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“LCI would like to acknowledge and thank David MacKay, 
Milestone Lean Consulting, Eric Lusis, Aecon, Lynx Lean 
Services and Annmarie Thurnquist, Jacobs for their leadership, 
work and collaboration to create this workshop. Learning 
opportunities like this exist because people like them engage to 
create them.”
-Kristin Hill
LCI, Director Education Programs
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LCI Course: 
5S in Construction
4 CEU 

Sign the sign-in sheet for credit
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Introductions
HAPPY

TIRED
CURIOUS

READY TO LEARN

ORNERY

HUNGRY

• Name
• Company
• Role
• Which Moo Deng are 

you today?
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Learning Objectives

Understand and be able to identify the 5Ss supported by real project 
examples.

Understand how to implement key Lean approaches to support sustaining 
5S on a jobsite.

Identify areas in your work that would benefit from 5S application.

Discover ways to build consensus and support for 5S with your team.
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Rules of Engagement
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Lean Journey to Mastery 

Unaware

Awareness

Understanding

Competency
Mastery

Continuous 
Learning 

How will you reach 
the next level on 
your journey?

Competency 
Building Loop

You Are 
Here
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Discussion Question

Why do our projects fall victim to the Friday cleanup?

What challenges do you have with the way our workplaces, 
materials, and equipment are organized on site? 
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5S is a series of activities for 
eliminating wastes that 
contribute to errors, defects 
and injuries. 

5S Program

Clean it up - Make it Visual
• Educate
• Communicate
• Maintain the 

standards

1S

• Sort
• Eliminate

2S

• Tidy
• Place
• Organize

3S

• Clean
• Upgrade

4S

• Simplify
• Order

5S

Sustain

SORT

Set in Order

Shine

Standardize

10
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5S is Foundational to Lean

5S helps to improve the efficiency of 
work flow by eliminating waste.

The goal of Lean is to build better, 
faster, safer, cheaper.

It may seem counterintuitive, but we 
don’t get there by working  harder or 
faster. 

We do it by thinking Lean.
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5S Makes Us Better

Safety A clean, organized site is a safer site.

Quality A clean, organized workplace lets people focus on their 
work. 

Productivity A clean organized workplace supports more time getting 
things done and less time doing work arounds.

Schedule A clean, organized workplace improves predictability.
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8 Wastes: DOWNTIME

Defects

Over Production

Waiting

Non-Utilized Talent

Transportation

Inventory

Motion

Extra Processing
2
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Efron with KHS&S (Framing 
and Drywall)
Roberts Pavilion, Claremont 
McKenna Colleges (PCL)

“Just little things 
like that… save you 
so much time. It is 
amazing.”

5S in the Field Makes a Difference
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5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S Numbers Game
Let’s explore the impact of 5S!

15



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE

5S Numbers Game – Round 1

Please keep your sheets face down

The following slides represent a 
worksite going through the 5S 
process. 

Our job during a 20 second shift 
is to locate numbers 1 to 49 in 
numerical sequence.
(For example: 1  2  3)

When I say “Go”, start looking.
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5

10

15

20 STOP!

Play – Round 1
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5S Numbers Game – Round 2

How did this go?

What was the highest score? 

Lowest score?

Are you happy? 

In round 2, our team has started to 
implement 5S. With SORT, we’ve 
removed all numbers above 50.

Let’s try again! When I say “GO”, 
start looking for the numbers in 
order.

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste
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5

10

15

20 STOP!

Play – Round 2
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5S Numbers Game – Round 3

Are the results better this time?

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

What was the highest score?

Lowest score?

Are the results better? 

Let’s keep going!

In round 3, our project team is continuing 
with their 5S implementation. They have 
installed a racking system with “1” in the 
bottom left and numbers moving in a 
pattern. 

When I say “GO”, start looking for the 
numbers in order.
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5

10

15

20 STOP!

Play – Round 3
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5S Numbers Game – Round 4

Was the improvement worth it?

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

What is the highest score? 

Lowest score?

Shall we keep going?

