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Introduction

What is Lean?

If you’re not sure what this whole “lean” thing is about, let me try
to introduce you. Keep in mind that this is just a starting point…
there’s a reason that dozens of books have been written about lean.
It’s not easy to fully understand all in one night. I have been learning
about it for more than 20 years. Not that I’m holding myself up as
the #1 expert on the topic. I learn about Lean every day and I try to
get better by “Practicing Lean¹.”

The Typical Goals of Lean

The goals of organizations² that are practicing Lean are pretty con-
sistent across industries. Their goals are to simultaneously improve:

• Safety
• Quality
• Delivery (reducing delays & waiting through a process)
• Cost
• Morale

Would a sports organization focus first on safety (for players and
fans), the quality of the experience (for fans and TV viewers),
reducing delays (such as waits to get through security), while
reducing cost and improving player and employee morale? I’d think

¹https://leanpub.com/practicinglean
²http://www.leanblog.org/2014/06/the-goals-that-matter-sqdcm/

https://leanpub.com/practicinglean
http://www.leanblog.org/2014/06/the-goals-that-matter-sqdcm/
https://leanpub.com/practicinglean
http://www.leanblog.org/2014/06/the-goals-that-matter-sqdcm/
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Lean would apply and the goals would change too much from a
factory to a hospital to a stadium.

The goal is to provide long-term success for an organization and
for everybody involved – customers, employees, owners, suppliers,
and other stakeholders.

In manufacturing, “delivery” might mean on-time delivery, or
shipping the right product in the right quantity at the right time. In
healthcare, it means providing the right care at the right place at the
right time, which means reducing waiting times for appointments
and reducing waits and delays when in a healthcare facility.

What Lean Is and Is Not

Lean is not about being skinny and it’s not about “cutting to the
bone.” Lean is about having the right resources in place to do the
right work for the customer, with the right quality, at the right time.

Lean is not “mean” (although the words rhyme, unfortunately).
Lean is respectful³ toward everybody who participates in a system,
including customers, employees, suppliers, the community, etc.

Lean does not mean cutting heads in the name of cutting costs (see
“Lean is not mean”). Lean is probably the best alternative strategy
to the old approach of layoffs and “cost cutting.⁴”

Lean is not an acronym⁵ (“LEAN”).

Lean is…

• NOT just a few tools to use
• NOT a group of best practices to copy

³http://www.leanblog.org/2013/02/toyota-respect-for-people-or-humanity-and-lean/
⁴http://www.beckershospitalreview.com/hospital-management-administration/lean-

as-an-alternative-to-mass-layoffs-in-healthcare.html
⁵http://www.leanblog.org/2012/03/is-lean-an-acronym/

http://www.leanblog.org/2013/02/toyota-respect-for-people-or-humanity-and-lean/
http://www.beckershospitalreview.com/hospital-management-administration/lean-as-an-alternative-to-mass-layoffs-in-healthcare.html
http://www.beckershospitalreview.com/hospital-management-administration/lean-as-an-alternative-to-mass-layoffs-in-healthcare.html
http://www.leanblog.org/2012/03/is-lean-an-acronym/
http://www.leanblog.org/2013/02/toyota-respect-for-people-or-humanity-and-lean/
http://www.beckershospitalreview.com/hospital-management-administration/lean-as-an-alternative-to-mass-layoffs-in-healthcare.html
http://www.beckershospitalreview.com/hospital-management-administration/lean-as-an-alternative-to-mass-layoffs-in-healthcare.html
http://www.leanblog.org/2012/03/is-lean-an-acronym/
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• NOT just a bunch of projects to conduct
• NOT experts telling you what to do
• NOT a way to drive layoffs
• NOT just a process improvement methodology
• NOT just for front line staff
• NOT “part of Six Sigma”
• NOT just about speed & efficiency
• NOT pressuring people to hit certain metrics
• NOT a silver bullet or an easy transformation

“Lean” is the set of management practices based on the Toyota
Production System (TPS). The phrase “Lean Production” was coined
by a group of MIT researchers who wrote the book The Machine
That Changed the World⁶.

Lean Production is basically the same thing as:

• Lean Manufacturing
• Lean Enterprise
• Lean Thinking
• Lean Government
• Lean IT
• Lean Healthcare
• Lean Startups
• Lean Sports(??)

Lean has been applied in manufacturing (factories, product design,
and administrative functions) as well as service industries (includ-
ing healthcare, banking, and government). The U.S. Army⁷ has an
active “lean” program underway in 2006.

