
The Three Layers of 
Value Creation

What separates 
winning organizations 
from the rest?



The actual work being done:
• Products being built
• Code being written
• Services being delivered
• Problems being solved

This is where most organizations 
focus their attention.

Layer 1: Technical Objects



The equipment that enables the 
work:
• Technology platforms
• Software systems
• Measurement tools
• AI and automation

These amplify what people 
can accomplish.

Layer 2: Tools & Instrumentation



The invisible overlay that 

determines success:

• Processes and procedures

• Routines and norms

• How teams collaborate

• How problems get solved

This is where leaders make 
the difference.

Layer 3: Social Circuitry



When Layer 3 Is Well-Wired...

The whole is greater than 
the sum of its parts.



Really good leaders create, 

sustain, and continuously 

improve the social circuitry that 

enables people to do their work 

easily and well.

This is what sets winning 
organizations apart.



"Leaders massively underestimate 

the difficulty of synchronizing 

disparate functional specialties 

toward a common purpose."

—Gene Kim & Steve Spear 
Wiring the Winning Organization

The Hidden Challenge



Learn How to Wire 
Your Organization 

for Success.

March 12-13, 2026 
Houston, TX 

Learn more at lean.org/summit

Hear Gene Kim & 
Steve Spear at 

Lean Summit 2026


