, and material
staging

e Inventory status
indicators (e.g., green for
available, yellow for
reorder, red for critical)

e Equipment status signals
showing operational
condition

e Zone responsibilities
showing which team
maintains each area

Shadow Boards and
Outlines

Shadow boards provide clear
visual indicators of where
tools and equipment belong
and whether items are
missing. Effective
implementations include:

e Tool shadow boards with
outlines or silhouettes

e Equipment placement
outlines on workbenches

¢ Floor markings showing
where mobile equipment
should be stored

o Tape outlines on shelves
indicating proper item
placement

o Cabinet diagrams
showing correct storage
arrangement

Visual Standards and
Controls

Visual standards

communicate expectations

and current status through

images and simple

indicators:

Before/after photographs
showing proper
workspace condition

Visual work instructions
with images rather than
just text

Kanban cards or signals
indicating replenishment
needs

Maximum/minimum
inventory level indicators

Visual inspection points
highlighted on equipment

Labels and signage represent another critical component of visual management. Clear, consistent labelling

of storage locations, equipment, and materials reduces search time and prevents errors. Effective labelling

systems use standardised formats, appropriate font sizes for viewing distance, and often incorporate

symbols or colour coding for quick recognition.



Measuring 5S Success: Key Metrics

Effective measurement is essential for demonstrating the impact of 5S implementation, sustaining
improvements over time, and identifying opportunities for further enhancement. While many organisations
begin with simple compliance audits, a comprehensive measurement approach includes both process
metrics (how well 5S is being implemented) and result metrics (what benefits are being realised). These
measurements create accountability, drive continuous improvement, and help justify the resources

invested in the programme.

Process Metrics (5S Implementation):

e 5S audit scores (overall and by component)
» Percentage of areas meeting visual standards

e Frequency and completion of
cleaning/maintenance tasks

¢ Number of identified/resolved abnormalities

o Employee participation rates in 5S activities
+ Training completion percentages

e Time allocated to 5S maintenance activities

The most common process measurement tool is the 5S audit, which systematically evaluates compliance
with established standards. Effective audits assess each of the five S components separately, use clear
scoring criteria with examples, and incorporate visual evidence such as photographs. To maintain
objectivity and identify blind spots, audits should periodically be conducted by cross-functional teams
rather than just area supervisors. The frequency of audits often decreases as the programme matures,
transitioning from daily or weekly checks to monthly or quarterly assessments once high standards are
consistently maintained.

90
60
30
0-
Search Floor Space... Equipment Safety Incidents... Defect Rate (%)
Time Downtime
(min/shift) (%)

B Before 5S [ After 58
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Challenges in 5S Implementation

While the principles of 5S appear straightforward, implementation often presents significant challenges

that can undermine success if not properly addressed. Understanding these common obstacles allows

organisations to develop proactive strategies for overcoming them, increasing the likelihood of sustainable

improvements. The challenges typically span cultural, structural, and practical dimensions, requiring a

comprehensive approach to resolution.

Resistance to Change

Perhaps the most pervasive
challenge is employee
resistance to changing
established work habits and
routines. This resistance may
manifest as:

o Perception of 5S as "extra
work" without clear
benefits

¢ Attachment to personal
belongings in
workspaces

e Fear that improved
efficiency might lead to
job losses

» Scepticism based on
previous improvement
initiatives that weren't
sustained

e Cultural resistance to
"Japanese”
methodologies perceived
as foreign

Leadership and
Organisational Issues

Leadership engagement and
organisational structure
significantly impact 5S
success:

» Insufficient management
commitment and visible
support

e Competing priorities and
lack of protected time for
58S activities

e Departmental silos
preventing
standardisation across
functions

e Lack of resources for

necessary improvements

e High employee turnover
undermining knowledge
retention

Implementation and
Sustainability Issues

Technical and practical
challenges in implementing
and maintaining 5S include:

 Difficulty maintaining
momentum after initial
enthusiasm wanes

¢ Inadequate training and
understanding of
underlying principles

e Qver-complication of
standards and
procedures

o Failure to adapt to
changing business
conditions

e Regression to old habits
during periods of high
workload

The balance between standardisation and flexibility presents another significant challenge. While

standardisation is essential for consistency, excessive rigidity can create resistance and prevent adaptation

to legitimate operational needs. Finding the appropriate balance requires ongoing dialogue between

leadership and frontline workers to ensure standards support rather than hinder effective operations.

The perception of 5S as a "housekeeping programme" rather than a fundamental business improvement

methodology often limits its effectiveness. When viewed merely as a cleaning initiative, 5S fails to engage

the full range of stakeholders necessary for success. Overcoming this perception requires clear

communication of how 5S connects to strategic business objectives like quality, cost, delivery, safety, and

morale.
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Overcoming 5S Barriers

Successfully implementing and sustaining 5S requires deliberate strategies to address the common
barriers that organisations encounter. By proactively planning for these challenges, teams can create the
conditions for long-term success rather than short-lived improvements. The most effective approaches
combine leadership commitment, employee engagement, practical tools, and systematic reinforcement to

overcome resistance and build lasting habits.

