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Abstract

This paper aims to introduce Japanese Kaizen tool 5S system in Bangladeshi companies in a large scale for an 
accelerated and efficient production process. Through continuous improvement by implementing 5S system an 
entity will be able to generate profit by reducing losses, costs and fastening the production process along with 
enhanced quality and safety for the members associated in the whole production process. Japanese 5S system is 
widely used in various types of  industries around the world. This paper elaborates the 5S process and portrays 
the advantages associated in the system. Incorporating lessons from Japanese management system, Bangladesh 
has already introduced Kaizen tool 5S system in various manufacturing, Small and Medium Enterprises (SME), 
service, health sectors in small extent. But more expansion is feasible and desirable and ultimately can culminate 
into a massive growth scenario in Bangladesh. This paper identifies the advantages of  5S system in various arenas 
and continuous improvement leads to the betterment of  working environment which facilitates the production 
process and improves the working process of  any entity along with the assurance of  efficiency, quality and 
profitability at minimized costs and waste.

Keywords: 5S, continuous improvement, waste elimination.  

Introduction
Globally the challenge of  maintaining quality at low cost exerts pressure on the business arena. In order to 
provide quality products at low cost to the consumers, a simple method named 5S system can act fruitfully 
and efficiently. This will culminate into easy, profitable, efficient and quality workplace thorough minimizing 

S
ei

ri
 (

S
or

t)

S
ei

to
n 

(O
rg

an
iz

e)

S
ei

so
 (

C
le

an
in

g)

S
ei

ke
ts

u 
(S

ys
te

m
iz

e)

S
hi

ts
uk

e 
(S

ta
nd

ar
di

ze
)

23 THE COST AND MANAGEMENT
ISSN 1817-5090, VOLUME-47, NUMBER-05, SEPTEMBER-OCTOBER 2019



waste materials. 5S is a process which organizes 
and standardizes workplace to minimize the waste 
to achieve safe and quality working environment by 
ensuring efficiency in the production process. 5S is 
applicable in all spheres of  life. 5S system was first 
initiated in manufacturing sector and then transmitted 
to other sectors like service sector or health sector. 
Toyota is an example of  successful implementation of  
5S system (Gapp, et al., 2008). The 5S system is aimed 
to maximize profit and achieve efficiency and safety 
by minimizing the losses. It focuses on orderliness, 
cleanliness and discipline. The concept of  5S was 
initiated in Japan (Moulding, 2010). 5S theory is all 
about of  steps which are straightforward and aimed 
for continuous improvement. The contribution of  
5S is in both accelerating efficiency and effectiveness 
simultaneously.

According to Mazlan (2014), 5S technique does 
not need the knowledge of  acute technologies. 
As 5S system is simple, easy going for everyone 
and regardless size and shape, 5S technique can be 
applicable to any industry, institution or organization. 
The study of  Randhawa & Ahuja (2017) amalgamates 
the tools, advantages, catalyzing factors and obstacles 
of  5S implementation. Their study found that 
incorporation of  5S technique in any organization 
brings sustainable performance in long run. As in the 
last few decades, the global marketplace is changing 
rapidly with a variety of  products and customer 
satisfaction is oscillating simultaneously as well. It has 
become very difficult to keep pace with the changing 
wave and keep the market power and concentration. 
In order to mitigate the challenge of  continuous 
improvement for sustained customer appreciation 
and organizational performance for market 
competitiveness, 5S technique is a useful tool which 
is very simple and easy for everyone and can be used 
in any sort of  organization including life. Improved 
institutionalized achievement through continuous 
improvement with an amalgamation of  accelerated 
quality, optimized cost, enhanced productivity, timely 
product delivery, flexibility, cordial relationship among 
the workers, safety environment in the workstation 
made 5S technique very much suitable for present 
world which emphasizes on sustainable performance.   

