TOTAL QUALITY MANAGEMENT PRINCIPLES

JAPANESE FIVE S (5S) PRINCIPLES OF LEAN
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The 5S methodology is a workplace organization system based on five

OA
'"‘!‘ %}‘ Japanese principles that promote efficiency, order, and continuous

5S

improvement. Originated as part of the Toyota Production System, the 5S
r3 method is derived from five Japanese terms beginning with the letter "S" used
to create a safe and organized workplace suited for visual control and the

application of lean concepts.
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Principles

Japanese | English Description
Term Translation
Seiri Sort Eliminate unnecessary items

To sort and separate needed items (data, files, tools,
instructions, and parts, for example) from unneeded

items

Seiton Set in Order | Organize everything that remains
To set in order, organize, and arrange data, files,

tools, and parts for ease of use

Seiso Shine Clean the workspace thoroughly
To shine by conducting a cleanup campaign,

cleaning, and inspecting the workplace

Seiketsu | Standardize | Create standard operating procedures
To standardize the processes by which seiri, seiton,
and seiso are conducted each day to maintain a

workplace in perfect condition

Shitsuke | Sustain Build habits and cultural discipline
To sustain the 5S process by forming the habit of
always following the first four S’s without having to

be told

5S Japanese Words - Meaning

5S methodology helps to create a more orderly work environment conducive to task completion.




1. Seiri E#E) — Sort

More than just “cleaning up,” Seiri is about identifying what’s truly needed. It encourages critical
thinking about every object, tool, or process. Creating space by removing unnecessary items leads to
improved productivity and organization.

Seiri is foundational for implementing lean production tools and principles to improve productivity,
quality, and team collaboration.

2. Seiton (¥1H) — Set in Order

This is the heart of visual management. Every tool has its own home, and every process has a visible
workflow. The result? Reduced search time, improved quality, and faster response. Assigning specific
tasks to team members fosters efficiency and helps maintain an organized work environment,
ultimately enhancing productivity.

3. Seiso (JE##) — Shine

In Japan, cleanliness equals respect. In the workplace, Seiso is both cleaning and inspection. It helps
detect abnormalities like oil leaks, wear, or damage early.

Maintaining a clean workplace environment as part of the 5S system enhances efficiency and safety by
organizing spaces effectively, reducing time wastage and injury risk.

4. Seiketsu (JETR) — Standardize

Seiketsu ensures that the first three S’s are maintained. It involves schedules, labels, procedures, and
visual controls. This Standardization step is crucial for documenting best practices, creating quick-
reference checklists, and gathering team feedback to refine and disseminate these practices throughout
the organization.

5. Shitsuke ($£) — Sustain

Possibly the most misunderstood word. Shitsuke refers to self-discipline—the commitment to follow
standards even when no one is watching. In Japanese culture, it is connected to upbringing and values.
Applying processes on an ongoing basis ensures the sustainability of improvements, fostering a
culture of continuous improvement where workers actively identify and solve problems as part of

their daily routines.

5S Implementation Process: Step-by-Step
1. Leadership Commitment — Management must support 5S efforts.
2. Employee Training — Educate staff on principles and benefits.
3. Initial Sorting Campaign — Remove unnecessary items.
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Organizing and Labeling — Arrange tools, equipment, and materials.




5.
6.
7.

Cleaning Schedules — Define responsibilities.
Standardization — Develop SOPs and visual controls.

Auditing and Continuous Improvement — Conduct regular checks.

Benefits of Implementing the 5SS Methodology

The 5S methodology is a Japanese workplace management system that focuses on organizing,

cleaning, and standardizing the work environment. Implementing 5S helps organizations create a

disciplined, efficient, and safe workplace, leading to improved productivity, better quality, and

employee involvement.

1.

Kaizen

Increased Productivity and Efficiency

By removing unnecessary items and organizing workspaces, employees spend less time
searching for tools or navigating clutter. This focus on order enables faster, smoother operations
and higher-impact work.

Reduced Waste and Operational Costs

Implementing 5S reduces waste in materials, storage space, and energy use. It also minimizes
reactive maintenance and last-minute fixes, which are often more expensive.

