
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

5S Guide 
See how a simple organizational strategy can revamp 
your workplace and boost efficiency. 
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5S Overview 
 
What is 5S? 5S is a methodical system that enhances workplace 
efficiency, sales, productivity, and more. The strong organization aspect 
of 5S allows for it to be an effective tool in all aspects of a business, 
from the production floor to the office areas of a facility.  

 
Overview: 5S was developed in Japan decades ago, and it saw global 
replication due to the strong ability of enhancing safety, efficiency, and 
growth. 5S is widely credited with helping Japanese factories 
overshadow American industrial quality and output. In the mid-1980’s, 
factory managers from America’s largest companies began paying 
mind to 5S and started implementing it at their own companies. 
 
Visual communication (labels, signs, etc.) is the most effective tool for 
achieving 5S success and can turn a traditional manufacturing system 
into a lean one. Labels and signs are highly effective tools that alleviate 
common process issues and facilitate responsibilities for 5S.  For 
example, a 2008 study found that workers on-average waste over two 
hours per-day. Having clear signage and labels that direct, instruct, and 
inform employees can be one way of minimizing time wasted.  
 
  
 
 
 
 
 
 

 

 

 

BENEFITS OF 5S 
 Equipment Life 

 Product Quality 

 Safety 

 Productivity 

 Employee Morale 

 

 Downtime 

 Production Costs 

 Inefficiency  

 Defects 

 Wasted Time 
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The Five Pillars 
 
The Five Pillars is a term commonly used to reference the steps in 5S 
because it includes five steps, each of which beginning with the letter S 
(hence the name 5S). Each step represents one of five crucial 
components of the 5S system. When each pillar is completed 
sequentially, only then will a 5S program be complete, along with 
greater odds for long term sustainability. 

Much like a physical structure depends on pillars to keep itself from 
collapsing, the same dependence lies in the steps of 5S for the system 
as a whole. Each step of the 5S methodology is vastly dependent of its 
counterparts. As with physical structures, if one pillar fails, the entire 
structure is in jeopardy. If one step of 5S collapses, the other four are 
compromised and can cause the entire system to collapse. The 
takeaway from this should be to execute each part of 5S with full 
commitment to yield optimal results from a fully functional 5S system. 

 

 

 
 

 

 

 

 

 

PILLARS 
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Step 1:  The Sort step of the 5S process involves assessing facility 
inventory and items to eliminate clutter, such as tools, hazardous items, 
and forms of redundancy. In addition, it is important that the processes 
of the Sort stage be clearly communicated to all employees and a 
strong sense of this step be incorporated into daily work routines.  

 
Sort helps eliminate problems such as: 

•  Time wasted searching for tools, parts, materials, items, etc. 

• Overstock of costly, unnecessary inventory 

•  Items hindering workflow such as materials, tools, etc.  

•  Safety hazards from clutter 

•  Inefficient transportation 

•  Underutilized floor and storage space 

It is imperative to be disciplined and observant when carrying out the 
Sort step. This initial step is the foundation for the entire 5S program, 
and it can almost solely ensure program success. The mindset going 
into this step should be “use it, lose it”. This rule should apply to tools, 
machines, materials, and any other items permanently occupying an 
area. In other words, anything that is not essential to the operation, 
should be removed.  

Sort  整理 
Japanese Word: 
Seiri 

 

Step 1 
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What is it? Red Tagging is an effective tool that helps with the Sort 
step. The idea behind red tagging is to locate items in the area 
(materials, tools, parts, etc.) and record usage dates for about one 
month. Once the data has been recorded, it is analyzed to reveal how 
frequent the items were used. Items not used regularly will receive a red 
tag which symbolizes the need for removal.  

Items that are red tagged will require information to be filled out on the 
tag. This information should communicate what actions are to follow 
with that item. Be sure to indicate whether to: 

1.  Leave the item  

2.  Return the item  

3.  Relocate the item  

4.  Discard the item  

5.  Move the item to a “Red Tag Holding Area” 

Items that are red tagged then move to a red tag holding area. The red 
tag holding area is a designated location for the red tagged items to 
remain until it is further determined what to do with the item. If items 
placed in the red tag holding area are left unused after a month or so, 
it’s safe to assume that you can discard the item entirely from your 
work area. If someone does use it in that timespan, simply remove the 
red tag and return it to an appropriate section of the work area.  
 