In round 4, our project team has 
determined the racking system, 
while better, was not visually easy 
to use. Therefore, the team has 
implemented a standardized 
format for the numbers. 

When I say “GO”, start looking for 
the numbers in order.
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5

10

15

20 STOP!

Play – Round 4
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5S Numbers Game – Round 5

Why don’t we always work this way?

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

Highest score? 

Lowest score?

Let’s try again, ready…

In round 5, you moved to a new 
project where they haven’t 
implemented 5S and don’t see 
its value. You have been told 
that on this jobsite, there are a 
few numbers missing. Your 
task is to find the missing 
numbers.

When I say “GO”, start looking 
for the missing numbers.
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5

10

15

20 STOP!

Play – Round 5
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5S Numbers Game – Round 6

What is the effect on quality, productivity & cost? 

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

What were the numbers?

One more time, but let’s do it the 
right way.

Ready…

In round 6, you have convinced 
the new jobsite to implement 5S, 
and the team has sorted, 
straightened, installed the more 
visual racking system. Your task 
is to find the missing numbers.

When I say “GO”, start looking 
for the missing numbers.
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5

10

15

20 STOP!

Play – Round 6
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5S Numbers Game – Round 7

Why don’t we always work this way? 

How long did that take?
This is what 5S is all 
about!

Let’s clean up…

28

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S Defined: Sort

1S  Sort:  
Eliminate that which is not needed.
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Determine what is needed and remove everything else.

Done-Done = Gone-Gone

Why? 
If you don’t need it… It is waste and 
workplace clutter. 

Less clutter equals fewer hazards.

It takes effort and costs money to store 
unused items.

It gets in the way of what you really want.

Why Sort

5S

4S

3S

2S

1S

Sustain

SORT

Straighten

Shine

Standardize

Eliminate 
Waste
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5 

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S Defined: Set in Order

2S  Set in Order: 
Organize what remains after sorting.

(Orderliness)
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Set in order… a place for everything and keep it there.

5S at SaskTel project, Regina

Why? 
Reduce waste from excess motion and open up space that can be 
used for other things.

Gordie Howe International Bridge

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Why Set in Order
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S Defined: Shine

3S  Shine: 
Clean and inspect the work area.

(Cleanliness) 
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Clean and keep it clean …all the time

Why? 
Clean as you go is more efficient than 
clean up afterwards.

It is safer to work in a clean environment.

Prevent dirt and debris in the first place.

Keep tools and machinery in good repair.

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Why Shine
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What will this look like in 5 minutes?

+

5S: Shine

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S Defined: Standardize

4S  Standardize:
Develop system and procedures to 
maintain and monitor the first 3S’s.

(Create standards)
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Create standard ways to stay organized and clean.

To standardize is to simplify.
What are your thoughts?

How is standardization a platform for innovation?

5S

4S

3S

2S

1S

Sustain

SORT

Straighten

Shine

Standardize

Eliminate 
Waste

Why Standardize

Why? 
So the work can be repeated and improved without 
wasted effort.

Everything becomes easier to maintain, train, support, 
buy and replace. 

Reduces burden, confusion and wasted time. Creates 
a platform for innovation. 
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S Defined: Sustain

5S  Sustain:
Maintain a stabilized workplace 
through continuous improvement.

(Self-discipline)
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Self-discipline to keep it going.

Why? 
To continue the benefits of 5S:
• Have someone be responsible for it.
• Have a process in place to keep it 

going. 
• Make the workplace visual, easy to 

see when something is out of place.

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

5S: Sustain
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5S Review

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

1S  Sort:  
Eliminate that which is not needed.

2S  Set in Order: (Orderliness)
Organize what remains after sorting.

3S  Shine: (Cleanliness)
Clean and inspect the work area.

4S  Standardize: (Create Standards)
Develop system and procedures to maintain 
and monitor the first 3S’s.

5S  Sustain: (Self-discipline)
Maintain a stabilized workplace through 
continuous improvement.