Higher Product and Service Quality

Organized, clean environments lead to fewer errors and less rework. Teams can dedicate more
time to process improvement and maintaining consistent quality across production stages.
Safer, More Pleasant Work Environments

5S enhances safety by removing hazards and standardizing procedures. Clear visual cues and
predictable processes reduce incidents and create a more positive workplace.

Employee Engagement and Ownership

When teams help design and maintain 5S routines, they take ownership of their environment.

This sense of responsibility boosts motivation, collaboration, and continuous improvement.

Kaizen

Kaizen is a Japanese management philosophy that focuses on continuous improvement. The term

“Kaizen” is a Japanese word that originated from two components: “kai,” meaning ‘“change,” and
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zen,”

meaning “good” or “for the better.”” Combined, they form the concept of “continuous

improvement” or “change for the better.” It focuses on making things better by improving quality,

getting rid of waste, and making processes more efficient. Kaizen involves enhancing both equipment

and work procedures.




Benefits of Kaizen

Implementing Kaizen offers a lot of benefits to your organization. Some of the benefits are the
following:

1. Continuous Improvement

Kaizen fosters a culture of continuous improvement, encouraging employees at all levels to contribute
to incremental enhancements. This leads to a constant flow of small improvements that collectively
drive significant progress.

My advice here is to thoroughly document complex processes with your team. Consider all the steps
in the process, to what extent these steps require human intervention, and where filled documents need
to go.

For example, we scrutinized the entire ordering system, including the addition of promotional volumes.
Here, we discovered many manual steps in the process, requiring numerous Excel forms to be filled
out, which were then manually entered into the systems by another department. Asking the team to
optimize the entire process at once was too overwhelming.

However, requesting to improve three process steps within this large process was feasible. My
conclusion is that you can achieve more by first documenting entire processes and then identifying a
few bottlenecks to improve, potentially using scalable IT solutions

2. Improved Quality

Through Kaizen, organizations can focus on improving quality by addressing the root causes of defects
and errors. By standardizing processes, implementing error-proofing techniques, and continuously
seeking ways to enhance quality, organizations can deliver better products or services to customers.

3. Waste Reduction

The 7 wastes Kaizen emphasizes the identification and elimination of waste in
owpeotucsen| 1 processes, such as unnecessary waiting time, excessive inventory,
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Excessive inventory is a disaster for a company and its working capital. Merchants prefer $100 in sales
with new inventory over $50 in sales with existing/excessive inventory.

This is a discussion we frequently had within Ahold. Do we purchase new inventory for that one top-
selling item, or do we look at existing inventory and use promotions to sell these products? Option 1

would have been better for sales.




However, it is crucial for every organization to also assess their stagnant inventory and find ways to
deal with it. The longer this inventory sits, the greater the impact on your working capital and the more
difficult it becomes to sell it off.

Therefore, the advice is for organizations to gain a thorough understanding of their stagnant inventory
and establish a process for managing it

4. Enhanced Productivity

Kaizen drives efficiency by streamlining processes, reducing non-value-added activities, and
optimizing resource utilization. By eliminating bottlenecks and improving workflow, organizations can
increase productivity and achieve higher output levels with the same or fewer resources.

S. Promotes Employee Involvement

Kaizen promotes employee involvement and empowerment by encouraging them to contribute ideas
and suggestions for improvement. This involvement not only increases employee engagement and

satisfaction but also taps into the collective knowledge and creativity of the workforce.

Real-life Examples of Companies Using Kaizen

You may be wondering how exactly companies have used the 5S of Kaizen. Wonder no longer as we
have two examples to show you exactly how the 5S of Kaizen are used.

1. Sony: Continuous Improvement Embedded in Company Culture

Sony has deeply ingrained Kaizen principles into its operations, leveraging continuous improvement
to maintain global competitiveness. This commitment to improvement was championed by founder
Akio Morita, who believed in the power of ongoing refinement. Sony trained its engineers and
production staff in Deming’s quality control principles, focusing on process enhancement rather than
just product inspection.

The company organized Kaizen workshops to encourage employee suggestions and implemented a
reward system for innovative ideas. A notable example is the development of the Trinitron color TV in
the 1960s, where engineers collaborated to create a more efficient production process, enhancing image

quality and reducing costs by using a single electron gun for all primary colors.

