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1. Personal Transformation: How has AI influenced your daily work and 
decision-making process?

2. Organizational Impact: In what ways has AI changed the way your 
company  delivers value to customers?



3. Market Evolution: How do you see AI reshaping your industry in the 
next 3-5 years?

4. Mindset Shift: What is the biggest mindset shift you’ve experienced – 
or expect to experience – as AI becomes integrated into your business 
operations?
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 No specific questions but would be interested in how others have integrated AI into their business operations and clinical operations. 
 I would love to see some examples of AI applications within Lean systems/organizations. 
 Is there an AI focussing on Lean Management Principles for example visualizing value streams or processes?
 How can AI support Lean principles without creating waste or complexity? What skills will Lean practitioners need to work effectively with AI tools?
 What are the best practices for integrating AI into Lean problem-solving methodologies like A3 and PDCA? How should Lean leaders adapt their approach to problem-solving in an AI-augmented 

workplace?
 How do organizations balance AI-driven decision-making with Lean’s focus on human problem-solving? How can AI help frontline employees engage in continuous improvement initiatives?"
 Being able to balance the persons skills and unique perspective with that of AI, how do we ensure there is still personality and personal touches when AI is integrated. 
 where AI can be a useful tool for Lean practitioners
 How do we integrate AI to gain efficiency without losing the human touch?
 The specific use of AI and AI applications in Lean concepts.
 We were recently in a long term contract negotiation and we were sharing that prices would invariable rise - healthcare, cyber security, wages, etc., the company pushed back and said AI should make 

it easier for us to do our jobs thereby lowering the costs over time.  OH, it's real!
 Basics for product development application using lean.
 There are several AI versions that can be used, are any best suited for certain items?
 Using data for decision making.
 What are some use cases of AI in lean deployment efforts?
 AI could help lean practitioners with access to data and more rapid analysis of this data, however in heavily regulated industries it may require proprietary models behind firewalls which is slowing the 

pace and purpose of AI
 Would like to hear best use cases 
 It seems that AI is noticing the AI we are using in our messaging and website - does that make us less attractive to google etc. Also, do the younger generation - notice AI better than I do in my 50s and 

think it is a bad thing for emails and verbiage etc.?  Unauthentic?
 Are there plans to build an LLM specifically trained on Lean and shared with the Lean.org community? For example, the Project Management Institute (PMI) has their own AI bot that is specifically 

trained on project management principles.
 How to mitigate the risks of introducing AI into your workflows and work approaches - ie. examples of how people could slowly integrate AI into their work as part of scientific problem solving.
 People side of change - how to get folks to innovate with AI and how to address fears of being replaced by AI.
 What are the opportunities and dangers of AI problem solving? How can AI enhance capability development of our employees not replace the learning and critical thinking?
 Comment: as agents of change, we must adjust our paradigm about AI emerging. AI is here! Solutions are popping up faster than any other technology that I've experienced in my lifetime. There are 

already solutions in the marketplace geared towards problems our audiences seek to solve, such as efficiency, productivity, workforce challenges (language, augmenting shortages). AI solutions in the 
marketplace that I'm aware of aid with line balancing, quality inspections, supply chain management, developing SOPs, agents to supplement work and provide insights to new users, accelerate 
knowledge management, and more. It is critical that we address concerns with adoption so that we can ensure the machine learning considers not just the tools, but the principles that make our love 
and experience with lean so valuable. 

 Just starting to really consider AI and its value in Lean.  Most of the systems our company has investigated thus far have been limited to a software evaluating a video of work, which has limited value 
and scope for our operation.  So, I'm uninformed on the capabilities and value of AI outside of this (other than Chat gpt and summarizing information)  

 programs for AI translating SOP or training.  Most effective AI to reach the manufacturing floor or to hear what the manufacturing floor has to say. 
 Sort of like the conversation on industry 4.0. Meaning, how can we take advantage of AI to eliminate tedious and redundant tasks in an effort to value the team members more.
 How can Lean- AI help our marketing department to deliver customer-centric strategic campaigns? (context of our retail health care industry branch)
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Prompt: We submitted a survey to the participants 
of  the Lean Summit 2025 regarding the use of AI, 
including  an open-ended question: 

'Do you have any specific  questions or comments 
about Lean and AI that you  would like us to address 
during the presentation?’

Please,  create a max of 5 clusters. The questions are 
in the pdf  attached.



Here are five key clusters based on the responses from the survey:

1. AI Integration into Lean Practices
○ How AI can be applied to Lean systems and organizations.
○ Best practices for integrating AI into Lean problem-solving  

methodologies (A3, PDCA, etc.).
○ AI’s role in visualizing value streams and processes.
○ How AI can support Lean principles without adding waste or  

complexity.
○ How AI can be used for line balancing, quality inspections, and  

supply chain management.

2. Human-AI Collaboration & Workforce Impact

● Balancing AI-driven decision-making with Lean’s focus on human  
problem-solving.

● How to integrate AI without losing the human touch.
● Skills needed for Lean practitioners to work effectively with AI.
● Addressing fears of job displacement and encouraging AI-driven  

innovation.
● How AI can enhance employee capability development without  

replacing critical thinking.