See my article on LinkedIn: “Lean” is Not Just for Manufacturing -
It Applies to Knowledge Work of All Types, Too⁸

⁶http://amzn.to/JugUx8
⁷http://www.leanblog.org/2006/07/lean-and-mean-army-not-really/
⁸https://www.linkedin.com/today/post/article/20140203193759-81312--lean-is-not-

just-for-manufacturing-it-applies-to-knowledge-work-too?trk=mp-reader-card

http://amzn.to/JugUx8
http://amzn.to/JugUx8
http://www.leanblog.org/2006/07/lean-and-mean-army-not-really/
https://www.linkedin.com/today/post/article/20140203193759-81312--lean-is-not-just-for-manufacturing-it-applies-to-knowledge-work-too?trk=mp-reader-card
https://www.linkedin.com/today/post/article/20140203193759-81312--lean-is-not-just-for-manufacturing-it-applies-to-knowledge-work-too?trk=mp-reader-card
http://amzn.to/JugUx8
http://www.leanblog.org/2006/07/lean-and-mean-army-not-really/
https://www.linkedin.com/today/post/article/20140203193759-81312--lean-is-not-just-for-manufacturing-it-applies-to-knowledge-work-too?trk=mp-reader-card
https://www.linkedin.com/today/post/article/20140203193759-81312--lean-is-not-just-for-manufacturing-it-applies-to-knowledge-work-too?trk=mp-reader-card
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The Toyota Production System⁹, a.k.a. Lean is defined as having two
primary pillars:

1. Just-in-Time (improving flow)
2. Quality at the source

See how Toyota defines TPS at their TSSC.com website¹⁰.

One way of defining Lean (“The Toyota Way” management sys-
tem¹¹) has two parts:

1. Eliminatewaste ¹²and non-value-added activity (NVA) through
continuous improvement

2. Practice respect for people¹³

The opposite of waste is value-added, which has a special lean
definition. An activity is “value added” if, and only if, these three
conditions are met:

1. The customer must be willing to pay for the activity
2. The activity must change the “form, fit, or function” of the

product, making it closer to the end product that the customer
wants and will pay for (in healthcare, this can mean moving
the care process forward)

3. The activity must be done right the first time.

We aren’t just reducing waste, we’re also trying to provide the most
value to customers through Lean methods.

In healthcare, I generally think of “value” in a patient care process
to be the work that involves things like:

⁹http://www.toyota-global.com/company/vision_philosophy/toyota_production_
system/

¹⁰http://tssc.com/tps.asp
¹¹http://en.wikipedia.org/wiki/The_Toyota_Way
¹²http://en.wikipedia.org/wiki/Toyota_Production_System
¹³http://www.leanblog.org/2005/11/interview-with-lean-guru-norman-bodek-part-1/

http://www.toyota-global.com/company/vision_philosophy/toyota_production_system/
http://tssc.com/tps.asp
http://en.wikipedia.org/wiki/The_Toyota_Way
http://en.wikipedia.org/wiki/The_Toyota_Way
http://en.wikipedia.org/wiki/Toyota_Production_System
http://www.leanblog.org/2005/11/interview-with-lean-guru-norman-bodek-part-1/
http://www.toyota-global.com/company/vision_philosophy/toyota_production_system/
http://www.toyota-global.com/company/vision_philosophy/toyota_production_system/
http://tssc.com/tps.asp
http://en.wikipedia.org/wiki/The_Toyota_Way
http://en.wikipedia.org/wiki/Toyota_Production_System
http://www.leanblog.org/2005/11/interview-with-lean-guru-norman-bodek-part-1/
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• Comforting the patient
• Examining them
• Diagnosing them
• Treating them
• Educating them
• Preventing future illness

What is “value” to a sports fan? Being entertained? Having some-
thing to care about? Someplace to go? How would you define
“value” as a sports fan? If you’re watching for free on TV, is value
defined by the advertiser?

Respect and Leadership

“Respect for people¹⁴” is muchmore complex to define than it might
seem. Lean isn’t about “being nice” and smiling all of the time.
Respect means you challenge people to do their best because you
believe in them and it also means that you collaborate and work
together with them in improvement (the practice of “kaizen¹⁵”). See
this article about “respect for people in healthcare,¹⁶” as well.

