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Introduction to Standard Work 

Standardization is a BIG DEAL! 

It is critical to your success. You will not succeed with Lean or Kaizen if you do not 
practice standardization well. 

Taiichi Ohno, father of the Toyota Production System said: Without standards, there can 
be no kaizen (continuous improvement) 
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This Lesson will cover: 

• What is a standard? 
• What is standardization? 
• Why standardization matters so much. 

 

What is Standard Work? 

What is a Standard? 

A rule or guideline about how something is done. It can be used to describe any 
characteristic of a process. 

Examples include: 

• Process parameters 
• Machine settings 
• Time 
• Layout 
• Parts and Materials 
• Equipment and Tools 
• Colors 
• Methods 

Standardization is the process for creating or updating a standard. It is also the process 
of taking an existing standard and updating it with a new standard. 
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What is Standard Work? 

Standard Work is a unique standard for the methods used to do something. The focus 
here is on methods. 

 

Standard Work is also called Standardized Work. It is the best demonstrated way to do 
something. 
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Benefits of Standard Work 

Why does Standardization matter? 

1. To improve safety. If you have a best way of doing things, it should be the safest 
2. To preserve quality. The best way of doing things also ensures sufficient quality 
3. To achieve consistency. The moment you have a standard, you have a target. 

This way, it doesn't matter who does the job, the same target should be achieved 
4. To train people. Its difficult to train people effectively if you don't have a standard 

to train them to 
5. To measure performance. Its difficult to measure performance unless you have a 

baseline to measure against, which is established by your standard 
6. To solve problems. Having a standard helps you troubleshoot what was 

happening versus what should be happening 
7. To demonstrate improvement. The standard helps you specify the impact of each 

change against the baseline 
8. To make improvements stick. Its difficult to sustain improvement without a 

documented standard 
9. To empower people. Standards help people to drive and sustain improvement 

ideas 
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Introduction to Creating and Following Standard Work 

Standard work can be used for a variety of tasks, including finding a roommate as in the 
Big Bang Theory example. 

 

In this example Sheldon applies a series of questions and "barriers" to determine if his 
prospective roommate, Leonard, qualifies to inhabit his apartment. The process, 
although absurd, could be considered Standard Work. 

 

Creating Standard Work 

Standard Work can be a powerful tool for managing complexity. It allows people to 
focus on the most important things.  

One great definition of Standard Work is that it is created and utilized so that you can 
have a conversation about the work. If there is no Standard Work, its difficult to talk 
about the work. 

There are a few considerations for creating Standard Work: 
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1. People doing the work create the Standard Work 
2. Test the new standard before using 
3. Launch it locally 
4. Spread when ready 
5. Continuously improve the standard 

The following process can also be used to develop standard work: 

1. Observe the process 
2. Agree on the best way to perform the steps 
3. Document a standard process 
4. Implement the standard process 
5. Train everyone 

 

The work sequence of Standard Work outlines the following: 

• Important steps 
• Key points  
• Reasons why 
• Cycle time 
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Three Types of Problems Around Standard Work 

Three types of problems in the world: 

1. The standard doesn't exist 
2. The standard isn't followed 
3. The standard has waste 

If the standard doesn't exist and the process is important, create the standard 

If the standard isn't followed, reinforce, train, and drive compliance to the standard 

If the standard has waste, work to improve the process and revise the standard to be 
more effective 

 

Standards help to reduce variation so that workers can focus on unique challenges. 
One important question to ask is what needs to be consistent and to what detail. Only 
apply Standard Work where necessary, with respect to the uniqueness of each 
situation. 
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Conclusion to Creating and Following Standard Work 

Standard work creates the ideal process and how we get there. It enables a process to 
move away from being person-dependent. 

Standard processes can be used for many applications including performing inventory 
checks to ensure that all supplies are available when needed. 

Standards can enable flexibility. No standard applies across all services and 
departments. However, the focus should be on areas where there are commonalities. 

 

Standard Work allows frontline staff to focus on the most important things 

Though every situation is unique, Standard Work can help avoid negative outcomes and 
increase the likelihood of positive 

We use Standard Work to have a conversation about the work 