2. Canon: Supplier Recognition for Process Improvements

Canon’s Kaizen approach is integral to its Canon Production System (CPS), aiming to produce higher-
quality products at lower costs and faster delivery times. CPS consists of quality assurance, production
assurance, and personnel training systems. It strives for just-in-time manufacturing, quick delivery, low

costs, and visual control among others.




New employees receive a CPS Notebook to guide them in achieving Kaizen goals. Employees are
incentivized with points for suggestions, and top contributors are honored at the President’s Awards.
Additionally, Canon acknowledges suppliers who implement effective systems for quality, cost, and

delivery improvements with other prestigious awards.

8D Problem Solving Report

8D is a problem-solving method used globally, mainly in manufacturing industry by Quality Engineers
and Operations managers. The purpose of 8D problem solving method is to identify, correct and
prevent problems affecting customers and operational efficiency. It is a problem solving approach
similar to PDCA cycle (Plan — Do — Check — Act).

1 » Team formation

D Problem Description

3p ° Interim Containment Actions
D ° Root Cause Analysis

sp ° Corrective Actions

6D ° Validate Corrective Actions

0 ° Identify & Implement Preventive Actions

gD ° Team & Individual Recognition

1D — Team Formation:

The first and foremost step not only in 8D but also in any other initiative or project is Team
Formation, for any initiative cannot be successful without a right team. The team selected should be
committed, competent, co-ordinated, cross-functional with representation from all teams, and should
be knowledgeable in 8D methodology.

2D — Problem Description:

After selecting the team, our concentration should be on detailing the problem. The team should
collect details about the problem, for completely understanding the depth of the problem. All details
should be data and fact based.

3D — Interim Containment Actions:
Once the problem is described, before heading up to problem solving, the team should fix the effect
of the problem, especially on customers. It might involve actions like isolating the items affected,



http://www.whatissixsigma.net/pdca-cycle/

replacing defective parts, before it reaches the customers. This step is mainly to prevent the problem
from reaching the market and customers, which might become a competitive disadvantage and
reduce customer loyalty.

4D — Root Cause Analysis:

After taking containment actions, the team should involve in identifying the root cause(s) for the
problem. Methods and tools like 5-Why Analysis, Fishbone diagram, Pareto Analysis, 7 Old QC
tools, New QC tools etc. can be used for identifying the root cause. An important point to be noted is:
Whatever method is used for RCA, it should be data & fact based.

5D — Formulate Corrective Actions:
After successfully arriving at the root cause, the team should formulate corrective actions to be taken
to correct the problem. Tools like Brain storming, Affinity diagram etc. can be used.

6D — Validate Corrective Actions:

After arriving at the corrective actions, the team should validate whether the solutions are effective.
There are several tools like Accelerated life testing, simulation etc. available for this purpose. Then
the solution can be implemented in the process. The solution approach from step 4-6 should be
repeated until the problem is completely eliminated.

7D — Preventive Action:

Identifying and implementing corrective actions is only a temporary solution that keeps the system
running or is like ‘Living with the problem by taking counter measures’. The permanent solution is to
identify a potential long term solution that will not allow the problem (similar problems) from
occurring into the system again. Sometimes corrective action will be a costly, time being measure.
Preventive action makes changes in the system, upstream or downstream processes so that the entire
system is modified or aligned for ‘Problem Free’ operations.

8D — Team and Individual Recognition:
Once the problem is completely solved, the team and the extra-ordinary contributors must be
rewarded and recognized appropriately. This will act as a motivation factor for other employees.

These are the steps of 8D methodology. To summarize, 8D is a holistic, systematic and proven
methodology for problem solving.

Timeline of the 8D Process

The team designs the 8D process to be both thorough and timely. Typically, the process follows a
structured timeline:

o Within 2 days, the team should complete D1 and D2 (team formation and problem definition),
along with initial containment actions (D3).

e Within 7 days, the team should finish the root cause analysis (D4) and update the 8D report
with findings.

e Within 14 days, the team should define corrective actions (D5) and outline implementation
steps (D6).

o Within 60 days, the team should finalize the entire 8D report, including verification of
corrective actions and preventive measures.
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