Lean leadership is about enabling and empowering people. Lean
leadership is about helping people grow professionally and person-
ally, allowing to take pride in their work. Lean leadership recognizes
how a system operates. Lean leadership doesn’t set targets for
people, go back to their office, and then yell at people when they
don’t hit those targets. Lean leaders spend time coaching people.
They spend very little time in their office. They lead people and
see what is actually happening rather than managing metrics and
reading reports.

¹⁴http://www.leanblog.org/2013/02/toyota-respect-for-people-or-humanity-and-lean/
¹⁵http://www.hckaizen.com/
¹⁶http://www.leanblog.org/2013/05/respect-for-people-in-healthcare/

http://www.leanblog.org/2013/02/toyota-respect-for-people-or-humanity-and-lean/
http://www.hckaizen.com/
http://www.leanblog.org/2013/05/respect-for-people-in-healthcare/
http://www.leanblog.org/2013/02/toyota-respect-for-people-or-humanity-and-lean/
http://www.hckaizen.com/
http://www.leanblog.org/2013/05/respect-for-people-in-healthcare/
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Much of the “people side” of lean was adapted by the teachings of
the American professor and consultant W. Edwards Deming, who
taught Toyota and other Japanese companies after World War II.
Lean was also adapted from Toyota’s study of the early practices of
Henry Ford and the Ford Motor Company¹⁷. Note the emphasis on
“early.” Lean is not strictly a Japanese invention, or is its use limited
to Japan or Japanese companies.

Lean Resources and Reading

If you’re new to lean, welcome. I hope you’ll enjoy learning more
about it.

You can also read about lean on the Wikipedia website.¹⁸ Here is a
lean glossary¹⁹, from our friend Bill Hanover.

Also, check out the Lean Enterprise Institute²⁰ and their “What is
Lean?”²¹ pages.

Toyota’s Georgetown plant has a nice Toyota Production System
definitions page²². Toyota’s corporate website has a nice set of TPS
pages²³ with some videos that explain core TPS concepts²⁴.

Please also check out my list of book recommendations on the left
hand side of the page (scroll down). I also invite you to check out
my series of LeanBlog Podcasts,²⁵ which include interviews with
leading lean thinkers and writers.

Some other resources:

¹⁷http://www.ganesha.org/ford/
¹⁸http://en.wikipedia.org/wiki/Lean_manufacturing
¹⁹http://tpslean.com/leanglossarylist.htm
²⁰http://lean.org/
²¹http://lean.org/WhatsLean/
²²http://www.toyotageorgetown.com/terms.asp
²³http://www.toyota.co.jp/en/vision/production_system/
²⁴http://www.toyota.co.jp/en/vision/production_system/video.html
²⁵http://www.leanpodcast.org/

http://www.ganesha.org/ford/
http://www.ganesha.org/ford/
http://en.wikipedia.org/wiki/Lean_manufacturing
http://tpslean.com/leanglossarylist.htm
http://lean.org/
http://lean.org/WhatsLean/
http://lean.org/WhatsLean/
http://www.toyotageorgetown.com/terms.asp
http://www.toyotageorgetown.com/terms.asp
http://www.toyota.co.jp/en/vision/production_system/
http://www.toyota.co.jp/en/vision/production_system/
http://www.toyota.co.jp/en/vision/production_system/video.html
http://www.leanpodcast.org/
http://www.ganesha.org/ford/
http://en.wikipedia.org/wiki/Lean_manufacturing
http://tpslean.com/leanglossarylist.htm
http://lean.org/
http://lean.org/WhatsLean/
http://www.toyotageorgetown.com/terms.asp
http://www.toyota.co.jp/en/vision/production_system/
http://www.toyota.co.jp/en/vision/production_system/video.html
http://www.leanpodcast.org/
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Toyota’s Website²⁶

Toyota’s Georgetown (Kentucky) Website²⁷

Lean Enterprise Institute](http://www.lean.org/)

Pittsburgh Regional Healthcare Initiative (lean healthcare)²⁸

Healthcare Value Network²⁹

If you navigate the mainmenu of this blog, I also have links to many
informative lean blogs, websites, books and videos. Check out my
YouTube channel³⁰.

Some of my posts on core lean concepts:

Lean isn’t about “Quality” and “Productivity”³¹

Standard Work Templates³²

Common Sense on Offshoring and Lean³³

Putting the “Continuous” Back into Continuous Improvement³⁴

It is hard to write a succinct definition of lean that captures all of its
principles and philosophies (but here’s a post where we all tried³⁵).