40
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Implementing Each ‘S’

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste
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Implementing Sort

5S

4S

3S

2S

1S

Sustain

SORT

Straighten

Shine

Standardize

Eliminate 
Waste

Separate necessary items from unnecessary 
items. 
Sort into 4 Categories:

1. Items needed in the specific work area.

2. Items need in another work area. (Misplaced items).

3. Items that may be needed - “Red Tag” items that you are unsure 
about, move to an area for holding and decision.

4. Items that are not needed. 
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Just-in-time (JIT) Deliveries
Only what is needed on site 
remove when complete:

• Perfect for commodities and reliable suppliers

• If space is tight consider off-site

• Expect resistance at first

• Use buffers as needed, don’t delay construction, be 
reasonable

5S in the Field: Sort

Less stuff means less waste of space, movement, 
searching, hazards, damage.

5S

4S

3S

2S

1S

Sustain

SORT

Straighten

Shine

Standardize

Eliminate 
Waste
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Is it being delivered so that we have a full truck? 

Or so we can bill for it? 

Or are we ready to use it?

5S in the Field: Sort

5S

4S

3S

2S

1S

Eliminate 
Waste

Just-in-time (JIT) Deliveries
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After Sorting items, decide how to organize 
them.

Methodology:

1. Provide easy access to frequently used items.
2. Group like items into logical categories.
3. Make item homes visual to make it clear when an item is missing 

or misplaced.
4. Use containers appropriate for housing the items. 
5. Label containers or locations for items.
6. Be flexible, the initial pass will delivery significant improvement, 

more potential improvements may reveal after a period of time. 

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Implementing Set in Order
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Keep materials and tools 
mobile and close to the work.

Everything on Wheels

5S in the Field: Set in Order

5S

4S

3S

2S

1S

Sustain

SORT

Straighten

Shine

Standardize

Eliminate 
Waste
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How does this prevent damage?

Increase productivity?

Improve safety?

VS.

5S

4S

3S

2S

1S

Eliminate 
Waste

Keep materials and tools mobile and close to the 
work.

5S in the Field: Set in Order
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5S

4S

3S

2S

1S

Eliminate 
Waste

Keep materials and tools mobile and close to the 
work.

5S in the Field: Set in Order

Less than 
20 feet

Aim to keep tools and materials 
within 20 feet of the work.
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Material Storage Bin Labels
Receiving Bins For Site 

DistributionReceiving Area

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Set in Order

Organize and label work areas.
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5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Set in Order

Keep materials and 
tools mobile and close 
to the work.
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5S

4S

3S

2S

1S

Eliminate 
Waste

What is good? 
What can improve?

5S in the Field: Set in Order
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Keep electrical cords up and out of the way.

VS.

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Set in Order
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Implementing Shine

After Straightening items, elevate the work area 
by cleaning.

Methodology:

1. Using appropriate cleaners and tools make the work area sparkle.

1. Clean to understand.  Use cleaning to uncover early warning signs of 
problems yet to come.

2. After cleaning, inspect the items and are to examine the condition. 
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Always clean! Not just on Friday afternoon.

• Address dirt/waste at the source

• Clean as you go
Courtesy PCL Construction

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Keep the workplace neat and clean.

5S in the Field: Shine
Continuous makes clean and organized the norm. 
Once a week makes dirty and disorganized the norm.
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Respect for people.
• Enough toilets

• Clean

• Close to the work

What do you see?

What does this say about 
respect?

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Shine

55



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE

Which one “shines”?
How does this relate to safety?

Zero Tolerance: 
To Tolerate is to Validate

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Shine
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Implementing Standardize

Standardize transforms 5S to a reproducible set 
of activities.
Methodology:

1. Document the tasks.

2. Capture the important essence of each task. 

3. Create checklists with a name for each task.

4. Determine a way to organize the checklist (role, frequency of 
implementing, relationship).
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This picture is posted in the work area.

How does this simple visual tool help 
keep the work area clean?

Courtesy Turner Construction

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Standardize

Set the 
expectation.
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“When it comes to standards, as a leader, it’s not what 
you preach, it’s what you tolerate. When setting 
expectations, no matter what has been said or written, if 
substandard performance is accepted and no one is 
held accountable – if there are no consequences – that 
poor performance becomes the new standard.”