Literature review
In post-World War II era, in order to revive the 
Japanese economy, people of  all sectors worked 

collectively for their betterment. Among the various 
factor contributing towards the miraculous growth 
of  Japan, 5S is a significant tool in this regard. Sakichi 
Toyoda and Kiichiro and Toyota engineer Taiichi Ohno 
initialized S5 housekeeping concept. Gradually with 
the utilization of  5S process in Toyota, it had become 
the historic Japanese 5S methodology that was widely 
adopted around the whole world during the phase of  
1980s. In the early 1980, Japanese Osada developed 
the 5S methodology from 5S concept(Gapp, et al., 
2008). Osada considered 5S as the keys to total quality 
management and a positive catalyst to all aspects of  
life. Japanese people used to practice 5S technique 
in wider range of  institutions. 5S technique maintains 
quality environment and discipline in the workstation. 
Japanese word Kaizen means continuous improvement 
.5S is a Kaizen tool and 5S is a system which comprises 
5 steps starting with letter S (Haghirian, 2010). 
Ghodrati & Zulkifli (2013) conducted a comparative 
study among industries considering the performance 
of  industries before and after the implementation of  
5S system. They found that irrespective to the type, 
size and production of  the organization, 5S is effective 
to enhance the organizational performance. There is 
an alignment between the aims of  organization and 
5S system. As 5S kaizen tool increases the efficacy of  
the fulfillment organizational objectives. Continuous 
improvement and enhanced performance of  the 
organization take place due to the implementation 
of  5S system. Study found that, along with the 
visible improvement in organizational performance, 
significant improvement also takes place in the work 
station in terms of  inter-personal relationship and 
working environment.

Imai (1997) considered Japanese 5-S system as an 
integral part of  production system and due to lack 
of  5-S system there can be lack of  efficiency, integrity 
and low quality output with waste in the production 
system. In order to run a 5S system, Bicheno (1998) 
emphasizes on the interest and active participation 
of  top management in their production system, 
where the management themselves practice S5 and 
maintain the commitment for continual improvement 
in their industry.  According to De Mente (1994), 
5S system can be appropriate in various form of  
institution, like- living place, educational institution, 
workstation, communities and own personal life for 
continuous improvement. Due to the implementation 
and practice of  5S, many unnoticed problems will 
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unveiled which may remain covered and unnoticed. 
5S implementation does not depend on the size and 
shape of  institution or organization. 5S is for everyone.

The study of  Gapp, et al. (2008) finds that Japanese 5S 
system emphasizes on building a better workstation. 
Building safe and descent workplace is also a major 
goal of  global stakeholder. Sustainable goals also 
include and put emphasis on descent workplace. 5S 
system is easy going steps but very impactful in this 
regard, which may culminate into fruitful outcome 
with continuous improvement. Their study also finds 
that 5S system has focus on both within the industry 
and market. Gomes et al. (2013) have illustrated that, 
5S technique can improve productivity, reduce waste, 
use available resources efficiently and in a whole 
can act significantly to overcome economic crisis. 
Chisty (2010) performed a case study on UK car 
dealership Colliers Nissan .He found that 5S system 
brought miraculous improvement in the company. 
A new impression formed reflecting high efficiency, 
profitability in different auxiliary branches of  company. 

The study of  Kanamori, Shibanuma & Jimba (2016) 
critically assessed the applicability of  5S system on 
primary health care providers in different countries 
like the USA, the UK, India, Sri lanka, Brazil, Senegal, 
Jordan and Tanzania. Their study found that, 5S was the 
starting point from where improvement started taking 
place in the hospitals where 5S was implemented. 
In lower income and middle income countries, 5S 
could bring efficiency, safety, quality care, improved 
satisfaction from patient, if  5S become incorporated 
in health care facilities. 

Methodology
This article is a qualitative research based on secondary 
sources. Collection of  data and information has been 
carried out from books (Haghirian (2010), De Mente 
(1994), Imai  (1997)) and scholarly articles (Hanna 
(2014), Randhawa & Ahuja (2017), Ghodrati & Zulkifli 
(2013), Chakrabortty & Paul (2011) and Mahbub 
(2014)), etc.     

This article elaborates the 5S process and its 
implications in Japanese firms to unlock the potential of  
5S system in Bangladeshi firms. This article is focused 
on the Japanese 5S kaizen tool for improvement 
and its potential in Bangladeshi firms. This article 
emphasizes that continuous small improvement in 
any sectors possess the potential of  robust benefit 

in long run. More research is required on practical 
implementations of  5S system, which may portray 
more accurate result. 

