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Abstract: In this article the authors examine the nature of standardized work and its place in TPS (Toyota production system). 
Standardized work is one of the most powerful but least used lean tools. By documenting the current best practice, standardized work forms 
the baseline for kaizen or continuous improvement. As the standard is improved, the new standard becomes the baseline for further 
improvements, and so on. Improving standardized work is a never-ending process. Establishing standardized work relies on collecting and 
recording data on a few forms. These forms are used by engineers and front-line supervisors to design the process and by operators to make 
improvements in their own jobs. In this workshop, you'll learn how to use these forms and why it will be difficult to make your lean 
implementations "stick" without standardized work. The benefits of standardized work include documentation of the current process for all 
shifts, reductions in variability, easier training of new operators, reductions in injuries and strain, and a baseline for improvement activities. 
The main emphasis placed on identifying the three elements of standardized work, monitoring of any process to detect potential 
improvements and milestones in process improvement. Based on research conducted in Bulgarian industrial enterprises are given the 
attitudes of managers to use this tool to improve processes. 
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1. Introduction 
If an organization wants to succeed and be competitive, must be 

customer oriented, must flexibly respond to all the needs and 
requirements as well as the rapid and unexpected changes in the 
market. Basically put, the organization must provide its customers 
with high quality products. Quality has thus become one of the key 
means of competitive struggle. One of the ways to ensure the 
quality of products respectively services is to introduce quality 
management system standards of ISO 9000. As part of this 
international standard is also continuous improvement. Today we 
can say that if the organization does not improve, as nonexistent. 
Quality Management System uses a number of tools and methods to 
improve their operations. In this article we will discuss the selected 
tool and standardization. The benefits of standardized work include 
documentation of the current process for all shifts, reductions in 
variability, easier training of new operators, reductions in injuries 
and strain, and a baseline for improvement activities. Standardizing 
the work adds discipline to the culture, an element that is frequently 
neglected but essential for lean to take root. Standardized work is 
also a learning tool that supports audits, promotes problem solving, 
and involves team members in developing poka-yokes.  

 2. Methodology 
Standardization is characterized as the sum of inter-conditional 

actions and measures that lead to a rational unification of recurring 
solutions.  

Standardization is the way in which businesses can reduce their 
costs (whether financial or time). It is the way an organization 
which aims to ensure clear, visualized and safe working 
environment. With proper implementation of standards prevents 
defects in production and at the same time constitute procedures to 
prevent the occurrence of other errors that could have an impact on 
production. It is therefore desirable to standardize all processes 
carried out in the manufacturing sector.  

 Standardization is a key element of lean manufacturing. The 
standardization process is considered the basis for continuous 
improvement (Kaizen). Improving standardized work is a never 
ending process. Every improvement and change in the 
manufacturing process is completed the development of standards. 
Without standards, there is improvement and management. The 
standards define best practices for the implementation of the work. 
The aim is to do the job right the first time without error, without 
negative effects on humans and the surroundings [2]. If business 
organizations improve the standard, the new standard becomes the 
basis for further improvements etc. 

The standards are used to [3]:  the reduction of variation and 
error correction,  improved safety, facilitate communication,  
visibility problems, assistance in training and education,       

increasing labor discipline, facilitating the response to the 
challenges,  clarification of the working procedures.  

The intention of the standard is to carry out actions without 
mistakes, the first time around, efficiently and without waste. In the 
standards are a precisely described how it is necessary to perform 
the job, ie it describes the each step sequence.  

The standard must have the following characteristics [1]:  
maximum brevity - only contains the necessary instructions to the 
operator process, simplicity and visualization, the worker 
immediately easily found and understood the necessary instructions, 
the possibility of rapid changes in process parameters, clarity which 
ensures that every worker has all relevant activities in the process as 
well,  the ability to monitor the implementation of standards and 
their impact on the process parameters.  

There are two types of standards [2]:  
    1. Management standards - that are necessary for the 

management of staff and administrative purposes - come here, for   
example administrative regulations   

    2. Operating standards - which looks at how employees carry 
out their work.  

Operating standards are structured, visual process standards in 
the workplace with the definition of potential process risks and 
predefined solutions for the worker. Standards in the company have 
a role to minimize the three main areas of weaknesses including: 
overloading, exertion (MURI), imbalances, deviations (MURA), 
losses and wastage (MUDA). 

Within the framework of these areas are using different methods 
and tools. The basic methods using standardization include [1]:  5S, 
Standardisation of processes and Visual management.  

The next section describes 5S method, the fourth step is to just 
standardization (see fig.1). That method has recently been applied 
often enough in Bulgarian organizations. To the above, we have 
reached based on years of experience in the analysis of individual 
organizations that are performed by the students' final papers and on 
the basis of a survey we conducted in resolving the research task.  

