
Lean Management 
A New Approach to Managing 

Healthcare Organizations



Many organizations are modifying from traditional to modern 
management approaches, including Lean management

• Loss of focus on the customer
• Failure to achieve efficiency in operations
• Poor quality of products or services
• Low employee morale and high turnover
• Poor coordination of work tasks
• Difficult to change work processes



Lean involves the development of a culture that enables an overall 
management system to create value for customers by eliminating 
waste, empowering frontline workers, and solving problems through 
the daily application of the scientific method in creating standard work

Center for Lean Engagement and Research, UC Berkeley

Lean is the service organization version of the Toyota Production 
System (TPS) that was developed in the 1950s by the Toyota 
Automobile manufacturing company

Lean is a management philosophy, a set of practices, and tools to help 
managers stay customer focused, reduce waste, and continuously 
improve quality.





Dr. W. Edwards Deming
1900 - 1993



Fayol’s 14 Management Principles of 
Traditional Management
• Division of work
• Authority
• Discipline
• Unity of command
• Unity of directive
• Subordination of individual 

interests
• Reasonable Remuneration

• Centralization
• Scalar chain
• Orderly use of resources
• Equity (ethical behavior)
• Stability (low turnover)
• Initiative (employee input)
• Morale



Deming’s 14 Points for Management

• Create constancy of purpose
• Leadership for change
• Cease dependence on inspection 

to achieve quality
• Minimize total cost – move 

toward single supplier for any 
one item

• Improve constantly
• Institute training on the job

• Institute leadership
• Drive out fear
• Break down barriers between 

departments
• Eliminate slogans and 

exhortations asking for more…
• Remove barriers to pride of 

workmanship
• Institute educational programs
• Transformation is everyone’s job





Examples of Healthcare Organizations Using 
the Lean Management Approach
• Virginia Mason Hospital and Medical Center, Seattle, WA
• Carolinas Healthcare System, Charlotte, NC
• ThedaCare Regional Medical Center, Appleton, WI
• Mayo Clinic, Rochester, MN
• Lancaster Regional medical Center, Lancaster, PA
• Johns Hopkins Hospital, Baltimore, MD
• UCSF Medical Center, San Francisco, CA
• Zuckerberg San Francisco General Hospital, San Francisco, CA
• Kaiser Permanente, Oakland, CA



Lean focuses 
on work 
processes to 
reduce waste 
and improve 
quality



Lean Philosophy Core Principles

• Respect for people
• Employees know the work best
• Participatory – not a top down approach

• Continuous improvement
• Strive for zero defects

• Customers (i.e. patients) define value
• Improvements in processes achieved through the scientific method 

(Plan, Do, Study, Act – PDSA cycles)







Lean Practice Examples
• Senior leaders, employees, and stakeholders Establish True North (most 

important organizational goals)
• Managers walk Gemba regularly and “coach” employees
• Employees at the work level conduct value stream mapping for key work 

processes to identify waste from the customer’s perspective
• Hold Kaizen events with relevant employees to redesign work processes to 

eliminate as much waste and improve performance as much as possible
• Employees establish new standard work processes in writing
• Test the new process using the PDSA (plan, do, study, act) cycle to see if waste has 

been reduced and/or quality improved
• Chart/depict revised processes and measures assessing achievement of 

performance objectives (waste reduction targets/quality improvement targets) –
visual management – post on a wall

• Daily huddles of relevant managers and staff to review visual charts and progress 
reports



Lean Tools and Methods Examples

• Value stream process map (spaghetti diagram)
• Fishbone diagram (root cause analysis)
• Lean A3 plan
• Scatter Plots
• Pareto Charts
• Regression analysis
• Kanban cards
• PDSA (plan; do; study; act)
• 5s (sort, straighten, shine, standardize, sustain: redesign of physical 

workspace to improve efficiency)



















Is there evidence that Lean works in 
healthcare organizations?



Source: Mark Chassin and Jerod Loeb, “High Reliability Health Care: Getting There from Here.” 
The Milbank Quarterly, 2013, 91,(3): 459-490.





Sustaining Lean Management 
Over a  Long Period of Time is a 

Challenge







Thank You!
Find out more about Lean Management in Healthcare at

https://clear.berkeley.edu/
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