 

 

 

 

Putting Sort into Action:  
• Photograph areas prior to 5S implementation and document work area duty task times. 
• Establish and effectively communicate clear instructions for sorting items.  
• Designate a space for a work area red-tag storage zone.  
• Identify red tag items, document, and move the items to the designated storage zones.  
• Relocate items to a central red-tag zone once time has expired. 
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Step 2:  Set in Order is the organization phase of 5S. Each item should 
be marked legibly and stored somewhere that is easy to locate, access 
and return to. This step heavily relies on the successful execution of 
Sort. It is strongly advised against starting this phase until Sort is 
completed correctly. 

 

Set in Order is about establishing a concise, uniform system for storing 
and returning things such as tools, materials or other commonly used 
items. Everything from tiny screws to giant forklifts require a 
designated space for storage, and being strategic helps. Store things in 
close proximity to where they’re used when possible. If items are clearly 
marked, easily visible and stored nearby, this eliminates time wasted 
searching for the item as well as reduces the time to obtain it.  

Achieving success in the Sort step also relies on full participation from 
5S team leaders or managers. By meeting regularly, leaders can share 
ideas to make standardization much more effective facility-wide. 
Leaders should also evaluate existing facility labeling and signage to 
confirm new storage locations are properly labeled and explicitly 
display their contents. If no system is currently in place, this is the 
perfect time to start a label and signage program. Viscom™ printers 
help with this exact aspect of 5S. We hope you’re paying attention, if 
you are, reference this sentence to your Viscom rep. to get a discount 
off the list price of any Viscom™ label and sign printer.  

  

Set in Order  整順 
Japanese Word: 
Seiton  

Step 2 
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清潔 

 

 

Everything ™ 

 PIPE MARKING 

 ARC FLASH 

 CABLE / WIRE MARKING 

 GHS & HAZCOM 

 QR CODES 

 FLOOR MARKING 

 RACK, SHELF & BIN LABELS 

 5S / 6S 

 LEAN MANUFACTURING 

 EQUIPMENT / TOOLS 

 ASSET TAGS 

 BARCODING 

Choose from a variety of label supplies for 
nearly any surface and almost any setting. 

 

 Indoor/Outdoor durable 

 UV/chemical/weather resistant 

 5+ year lifespan 

 Residue-free removal 
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Step 3:  The Shine step is the process of general cleaning and 
maintenance duties incorporated into daily work routines. Once 
implemented, this step becomes an invaluable benefit to the workplace. 

 
In the 5S system, maintaining a neat and tidy workplace is a company 
ritual that everyone should partake in. Benefits of Shine can be seen 
company wide, including non-manufacturing departments such as sales 
or IT. From the CEO to the seasonal intern, practicing cleanliness is a 
must for everyone, and all employees should be held accountable. 
While janitorial staff may be responsible for larger cleaning jobs, the 
routine workplace cleaning should be executed by every employee, and 
practiced regularly.  

  

 

 

 

 

 

 

  

Shine  清掃 
Japanese Word: 
Seiso  

Practicing the Shine step daily helps remove unwanted dirt and 
debris. It can also help expose previously unseen problems. 

Step 3 

There are two primary things that come as a 
result of Shine, the first being a cleaner and 
more presentable workplace, and the second 
being less injuries and equipment breakdowns. 
With Shine alone, you can increase productivity 
and decrease costs by those two results. 
Cleaner work environments also boost safety 
and morale, as well as motivate employees to 
maintain the work area. Departmental leaders 
should steadily monitor work areas for issues 
and address them as necessary with Shine in 
mind even after this process is completed.  

 

Benefits of Shine 
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Maintenance and Inspection 

Cultivating a clean workplace is not the only goal of Shine. Daily Shine 
routines should also include thorough maintenance and inspection 
processes. As you make sure employees execute daily cleaning 
routines, make sure they are also closely inspecting equipment, 
machinery and tools for wear/damage. An effective way to accomplish 
this is by adding them to daily checklists.  