- from Extreme Ownership: How U.S. Navy SEALs Lead and Win by Jocko Willink & Leif Babin

5S

4S

3S

2S

1S

Eliminate 
Waste

Hold to the 
expectation.

5S in the Field: Standardize
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5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Implementing Sustain

Sustain assures that 5S is applied on an 
ongoing basis.
Methodology:

1. Create a schedule embedding 5S practices as scheduled tasks.

2. Teach the 5S tasks through demonstration.

3. Supervise others until the 5S tasks become habits.

4. PDCA and adapt as necessary.
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Good start. But why wasn’t it dumped?
Is there enough dumpster capacity to support a clean jobsite?

What can happen if we don’t have enough 
trash cans, brooms or empty the 
dumpsters?

Which is better… remove trash or don’t 
bring it on site in the first place?

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Sustain

Keep it going.
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Stay Disciplined!
• Trades clean as they go. 
• Work area is clean at end of shift or completion 

of task (whichever comes first).
• Don’t start working in a dirty area.
• Superintendent and team members should 

walk site every day. 
• Show pictures, request corrective action, verify.

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Sustain

Keep it going.

62



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE

• Make 5S a brief agenda item on daily 
meeting.

• Deliveries are a regular part of work 
planning meeting (In quantities that 
support 5S).

Courtesy of Turner Construction

5S in the Field: Sustain

5S

4S

3S

2S

1S

Eliminate 
Waste

Keep it going.
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Involve trades in ongoing planning of laydown. 
Keep materials and tools close to the work.

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Field: Sustain

Keep it going.
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Make it easy to 
stay organized.

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

5S in the Field: Sustain
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Simple 5S Assessment
• This is not an audit. No points. No check boxes.
• This is a tool to help teams.
• You should always be able to find something to improve.
• Go where the work is and observe.
• What is the problem? Root cause? Countermeasure?

5S in the Field: Sustain
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How do I know I’m doing Great?

• Active debris prevention actions
• Documented responsibilities & timelineSORT

Sort

• Active material storage plan (By project & scope)
• 30 second Rule
• Only needed tools & material are in work area

Set in Order

• Inspections actively performed during cleaning & restocking (By all)
• Visuals actively integrated with work areaShine

• Healthy 5S Plan (goals created by team)
• Active 5S Plan (routine updates)
• Work area visuals drive flow 
• You are improving your standard

Standardize

• Project lifecycle planning
• Practicing Root Cause Analysis with problems to develop preventative actions
• Stakeholder adoption

Sustain
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Achieving 5S 
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VS

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Eliminate 
Waste

Find Waldo? (or the 5S)

PCL Construction Bakersfield – 
Gave their trucks some loving 
and saved $420,000

69

3



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE

Where can you use 
5S Thinking?

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

Discussion Question
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• Cleaning and safety stations in the building

• Designated laydown areas outside

• Designated tool/material laydown in building

• Just-in-time material delivery

• Mobile material racking/storage systems

• Commitment to daily clean-up by trades

• Top-down commitment and buy-in at Job StartOkanagan College Trades Renewal and 
Expansion Project (2016 Kelowna, BC) 

PCL Constructors Westcoast Inc.
By David Crowe, Superintendent

Case Study: Implementation
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Okanagan College Trades 
Renewal and Expansion Project 

(2016 Kelowna, BC) 

PCL Constructors Westcoast Inc.
By David Crowe, Superintendent

Case Study: Lessons

• Required effort to “sell” to trades & planning time.

• Implement early: Get management buy-in & participation. 

• Reward success: Do not accept non-conformance.

• Self-regulating: Trades saw increased productivity and 
became ‘self-regulating’. New trades followed suit. Trades 
held each other accountable. 

• Workers appreciate a clean and organized environment that 
is easier, more efficient, safer. Respect for People

• Costs were less than 4 hours/day for one GC worker to 
maintain stations and assist in JIT delivery.
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5S and Safety

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S together create a continuous 
improvement process for the work 
environment. 