About this Compilation

This book is a collection of posts related to sports, originally
published on LeanBlog.org from 2005 through early 2017. As a

²⁶http://www.leanblog.org/2006/06/toyotas-website-on-tps/
²⁷http://www.toyotageorgetown.com/tps.asp
²⁸http://www.prhi.org/ppc_what.php
²⁹http://www.healthcarevalueleaders.org/
³⁰http://youtube.com/mgraban
³¹http://www.leanblog.org/2006/06/lean-isnt-about-productivity-and/
³²http://www.leanblog.org/2006/05/standard-work-templates-question/
³³http://www.leanblog.org/2006/06/common-sense-on-offshoring-and-lean/
³⁴http://www.qualitydigest.com/inside/health-care-column/putting-continuous-back-

health-care-improvement.html
³⁵http://www.leanblog.org/2010/12/reader-question-short-definition-of-lean/

http://www.leanblog.org/2006/06/toyotas-website-on-tps/
http://www.toyotageorgetown.com/tps.asp
http://www.prhi.org/ppc_what.php
http://www.healthcarevalueleaders.org/
http://youtube.com/mgraban
http://youtube.com/mgraban
http://www.leanblog.org/2006/06/lean-isnt-about-productivity-and/
http://www.leanblog.org/2006/05/standard-work-templates-question/
http://www.leanblog.org/2006/06/common-sense-on-offshoring-and-lean/
http://www.qualitydigest.com/inside/health-care-column/putting-continuous-back-health-care-improvement.html
http://www.leanblog.org/2010/12/reader-question-short-definition-of-lean/
http://www.leanblog.org/2006/06/toyotas-website-on-tps/
http://www.toyotageorgetown.com/tps.asp
http://www.prhi.org/ppc_what.php
http://www.healthcarevalueleaders.org/
http://youtube.com/mgraban
http://www.leanblog.org/2006/06/lean-isnt-about-productivity-and/
http://www.leanblog.org/2006/05/standard-work-templates-question/
http://www.leanblog.org/2006/06/common-sense-on-offshoring-and-lean/
http://www.qualitydigest.com/inside/health-care-column/putting-continuous-back-health-care-improvement.html
http://www.qualitydigest.com/inside/health-care-column/putting-continuous-back-health-care-improvement.html
http://www.leanblog.org/2010/12/reader-question-short-definition-of-lean/
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blogger, I love using examples from everyday life to try to help
illustrate Lean concepts that we can use in our own workplaces.

I’d like to know what you think about the content. You can email
feedback to mark@leanblog.org. Or, you can go on the web and
search for the title of a particular post and leave a comment on the
web. For example, search “lean blog NFL kaizen”³⁶ to find the post
that relates to the section of this book titled “NFL Kaizen.”

I hope you enjoy the book and that you’ll also become a part of my
blog³⁷ community.

³⁶https://www.google.com/search?sugexp=chrome,mod=2&ix=h9&sourceid=chrome&
ie=UTF-8&q=lean+blog+NFL+kaizen

³⁷http://leanblog.org

https://www.google.com/search?sugexp=chrome,mod=2&ix=h9&sourceid=chrome&ie=UTF-8&q=lean+blog+NFL+kaizen
http://leanblog.org/
https://www.google.com/search?sugexp=chrome,mod=2&ix=h9&sourceid=chrome&ie=UTF-8&q=lean+blog+NFL+kaizen
https://www.google.com/search?sugexp=chrome,mod=2&ix=h9&sourceid=chrome&ie=UTF-8&q=lean+blog+NFL+kaizen
http://leanblog.org/


1. Baseball

1.1 The Culture of Winning — Baseball
and Lean

October, 2005

Source article: WSJ.com – The Culture of Winning¹

The linked Wall Street Journal article is a fantastic interview
with the General Manager of the Atlanta Braves, John Schuerholz
(requires WSJ subscription). Even if you’re not a baseball fan, it’s
noteworthy that the Braves have won their division for FOURTEEN
consecutive years (a streak that ended in 2005) . That’s unheard of,
especially in an era when players change teams all the time. The
Braves have succeeded, in part, because of having a system and
creating a “culture of success.”

Isn’t that culture needed in a factory, too? Isn’t that true in a hospital
or a startup? An organization with negative, self-defeating, “we
can’t do it” attitudes will lose the equivalent of 120 games.

