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Steve Shoemaker
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Adrienne Trimble – could not be here
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Lisa, Steve, Jamie, John
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Bryant, Eric, John, Mark
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Next‐Generation Lean Thinking
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People Capabilities
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Next‐Generation Lean Thinking and Practice
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People Capabilities
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Challenging Times
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Boston, MA
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Portland, OR
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Model Store

25

© Copyright 2023 Lean Enterprise Institute. All rights reserved.

Car Factories to Coffee Shops
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Enablement → ExperimentaƟon…

27

Motion

Waste

W
or

k
Value-Creating

Non-Value-Creating
(Sometimes called Incidental)

Grasp the 
Situation

© Copyright 2023 Lean Enterprise Institute. All rights reserved. 28

Lean

Value Work
Problem Solving



© Copyright 2023 Lean Enterprise Institute. All rights reserved.

Ownership and Responsibility
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Team
Member

Front-line 
Supervisor

Front-line 
Manager

Elated 
Customer

Value Creation
• Engage and lead teams in problem-solving
• Foster team culture of continuous improvement
• Make it easier for team to deliver high quality with timeliness

• Engaged in doing & improving the work 
• Teach, support & coach Standardized Work
• Support team members with their problems

• First to see problems (closest 
to the work)

• Engaged in doing & improving 
the work 

Elevating problems
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Support System
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Team
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Manager
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Elated 
Customer

Value Creation
• Engage and lead teams in problem-solving
• Foster team culture of continuous improvement
• Make it easier for team to deliver high quality with timeliness

• Engaged in doing & improving the work 
• Teach, support & coach Standardized Work
• Support team members with their problems

• First to see problems (closest 
to the work)

• Engaged in doing & improving 
the work 

Support Teams*

Human Resources
Marketing / R&D
Store Development

IT
Finance
Legal

* We enable front-line team members to create amazing 
customer experiences easily by spending time at the 
Gemba to understand systemic problems in the work.

Setting direction

Elevating problems

Building capability

Creating alignment
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Who Should Own Problems and Be Responsible?
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Customer

Value Creation
• Engage and lead teams in problem-solving
• Foster team culture of continuous improvement
• Make it easier for team to deliver high quality with timeliness

• Engaged in doing & improving the work 
• Teach, support & coach Standardized Work
• Support team members with their problems

• First to see problems (closest 
to the work)

• Engaged in doing & improving 
the work 

Elevating problems
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Lean Target Image ‐ “Support Triangle”
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Manager
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Customer

Value Creation

The Support Triangle shows how each member of an organization plays a role 
in supporting improvement of the customer experience (quality, timeliness, etc.)

• Establish strategic direction (priorities for innovation, improvement, and problem-solving)
• Foster organizational culture of continuous improvement based on observations at the Gemba

• Support improvement at the Gemba aligned with CEO direction
• Develop problem-solving capabilities in teams 

• Elevate systemic problems observed at the Gemba to Support Teams

• Engage and lead teams in problem-solving
• Foster team culture of continuous improvement
• Make it easier for team to deliver high quality with timeliness

• Engaged in doing & improving the work 
• Teach, support & coach Standardized Work
• Support team members with their problems

• First to see problems (closest 
to the work)

• Engaged in doing & improving 
the work 

Support Teams*

Human Resources
Marketing / R&D
Store Development

IT
Finance
Legal

* We enable front-line team members to create amazing 
customer experiences easily by spending time at the 
Gemba to understand systemic problems in the work.

Setting direction

Elevating problems

Building capability

Creating alignment
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“The Building”
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Thousands of Stores

38

This Photo by Unknown Author is licensed under CC BY‐SA



© Copyright 2023 Lean Enterprise Institute. All rights reserved.

Lean Target Image ‐ “Support Triangle”
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Value Creation

The Support Triangle shows how each member of an organization plays a role 
in supporting improvement of the customer experience (quality, timeliness, etc.)

• Establish strategic direction (priorities for innovation, improvement, and problem-solving)
• Foster organizational culture of continuous improvement based on observations at the Gemba

• Support improvement at the Gemba aligned with CEO direction
• Develop problem-solving capabilities in teams 

• Elevate systemic problems observed at the Gemba to Support Teams

• Engage and lead teams in problem-solving
• Foster team culture of continuous improvement
• Make it easier for team to deliver high quality with timeliness

• Engaged in doing & improving the work 
• Teach, support & coach Standardized Work
• Support team members with their problems

• First to see problems (closest 
to the work)

• Engaged in doing & improving 
the work 

Support Teams*

Human Resources
Marketing / R&D
Store Development

IT
Finance
Legal

* We enable front-line team members to create amazing 
customer experiences easily by spending time at the 
Gemba to understand systemic problems in the work.

Setting direction

Elevating problems

Building capability

Creating alignment

39Adapted from original by Henry Li 

© Copyright 2023 Lean Enterprise Institute. All rights reserved.

Next Generation – It’s Up to Us

40



© Copyright 2023 Lean Enterprise Institute. All rights reserved.© Copyright 2023 Lean Enterprise Institute. All rights reserved. Lean Enterprise Institute, the leaper image, and stick figure are registered trademarks of Lean Enterprise Institute,  Inc. 

jhowell@lean.org

Thank you.
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