Ultimately improving the safety of the 
environment. 

Sometimes a 6S in added, but actually 
should be an output of an effective 5S 
program.
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Visual – Easy to see and understand
Short – To the point, uncluttered
Easy – Standard formats. Same every time
Obvious – Make it hard to put things in the wrong place

5S is Simplicity

VS.
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Prefabrication, 
modularization and 
kitting reduces waste on 
site.

5S and Prefabrication
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5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

5S in the Shop

.Construction is not just the field. 
It includes the entire supply 
chain. 

5S is well suited to the shop floor 
since this is where it was first 
conceived.
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As prefabrication and modular 
construction become more 
common, Lean practices in the 
shop become more important.

5S in the Shop
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Small Bore Bay
Typical Workstation 

Configuration 

In-Process 
Kan Ban Area in use

Large Bore Bay
Typical WorkStation 

Configuration 

Courtesy of Aecon 

5S in the Shop
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Courtesy of Aecon 

Pilot Fabrication Cell 2C in use Elbow Jigs and Line up clamps organized 

5S in the Shop
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Courtesy of Aecon 

Designated area for both incoming 
and outgoing shipments

Set locations for crates and carts 
used for material movement in the 
shops

5S in the Shop

80



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE

Courtesy of Aecon 

Nuclear Outdoor Covered Storage Yard Equipment Storage Location

Organization of equipment and material will result in more efficient and high value use of indoor areas

5S in the Shop or the Field
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Courtesy of Aecon 

Material Tent Storage Area 

BEFORE AFTER

Tools Storage
BEFORE

AFTER

5S in the Shop or the Field
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5S

4S

3S

2S

1S
Sustain
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Set in 
Order

Shine
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5S in the Office/Workspace
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Where should we start?5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Office/Workspace
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The meeting room is a 
great place to start…

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Office/Workspace
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A meeting room is like a command center. To make good decisions we need to 
be able to see flow.

Visual Management Demands Good 5S5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Office/Workspace
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Electronic Files

30 Second Test – Can you find in a gang 
box, computer filing structure or supply 
cabinet what you are looking for in 30 
seconds or less and move on? 

If not, more 5S work is needed.

Filing, Email, Notes 
all use same filing 
structure. All cloud 
based for access on 
all devices.

5S

4S

3S

2S

1S

Eliminate 
Waste

5S in the Office/Workspace
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Subject line specific and easily searchable. 
Reader knows what you want.

Put your action request in the first line.

Aim for three lines or less.
If longer, use bullets or headings.

Read it back to yourself before sending.

Most emails are too long, don’t get to the 
point… and don’t get read. 

5S Email
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• Learn by doing is the best teacher
• Walk together. Involve everyone
• Help them see what it means to Sort, 

Set in Order, Shine

What is good? What can improve?

5S Anywhere

5S

4S

3S

2S

1S

Eliminate 
Waste

Learn to see waste!
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What Are The Barriers 
To Implementing 5S?

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

Discussion Question
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5S

4S

3S

2S

1S

Sustain

SORT

Set in Order

Shine

Standardize

Eliminate 
Waste

5S and Continuous Improvement
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What is Continuous Improvement?

A systematic ongoing effort 
to improve processes
Get better and better at moving the 
canoe down the river

Improvement
• Improve what?

• Reduce waste

• Improve flow

Continuous
• Ongoing

• Never ending

• Always looking to improve 
and a process to do it

92



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE

My Job = Doing the Work

…Everyone, Every Day!

Lean Thinker Lean Thinker+ Improving the Work WorkerWorker

Continuous Improvement Mindset
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5S Assessment

Implementing  
Improvements
Template for conducting 
a 5S Assessment

From your notes on the front, 
summarize the key points: 
What is the problem and root cause? 
What is the idea for improvement? 

What steps will we follow to implement 
the improvement. 
Who will be responsible?
How will be document and share it?

Take out your 5S 
Assessment Form and 
get ready.
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Let’s go on a virtual 5S assessment 
in Southland Industries’ (MEP 
Building Systems Specialty 
Contractor) Northern California 
Shop via video.