Schuerholz lists these five tips for transforming a culture, they
certainly seem to apply along with any Lean transformation:

1) Gather everyone, communicate the plan, and preach
it daily.
2) Constantly remind them it works
3) Don’t be afraid to get rid of the people who don’t
buy in.
4) Make the lowest-level employees feel as important

¹http://online.wsj.com/article/SB112846710844060029.html?mod=todays_us_
marketplace

http://online.wsj.com/article/SB112846710844060029.html?mod=todays_us_marketplace
http://online.wsj.com/article/SB112846710844060029.html?mod=todays_us_marketplace
http://online.wsj.com/article/SB112846710844060029.html?mod=todays_us_marketplace


Baseball 2

to success as the top-level executives.
5) Show trust in everyone to do their jobs well.

Great stuff!!! Now go make it happen in your organization.

2012 postscript: The Braves haven’t won a division title since this
post was originally written in 2005. Schuerholz is still the team’s
president. Has their culture changed? Did they get complacent? Or is
it more about the players and the talent they have, relative to teams
like the Philadelphia Phillies, who have a streak of five consecutive
division titles, beating out the Braves each year. Does the story of the
Braves show that no organization is guaranteed success forever?

1.2 Standard Work for Baseball
Umpires??

October, 2005

Source article: Ump Reflects on Controversial ALCS Call²:

If you don’t know now what happened at the end of game two in
the the Angels/White Sox playoff series, the game story is here³.

What’s amazing to me is that baseball umpires are given so much
personal leeway in how they call a game. It reminds me of hearing
people in a factory say “well, it’s easier for me to do it this
way” instead of adhering to standardized work practices. Much of
the confusion on this play came from how the umpire gestured,
somewhat weakly, leading to confusion over whether he only called
“strike 3″ or also called the batter out.

“Eddings said he planned to change his style to more

²http://www.heraldnewsdaily.com/stories/news-0085991.html
³http://sports.yahoo.com/mlb/recap;_ylt=AtuunGJl1qRkZZqN2LjjExsU0bYF?gid=

251012104

http://www.heraldnewsdaily.com/stories/news-0085991.html
http://sports.yahoo.com/mlb/recap;_ylt=AtuunGJl1qRkZZqN2LjjExsU0bYF?gid=251012104
http://www.heraldnewsdaily.com/stories/news-0085991.html
http://sports.yahoo.com/mlb/recap;_ylt=AtuunGJl1qRkZZqN2LjjExsU0bYF?gid=251012104
http://sports.yahoo.com/mlb/recap;_ylt=AtuunGJl1qRkZZqN2LjjExsU0bYF?gid=251012104


Baseball 3

clearly reflect the difference between calling a strike
and calling a batter out.

Mike Port, baseball’s vice president of umpiring, told The Associ-
ated Press on Thursday that Eddings did nothing wrong and that
umpires are not required to audibly call ‘No catch.’”

I can’t believe a major umpire is allowed to have “a style” that
would cause confusion like this. “His” style was unclear to everyone
watching, which is a major weakness in his performance as an
umpire.

The NFL does a great job, for the most part, of turning its referees
into “robots” who do things the same way (except for the occasional
enthusiastic “first down!” call). Major League Baseball has been
working for a long time on trying to standardize the strike zone,
with mixed results.

It seems like MLB and the umpires could spend all winter hammer-
ing out their “standard work” to prevent problems like this in the
future. A key lean manufacturing tenet is that all communication
and visual controls should be “clear and unambiguous”. That wasn’t
the case here, is that the case in your factory? At least you don’t
have millions watching on TV!

By the way, check out the “Management by Baseball⁴” blog, inter-
esting reading.

*2012 reflection: I often see situations in healthcare where people
like to do things a certain way because, again, “it’s easier for me”
even if it’s inconsistent with standardized work and the way others
are doing things. There are times where variation in work doesn’t
make a difference for the patient or for the hospital… but there are
times where variation can lead to errors, patient harm, delays, or
excessive costs.

⁴http://cmdr-scott.blogspot.com/

http://cmdr-scott.blogspot.com/
http://cmdr-scott.blogspot.com/
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There are times in baseball where umpire variation doesn’t really
matter. You can have your own motion and sound for a called third
strike, as long as it’s “standardized” in the sense that it’s loud and
unambiguous. It seems that the umpire failed that test.

As leaders, we need to define what variation is OK and which
causes problems.We can have more standardized umpiring without
turning them into robots…*
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