 

 

 

 

 

 

 

 

          Fig.1. The 5S method 
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     5S method comes from Japan, where it was used to support 
Lean tools. The 5S method is based on the assumption that the 
organization, order, cleanliness, standardization and discipline in 
the workplace are essential conditions for the production of high 
quality products and services. It is characterized by little or no 
waste and high productivity. 5S methodology stands on several 
basic principles [1]:  the cleaner a workplace is the sooner problems 
can be identified, a cleaner workplace is more safe, a frequent and 
well organized environment is more predictable, standardization 
and workplace organization enables faster responses, 
communication on the state of manufacturing is easier.  

The 5S method is the application of the 5 steps following each 
other [1]:   

1. Seiri (Sort): department of unnecessary things in the 
workplace and their removal.  

• Separate necessary items from unnecessary 
• Separate old/obsolete items from items that are still you 

recognize and they are still good and we will keep them 
• Separate what you need from what you do not need 
• Remove from the workplace everything not needed on a 

regular basis. Leave only the bare essentials. 
• Identify all items at the workplace - when were they last 

used, when will they be used next.   
• Red Tag items if not used or unknown.   
• Reduce the “clutter” 
• Get rid of unnecessary items - conduct a “5S Workshop” 

 
Red Tagging is a visible way to identify items that are not 

needed or are in the wrong place in the workplace. Red tagging 
procedure consists of 9 steps: Step 1: Launch a 5S Workshop; Step 
2: Identify red tag targets; Step 3: Set red tag criteria; Step 4: Write 
red tags; Step 5: Attach red tags; Step 6: Evaluate red tagged items; 
Step 7: Document the results; Step 8:Assign a highly visible 
holding area for the red tagged items; Step 9: Decide on disposition. 
What have to look for? 
• Types of items to be Red Tagged: 

 defective/excess/obsolete inventory 
 broken/worn tools or fixtures 
 outdated posters/signs/memos 
 any items not needed for current production 

• Red Tag items and decide what to do with unnecessary items: 

 Describe a part number – if you know it 
 “Out of Order” – fixable or not 
 “Good Condition” – but we do not need it 
 “We do not know what this is and who can use it” 

• Look for Waste - Waste is any tool, part, component, fixture, 
furniture, cabinet and item that does not add value to the 
product from the customer’s point of view. 

Once the company identified which items is going to keep (non-
obsolete parts and components) it have to classify them by 
frequency of use: 

 Used every hour - keep them close to the Operator 
 Used several times a day- keep them at the work station 
 Used once a week - keep them in the area 
 Used once a moth - keep them in central storage; 
                         -ask how many of these items do we really need 
 Used few times a year - keep them in central storage; 

 - ask a question again – do we really need them 

    2. Seiton (Straighten): the arrangement of all the things that 
remain in the workplace after the first step in a transparent manner, 

 
• Straighten, organize means removing from the workplace 

all items that are not needed for current production or 
activities 

• Organize each item in its optimal position in the storage 
area and label it. 

• Identify a place for each item using racks, bins, cabinets 
and designated floor locations marked out with painted 
lines 

• Create and identify a place all items and tools needed and 
use at a worksite.   

• Clearly identify designated storage locations. Create 
“Shadow Boards” 

• Organize all needed things so that anyone can find and use 
them easily  

• Ensuring place for everything that needed in a workplace 
• To have place for everything and everything in its place 
• To minimize or eliminate time looking and searching for 

tools, materials, drawings, jigs, fixtures, etc … 
• To make things easy to see and understand 
• To establish order 
• Use color coding 
 
How to Organize area ? 
• Decide on appropriate locations: 

 Locate items according to their frequency of use 
 Store them in a sequence they are used 
 Store tools and jigs according to function or products 

they are used for 
 Minimize distance to get them 
 Minimize time to search for them 

• Identify and label locations – so everybody knows what 
goes where: 
 Location indicators – description and address labels 
 Shadow Boards 
 Color code locations 

 
Storage Color Standards are as follows: GREEN -Good raw 

or purchased parts and material; ORANGE-Work in Process; RED-
Non-Conforming product and Scrap; BLUE - Overproduction or 
material to take away; BLACK- Tool racks or carts; WHITE-Limit 
lines for product location; YELLOW- Limit lines for aisles or 
passageway. 

 
  3. Seiso (Shine): maintaining a clean working environment,  

 

• Clean thoroughly the relevant work items and the 
surrounding environment. Allow time for cleaning and 
painting. 

• Cleaning also means inspection.  As you clean, look over 
all tools and machinery for any defects. Report/repair 
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findings as appropriate.  Visually inspect and control work 
area. 

• Develop a measurement system for housekeeping. 
• Post the results of the housekeeping audit. Spent time to 

monitor housekeeping on regular basis. 
• Return items and tools to their designated storage areas 

when not in use.  
 