The 5S System
The Japanese management approach 5S system is an 
organizational approach for facilitating production 
process. The system is represented as 5S as all the five 
main Japanese words starts with the letter S.

The 5S system imparts some guidelines in order to 
improve the process of  production, so that allocative 
efficiency can be ensured maintaining high quality. 5S 
delineates the pattern how the important economic 
activity production and process of  production should 
be structured in order to be efficient and effective. The 
five phases of  5S production system are as follows:

1. Seiri (sort):

In this stage all the raw materials, machinery parts 
and equipment’s required in the production system 
are sorted. The unnecessary items are separated and 
eliminated from the workstation. Only the necessary 
items remain in the work area at the needed amount. 
The materials which remain unused are kept in another 
place. In this very first stage, with the help of  sorting, 
the important materials are identified and the unused 
materials are kept in another place separately. So that, 
the next phase of  production process can be carried 
out smoothly with the required materials which are 
sorted in the very first step of  production.  The 
necessary materials or tools are kept for continued 
using purpose. All other materials, tools, parts etc are 
stored in another place. So that, probability of  risky 
incidents or hazards gets minimized in the workplace.   

2. Seiton (set in order):

In this stage, the materials, parts or equipment which 
were sorted earlier are arranged in order. All the 
materials are kept in a well-organized order. Tidiness 
also maintained in this stage. All the parts, tools or 
materials remain in their specific place where it should 
be. The materials are ordered such that workflow 
can be maintained. The materials are kept at that 
place, where they will be used. This stage focuses on 
orderliness and straightening the materials sorted in 
the first stage. The missing items can easily identify 
when items are kept in order. Items which are used 
more frequently are kept in close to workstation.

3. Seiso (clean):

All the parts and work station are cleaned in this stage.  
In this stage, all parts, as well as the workplace, are 
cleaned. Cleanliness is considered as a daily activity 
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not an occasional one. In order to have the idea about the progress of  production process that everything is 
in the right track, the workstation should remain neat and clean always. The workstation should be cleaned on 
regular basis and all the necessary tools and materials should be placed on right position after each shift of  work. 
So that, it become easy to identify what goes where and where it should be in that time.

4. Seiketsu (systematize):

In this stage, consistency is ensured. All the activities at the workstation are arranged in a system that everybody 
remain aware of  their regular activity. Housekeeping duties are considered as everyone’s daily mandatory work 
that should be done on regular basis to improve the production process by ensuring control over the work and 
cleanliness. Quality assurance with reliability is the consequence of  the systematic arrangement of  production 
process.    

5. Shitsuke (standardize):

In the fifth stage, all the steps developed in the first four stages are standardized and transmitted to all the 
members of  workplace in order to achieve the final quality outcome and long-term goals. The aim of  this stage 
is to normalize and sustaining all the previous stages in the production process to achieve long-term goals with 
continuous improvement.

Chart: Diagrammatic representation of  5S technique (Source: Moulding, 2010)

In a Japanese context, a sixth phase, “safety,” is considered sometimes. But, following the 5S system correctly 
ensure the safe working environment.  However, a hazard increases when safety in traded off to maintain 
cleanliness. Care should be taken to avoid persuading any defected 5S system. Basically, the idea of  kaizen does 
not incorporate any massive changes but mainly small changes whose impact is far-reaching (Haghirian, 2010). 
Everyone from the top management to workers/ operators is required to be engaged in the production process. 
The top management hold responsible for setting up the goal of  the organization, to introduce the 5S system 
in the organization and to make the employee familiar with 5S system. They identify the ways to be followed 
to achieve the goal of  organization through the implementation of  5S system. The supervisors hold responsible 
to make the employee understand and to follow the 5S system. The employees are solely responsible for the 
implementation of  5S method as they are the functioning part of  an organization. Manager basically monitors the 
role played by the employees while implementing the 5S method. 