Leadership Commitment Strategies:

o Executive sponsorship with visible
participation in 5S activities

¢ Regular gemba walks by management to verify
standards and show support

¢ Allocation of dedicated time and resources for
implementation

¢ Integration of 5S metrics into management
review meetings

* Leaders modelling desired behaviours in their
own workspaces

o Celebrating successes and recognising team
contributions

Effective change management is essential for overcoming resistance. This begins with clear
communication about the purpose and benefits of 5S, addressing the "what's in it for me" question for all
stakeholders. Using before/after photos and early wins to demonstrate tangible improvements helps build
momentum. Involving employees in designing their own workspaces within the 5S framework creates
ownership and addresses concerns about imposed standards that don't reflect operational realities.

@ ©)

o (an
Education Engagement
Comprehensive training on 5S principles and Involving employees in planning and
practices for all levels implementation decisions

v ks

Recognition Measurement
Acknowledging and rewarding contributions and Tracking progress and sharing results to
achievements maintain momentum

Recoanition and incantive nroadarammece ~an cianificantlv imnact ericetainabilitvy when nronerlv decianed



Scenario: 5S Restart After Pilot Failure

Midlands Electronics, a manufacturer of printed circuit boards, had attempted to implement 5S in their
assembly department twelve months earlier. Despite initial enthusiasm and reasonable results in the first
few weeks, the programme gradually lost momentum. Six months after launch, most of the improvements
had eroded, and employees had reverted to previous practices. Rather than abandoning the concept, the
operations director decided to analyse what went wrong and relaunch with a more sustainable approach.

Root Causes of Initial Failure: Restart Strategy:
* Implementation was driven primarily by 1. Formed a cross-functional steering committee
external consultants with limited employee including frontline employees
input 2. Conducted comprehensive training on
» Management attention shifted to other principles and purpose, not just techniques
priorities after initial launch 3. Developed clear metrics connecting 5S to
e No formal audit or accountability system was business goals
established 4. Created area-specific implementation teams
e Training was superficial and focused on tools with dedicated time
rather than principles 5. Established formal audit process with
e Standards were overly complex and difficult to management participation
maintain 6. Implemented recognition programme for
¢ No connection was made between 5S and sustained improvements
business results 7. Integrated 5S responsibilities into performance
e Resources for sustaining improvements were reviews
inadequate

The restart began with a candid assessment of the previous attempt, soliciting feedback from employees
at all levels about what worked, what didn't, and what they would recommend changing. This open
acknowledgment of past shortcomings built credibility and demonstrated a genuine commitment to
improvement rather than simply imposing another programme.

A key innovation in the second implementation was the creation of a "5S Connection Map" that visually
linked 58S activities to specific business metrics that mattered to employees and management. For
example, the map showed how standardised workstations reduced defects, which in turn reduced rework,
leading to improved on-time delivery and customer satisfaction. This made the purpose of 5S activities
clear and meaningful rather than arbitrary rules to follow.

Employee Ownership Regular Verification

Area teams designed their own

standards and improvement %5 Weekly self-audits and monthly
plans cross-functional audits
Continuous .
Improvement Recognition System

&7 [N N I PR S
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5S Audit Systems

A robust audit system is essential for sustaining 5S improvements over time, providing the structured
verification and feedback necessary to prevent backsliding and drive continuous enhancement. Effective
audits go beyond simple compliance checking—they create accountability, identify improvement
opportunities, facilitate knowledge sharing, and reinforce the importance of 5S to overall business
performance. When designed and implemented properly, audit systems become powerful tools for cultural
transformation rather than bureaucratic exercises.

The core of any 5S audit system is a well-designed audit form or checklist that evaluates compliance with
established standards. Effective audit forms assess each of the five S components separately, use clear
scoring criteria with examples, and provide space for comments and improvement suggestions. The best
forms include visual references to standards, making evaluation more objective and consistent across
different auditors.

Types of 5S Audits: Key Elements of Effective Audit
Systems:
o Self-audits: Conducted by the area team, often
daily or weekly o Clear scoring criteria with examples of each
« Management audits: Performed by supervisors rating level
or managers, typically weekly or monthly e Rotation of auditors to maintain fresh
« Cross-functional audits: Conducted by teams perspectives
from different areas, usually monthly or e Immediate feedback to area teams during the
quarterly audit
o Executive audits: Led by senior leaders, often « Visual tracking of audit results over time

quarterly or annually e Root cause analysis of recurring issues

third parties as part of broader assessments systems

e Regular review and refinement of the audit
process itself

The frequency and depth of audits often evolve as the 5S programme matures. In early stages, frequent
detailed audits help establish standards and habits. As compliance improves, the focus may shift from
basic conformance to sustaining excellence and identifying continuous improvement opportunities. A
tiered approach might include daily quick checks by team members, weekly more detailed reviews by
supervisors, and monthly comprehensive assessments by cross-functional teams.

Technology increasingly supports 5S audit processes, with mobile apps allowing auditors to capture
photos, record findings, assign action items, and track trends. These digital tools improve efficiency, create
better documentation, and facilitate sharing of results across the organisation. They also enable real-time
dashboards that make performance visible to all stakeholders.