The Shine step is an ideal time to perform and implement regular 
maintenance initiatives. Regular maintenance can help improve 
equipment functionality. One example would be the maintenance 
performed on machinery by checking oil levels, belts, wires/cables, 
hoses, nuts, bolts, valves, etc. Keeping important machinery well kempt 
can reduce chances of failure and mitigate the chances of unforeseen 
issues arising. Also, routine inspection of frequently used tools is 
another good example. Inspecting tools when they are returned can 
help ensure readiness for the next person, check to see if they need to 
be sharpened, wiped down, repaired etc. 

Working in a clean and organized workplace is enough of a reward, but 
one of the greatest dynamics that Shine provides is the increased 
safety. Having clean, properly maintained tools and equipment all will 
enhance safety in the workplace. In addition, it also boosts productivity 
and morale while reducing injuries and downtime. Overall, it’s a very 
rewarding step.  

 

 

 

 

 

 

What if employees see a spill or safety hazard?  
For minor issues, use a maintenance tag and contact a supervisor. If the solution is 
more than a “quick fix”, document it in a maintenance log that can be filled out so that 
further action is taken to resolve the issue.   

Also! Work computers, laptops, and all other electronics should be internally 
organized and air-dusted periodically to keep in healthy, optimal condition. 
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Floor Marking 

Why do it? Floor marking, also known as line 
marking, is often affiliated with safety (forklift, 
pedestrian aisleways, equipment paths, 
egress routes, etc.). However, one of the most 
beneficial reasons to implement floor marking 
is commonly overlooked by most people, that 
reason is efficiency.   

Floor marking is merely essential to achieve  
5S and can be very useful for organization and 
process strategy. When done correctly, it is a 
highly effective tool to ensure fluid traffic flow, 
and process awareness among employees. 
Common uses of line marking are for marking 
off locations where pallets, raw materials, 
finished goods, and other items are stored. By 
using proper floor marking procedures, you 
can boost efficiency, increase safety, and 
prevent injury. 

 

Floor Paint or Floor Tape?  
The most commonly asked question about 
floor marking is the question of whether to 
use tape or paint. While pros and cons exist 
for both, it’s commonly decided that the most 
preferable option is industrial-grade floor tape. 
Floor tapes, as opposed to paint, require less 
installation efforts, are more resistant to 
heavy traffic, and require minimal preparation 
with little to no dry-time. Painting floors can 
require shutdowns which can halt production 
and result in monetary losses, whereas floor 
tapes allow for continued production, making 
it a favorable alternative to painting. 
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Yellow Aisleways & Pedestrian Traffic; Paths of Egress, and 
Equipment Traffic Lanes. 

White General Production; Racks, Workstations, Carts, Machine 
Borders, Benches, & Other Equipment 

Red Safety/First Aid, Red Tag Area, Defect/Scrap Area 

Orange Material or Product Inspection, Energized Equipment or 
Temporary Storage Locations 

Green Used for Materials & Manufacturing: Finished Goods 

Blue Used for Materials & Manufacturing: Raw Materials 

Black Used for Materials & Manufacturing: Works In-Progress  

 Areas Kept Clear for Safety; Equipment Operations, 
Electrical Panels, and Exits. 

 Areas that Present Danger and Health Hazards or Require 
Extra Caution 

 Areas Kept Clear for Operations and Workflow 

 

  Black & White 

Red & White 

Black & Yellow 

Floor Marking Color Chart 
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MOST DURABLE .  

FLOOR TAPE.   

EVER CREATED. 
 FREE SAMPLES AVAILABLE!  

 39 MIL (0.039”) THICKNESS 

 DUAL-STAGE BEVELED EDGES 

 ULTRA-STRENGTH ADHESIVE  

 UV & CHEMICAL RESISTANT 
 

2” – 6” Widths 
10+ Color Options 

Unbeatable Warranty 

 
 

Multiple Styles Available! 
DuraRoute™ 

Hazard 

DuraRoute™ 
Original  
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Step 4:  Standardize is the cultivation of procedures and tasks that 
promote uniformity in the workplace. This helps integrate 5S principles 
into daily, weekly, and monthly work processes and routines. 

 

Uniformity is the key to completing the Standardize step. While 
employee individuality can be great for a business, that same theory 
does not apply here. Individuality in 5S is counterintuitive and can 
impact the system adversely. Uniformity keeps procedural parts of 5S 
consistent because it relies heavily on a collective cohesiveness of all 
steps, and demands consistency from employees regarding how 
procedures are carried out. Rather than doing things their own 
individual ways, things should be done in a way that is taught by 
leaders/managers. The Standardize step emphasizes the removal of 
individual processes and the introduction of standard processes. These 
standard processes are usually done in the form of checklists and 
schedules, and help ensure each step of the 5S process is executed 
with uniformity, daily. This also ensures employees know what he/she 
needs to do, when to do it, and precisely how.  