Table: Detailed meaning of 5S

Term Meaning Objective

Seiri Sort To decrease waste and loss

Seiton  Set in order To increase efficiency (A place for everything and everything in place

Seiso Shine/clean To observe, inspect and correct (Prepare the rules to follow)

Seiketsu  Systemize To reduce variables (Prepare the rules to follow)

Shitsuke  Standardize To maintain and train (Daily activity)

Source: (Moulding, 2010; Eaton and Carpenter, 2000)

Seiri (Sort) Seiton
(Organize)

Seiso
(Cleaning)

Seiketsu
(Systemize)

Shitsuke
(Standardize)

5S
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Advantages of 5S system
5S system spreads the essence of  continuous improvement and team work in the workplace. It also reduces the 

wastes, losses and injuries. It promotes safe and pleasant working environment. It promotes quality by reducing 

the defects and minimizes the costs. Allocative efficiency can be achieved with the help of  5S, as it helps to 

reduce losses and defects and lead towards optimum outcome. It also helps to gain customers confidence and 

trusts (Moulding, 2010). The simplicity of  the 5S and convenience of  implementation made it applicable for all 

levels. 5S will strengthen the team spirit and increase the responsibility towards the entity among the workers. It 

will help to create a clean, safe and productive workstation. The only challenge of  the management body of  any 

entity is to make understand all the workers about the concept of  5S to act accordingly. In order to have higher 

quality with efficiency, 5S should be practiced in the workplace (Patel & Thakkar, 2014). But if  the employees 

poorly learn the 5S implementation process then negative outcome can be found. So, proper implementation of  

5S system is desired.

Table: Benefits of 5S

Metric Benefit

Seiri 1. Cost reduction

2. Decrease in inventories

3. Efficient utilization of  work station

4. Decrease in waste and losses

Seiton  1. Increase in efficiency 

2. Ease in finding required tools

3. Fastening the process

4. Safety enhancement

Seiso 1. Decrease in depreciation of  machine/s

2. Reduction in catastrophic incidents

3. Clean work station

4. Ease in checking any possible hazardous place or tools

Seiketsu  1. Reduction in pollution

2. Determines the best possible work procedures 

Shitsuke  1. Enabling the employees to maintain the previous procedures

2. Expansion of  awareness 

3. Improvement in communication among the members

4. Overall prevalence of  cordial working environment

Source: (Patel & Thakkar, 2014).

Overall proper implementation of  Japanese 5S quality tool can significantly culminate into the following benefits. 
Like- 

Faster delivery time: Success of  many companies depends on the timely delivery of  final output. 5S fastens 
the delivery time. Final output can be delivered more rapidly. Implementation of  5S reduces the wastes and gap 
between order received and delivery. 

Less delay: As workstation development takes place with 5S implementation. Raw materials, tools, machines 
and the entire document remain well-organized. Thus, with the faster delivery the number of  delays becomes 
fewer. This decreased delay enhances the reputation of  an organization. Thus, 5S implementation not only 
fastens the delivery of  the products, but also reduces the delays to send products to the desired place or buyers.
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Improved quality: With the continuous 
improvement, product gets developed day by day. 
Not only the product, but also the workstation’s 
environment quality also gets improved.

Cordial relationship among the workers: 
With the repetition of  same processed continuously 
the understanding among the workers become easy 
and more cordial than before. The rearrangement 
of  the workplace ensures the standardization of  the 
working process and meets the needs of  the workers. 
Improved communication takes place between the 
employee and employer. 

Enhanced efficiency: Efficiency gets increased as 
productivity gets accelerated. Proper 5S implementation 
ultimately helps to increase productivity and thus 
efficiency by reducing the down time. As efficiency 
increases, then it also saves energy resources. More 
efficiency helps to fulfill the desired goals.

Increased profitability: When production 
quality gets developed continuously then increased 
productivity and profitability finally increases the 
profitability of  any entity/ organization.

Reduced wastes: The materials which are required 
in the production process are kept in order and wastes 
are cleaned timely. Orderliness and cleanliness helps 
to keep the wastes at minimum level. 

Prompt production process: Less time is required 
to find the lost items or to detect the defected parts 
when 5S get implemented properly. Production 
process becomes prompt. 

Fewer inventories: Due to reduced waste, fewer 
inventories remain in the production process. A 
homogeneous environment of  the workstation fastens 
the production process and by reducing inventories, 
desired amount of  products are produced just in time.  

Increased safety: Few hazardous incidences help 
to increase safety in the workstation when 5S is 
successfully implemented.

Reduced risk: As the workstation remains well-
maintained. Thus, the risk gets reduced in the 
workplace when 5S method is properly implemented. 