Perhaps most importantly, effective audit systems emphasise learning and improvement rather than
punishment for non-compliance. The audit process should create a constructive dialogue about how to
enhance workplace organisation rather than a gotcha exercise. When audits identify issues, the focus



Case Study: 5S in Pharmaceuticals

NovaCure Pharmaceuticals, a manufacturer of injectable medications with facilities in Cambridge, faced
increasing regulatory scrutiny and competitive pressure to improve efficiency while maintaining strict
quality standards. The company's sterile fill area, responsible for transferring medications from bulk
production into final containers, experienced particular challenges with cross-contamination risks,
documentation errors, and lengthy changeover times between products. These issues not only affected
compliance but also limited production capacity and flexibility.

Initial Challenges: 5S Implementation Approach:

» Average changeover time of 4.2 hours between 1. Formed implementation team including
product runs production, quality, and validation personnel

o Documentation errors in 5% of batch records 2. Developed specific 5S standards for

« Poor visibility of in-process inventory and cleanroom environments
status 3. Created detailed "before" documentation

« Inconsistent storage of materials and including photographs and metrics
equipment 4. Implemented each S sequentially, validating

e Variation in work practices between shifts changes per GMP requirements

« Equipment availability issues delaying 5. Developed visual management system for
production process status and material flow

« Cross-contamination risks from poor material 6. Established formal validation protocol for 5S
segregation standards as part of quality system

7. Integrated 5S compliance into regular GMP
audits

The implementation presented unique challenges due to the regulated environment. All changes required
formal validation to ensure they didn't compromise product quality or regulatory compliance. The team
worked closely with quality assurance and regulatory affairs to develop a validation protocol for 5S
implementation, demonstrating that the changes enhanced rather than risked compliance with Good
Manufacturing Practices (GMP).

30% 62% 23% £1.2M

Fewer batch errors Faster Higher capacity Annual savings
Reduction in changeovers Increase in overall From efficiency gains
documentation Decrease in time production output and error reduction
deviations between product runs

One particularly innovative aspect was the development of "Visual GMP" standards that combined
regulatory requirements with 5S principles. These visual standards used colour coding, photographs, and
simple instructions to make compliance requirements clear to all operators. For example, material staging
areas were colour-coded to match batch documentation, creating visual verification that the correct



Case Study: 5S in Construction Projects

Robertson Construction, a medium-sized commercial builder operating across Scotland and northern

England, faced challenges with project efficiency, tool management, and site safety. With multiple active

job sites and mobile workforces, the company struggled with tool loss, material waste, and workplace

organisation. After several near-miss safety incidents and growing concerns about project margins, the

operations director decided to adapt 5S principles to their dynamic construction environments.

Initial Construction Site Conditions:

» Tools frequently misplaced or left unsecured
e Materials stored haphazardly throughout sites

» Excessive movement of materials due to poor
initial placement

» Safety hazards from debris and improper
storage

» Significant variation in site organisation
between project managers

 Limited visibility of project status and material
needs

» Difficulty tracking tools across multiple job
sites

5S Implementation Strategy:

1. Created mobile 5S toolkit adaptable to
different construction phases

2. Developed standardised site layout principles
for material staging

3. Implemented tool management system with
accountability

4. Established daily clean-up protocol for all
trades

5. Created visual project management boards
showing workflow

6. Trained site supervisors as 5S champions

7. Integrated 5S principles into site safety
programme

The team recognised that construction environments presented unique challenges for 5S implementation.

Unlike fixed manufacturing facilities, construction sites constantly evolve as projects progress through

different phases. This required a flexible approach that maintained 5S principles while adapting to
changing conditions. They developed a concept of "progressive 5S" that established different standards for
each construction phase, from groundwork through to finishing.

D|<

Tool Management

Mobile shadow boards and check-out system
reduced loss by 45%

&

Daily Clean-up

End-of-day protocols with assigned
responsibilities reduced hazards

Material Staging

Just-in-time delivery and designated storage
areas improved flow

!
Visual Management

Project boards tracked progress and highlighted
issues requiring attention



Digital 5S: Organising Information
Systems

As organisations increasingly rely on digital tools and information systems, the principles of 5S can be
powerfully applied to electronic environments. Digital 5S focuses on organising electronic files,
standardising digital workflows, and creating virtual workspaces that minimise wasted time and cognitive
overload. While the specific applications differ from physical 5S, the underlying principles remain the same
—creating organisation, efficiency, and standardisation that supports productivity and quality.

The volume of digital information has grown exponentially in most organisations, creating "digital clutter"
that impacts productivity and decision making. Employees spend significant time searching for files,
navigating complex systems, and managing email overload. Digital 5S addresses these challenges by
applying the same systematic approach used in physical workspaces to electronic environments.

Sort (Digital)

D Eliminate unnecessary files, outdated documents, duplicate records, and unused
applications. Archive historical information that must be retained but isn't actively used. Clear
email inboxes of resolved items and unsubscribe from irrelevant distribution lists.

Set in Order (Digital)

Create logical folder structures and file naming conventions. Organise electronic desktops

58 with frequently used applications readily accessible. Design database structures and user
interfaces that support efficient workflows. Implement electronic document management
systems with appropriate metadata.