• The videos are unscripted. 

• These are real situations and issues brought 
up while filming. 

• Some comments were re-shot for clarity.

Virtual 5S Assessment

Listen to the observations of 
those who do the work. 

What do you see that is good? 

What can be improved? 

Look for the root cause.

Use your 5S assessment form.

Ready?  Let’s Go
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Look for:

• Area used as a dumping ground. What is the root cause?

• How could visual management help? 

• Do you think others realize they are blocking the shipping area 
when they drop materials?

• Who did most of the talking?

• The problem involved other departments. What did they do?

• Did they come up with a plan to address the problem?

5S Virtual Assessment

Sheet Metal & Shipping
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5S Virtual Assessment
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What did you see?

• Area used as a dumping ground. What is the root cause?

• How could visual management help? 

• Do you think others realize they are blocking the shipping area 
when they drop materials?

• Who did most of the talking?

• The problem involved other departments. What did they do?

• Did they come up with a plan to address the problem?

BREAKOUT – 6 Minutes

5S Virtual Assessment

Sheet Metal & Shipping
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Eliminate 

Waste
5S Levels of Achievement
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5S Levels of Achievement

STRATEGIC 5S Program:
• Project lifecycle planning
• Stakeholder alignment
• Procurement Takt
• CI practiced  
• Lived by leaders

BASICS
Items identified and 
removed
Organized by 
frequency
Inspection/ 
documentation
Organization visuals
Activity 
documentation

CONTROL
RELIABILITY

PREVENTION

Award 
Winning 

5S 

Low High

5S

4S

3S

2S

1S

Eliminate 
Waste
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STRATEGIC 5S Program:
• Project lifecycle planning
• Stakeholder alignment
• Procurement Takt
• CI practiced  
• Lived by leaders

BASICS
Items identified and 
removed
Organized by 
frequency
Inspection/ 
documentation
Organization visuals
Activity 
documentation

CONTROL
Active 5S Plan 
management
Problem areas 
identified with plan
Workplace visuals
Contract language

RELIABILITY
PREVENTION

Award 
Winning 

5S 

Low High
5S Levels of Achievement

5S

4S

3S

2S

1S

Eliminate 
Waste
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STRATEGIC 5S Program:
• Project lifecycle planning
• Stakeholder alignment
• Procurement Takt
• CI practiced  
• Lived by leaders

BASICS
Items identified and 
removed
Organized by 
frequency
Inspection/ 
documentation
Organization visuals
Activity 
documentation

CONTROL
Active 5S Plan 
management
Problem areas 
identified with plan
Workplace visuals
Contract language

RELIABILITY
30sec Rule
Documented 
responsibilities and 
schedule
Inspection integrated 
with cleaning
Standard methods 
used across team

PREVENTION

Award 
Winning 

5S 

Low High
5S Levels of Achievement

5S

4S

3S

2S

1S

Eliminate 
Waste
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STRATEGIC 5S Program:
• Project lifecycle planning
• Stakeholder alignment
• Procurement Takt
• CI practiced  
• Lived by leaders

BASICS
Items identified and 
removed
Organized by 
frequency
Inspection/ 
documentation
Organization visuals
Activity 
documentation

CONTROL
Active 5S Plan 
management
Problem areas 
identified with plan
Workplace visuals
Contract language

RELIABILITY
30sec Rule
Documented 
responsibilities and 
schedule
Inspection integrated 
with cleaning
Standard methods 
used across team

PREVENTION
Project lifecycle 
planning
Stakeholder 
engagement
Countermeasures are 
used prior to problems
Root Cause Analysis 
practiced 

Award 
Winning 

5S 

Low High
5S Levels of Achievement

5S

4S

3S

2S

1S

Eliminate 
Waste
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Build a Truck
Let’s explore the impact of 5S!

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

Discussion Question
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Build a Truck

The pieces in the box are the parts to 
assemble the truck

Our job during a 40 second shift is to 
build the entire truck

When I say “GO”, start assembling!
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10

20

30

40 STOP!

Play – Round 1

106

Remember, this kit was 
designed for kids 4 and up…
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Build a Truck – Round 2

Who finished the worker?