Successful firms practicing 5S 
system worldwide
After the Second World War, the collective initiative 
of  Sakichi Toyoda and Kiichiro and Toyota engineer 

Taiichi Ohno was the 5S concept and gradually with 
the utilization of  5S process in Toyota, it had became 
the historic Japanese 5S methodology that was widely 
adopted around the whole world during the phase of  
1980s (Gapp, et al., 2008). Gradually the whole world 
is incorporating 5S technique in their production 
process irrespective of  manufacturing, service, health, 
industries. Boeing is not an exception. Boeing also used 
5S approaches to ensure safety in their production 
process (Ansari & Modarress, 1997). Toyota’s lean 
manufacturing system is appreciated and followed by 
many other companies. Eliminating waste, not only 
materials but also immaterial like time wasted by 
consumers while waiting to purchase the product, are 
reduced through continuous improvement. Through 
practicing 5S system, communication between people 
and technologies become more cost-effective and 
efficient in the workstations. Toyota philosophy 
want focused on reducing overburden and stress. In 
technological industries, products changes frequently. 
So it is very difficult to keep the buyers constant in 
term of  satisfaction. In order to provide products with 
zero computer problems (bugs) and high quality, Intel 
also incorporated 5S technique in their production 
process. Famous brand Nike also implemented 5S 
as a tool in their production process for achieving 
many benefits. Like Toyota, Ford also practices lean 
management in production process through practicing 
5S technique. They consider spending for improvement 
will generate efficiency and reduce waste. Nike, John 
Deere, Textron etc. uses 5S technique (Hanna, 2014).

5S practice in Bangladeshi industries
Mahbub (2014) showed that British American 
tobacco, which is a reputed and success multinational 
company operating in Bangladesh follows 5S system 
in its production process. The parts and materials 
maintenance process of  British American Tobacco 
is flawless because of  the adoption and practice of  
5S system. Chakrabortty & Paul (2011) found in 
their study that, the garment manufacturing sector 
can be more efficient in product delivery and quality 
improvement with the incorporation of  5S in their 
manufacturing strategy. Workplace management 
with the improvement of  safety through continuous 
improvement is the outcome of  5S system. Cleanliness 
is ensured and unused products get removed 
when 5S system in incorporated in the production 
system. Rouf  et al. (2017) conducted a study on the 
effectiveness of  5S principle on health care industries 
in Bangladesh. Their study found that irrespective of  
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location, 5S principle can be applicable to any heath 
care industries. Their study stated that significant 
development takes place in the hospitals which 
had undertaken the 5S principle and implemented 
accordingly. Improvement was taken place in the 
safety, cleanliness and satisfaction of  the health care 
receivers. Ashraf, Rashid, & Rashid (2017) also found 
in their study that 5S system is also implementable in 
food and beverage industry of  Bangladesh.

Conclusion
5S implementation can lead the organization to the 
path of  optimized resource use, efficient productivity, 
effective employee-employer relation, profitability 
in safe workstation holding the scope of  continuous 
improvement. Though 5S technique seems like a 
housekeeping tool but gradual up gradation of  this 
tool through Toyota shaped 5S in to a compact 
methodology from a conceptual idea.  5S technique 
can easily be applied to any organization because of  
its simplicity and easy going characteristics. This 5S 
principle can be used in manufacturing sectors, service 
sectors, food and beverage, small and medium industry, 
and health and other industries. 5S technique helps 
to increase the organizational competitiveness. 5S 
implementation has some obstacles like the challenge 
of  participation of  top management to bottom one 
in the process. The successful implementation of  5S 
system can take place when participation of  every 
member can be ensured. Along with the pace of  
current world, some Bangladeshi companies are also 
practicing 5S technique in their production system. 
But robust implementation of  5S system can play a 
catalytic role in massive efficient, profitable and safe 
workplaces. Currently, world is focusing on sustainable 
development. When continuous development takes 
place then only things become more inclusive and 
sustainable.  If  Bangladesh can adopt the 5S technique 
both in public and private sectors robustly the 5S 
system will lead to sustainable development in this 
regard. Since, 5S can act a quality improvement tool 
for ensuring sustainable development.  
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