Shine (Digital)
n Perform regular system maintenance including disk cleanup, defragmentation, and software
R/
updates. Remove temporary files and browser caches. Verify links and references in
documents and websites. Ensure backup systems are functioning properly.
Standardise (Digital)
</> Develop standard templates for common document types. Create consistent navigation
structures across applications. Establish naming conventions and version control protocols.
Document standard procedures for digital processes and file management.
Sustain (Digital)
% Implement regular digital workplace audits. Provide training on information management best

practices. Create accountability for maintaining digital standards. Continuously improve
digital organisation based on user feedback and changing needs.

Email management represents a particularly challenging area for many organisations. Digital 5S



Training and Employee Involvement

Effective training and genuine employee involvement are critical success factors for 5S implementation.
When staff at all levels understand both the how and why of 5S and actively participate in its development,
the programme becomes a shared initiative rather than an imposed mandate. This ownership dramatically
increases the likelihood of sustainable results and continuous improvement.

Comprehensive 5S Training Approach:

o Awareness sessions for all employees
introducing basic concepts

o Detailed training for implementation teams on
specific tools and techniques

¢ Specialised modules for auditors and area
champions

o Leadership training focusing on support and
sustainment

¢ Refresher sessions to address common issues
and reinforce concepts

* New employee orientation incorporating 5S
principles

+ Cross-training to share best practices between
departments

Effective 5S training goes beyond simply explaining the five steps—it creates understanding of the
underlying principles and benefits. Training should address both the technical aspects (how to implement
each S) and the cultural aspects (why it matters and how it connects to business goals). Case studies,
before/after examples, and success stories from similar organisations help make the concepts tangible
and demonstrate practical value.

Adult learning principles should guide training design, recognising that employees learn best through active
participation rather than passive listening. Hands-on exercises, simulations, and immediate application of
concepts to real work areas significantly increase retention and engagement. One effective approach is the
"learn-do" model, where training sessions alternate between instruction and practical application in the
actual workspace.

Front-Line Employee Effective Involvement Continuous Learning
Involvement Mechanisms Approach

Engaging operational staff in Structures and processes Sustaining knowledge and
5S design and that facilitate meaningful skills over time requires:
implementation yields participation include:

¢ Knowledge sharing

e sene b o Cross-functional platforms to document

» Incorporation of practical implementation teams and distribute best
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Benefits of 5S Beyond the Floor

While 5S is often initially implemented to improve operational efficiency and quality on the production floor

or in direct service areas, its benefits frequently extend far beyond these immediate goals. Organisations

that successfully embed 5S principles discover wide-ranging impacts that affect overall business

performance, employee experience, and customer perception. Understanding these broader benefits helps

build support for 5S initiatives and sustain momentum through initial implementation challenges.

Employee Experience Benefits:

» Increased job satisfaction from orderly,
efficient workspaces

o Reduced frustration from searching for tools
and information

» Enhanced pride in the workplace and
ownership of standards

e Greater empowerment through participation in
improvement

» Improved safety and ergonomics reducing
physical strain

o Clearer expectations through visual
management

» Increased skills through cross-training and
problem-solving

Customer Impact:

Improved perception of professionalism and
quality

More consistent service delivery through
standardisation

Faster response times from efficient
operations

Fewer errors and quality issues affecting
deliverables

Greater transparency of processes building
trust

Enhanced ability to accommodate special
requests

Visual evidence of continuous improvement
commitment

The cultural transformation catalysed by 5S often proves more valuable than the specific operational
improvements. As employees experience the benefits of organisation and standardisation, they begin
applying these principles to other aspects of their work. Problem-solving capabilities improve as root
causes become more visible in organised environments. Communication becomes more effective through
visual management techniques. Cross-functional collaboration increases as departments develop common
approaches and language around workplace organisation.

This cultural shift frequently supports broader continuous improvement initiatives beyond 5S. The
discipline and structure established through 5S creates receptivity to other methodologies such as kaizen,
value stream mapping, and total productive maintenance. The visible nature of 5S improvements builds
confidence that other changes can also deliver meaningful results. The habit of addressing small problems
before they become large creates a prevention-oriented mindset that supports quality management
systems.

Operational Excellence

Financial Performance Improved efficiency, quality, safety,

and process stability from

Reduced costs from less waste, . .
standardised work environments

higher productivity, fewer defects,
and lower inventorv e .. . ..



Example of 5S in Healthcare: Emergency
Room

Queen Elizabeth Hospital's emergency department faced significant challenges with patient flow, treatment
delays, and occasional errors in high-stress situations. With over 85,000 patient visits annually and limited
physical space, the department needed to maximise efficiency while maintaining the highest standards of
care. The department director, having seen 5S success in other healthcare settings, initiated a programme
focused on improving workspace organisation, standardising supplies, and creating visual management

systems.
Initial Assessment Findings: Implementation Approach:
 Critical supplies stored inconsistently across 1. Created cross-functional team including
treatment rooms physicians, nurses, technicians, and support
o Staff spent 12% of time searching for staff
equipment and materials 2. Conducted time studies to identify highest-
« Expired items found in multiple storage impact improvement areas
locations 3. Mapped current state of supply storage and
« Unnecessary equipment cluttering trauma access patterns
rooms 4. Developed standardised room layouts
 Patient status and department capacity lacking optimised for patient care workflows
visual indicators 5. Implemented colour-coded supply organisation
e Restocking processes varying between shifts system
« High-use items often depleted during busy 6. Created visual management board for
periods department status

7. Established standard work for restocking and
room turnover

The team began by applying Sort to treatment room supplies, removing rarely used items to a central
location and keeping only the most frequently needed items in each room. They conducted a "red tag"
exercise that identified over 200 expired items and numerous duplicate supplies that were unnecessarily
occupying valuable space. For specialty items needed only occasionally, they created a centrally located
"specialty cart" that could be quickly brought to any room when required.