How to Implement “Clean”? 
Cleanliness is keeping everything swept and clean – removal of 

dirt, grime and dust from workplace. Steps to implement 
Cleanliness: 

• Determine cleaning area targets – what are we going to 
clean 

• Assign responsibilities – who is going to clean what 
• Determine cleaning method 
• Prepare cleaning tools 
• Start cleaning 
• After the Cleaning is done: 

 Have the Team walk through the area 
 Inspect – identify what is acceptable and what is not 
 Define Standards 

 
4. Seiketsu (Standardize): implementation of standards and the 

continuous implementation of the previous steps 

 

 

 

 

                      

• Standardization is creating a consistent way that tasks and 
procedures are done. 

• There are  three steps to implement Standardization: 
 decide who is responsible for what task 

(accountability) 
 combine Standardization duties into daily work 

activities (prevention) 
 check on how well it is being maintained (audit) 

• Standardization is having a specific process that everybody 
understands and follows. 

• Involve everyone in establishing procedures related to 
housekeeping. 

• Develop standards for the workplace organization and 
cleanliness.  

 
Implementing Standardization means: 

 Standardize work procedures in order to assure correct tools 
and material deliveries and withdrawals 

 Define inventory levels – Min/Max 
 Start-up procedures are followed 
 Use audit and check lists 
 Develop Safety procedures 
 Parts and materials in well marked designated areas - very 

visual 
 Clean-up areas daily, follow procedure 
 Process to ensure S1, S2 and S3 are done 
 Document all team agreements and procedures 
 
How to Standardize new Order in the Workplace? 
• Assign Responsibilities 
• Make everything Visual:  

 Anyone should be able to distinguish between normal and 
abnormal at a glance 

 Make it difficult to put things in the wrong place 
 Make it impossible to put things in a wrong place 

• When you are Standardizing ask yourself these questions: 

 Why do tools get put together incorrectly? – how can we 
prevent this? 

 Why do floors get dirty? – how can we prevent this? 
• Implement Daily 5-minute Clean up process 

 
     5. Shitsuke (Sustain): building self-discipline. 

 

 

 

 

 

 

 

• Each employee is responsible for sustaining 5S his or her 
work area - make a habit of maintaining established 
procedures, develop new habits. 

• Discipline in a workplace - everybody follows specified 
standards and procedures.  Without discipline the area will 
return to it’s old unorganized ways. 

• Follow your team’s agreements all day. 
• Everybody has to participate. 
• Disciplined application of the previous steps to maintain a 

well organized workplace. 
• Management must support and the Group must work as a 

team. 
How to Sustain? 
• Some companies use word Discipline for the 5th S – this 

carries a negative connotation of reprimands and warnings 
• SHITSUKE – means making a habit of properly 

maintaining correct procedures: 
 Keep educating people about importance of 5S 
 Teach by example 
 Implement instant corrective action process – if the 

tools have been put back incorrectly, we immediately 
take action. 

 Praise or award good behaviour 
• Discipline cannot be implemented by a set of techniques, 

nor it cannot be measured.   
• However you can create conditions or a structure to 

promote Discipline with respect to 5S. 
 

The introduction of the 5S method must always start the first 
step. As a first step defines items that are needed at the workplace, 
and to be removed from the workplace. In a second step defines the 
exact location of the items that were left in the workplace. In the 
third step they include actions that keep everything tidy and clean. 
One of the key objectives is to keep all cleaning equipment in such 
a state that they are always ready to use. The aim of the fourth step 
is to create a standardized arrangement of the workplace. The last 
step is focused on the constant use of 5S method and seeks to take 
root in the concept of working culture. 

After applying the 5S method workplace is organized and 
standardized. Examples of applications of 5S are found in figure 2. 
Recently, the method was extended to other S - safety. The basic 
objective of this step is to achieve zero accidents in the workplace 
comply with all principles of safety.  

Workplace Organization is a starting point of Shop Floor 
Management and Continuous Improvement process[2]. 
Organization and orderliness are a foundation for achieving zero 
defects, cost reductions and safety improvements. Fact - an average 
factory has 30% of floor space designated for manufacturing, 70% 
for storage and warehousing. An organized and clean operation will 
produce fewer defects and problems. A clean operation will have 
higher productivity. A neat and clean operation will meet deadlines 
better. A cleaner work area will increase employees’ morale. 
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No organization Lean ideal

 Good or bad?? Unclear
 No standard or basis for comparison

Inventory example
Type W Type X Type Y Type Z

Min = 1
Max = 4

Min = 1
Max = 3

Min = 1
Max = 3

Min = 1
Max = 2

 Normal vs. Abnormal clear
 Standard basis for comparison

Max.

Min.

Inventory

  Why does Lean Transformation (see fig.2) start with 5S? 