 

 

 

 
 
 

Standardize  清潔 
Japanese Word: 
Seiketsu  

Step 4 

Test the industrial-strength durability and premium quality 
of Viscom™ label supplies with samples sent directly, 
completely free. Custom samples available upon request! 

• Visit us at | www.viscomindustrial.com 
• Call us at | 1-855-4-  
• Email us at | info@viscomindustrial.com  

CLICK HERE FOR FREE SAMPLES! 

mailto:ViscomIndustrial.com
https://viscomindustrial.com/pages/sample
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Putting Standardize into Action: 

A) Hold manager meetings with workers to review the system in place. 
  

B) Discuss employee ideas and implement the processes once 
approved by management. 

 
C) Get systems leaders involved - such as ISO managers - to help 

eliminate system redundancies and increase support.  
 

D) Account for flexibility in the 5S system by allowing for continual 
adjustments. 5S is a continuously evolving system and should be 
treated as such.  

 
E) Keep updated records to reflect changes. Make sure 5S labels, 

signs, color codes or any other visual communication systems 
clearly communicate new processes and methods. 

 
 

 

 

 

 

 

 

 
 
 
 

Posting assigned employee duties in workstations using labels, signs, and color codes, along with holding 
regular manager-employee meetings can help with successful execution of the Standardize pillar.  
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Three Steps of Confirming 5S Pillar Success: 
 
 
1) Effective Communication of Employee Responsibilities. 
It is illogical to expect employees to successfully execute tasks if they 
don’t know what is expected of them. Management and leadership 
need to make sure employees have been effectively communicated to 
what needs to be done and what the expectations are. All employees 
should have a clear and concise understanding of their daily and weekly 
tasks pertaining to Sort, Set in Order, and Shine. Responsibilities can be 
clearly written on a chart or checklist so it can be located when needed, 
and accessible at all times of the day.  

2) Make it an Essential Part of Employee Daily Routines.  
Adequately trained employees can execute 5S steps without disrupting 
workflow. The goal is to get employees to act or react accordingly with 
the 5S system in mind. See below for examples: 

Example: An employee sees a misplaced tool and quickly knows where 
it belongs, as well as takes it back to its correct storage location (Sort). 
B) A worker carrying out routine mechanical maintenance notices a tool 
is dirty after using it, so they grab a towel and clean the tool off before 
returning it (Shine). These are both prime examples of what it looks like 
to make the 5S pillars an essential part of employee daily routines.  

3) Routine Evaluation.  
After pillars are set in place, conduct routine evaluation. The objective 
here is to evaluate if employees are maintaining 5S duties. Regularly 
meet with employees and evaluate their 5S contributions. Use this time 
as a way to improve or reward employees for their 5S commitment. 

Assign department supervisors or 5S committee members to conduct 
the evaluations. If neither are able, having assigned leaders is an 
alternative option.  
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Step 5: Sustain is the final step in 5S and is exactly as it sounds. The 
purpose of this stage is to ensure all the hard work, effort, time and 
energy spent implementing the previous 4 pillars and the rewards from 
5S as a whole are maintained for years to come. 

 

At this point, the 5S system now functions comprehensively. Sort, Set in 
Order, Shine, and Standardize steps are all taking full effect. Employees 
have been trained, they’re informed of what is expected of them 
because the managers/selected leaders effectively communicated to 
them what their expectations are. Workstations are clean, red tag areas 
host a community of items that once caused clutter in the workplace. 
Visual communication has taken place, and labels/signs are 
strategically posted throughout workstations in the facility.  

 

As with all things, routine maintenance is needed to maintain optimal 
performance. The same way a car gets oil changes, has fluid levels 
topped, belts tightened, or brakes changed, a 5S system requires no 
less when it comes to care and maintenance. The Sustain step helps 
keep malfunction at bay and optimization continual. This responsibility 
falls on the shoulders of everyone involved, both employees and 
management/leaders. It takes a continuous effort from both parties, 
and a willingness to participate for Sustain to succeed.  