Set in Order was implemented through a comprehensive colour-coding system that revolutionised supply
access. Each supply category received a distinct colour (red for cardiac, blue for respiratory, green for
general assessment, etc.), with matching drawer colours, labels, and inventory lists. This visual system
allowed staff to quickly locate needed items even in unfamiliar rooms or high-stress situations.
Additionally, each treatment room was organised identically, so staff could find supplies in the same
location regardless of which room they were working in.

68% 23% £127K 97%
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Example of 5S in Education

Greenfield Academy, a comprehensive secondary school serving 1,200 students, was facing challenges
with classroom efficiency, material management, and consistency across different subject areas. Teachers
spent excessive time searching for supplies, students struggled with transitions between activities, and
shared resources were frequently misplaced or depleted. The headteacher, having learned about 5S
through a professional development course, saw potential for applying these principles to improve the
learning environment.

Educational Environment Challenges: 5S Implementation Strategy:

o Classroom materials disorganised and 1. Formed teacher-led implementation teams by
inconsistently stored department

 Significant instructional time lost during 2. Conducted pilot in science department before
transitions school-wide rollout

o Shared department resources frequently 3. Developed standardised classroom layouts
missing or depleted optimised for learning

o Student work areas cluttered and inefficient 4. Created visual management systems for

 Inconsistent procedures between classrooms learning objectives
creating confusion 5. Established student roles in maintaining

o Limited visibility of learning objectives and organisation

expectations 6. Implemented colour-coded subject materials

» Excessive teacher time spent on material and storage

management 7. Developed audit system incorporating student
participation

The pilot implementation in the science department began with Sort—removing outdated textbooks, broken
equipment, and unnecessary decorations that had accumulated over years. This process freed up
significant storage space and allowed for more efficient arrangement of essential materials. The team
discovered that many supplies were being reordered simply because the existing inventory couldn't be
located, creating unnecessary costs.

Set in Order involved creating standardised storage systems across classrooms. Each room received
identical supply stations with clear labels and visual indicators for reorder points. Frequently used items
were positioned for easy access, while less common materials were stored in centralised department
locations. Student work areas were arranged to minimise distractions and optimise collaborative activities
when appropriate.

Student Responsibility System

Classroom Visual Management . N -
Rotating roles for maintaining organisation and

Learning objectives, success criteria, and daily checking supply levels
schedules prominently displayed
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Running 5S Workshops

5S workshops provide a structured, high-energy approach to implementing workplace organisation
improvements in a concentrated timeframe. These focused events, sometimes called "5S blitzes" or "rapid
improvement events," bring together cross-functional teams to transform a targeted area through intensive
application of 5S principles. When properly planned and executed, 5S workshops deliver visible results
quickly, build team cohesion, and create momentum for ongoing improvement efforts.

The concentrated nature of 5S workshops offers several advantages over gradual implementation. By
setting aside dedicated time for improvement activities, organisations demonstrate commitment and
overcome the common barrier of "not enough time." The immersive experience helps participants develop
deeper understanding of 5S principles through hands-on application. The dramatic before-and-after
transformation creates excitement and builds support for expanding the programme to other areas.

Pre-Workshop Planning (1-2 Weeks Before)

Define scope and objectives. Select appropriate team members from different functions.

ﬁ Collect baseline metrics and "before" documentation. Arrange necessary supplies and
resources. Provide introductory training to participants. Communicate plans to affected
departments.

Workshop Day 1: Sort and Set in Order

M Begin with team orientation and training review. Conduct thorough Sort with red-tag process
-0
for questionable items. Document progress with photographs. Develop initial organisation
plan based on workflow analysis. Begin implementing storage solutions and visual indicators.

Workshop Day 2: Shine and Standardise

@/ Complete organisation of necessary items. Perform thorough cleaning of all equipment and
surfaces. Identify and address sources of contamination. Develop cleaning and organisation
standards with visual examples. Create initial audit checklist and responsibility assignments.

Workshop Day 3: Sustain and Report Out

Finalise visual standards and documentation. Train all users on new procedures. Develop

) ongoing audit process and schedule. Create action plan for any incomplete items. Prepare
and deliver presentation on results and future plans. Celebrate achievements and recognise
contributions.

Post-Workshop Follow-up (1-4 Weeks After)
Bg Conduct regular audits to maintain improvements. Address any issues identified during initial
o

implementation. Collect feedback from users and make necessary adjustments. Document
and share metrics showing impact. Begin planning for next area implementation.