3. Use C a s e s and In d ustr y- Spe c ific Applications

● Real-world examples of AI in Lean implementations.
● AI’s role in product development within Lean frameworks.
● The best AI models for specific Lean applications.
● AI’s use in highly regulated industries and the need for proprietary  

models.
● AI in marketing and customer-centric strategy (e.g., retail  

healthcare).

4. Chal lenges & Risks of AI Adoption in Lean

● How to mitigate risks when introducing AI into Lean workflows.
● The pace of AI adoption vs. Lean principles.
● Overcoming limitations of AI tools currently available in Lean  

systems.
● Potential AI bias and ensuring machine learning aligns with Lean  

values.



5. Future of AI & Lean Community Development

● Are there plans to develop an AI model specifically trained on Lean  
principles?

● Can AI facilitate better knowledge sharing within the Lean  
community?

● AI’s role in accelerating learning and summarizing key Lean insights.
● How AI can support frontline workers in continuous improvement  

initiatives.

Prompt: Great! Now, please select the three most  
interesting questions to be answered during the
event.



Here are the three most compelling questions to address during the Lean Summit 2025  
presentation:

1. How ca n AI support Lean principles without creating waste or complexity?
→ This question directly challenges the fundamental alignment of AI with Lean thinking,  
ensuring AI-driven solutions enhance efficiency rather than introduce unnecessary  
layers of complexity.

2. How do organizations balance AI-driven decis ion-making with Lean’s focus on  
human problem-solving?
→ This question addresses a critical concern: maintaining the human element in Lean  
while leveraging AI for insights and automation.

3. What are the best pract ices for integrating AI into Lean problem-solving  
methodologies like A3 and PDCA?
→ This provides a practical approach for attendees looking to apply AI within structured  
Lean frameworks for continuous improvement.

These questions not only tackle strategic concerns but also provide actionable insights for the  
audience. Let me know if you’d like me to help with structuring responses or presentation  
materials.

Prompt: Now, answer these three questions as
John  Shook would.



John Shook, a renowned Lean expert and former Toyota executive, would likely approach these questions by  
emphasizing Lean principles , respect  for people, and practical  problem-solving .  Here’s how he might  
answer them:

1.How ca n  AI support  Lean principles without creating  waste or complexity?

John Shook:
"Lean is about reducing waste, improving flow, and creating value for the customer. AI, like any tool, must be  
applied in a way that supports these principles rather than working against them. The key question isn’t ‘Can  
AI help?’ but ‘How can it help without adding unnecessary complexity?’"

● Start  with the problem, not the technology. AI should be deployed only when it helps solve a real  
problem. If AI introduces more waste (e.g., over-processing, unnecessary data collection, or  
difficult-to-maintain systems), then it’s working against Lean.

● Keep it s imple and human- cent ered.  AI should enhance people’s ability to do their work, not replace  
thinking. Tools like AI-powered visual inspection systems in manufacturing or predictive maintenance  
can eliminate waste without making processes more complicated.

● Make learning cy c l e s  faster. AI can be a powerful tool for continuous improvement—helping analyze  
patterns in data, testing hypotheses, and accelerating PDCA cycles. But it should be treated as an  
enabler, not as an excuse to skip Lean thinking.

"In short, AI should be deployed in service of Lean principles, not as an excuse to abandon them."

2.How do organizations balance AI-driven d e c is io n -making with Lean’s focus on human  
problem-solving?

John Shook:
"Lean is fundamentally about people. AI can assist, but decision-making should remain human-led.  
The most powerful Lean organizations recognize that technology should support, not replace, human  
problem-solving."

● Re sp e ct for people remains central. Lean thinking values the insights of those closest to the  
work. AI can provide data, but people must interpret and act on it. If AI makes decisions in a  
black-box manner, it removes learning opportunities from the workforce.

● Use AI to augment, not automate, problem-solving. AI can help with real-time data analysis,  
recognizing patterns, and suggesting solutions, but Lean organizations should still use  
structured problem-solving methods like A3 to ensure human engagement.

● Lean leaders must  develop digital literacy. Just  as Lean leaders have always needed to  
understand the work deeply, they now need to understand how AI works—where it helps and  
where it falls short.

"The organizations that will thrive with AI are those that use it as a tool to empower their people, not  
as a crutch to replace them."



3.What are the best pract ices for integrating AI into Lean problem-solving  
methodologies like A3 and PDCA?

John Shook:
"A3 and PDCA are problem-solving methods that emphasize deep understanding,  
experimentation, and learning. AI can enhance these methodologies, but only when used as  
part of a disciplined approach to improvement."

● Use AI for problem identification and root ca u s e analysis. AI can rapidly analyze large
datasets to uncover hidden patterns, but Lean thinkers still need to apply the “go to the
gemba” principle—observing the work firsthand.

● AI ca n  acce lerate  PDC A cyc les ,  but it doesn’t replace them. AI can quickly test  
multiple hypotheses and provide predictive insights, but teams still need to validate and  
implement changes through rapid learning cycles.

● A3 storytelling remains a human skill. AI can provide data, charts, and insights, but the  
process of structuring a problem, aligning stakeholders, and driving consensus through  
an A3 report is something AI cannot replace.

"Best practice? Use AI to enhance, not bypass, the learning process  of A3 and PDCA."

Final Thought from Joh n "AI" Shook:

"Lean is about thinking, learning, and improving. AI  
can be a powerful tool—but only if it is used in a  
way that reinforces, rather than replaces, the  
fundamental principles of Lean."
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