 

Sustain  躾 
Japanese Word: 
Shitsuke  

Step 5 
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Ways to Sustain 5S: 

• Keep an eye on it - Introduce audit programs that formally ensure 
new standards are being implemented, and incorporate certification 
programs to make sure existing programs are being supported.  

• Stay on top of it - Develop strong Shine protocols and review them 
regularly  

• Give incentives - Conduct routine inspections to ensure all 
standards across all steps of 5S are met. Reward individuals, teams, 
or departments that meet or exceed standards.  

• Make it easy to succeed - Offer regular training, cleaning supplies, 
replacement parts, additional storage space, and other resources as 
needed to assist with standards being met.  

• Get everyone on board - Train new employees in the 5S methods 
and thoroughly explain the principles behind the systems in place.  

• Be visually communicative - Promote 5S principles to workers on a 
consistent basis. Using labels and signage, or posters, or any other 
form of visual communication is a surefire way to enhance constant 
reminding of 5S principles. 

 

Another important aspect of Sustain is Progress Evaluation. These 
evaluations give 5S team leaders the ability to evaluate and gauge the 
successes and failures within their system. This information can also 
reveal where employees are successful and where improvement is 
needed, further informing managers if there is a need to alter existing 
processes or implement new ones. Progress evaluations should be 
conducted monthly and evaluated using information logged in a weekly 
work-area inspection book. Point systems can vary, but a good rule of 
thumb is awarding 1 point for goals achieved, whereas 2 points are 
deducted when failed. The objective is to get employees engaged and 
maintaining high level performance in their respective areas, but to also 
expose areas of system weaknesses so improvements can be made.  
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How to Put Sustain into Action: 

1. Give workers an official schedule of when work area inspections and 
meetings will be held. 

2. Hold routine work-area assessments and meetings.  

3. Monitor programs in place and record strength/weaknesses. Also, 
obtain worker feedback and implement where necessary.  

4. a) Recognize successes within the 5S system using awards, 
banners, signs, and/or in-house publications.  

b) Use regular meetings to brainstorm ideas for improvement and 
monitor current successes.  

5. Document duty task-times and compare to earlier events. 

 

 

 

 

 

  

 

 

 

 

 

  

DESIGN AND PRINT LABELS ON-DEMAND 

 

 FULL LIFETIME WARRANTY 

 LABEL DESIGN SOFTWARE 

 FREE TECH SUPPORT 

 FREE LABEL SUPPORT 

 …FREE FOR LIFE 

50+ SUPPLIES 
T O  C H O O S E  F R O M 

Same Day 
Shipping 

Quality 
Assurance  

Free 
Guides  

Viscom™ 300X Label Printer 
SKU: VIS300X 
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  Safety 
Introducing a sixth “S” to a 5S program makes it 6S. This addition 
of Safety also has a strong correlation with the preceding 5S pillars, 
making it simple to add while executing the other steps of 5S. 

Step 6 (optional): Safety is an important aspect of any business. It is 
important to maintain and develop workplaces that are safe for 
employees. Using visual communication, such as labels and signs, is a 
great way of getting safety measures communicated to employees. 
Because the preceding pillars of 5S require organization and 
restructure, it only makes sense to carry out Safety during this time.  

 

Ways to make your facility safer: 

• Training: Make sure employees know how to use equipment, 
such as dangerous machines, forklifts, etc.  

• Visual Communication: Use labels and signs with large text and 
symbols to effectively communicate processes & safety.  

• Protection: Provide adequate safety gear and protection 
(hardhats, vests, gloves, glasses, wash stations, etc.) 

 

 

 

 

Summary 
You’ve now reached the end of the 5S journey. This experience should 
instill a strong sense of organization and structure, but also serve as a 
monumental accomplishment. 5S is a great system that can yield 
profits, boost efficiencies and many other things, but it is a constantly 
evolving system that requires teamwork and strategy. Implementing 
5S is no easy feat, and having enough cohesiveness as a team to 
execute the implementation of it alone serves as a testimony to what 
you and your team can accomplish moving forward.  

Step 6 
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THE WORKPLACE SAFETY & 
VISUAL COMMUNICATION 

SOLUTIONS COMPANY 
1.855.4.VISCOM  |  ViscomIndustrial.com 
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