Effective workshops require careful planning and preparation. The area selected for the initial workshop



Common Pitfalls and Mistakes

Despite its apparent simplicity, 5S implementation presents numerous opportunities for missteps that can

undermine effectiveness and sustainability. Understanding these common pitfalls allows organisations to

develop proactive strategies to avoid them, significantly increasing the likelihood of successful

implementation. While specific challenges vary by industry and organisational culture, certain patterns of

failure appear consistently across different settings.

Treating 5S as a One-
Time Event

One of the most prevalent
mistakes is approaching 5S
as a cleanup project rather
than a continuous process.
This typically manifests as:

e Initial enthusiasm
followed by gradual
regression to previous
conditions

o Failure to establish
ongoing audit and
maintenance systems

o Celebration of early
success without
mechanisms for
sustainment

e |nsufficient time
allocated for
maintenance activities

e Moving to new areas
before properly
sustaining completed
ones

Overcomplicating
Implementation

The inherent simplicity of 5S
is often undermined by
unnecessary complexity:

o Creating excessively
detailed standards that
are difficult to maintain

¢ Implementing complex
storage systems that
aren't user-friendly

¢ Developing cumbersome
audit processes that
become burdensome

e Focusing on perfect
implementation rather
than continuous
improvement

e Adding unnecessary
steps or requirements
beyond the core
methodology

Neglecting the Human
Factors

Technical implementation
without addressing cultural
and behavioural aspects:

» Insufficient explanation
of purpose and benefits
to frontline workers

e Failure to involve users in
designing their own
workspace standards

e Imposing standards
without considering
practical workflow
requirements

» Not addressing
resistance or scepticism
proactively

e Overlooking the need for
positive reinforcement
and recognition

Many organisations make the mistake of rushing through the first three S's (Sort, Set in Order, Shine) while
giving insufficient attention to the critical Standardise and Sustain components. This imbalanced approach
creates immediate visual improvement but fails to establish the systems and habits necessary for long-
term success. Without robust standardisation and sustainment mechanisms, initial gains inevitably erode
as workloads increase or attention shifts to other priorities.

Another common pitfall is failing to connect 5S to broader business objectives and performance metrics.
When implemented in isolation, 5S may be perceived as "housekeeping" rather than a fundamental
business improvement methodology. This perception limits engagement and makes the programme



Role of Leadership in Sustaining 5S

Leadership engagement represents the single most critical factor in sustaining 5S improvements over time.

While frontline implementation and daily maintenance are essential, leadership actions and priorities

ultimately determine whether 5S becomes embedded in organisational culture or fades as another

temporary initiative. Effective leaders create the conditions for sustainable success through consistent

support, visible participation, and strategic integration of 5S into business operations.

The foundation of leadership support begins with clear, consistent messaging about the importance of 5S

to business success. This messaging must go beyond generic statements to specifically connect

workplace organisation to strategic objectives and performance metrics that matter to the organisation.

When leaders articulate how 5S contributes to customer satisfaction, quality, safety, and financial

performance, they elevate it from a housekeeping activity to a core business process.

Leadership Behaviours That Support
5S:

e Regular gemba walks to observe and engage
with 5S implementation

» Personal participation in 5S activities including
audits and improvement events

e Asking questions about 58S status in
operational reviews

o Allocating adequate resources for
implementation and maintenance

¢ Recognising and celebrating successes at all
levels

e Addressing barriers and resistance promptly

¢ Modelling 5S principles in their own work areas

Structural Support Elements:

Including 5S metrics in regular business
reviews

Incorporating 5S responsibilities in job
descriptions

Considering 5S performance in employee
evaluations

Providing protected time for maintenance
activities
Ensuring adequate budget for necessary

improvements

Establishing clear governance structure for the
programme

Integrating 5S into management standard work

Perhaps the most powerful leadership action is personal participation in 5S activities. When executives and

managers actively engage in implementation events, conduct audits, and participate in improvement

discussions, they demonstrate commitment that transcends verbal support. This visible involvement sends

a clear message about priorities and expectations throughout the organisation. Conversely, when leaders

exempt themselves or their areas from 5S standards, they undermine the programme regardless of official

policy.

Effective leaders also create accountability for 5S performance at all levels of the organisation. This

includes establishing clear ownership for specific areas, incorporating 5S responsibilities into job

descriptions, and considering workplace organisation in performance evaluations. Some organisations

include 5S metrics in management bonus calculations, explicitly linking financial incentives to programme

success.

"Leaders create the environment in which 5S either thrives or withers. Their actions speak far louder



Technology's Role in 5S
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As digital transformation reshapes industries, technology increasingly supports and enhances 5S

implementation. From simple digital photography to sophisticated Internet of Things (loT) applications,

technological tools can streamline implementation, improve compliance monitoring, and extend 5S

principles into digital workspaces. When thoughtfully applied, these technologies amplify the impact of 5S

whilst addressing traditional challenges in implementation and sustainment.

