








our continuous improvement and strive for

excellence in quality (Central Textiles Ltd).

The Hong Kong construction industry mostly

operates under very low profit margins due to

the competitive nature of the prevailing tender-

ing systems. The hair-split difference between

profit and loss are largely determined by how

good our firm can organise, standardise and

discipline our daily activities. We have found the

5-S useful in helping us to meet the quality and

delivery requirements of our clients (CKFC

Construction Ltd).

With the objective of productivity improvement

at the workshop, including quality, cost, deliv-

ery, safety and morale, Computer Products Asia-

Pacific Ltd, also trading as Power Conversion

Asia-Pacific (PCAP) has introduced the 5-S

practice to the shopfloor. The 5-S has built up

foundation for the just-in-time manufacturing

and TQM later on. We have implemented our 5-

S programme thoroughly, vigorously, critically,

continuously and successfully (Computer Pro-

ducts Asia Ltd (manufacturer of computer

power supplies)).

With the deregulation of the personal commu-

nication systems in Hong Kong, we have to

improve our service continuously in order to

compete with the best players in the field. We

have found that the 5-S has helped us a lot in

providing a powerful tool to organise our service

activities, and projecting an up-market image for

our products and services to our customers

(Communication Services Ltd (subsidiary of the

Hong Kong Telecom Ltd)).

A direct benefit of implementing the 5-S

programme is that we have greatly improved the

working environment for our staff. More im-

portantly, practising 5-S enhances the

communication among Elec & Eltek employees

and our spirit of accountability (Elec & Eltek Ltd

(printed circuit board manufacturer)).

5-S is a simple but effective tool to improve

productivity through a better management of the

working environment. In view of the vast volume

of work as well as data handled by the Main-

tenance Division, there is a need to adopt a

systematic approach to organise information and

manage our operations in order to provide a

better service to public housing residents. The

use of 5-S techniques provides a solid foundation

for the implementation of the Quality Manage-

ment System in the Maintenance Division

(Hong Kong Housing Authority ± Maintenance

Division).

The 5-S lays a foundation for our quality

programmes and enables us to continuously

improve our services to the customers. Staff can

easily understand the simple and effective tools

under the 5-S and apply them in their daily work

with improved results. In addition, implemen-

tation of the 5-S provides a pleasant working

environment conducive to staff morale and

productivity (Kowloon-Canton Railway Cor-

poration ± East Rail Rolling Stock Department).

We aim at the operating the best department

store in Hong Kong and other territories. In

order to achieve this, we are totally committed to

provide quality product and services to our
customers. Our experience in Japan has con-

firmed that the 5-S practice is a very useful tool

for us to provide a pleasant and customer-

centred shopping environment, making shop-
ping at Sogo a completely new and exciting

experience (Sogo Ltd (Japanese department

store).

Neatness and tidiness have always been our

principles for creating a comfortable and safe

working environment for our staff. The 5-S has
provided us with a framework for implementing

our principles effectively and systematically

(Sunnyside Ltd (toy manufacturer)).

Unlike their previous `̀ manuals'', the work-
book was the first one to provide working
details of a quality improvement methodol-
ogy. The workbook has 50 colour photos of
good examples of the 5-S implementation,
one set each from the ten case companies. A
photo is better than a thousand words and
they do speak for themselves. As `̀ seeing is
believing'', they also contribute to a very
powerful and convincing media to the readers
on the effectiveness of the 5-S practice. It is
the first English book outside Japan on the 5-
S, putting aside the Chinese translation. The
workbook was published in May 1997 and by
September 1997, all 5,000 copies were
requested within the shortest time that they
have ever experienced, despite the rule of one
copy per person. As Francis Ho, the Director-
General of Industry, has said on the Foreword
of the 5-S workbook:

I therefore recommend this useful workbook to

those who wish to excel in pursuing quality

improvement in their operations, including the
implementation of ISO 9000 and TQM.

In order to successfully promote the 5-S
practice in Hong Kong, it is important that a
massive promotional campaign be launched
together with a readily available training
programme. The Hong Kong Special Ad-
ministrative Region Government has given a
significant grant to the author for training up
2,500 people in two years as 5-S lead
auditors, the first of its kind in the world.
Each delegate will be given a copy of the 5-S
workbook and attend two sessions in con-
secutive weekends. In between the two
Saturdays, the delegates will do the 5-S audit
at their own organisation. Ten photos have to
be taken, one each for the good and bad
examples of 5-S. There is a written test on the
second day, and each delegate will be
awarded the 5-S lead auditor certificate if they
pass both the live audit and the written test.
Since the launch in April 1998, the response
has been overwhelmingly positive. Over 1,000
lead auditors have been trained within the
first six months, including a number through
in-company training for the manufacturing,
service and education sectors.
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The new 5-S paradigm

Let us take a step back to look at the
traditional strategic change process which can
broadly be summarised by five key steps:

(1) vision;

(2) mission;

(3) behaviour;

(4) action;

(5) culture.

A new paradigm is:

(1) action;

(2) behaviour;

(3) mission

(4) vision;

(5) culture.

In fact, the first step is nothing new. Peters
and Waterman (1982) have already found out
from over 46 successful firms that most of
them choose `̀ action'' as step number one in
their pursuit towards excellence. The new
idea here is that action leads to behaviour
change of the employees. This arises from the
learning process, and as Revans (1983) said:
`̀ There is no learning without action and no
action without learning''. If learning has been
taken successfully, the organisational beha-
viour will be lifted to a dynamic and
challenge-seeking level. This will influence
the top management in defining their
mission. By then they are confident that
the mission, spin off from the better organi-
sation behaviour, will take off once it is
announced. The chief executive will then be
in a position to develop the corporate vision
which will take the organisation through to
world class against competition. Being
built on firm foundations, the new vision
will establish a new culture within the
organisation.

5-S provides possibly the best example of
this new culture. From the numerous case
examples and experience of thousands of
people who have gone through the 5-S lead
auditor training and implementation, the
message comes up again and again that 5-S is
an effective and powerful change agent. The
front line people are excited about the
changes that can be derived from 5-S. They
can now be in control of their own work
environment and methods of working which
can guarantee quality output. This will in turn
provide them with positive behavioral
changes. The management can then develop
the mission statements and the chief executive
write down the vision, when the cultural
change is already in place. As a result, success
is almost guaranteed.

Conclusions

The 5-S practice is a well-recognised metho-

dology used by the Japanese for improving the

work environment. It consists of five steps:

organisation, neatness, cleaning, standardisa-

tion and discipline and is found to be key to

quality and productivity. This paper details

the proprietary 5-S audit methodology and

reports on how it has been adopted and

adapted to the Hong Kong business environ-

ment through the training programme and

case studies conducted by the Industry

Department. The 5-S practice is useful

because it helps everyone in the organisation

to live a better life. It is the starting point of a

TQM programme. In fact, many successful

organisations, east or west, have already

included some aspects of the 5-S in their
routines without being aware of its existence

as a formalised technique. The Hong Kong

Government is fully committed to promoting

the 5-S practice in order to help industries to

improve their competitiveness. Last but not

the least is that 5-S can act as an effective

change agent for promoting quality culture

within organisations through action learning.

It is therefore hoped that this paper will serve

as a seed and a working manual to promote

such effective and important quality techni-

ques world-wide.
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Appendix 1: 5-S audit worksheet
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Appendix 2: The 5-S implementation plan

Commentary

Cleanliness is next to total quality?
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