Because 5S provides an on-going self-regulated system that focuses 
on a discipline in the workplace. 5S create, improve, and maintain a 
clean, well organized, and safe work environment. The cleaner, 
more organized, and more self-regulated, the better the quality, 
productivity, and safety. 5S reduce downtime dues to searching for 
tools, parts and materials and identify problems more quickly. 

 
 

                      Fig.2. Lean Transformation of the company 
 

5S develop control through Visual Management (see fig.3), 
establish clean, organized and inviting place to work [1]. 

 

                    Fig. 3. “5S“ enables Visual Control 
Workplace Organization is an essential component of Just-in-

Time processing: produce only what is needed; only in the amount 
that is needed; only when is needed; without Workplace 
Organization discipline the company will not be able to implement 
Lean Transformation successfully; in an organized workplace 7 
types of Waste are minimized or eliminated. 

Summarized JIT works to reduce most of the groups of 
"surplus" (identified through the creation of VSM). So specify those 
goals can be achieved only if used well-established methodology. 
JIT methodology is based on several instruments here we mention 
some of them. One of the main tools in the JIT is the creation of a 
suitable processing scheme (Layout). 

 5S is a first sign of effective Leadership. The Senior 
Management Team has to: 
• Involve everyone in establishing procedures related to 

housekeeping 
• Develop a measurement system for housekeeping 
• Post the results of the housekeeping audit 
• Spent time to monitor housekeeping on regular basis 
• Teach housekeeping awareness by example 
• Discipline in a workplace - everybody follows specified 

standards and procedures 
• Reward those who participate and discipline those who do not 
       5S – Workplace Organization program is simple, but 
challenging. Making the program work requires a commitment from 
Team Leaders and Managers to use it and teach it. For the change to 
occur the Senior Management Team of an organization must be 
committed to the program. Senior managers lead the organization to 
change by teaching the 5S techniques and using the principles 
themselves on daily basis as an example. The results that the 
company derive from the 5S program are highly visible and 
profitable. Ensure that the standards are understood. The company 
success with cleanliness relies on personal commitment.  

               3. Results of the survey 
     The study was conducted in 72 large companies in Bulgaria on 
knowledge of the Standardization and implementation of 5S and 
Lean principles, attitudes about the use and effects of adopting 
some of Lean techniques and instruments. The methods we used are 
questionnaires and interviews with managers of enterprises. The 
survey was conducted between April – December 2016. 

 What are the concrete results concerning the examination of 
Lean practices? 

 84% of participants indicated in questionnaires that are highly 
aware of the essence, principles and tools of Lean methodology. 
The main sources of information mentioned by them are seminars, 
conferences and various forms of training. 9% of them know to a 
lesser extent managerial approach, 3% said they did not know and 4 
% did not respond. 

  In response to the second question related to attitudes about 
using some of the Lean principles and tools, 58 % think they are not 
adequately prepared. The reasons most often found answers: "Not 
applicable to us," "We do not have the necessary financial 
resources" "I will meet resistance from the workers," "Too radical 
change will be," "I do not think it is necessary at this stage." 

 And 30 % are reflected in polls that have implemented some of 
Lean tools. Interesting is the fact that they are 12% multinational 
companies, 10 % joint ventures and 8% national companies.  

From interviews with them about the results of Lean practices 
and Standardization, we can systematize the following benefits: 

1. After the implementation of Just in Time and 5S in 25 
enterprises is reported: 
 a significant reduction in unnecessary movements and 

balance of work which leads to increased productivity with 
56%. 

 terminated a large number (87%) of cross back and forth 
movements of raw materials and blanks; 

 reduced volume of work (70%) in progress blocking valuable 
financial resources;     

 clarity of material flow in production (100%). 
and  they improved significantly:  

 communication and coordination between the units 
"Planning" - "Logistics" - "Production";  

   places for stocking of raw materials; 
  operator efficiency (100%) - largely in order and vision of 

stocks  overcome chronic chaos and scratching materials; 
  machine downtime (67%) due to organizational problems 

with the materials; 
 a system layout for all instruments; 
 the working environment is visualized (100%) 
 remove unnecessary items (100%). 

   
       4. Conclusion 

    The aim of the present paper was to highlight standardization as a 
tool useful in improving the organization. The benefits of 
standardized work include documentation of the current process for 
all shifts, reductions in variability, easier training of new operators, 
reductions in injuries and strain, and a baseline for improvement 
activities. Standardizing the work adds discipline to the culture, an 
element that is frequently neglected but essential for lean to take 
root. Standardized work is also a learning tool that supports audits, 
promotes problem solving, and involves team members in mistake-
proofing team. Requirements for enhancing the competitiveness of 
Bulgarian enterprises make it necessary to increase the efficiency of 
their operations. In this connection it is necessary to use the 
opportunities offered by Lean methodology and Standardization. 
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