Digital Tools for Implementation:

» Mobile applications for 5S audits with
standardised scoring

» Digital photography for before/after
documentation

o Electronic shadow boards showing proper tool
placement

o 3D modelling software for workspace layout
planning

e Augmented reality applications for training and
guidance

¢ QR codes linking to standard procedures and
instructions

e Electronic kanban systems for supply

Advanced Technology Applications:

loT sensors monitoring equipment condition
and maintenance needs

RFID tracking for tools and equipment location

Digital visual management boards with real-
time updates

Automated alerts for out-of-standard
conditions

Machine learning for optimising workspace
arrangements

Computer vision systems for automated
compliance monitoring

Wearable technology providing hands-free
work instructions

management

Mobile applications specifically designed for 5S implementation have revolutionised the audit process in
many organisations. These apps typically include standardised checklists, scoring capabilities, photo
documentation, action item assignment, and trend reporting. By streamlining data collection and analysis,
they reduce the administrative burden of compliance monitoring while improving consistency and visibility
of results. The best applications integrate with other business systems to provide comprehensive
performance tracking.

Visual management, a cornerstone of 5S, has been significantly enhanced by digital display technologies.
Electronic dashboards showing real-time performance metrics, equipment status, and workflow
information provide immediate visibility of conditions that previously required physical observation. These
displays can be customised for different audiences—showing detailed operational data on the shop floor
while providing summary metrics for management review.
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5S and Continuous Improvement Culture

5S implementation often serves as a gateway to broader continuous improvement initiatives, creating both
the physical environment and cultural mindset necessary for ongoing enhancement of processes and
systems. When properly implemented, 5S develops capabilities, behaviours, and attitudes that naturally
extend beyond workplace organisation to support more sophisticated improvement methodologies.
Understanding this connection helps organisations leverage their 5S foundation to build a comprehensive
improvement culture.

At its core, 5S introduces fundamental concepts that underpin all continuous improvement approaches:
standardisation as a foundation for improvement, visual management to make abnormalities apparent,
problem-solving to address root causes, and the discipline of maintaining improved conditions. These
concepts create a common language and understanding that facilitates introduction of additional
methodologies.

Enterprise Excellence

1 Comprehensive business system focused on customer value

Lean Six Sigma Projects

Structured approach to complex process problems

Kaizen Events

¢ Focused improvement activities targeting specific
processes

Visual Management

99 Systems making process status and abnormalities
visible

5S Foundation

Organised, standardised workplace supporting
all improvement

The participative nature of 5S implementation develops improvement capabilities among frontline workers
who might otherwise have limited involvement in change initiatives. As employees gain experience
identifying waste, creating standards, and solving problems in their immediate work environment, they
develop skills that transfer to more complex improvement activities. Leaders who effectively engage their
teams in 5S are simultaneously building the foundation for broader employee involvement in continuous
improvement.



Comparing 5S to Other Lean Tools

Within the Lean Six Sigma toolkit, 5S operates alongside numerous other methodologies that address

different aspects of process improvement. Understanding how 58S relates to and supports these

complementary tools helps organisations develop comprehensive improvement strategies that leverage

the strengths of each approach. While 5S focuses primarily on workplace organisation, its implementation

creates conditions that enhance the effectiveness of other Lean methodologies.

5S and Kanban

Kanban systems manage inventory and workflow
through visual signals that trigger action when
predetermined levels are reached. 5S supports
Kanban implementation by creating the organised,
visual environment necessary for signals to be
immediately apparent. The Set in Order
component establishes logical locations for
kanban cards or signals, while the Standardise
component ensures consistent response to these
triggers. Together, these methodologies create
smooth flow of materials and information.

5S and Standard Work

Standard Work documents the current best
practice for performing processes, ensuring
consistency and quality. 5S creates the stable
environment required for Standard Work by
ensuring that necessary tools and materials are
consistently available in designated locations. The
visual management aspects of 5S make it
immediately apparent when conditions deviate
from standards. Many organisations integrate 5S
responsibilities directly into Standard Work
documents, embedding workplace organisation
into regular processes.

The relationship between 5S and Total Productive Maintenance (TPM) is particularly synergistic. TPM

focuses on maximising equipment effectiveness through proper maintenance and operator involvement.

The Shine component of 5S, with its emphasis on cleaning as inspection, naturally supports the early

identification of equipment issues before they cause failures. Organised workspaces make maintenance

activities more efficient, while visual management techniques help track equipment status and

maintenance schedules. Many organisations implement 5S as the foundation for their TPM programme,

recognising that clean, well-organised equipment is essential for effective maintenance.

Lean Tool

Value Stream Mapping

identifying waste

Quick Changeover (SMED)
times

Poka-Yoke (Error-Proofing)

Primary Focus

Visualising process flow and

Reducing setup and transition

Preventing defects through

Relationship with 5S

5S reveals hidden waste that
might be overlooked in
mapping; organised
workspaces make flow
problems more visible

Organised tools and
standardised procedures from
5S directly reduce search time
during changeovers

Visual management aspects



Global Adoption of 5S
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From its origins in Japanese manufacturing, 5S has evolved into a globally recognised methodology

implemented across diverse industries, cultures, and regions. This worldwide adoption demonstrates the

universal applicability of 5S principles while also highlighting how different contexts influence

implementation approaches. Understanding these global patterns provides valuable insights for

organisations seeking to implement 5S in various cultural and industrial settings.

