Leadlng
m humamtas S:)lsablalt!ls‘ervms

FEDERAGAD PORTUGUESA
PARA A DEFICIENCIA MENTAL

“The choice of Lean Management for transforming organization and
empowering teams, an example for human resources impact”

Workshop 13

METHOD 5S

Key Steps to deploy the 5S Method in disability support services.

The 5S methodology (Sort, Setin Order, Shine, Standardize, Sustain) is a Lean tool to organize
workspaces for efficiency, safety, and clarity. In disability support settings, it can improve
accessibility, reduce clutter-related hazards, and streamline workflows for both users and staff.
The approach is adapted to prioritize safety, accessibility, dignity, and person-centered care,
while involving both staff and users where possible.

1. Prepare forimplementation

Goal: Lay the foundation for a successful 5S rollout.

Form a cross-functional team: Include caregivers, therapists, educators, maintenance staff, and
(when possible) users to ensure diverse perspectives.

Define scope:

e Start with a pilot area (e.g., a therapy room, dining hall, or storage space) before scaling
up.

Communicate the purpose:

e Explain how 5S will improve safety, autonomy, and comfort for users and reduce stress
and inefficiencies for staff.

Adapt for accessibility:
e Ensure all 5S activities respect individual needs (e.g., visual impairments, mobility
limitations).
2. Seiri (sort) - Remove unnecessary items:
Goal: Eliminate clutter and keep only what is essential, safe, and accessible.
Audit the space and identify items that are:

e Unused (e.g., old equipment, expired supplies).
e Unsafe (e.g., broken furniture, hazardous materials).
e |naccessible (e.g., stored too high for wheelchair users or staff).
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e Use red tags to mark items for removal, relocation, or review.

Involve users: For users with cognitive disabilities, use visual aids (e.g., photos of items) to ask:
"Do we need this? Where should it go?"

Dispose responsibly:
e Recycle, donate, or safely discard unnecessary items.
e Document removed items to avoid accidental loss of important supplies.
3. Seiton (set in order) — Organize for accessibility and efficiency
Goal: Arrange items so they are easy to find, reach, and use for both staff and users.
Design for accessibility:

e Place frequently used items (e.g., communication boards, adaptive utensils) at
wheelchair height or within easy reach.

e Use clear labels with text + pictures for users with low literacy or cognitive disabilities.

e Group items by activity or user need (e.g., meal prep tools near the kitchen, sensory
tools in the quiet room).

Involve staff and users:

o Ask staff: "Where do you spend the most time looking for things?"
e Observe users: Are they able to independently access what they need?

Use visual management:
e Color-coding (e.g., red bins for urgent supplies, blue for cleaning materials).
e Shadow boards for tools (e.g., outlines of scissors or spoons on a pegboard).
4. Seiso (shine) - Clean and maintain a safe environment
Goal: Ensure the space is clean, hygienic, and hazard-free.
Establish cleaning routines:

e Assign daily/weekly tasks (e.g., wiping down surfaces, sweeping floors) to staff or users
(when appropriate).

e Use adapted cleaning tools (e.g., lightweight mops, ergonomic dustpans) for staff with
physical limitations.

Focus on high-touch areas:

e Disinfect shared surfaces (e.g., doorknobs, handrails, activity tables) regularly.
e Checkfor safety hazards (e.g., spilled liquids, loose rugs, poor lighting).
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Involve users:

e Create simple cleaning tasks for users who can participate (e.g., wiping their own table
after meals).
e Usevisual schedules to remind users of hygiene routines (e.g., handwashing steps).
5. Seiketsu (standardize) - Create consistent processes
Goal: Maintain the improvements by documenting and sharing best practices.

Develop standards:

e Createvisual guides (e.g., photos of a properly organized storage shelf) or checklists for
daily/weekly 5S tasks.

e Standardize where items belong (e.g., "Adaptive cutlery is always stored in the top left
drawer of the dining cart").

Train staff and users:

e Hold short training sessions to explain the new organization system.
e Userole-playing or demonstrations for users with cognitive disabilities.

Use visual cues:
e Post before/after photos to show the benefits of 5S.
e Place signs or floor markings (e.g., "Quiet Zone — No Running") to reinforce standards.
6. Shitsuke (sustain) — Maintain and improve over time
Goal: Ensure 5S becomes a long-term habit and continuously improves.
Schedule regular audits:

e Conduct monthly 5S checks using a simple scorecard (e.g., 1-5 rating for each S).
o Involve differentteam members each time to keep perspectives fresh.

Celebrate successes:

e Recognize staff and users who contribute to 5S (e.g., "Cleanest Workspace of the Month"
award).
e Share before/after stories (e.g., "We reduced lost items by 50%!").

Encourage feedback:

e Use a suggestion box or quick surveys to gather ideas for further improvements.
e Adjust standards as needs evolve (e.g., new users, new equipment).
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Integrate into culture:

e Include 5S in onboarding training for new staff.
e Link 5S to quality improvement goals (e.g., "Reduce accidents by 20% this year").

In short: Deploying 5S in disability support services:

e Start small (pilot area).

o Involve everyone (staff, users, families).

e Prioritize accessibility and safety over traditional efficiency.
e Usevisuals and simplicity to support understanding.

e Celebrate progress to sustain motivation.
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