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By Dr. Timothy D. Hill

5S— a procedure whose name is based on five Japanese 
words that start with “S” — is often used to start a Lean 

deployment:
• Seiri (“arrange things properly” or Sort) means to separate 
needed tools, parts, and instruction from unneeded materials 
and to remove the latter.
• Seiton (“keep things in their proper place” or Simplify) means 
to neatly arrange and identify parts and tools for ease of use.
• Seiso (“clean the workplace” or Scrub) means to conduct a 
clean-up campaign.
• Seiketsu (“maintain the above three principles”) means to 
Standardize to conduct Sort, Simplify and Scrub at frequent 
intervals to maintain a workplace in perfect condition.
• Shitsuke (“practice self-discipline and respect for fellow work-
ers” or Sustain) means to form the habit of always following 
the first Ss.

5S steps include discarding unneeded tools/equipment, arrang-
ing the remainder in order and labelling them, cleaning and 
inspecting them, making this organization the norm and auditing.

Sometimes discarding unneeded items means doing a “red tag” 
exercise, often the initial step in the 5S sorting process where red 
tags are used to identify items that are not likely to be used. If 
they are not used within a specified time period, they are disposed 
of, thereby increasing space and organization.

However, 5S is not Lean, although it might be used to start a 
Lean process. There are two major reasons why 5S is not Lean:

1The 5S exercise is not tied to anything. As a consequence, 
the 5S and Lean efforts will fail. A 5S exercise can be 

started with the intention of stabilizing the workplace and gener-
ally cleaning things up prior to a Lean deployment. However, 
the impetus is often lost without a Lean leader pushing things 
through and keeping momentum. One past client had tried a 5S, 
selected the “low-hanging fruit” (easy clean-up items) and then 
found that nothing happened after the 5S. In fact, things went 
back to how they were before and were the same if not worse.

Another reason for the failure of the 5S efforts is the belief 
that Lean starts and stops with the 5S. You may have a Lean 
leader, but if they cannot get to the Sustain part and tie the 5S 
efforts into a larger Lean initiative, the 5S will fail. One munici-
pality started a large Lean effort and introduced nearly 100 area 
companies to Lean. However, these free sessions were limited 
to 5S and isolated kaizen blitz efforts. The result was that some 
firms found early 5S successes, but others did not. Eventually 
nearly all participants fell back to earlier performance levels.

2The 5S exercise is tied to a kaizen blitz. Sometimes the 5S 
exercise is tied to the search for an improvement opportu-

nity — a kaizen blitz. While walking the plant floor, the team 
can come upon a kaizen opportunity. They might quickly gather 
baseline data and then proceed to kaizen the process. Then they 
move on, frequently forgetting to manage (Sustain) the results. 
As a result, the gains are lost. So, too, is employee involvement 
as they live with the resultant ups and downs while management 
moves on to the next problem.

Recommendations for successful 5S
• Tie your 5S efforts to your visual workplace. Make public the 
gains you’ve made.
• Measure. The baseline (before) and after measurements are 
critical. You cannot show gains without both numbers.
• Tie your 5S efforts to your larger strategy. Show how the 5S 
efforts connect to your larger Lean deployment. Make a picture 
that shows the progression and present that picture where you’ve 
set up your visual display.

Follow through with 5S events such as red tagging. It’s not 
enough to put a red tag on something, you must remove the 
tagged item and then show measurable improvement — be it 
recovered space for more work, reduction in cycle time from no 
longer having to work around the tagged item, or the like.

In my experience, once I have delivered the initial Lean train-
ing I’ll start a 5S effort, but not before. We’ll have a Lean board 
(for visual display) in place, we’ll connect the 5S to the Lean 
game plan and we’ll report measurable successes. This way, the 
5S truly paves the way for the Lean game plan.

Dr. Timothy Hill is an Industrial and Organizational Psychologist and 
Certified Lean Six Sigma Black Belt with global expertise in Human 
Resources/Human Capital. He can be reached at drtim@kyoseicanada.
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Lean Production Simplified: A Plain 

Language Guide To The World’s Most 

Powerful Production System by Pascal 
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THIS SECOND EDITION IS INFORMATIVE 

for all levels of Lean learners — from 

those just starting to those who feel they 

already have a good handle on Lean.

A lot of the previous Lean titles have 

tended to focus on sets of Lean tools. 

Some have paid more attention to the 

cultural aspects of Lean and change man-

agement. Lean Production Simplified is a 

good blend of both giving the reader not 

only a systemic understand-

ing of Lean but also the clear 

skill development required for 

leadership at all levels.

Dennis provides a comprehensive 

view of Toyota's Lean manufacturing 

system and couples that with a look at 

the origins and underlying principles 

of Lean. He then goes on to talk about 

identifying the goals of Lean production 

and provides practical problem solv-

ing for Lean production. He then pres-

ents activities that support involvement: 

Kaizen circles, suggestion systems, and 

problem solving. 

Dennis was referred to as 

“North America’s Ohno-san” 

by another reviewer, and that 

might not be too far off. Dennis 

has built convincingly on his Toyota Motor 

Manufacturing Canada experience.
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WEB WATCH: 

•  Questions from the plant floor
Why can't my 5S efforts stick?

Get Tim’s latest answer online in the 
Lean Manufacturing portal at 
www.automationmag.com.

MA_MarApr2010.indd   17MA_MarApr2010.indd   17 2/22/10   4:04:07 PM2/22/10   4:04:07 PM



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles false
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 10%)
  /CalRGBProfile (Apple RGB)
  /CalCMYKProfile (U.S. Sheetfed Coated v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.3
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize false
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts false
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile (None)
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 150
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.00000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.40
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 150
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.00000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.40
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.00000
  /EncodeMonoImages true
  /MonoImageFilter /FlateEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /PDFX1a:2001
  ]
  /PDFX1aCheck true
  /PDFX3Check false
  /PDFXCompliantPDFOnly true
  /PDFXNoTrimBoxError false
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (U.S. Web Coated \050SWOP\051 v2)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<
    /DEU <>
    /FRA <>
    /JPN <>
    /PTB <>
    /DAN <>
    /NLD <>
    /ESP <>
    /SUO <>
    /ITA <>
    /NOR <>
    /SVE <>
    /ENU (DDAP recommended settings for PDF/X-1a files with JPEG \(High Quality\) Compression. PDF/X is an ISO standard for graphic content exchange. For more information on creating PDF/X-1a compliant PDF documents, please visit the DDAP website at: http://www.ddap.org)
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [792.000 1224.000]
>> setpagedevice