Who started the truck? 

Let’s implement Sort for this next 
exercise!

Remove the waste pieces; 
picture for reference

40 seconds on the clock…When I 
say “GO”, start assembling!

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste
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10

20

30

40 STOP!

Play – Round 2
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Build a Truck – Round 3

Hold up your truck!

How did we do?

Could this be improved?

Disassemble the pieces. Let’s 
implement Set in Order and try 
again!

Reference the picture and set the 
pieces in order

40 seconds on the clock…When I 
say “GO”, start assembling!
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10

20

30

40 STOP!

Play – Round 3
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Build a Truck – Round 4

Hold far did we get this time?

Disassemble the pieces. Let’s 
implement Standardize!

What can we Standardize?

Any ideas?
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Build a Truck – Round 4

Modularization??

Take a few minutes to 
modularize. You can modularize 
up to 4 pieces at a time.

Let’s try again, ready…
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10

20

30

40 STOP!

Play – Round 4
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Build a Truck – Round 5

Hold far did we get this time?

Disassemble the pieces. Let’s 
implement Sustain!

Modularize your pieces again and 
pass then to another team.
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10

20

30

40 STOP!

Play – Round 5
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How did everyone do?

How does this simple 
exercise apply to the field?

How do we apply sustain to 
this model? Can offsite 
construction be sustained?
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Develop an action plan 
for implementing 5S

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

Discussion Question
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• Get management buy-in and participation

• Establish a shared vision: see the gaps!

• Include 5S in subcontracts

• Involve safety team to think 5S

• If this is your first time, use a coach

Involve the entire project team

5S Get Going

Sustain
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Example on how to word 
a subcontract

5S in the Subcontract
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Set the Expectations

5S in the Subcontract

119

On this project, we will use 5S thinking and 
practice to positively influence safety, quality, 
productivity and to make work flow efficiently. 
All project participants will apply 5S methods in 
all their work including on site, in the supply chain 
and in documentation… the entire construction 
team will collaborate to take a whole job 
approach to the organization, flow, delivery and 
removal of tools, equipment and materials.
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Everything on Wheels
Keeps work areas clear and makes it simple to 
have tools and materials close to the work

5S in the Subcontract
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Subcontractor tools, equipment and materials are to 
be kept organized.…The team will work together to 
keep needed materials and tools as close to the work 
as possible. We will work to an “everything on 
wheels” policy.…all materials are stored in a mobile 
fashion…as much as reasonably possible such that 
laydown areas can be quickly repositioned.…ensure 
that worker pathways and primary access to and 
from work areas are maintained.
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Just-in-Time Delivery
Deliver materials or equipment when it is needed 
and not before. If needed, set buffers to insure the 
consistent flow of material.

5S in the Subcontract
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Tools, equipment and materials shall only be brought 
on site “just-in-time” when they are needed and 
ready for use.…ensure that materials are ready for 
delivery to support the current project schedule to 
maintain work flow on site. Early delivery, such as to 
maintain a buffer of material, shall only be with the 
approval of Contractor. Once work is complete, tools, 
equipment and any remaining materials are to be 
promptly removed.
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Nothing Hits the Ground
Continuous cleanup
No more Friday composite cleaning crew 
Trades clean as they go

5S in the Subcontract
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The site shall remain clean at all times following a 
“nothing hits the ground” policy. All areas of the 
project…must remain clean and free of 
debris…While excess material may naturally touch 
the ground during installation, to the extent practical, 
the subcontractor will “clean as you go” (and) shall 
not leave the work area without entirely cleaning the 
area, either per shift or upon completion of the task, 
which ever occurs first.
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• Get 5S training for the team

• Include 5S in onboarding

• Try something

Learn by doing

Sustain

5S Get Going
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• Managers must learn the 5S principles and process to properly lead
• Basic training is enough for most staff to get started
• Learn to see waste, see when flow stops, find the root cause
• Practice implementing improvements and checking if they work

5S: What keeps it going? 