The journey of 5S from Japan to global adoption began primarily through Japanese manufacturing

companies establishing international operations. Toyota, in particular, played a significant role in spreading

these practices through its global production system. As Western companies sought to understand the

competitive advantage of Japanese manufacturers in the 1980s and 1990s, they began adopting Lean

methodologies including 5S. This transfer was not always smooth, with cultural differences creating

implementation challenges that required thoughtful adaptation rather than direct translation.

Regional Implementation Patterns:

e East Asia: Strong cultural alignment with 5S
principles in Japan, Korea, and parts of China.
Implementation often emphasizes group
harmony and collective responsibility. Long-
term perspective supports sustained
application.

» North America: Pragmatic focus on efficiency
and cost benefits. Implementation frequently
incorporates measurement and return on
investment analysis. Innovation in adapting 5S
to service and knowledge work environments.

o Europe: Integration with quality management
systems and standards. Strong emphasis on
ergonomics and worker well-being. Adaptation
to diverse national cultures within regional
frameworks.

o South/Southeast Asia: Rapid adoption in
manufacturing sectors, particularly in
multinational operations. Growing
implementation in indigenous companies
seeking global competitiveness. Creative
adaptations to local resource constraints.

Industry Adoption Patterns:

Manufacturing: Earliest and most
comprehensive adoption, spanning
automotive, electronics, aerospace, and
consumer goods. Sophisticated integration
with other Lean methodologies.

Healthcare: Rapid growth sector for 5S
implementation, with adaptations for patient
safety and clinical workflows. Strong emphasis
on visual management for medication and
equipment.

Services: Expanding implementation in
financial services, retail, hospitality, and
professional services. Focus on information
management and customer experience.

Public Sector: Growing adoption in
government agencies, education, and utilities.
Adaptations for bureaucratic environments and
public accountability requirements.



Cultural adaptation represents a critical factor in successful global implementation. While the fundamental
principles of 5S remain consistent, effective application requires sensitivity to local values, communication
styles, and organisational hierarchies. In collectivist cultures, implementation often emphasizes group
harmony and shared responsibility, while individualistic cultures may require stronger focus on personal
benefits and recognition. Leadership approaches similarly vary, with some cultures responding better to
directive leadership while others prefer participative approaches.

Language and terminology present another aspect of cultural adaptation. Many organisations maintain the
original Japanese terms (Seiri, Seiton, Seiso, Seiketsu, Shitsuke) alongside local translations to honour the
methodology's origins. Others create entirely new terminology that resonates better with local
understanding. Some add a sixth "S" for Safety or Security, reflecting particular priorities in their operational

context. These adaptations help create ownership and relevance while maintaining the core methodology.

The digital transformation of global business has also influenced 5S implementation patterns. Cloud-based
collaboration tools, mobile applications, and virtual workspaces create new opportunities for 5S application
while presenting unique challenges. Multinational organisations increasingly implement digital 5S
standards that span geographical boundaries, creating consistent approaches to information management
and virtual workplace organisation across diverse locations.

As global implementation continues to evolve, cross-cultural learning and exchange of best practices
creates ongoing refinement of 5S methodology. What began as a Japanese manufacturing practice has
developed into a truly global approach to workplace organisation, demonstrating both the universal
applicability of its core principles and the value of thoughtful adaptation to local contexts.

LEAN HUB
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Summary and Next Steps

Throughout this comprehensive exploration of 5S within Lean Six Sigma, we have examined the
fundamental principles, practical applications, implementation strategies, and organisational benefits of
this powerful methodology. From its origins in Japanese manufacturing to its global adoption across
diverse industries, 5S has proven its value as both a standalone improvement approach and a foundation
for broader operational excellence initiatives.

Key Takeaways: Implementation Approach:
» 58 provides a structured approach to 1. Begin with a pilot area that is visible and likely
workplace organisation that reduces waste, to show significant improvement
improves efficiency, and supports quality 2. Form cross-functional teams including those
» The five components—Sort, Set in Order, Shine, who work in the target area
Standardise, and Sustain—create a 3. Provide comprehensive training on both
comprehensive system for maintaining principles and techniques

organised workspaces i , . i
4. Implement all five S's sequentially, ensuring

* Successful implementation requires both adequate attention to Standardise and Sustain

technical application and cultural change . .
PP 9 5. Document before and after conditions with

management .
g photos and metrics

» Visual management techniques make . . .
g q 6. Establish regular audit and review processes to

standards clear and deviations immediately .
maintain improvements

apparent

7. Recognize achievements and share successes

e Leadership engagement and employee
pengag ploy to build momentum

involvement are critical success factors for

sustainability 8. Expand systematically to additional areas

based on pilot learnings
e 58S benefits extend beyond operational

improvements to enhance safety, morale, and
customer perception

» Effective adaptation to different industries and
cultures maintains core principles while
addressing specific contexts

As you consider implementing or enhancing 5S in your organisation, remember that success depends on
thoughtful adaptation to your specific environment rather than rigid application of generic templates. The
most effective implementations balance standardisation with flexibility, technical excellence with human
factors, and short-term results with long-term sustainability. Start with clear objectives linked to business
priorities, involve those closest to the work in designing solutions, and create systems that make
maintaining standards easier than reverting to old habits.

Build Foundation

Assess Current State Develop leadership understanding, provide team

Evaluate existing conditions, identify high- training. establish implementation structure.