The best teacher for 5S is 
“learning by doing”

Provide coaching in the field to see 
waste and remove it.
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5S is a gateway to more Lean improvements and a key method to 
build a culture of Lean thinkers

5S
Staff learns how to think in 
terms of value and waste

Builds a culture of respect

An organization of problem 
solvers

Managers learn how to be 
Lean leaders

RESULTS
- Employee engagement
- Customer satisfaction
- Less problems
- Safer workplace
- Lower costs
- Higher profit

5S: What keeps it going? 

5S

4S

3S

2S

1S

Sustain

SORT

Set in 
Order

Shine

Standardize

Improves productivity, safety, quality, employee satisfaction
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• Encourage growth - don’t force growth
• It is not a program - it is the way we work
• Keep it simple - don’t add bureaucracy 
• Step by step you will get there

5S What keeps it going? 
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If for no other reason…
5S builds behaviors and practices that make us safer.

Good housekeeping not only results in a cleaner 
workplace but makes it safer as well. 

Good housekeeping reduces illnesses and 
injuries and promotes positive behaviors, habits, 
and attitudes.

Process: Housekeeping Safety

5S What keeps it going? 
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What are your key 
take-aways from this 
session? 

5S

4S

3S

2S

1S
Sustain

SORT

Set in 
Order

Shine

Standardize
Eliminate 

Waste

Discussion Question
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Learning Objectives

Understand and be able to identify the 5Ss supported by real project 
examples.

Understand how to implement key Lean approaches to support sustaining 
5S on a jobsite.

Identify areas in your work that would benefit from 5S application.

Discover ways to build consensus and support for 5S with your team.
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Lean Journey to Mastery 

Unaware

Awareness

Understanding

Competency
Mastery

Continuous 
Learning 

How will you reach 
the next level on 
your journey?

Competency 
Building Loop
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Define Your Journey

Introduction to 
Lean Project 

Delivery

Introduction to Last 
Planner System® Effective Big Room Lean in the Design 

Phase (Pre-con)

Last Planner 
System® in Design 

Phase
(Pre-Con)

Target Value 
Delivery

Introduction to 
Lean Project 

Delivery

Engage with Team

Tool-specific 
Courses

Introduction to Last 
Planner System®

Engage with  Team

Intermediate Last 
Planner System® 

Practical 
Application

Mindset of an 
Effective Big Room

Engage with  Team

Lean in the Design 
Phase (Pre-con)

Engage with  Team

Introduction to Last 
Planner System® 
in Design Phase

(Pre-Con)

Engage with  Team

Intermediate Last 
Planner System® 
in Design Phase

(Pre-Con)

Target Value 
Delivery

Engage with  Team

eLearning

Classroom

Apply

Advance

Teach Become an LCI 
Instructor

Become an LCI 
Instructor

Become an LCI 
Instructor

Become an LCI 
Instructor

Become an LCI 
Instructor

Become an LCI 
Instructor
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Rev Up Your 
Team: Liberating 

Structures

Lean Deployment 
Guide Workshop
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LCI Certification

https://leanconstruction.org/lean-certification/
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https://leanconstruction.org/lean-certification/
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Questions?
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Conduct Plus/Delta

Plus: What produced 
value during the session? 

Delta: What could we 
change to improve the 
process or outcome?
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Presenter Contact Information

Linsey Schoene
Lean Services Manager
Alberici Constructors, Inc.
Linsey.Schoene@alberici.com
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Download the Congress event app



© LEAN CONSTRUCTION INSTITUTE

5 S  i n  L e a n  C o n s t r u c t i o n

© LEAN CONSTRUCTION INSTITUTE© LEAN CONSTRUCTION INSTITUTE

Download the Congress event app
• Plan your schedule in your personal 

agenda
• Browse all available sessions
• Read speaker profiles 
• Navigate to your session on the venue 

map

Scan this QR Code to 
download the app
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Rate Session In Event App

Plan to evaluate 
each session you 

attend in the 
event mobile app!
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