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Expert analysis suggests that up to 90% of enterprise-wide Lean programmes fail to 
make a lasting impact and achieve Operational Excellence. What’s missing to ensure 
success? The answer is leadership. Companies need management with the right skills 
and knowledge in order to coach teams with maximum success and efficiency. You need 
your teams coached to a high level of understanding and discipline, but implementing 
this quickly and accurately across a complex organisation is an extremely challenging 
task.

This is where the power of Gemba and virtual reality comes in. Gemba has been 
designed to solve the biggest training challenge of all: the rolling out of a compelling 
Lean training programme across all company functions, activities, departments and 
locations in a controlled and cost-effective way. 

Why Developing 
Lean Leaders?
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The Programme

Introducing the 
world’s first VR 
Masterclass. 

The Developing Lean Leaders Programme in VR covers all aspects of Lean Leadership  
from strategy to tools and from internal behavioural changes to full extended-enterprise 
implementation. Including a wide range of case studies from organisations such 
as Boeing, BMW and Auckland City Council across the different tools presented, Peter 
Hines demonstrates how you can employ a systems-based approach to achieve world-
class performance. This will ensure a transformation and completely immersive learning 
experience on how to create and sustain the vital Lean Systems required to achieve 
Enterprise Excellence.

Who is the Masterclass for?
This Masterclass has been created for Vice Presidents, Directors, Senior Managers and 
Managers on a committed continuous improvement journey, who wish to achieve sustainable 
Enterprise Excellence. This Masterclass can be applied across any industry or service.
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Developing Lean Leaders programme consists of 6 chapters and 20 topics, each made 
up of a learning concept, exercise and assessment. 

Your training will be divided into 30mn chunks across 12 weeks. Learners’ speed through 
the chapters varies but expect to spend 5 to 8 hours in VR.

Scale Lean Transformation

Whether you have 10 or 10,000 employees to train, Developing Lean Leaders can be 
scaled and rolled out to every member of your business. This method not only enhances 
your workforce but boldly challenges corporate thinking to identify and eliminate 
wasteful practices and establish a culture of continuous improvement. It makes progress 
easily tracked with detailed analytics to ensure every team member is trained and 
qualified to the same world-class standard.

Transfer expertise faster

VR moves into a class of its own when the knowledge that learners must acquire is 
complex, difficult to observe, and focuses on situations difficult to recreate in real life. 
Given its ability to present immersive, realistic situations repeatedly, Developing Lean 
Leaders programme gives learners the opportunity to build the continuous improvement 
expertise they need, before they need it for the first time in real-life. Having understood 
the fundamentals of Lean, learners are encouraged to apply the learning through 
exercises such as a Gemba walk.VR also gives the ability to learn in new ways not only 
simulating what a learner might see but also presenting it in 3D or even more detail, 
which is crucial when learning needs to be transferred at scale and cannot always be 
done in person.

Format

Impact
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Explain the unseen 

One of the fundamental tenants of Lean is the 8 P’s, eight principles that underpin the 
company’s Lean culture. As these are broad, guiding principles, until now this topic 
has been notoriously difficult to demonstrate in people’s daily lives. One of the key 
benefits of the Developing Lean Leaders programme  is its ability to teach and explain 
concepts difficult to grasp or visualise in real life, such as 8 P’s or Hoshin Kanri, by being 
transported into scenarios that explain the concept and tested on their understanding 
with exercises and quizes. This programme is not only of value to managers working 
closely with manufacturing sites but also to managers working in office environment to 
better understand how Lean can be adapted to their own surroundings.

Control your experience

Unlike conventional training methods, Gemba hands full power to the user. This means 
you can take control of the experience, repeat an exercise as many times as you like and 
complete the training at a time and place convenient for you. You simply pick up from 
where you left off in your last session.

Experience immersive learning, where you can walk around, interact with objects and 
test scenarios you will be expected to handle in real life. When in training, there is no 
interruption from your phone, tweets, emails, etc. This ensures maximum engagement 
and an efficient learning process with lasting results. 

An unparalleled retention rate
of learning material

Cost saved when compared
to classroom training

Time saved when compared
to classroom training

75%

95%

98%



Principles

An introductory module that establishes a foundation for what will 
follow later in the programme. Building on the five lean principles 
Womack & Jones), Peter explains the eight P’s - the methodology 
that ensures that our lessons in lean are fully understood and applied 
beyond just manufacturing.

Lean Iceberg Model

An overview of the sustainable lean 
iceberg model to identify both the visible and invisible aspects of lean 
integration. 

Strategy & Alignment

Understand the principle of Hoshin Kanri: how we can begin to 
achieve an ideal future state by understanding our current condition 
and building upon it. We put this principle into practice by learning 
to implement Deming’s ‘Plan Do Check Act’ PDCA throughout your 
organisation.

Chapter 1

The Workflow

Chapter 2

Q2, 20207GEMBA
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Situational Leadership

This module acts as an opportunity for introspection. Experience 
different styles of leadership and then evaluate where you excel and 
where you can improve as a leader, be it selling the idea of change 
to your colleagues, or empowering individuals from your teams with 
expert delegation. 

Distributed Leadership

Discover how to share your leadership skills and create lean masters 
within your teams. Through the distribution of your leadership, change 
is allowed to cascade from the top down while empowering the vision 
of your business from the bottom up. 

Behaviour & Engagement

Acquire an in-depth understanding of how to drive change whilst 
managing and mitigating resistance and stagnation. Promote innovation 
within your business and break the culture of “we know best”. Explore 
how fully engaged employees develop a passion for creating great 
value for the customer. Analyse the conditions that inspire engagement 
within your teams. 

Behaviour & Engagement Extended: Kata

Master lean implementation further with Improvement Kata and 
Coaching Kata. Practice the Coaching Kata method with a simple 
model known as the 5 Questions to ensure both coaches and those 
being coached work towards meeting targets.

Chapter 4

Lean Leadership

Leadership is often seen as the holy grail of successful lean 
integration, but many people often look to managing transformations 
rather than leading the change themselves. We will study how the 
traits of a leader stand above those of a manager and what it takes to 
apply a leadership mentality that will truly benefit your workplace. 

Chapter 3
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Lean Iceberg Model

Return to the previously shown lean iceberg model in order to study the 
visible features of lean implementation: Technologies, tools, techniques 
and process management. 

Muda, Mura, Muri

Continually creating value for the customer relies on an ability to 
identify and reduce inefficiencies throughout an organisation. We 
study Muda, Mura, Muri - the inefficiencies of Waste, Unevenness and 
Overburden. 

Waste

Learn about the variety and depth of Muda, Waste, by exploring the 
seven wastes as part of the Toyota Production System. Peter also 
introduces one more waste to ensure People stay at the heart of the 
lean enterprise.

Value

Customer value is defined as the perception of what products and 
services are worth to customers. In Lean, there is a very specific set of 
rules for what constitutes a ‘value-added’ activity. Learn to identify the 
value-adding and non-value adding activities in your processes. 

Voice of the Customer 

Most companies believe that through their regular customer surveys, 
they know what their customers value. The problem is that customer 
surveys offer very little real-world insight. We will learn how to first 
capture valuable feedback from the customer, secondly to understand 
what they value and to what extent, and finally to understand customer 
satisfaction at all points along the end-to-end value stream. 

Mapping the Current State

One of the first steps on the road towards lean improvement is 
clarifying where your business currently stands. We study a variety 
of techniques you can use to map the current state of your business, 
including big picture maps, macro-level maps and spaghetti maps.

Chapter 5
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Mapping the Future State

Once your current position has been evaluated and non-value-adding 
processes have been identified, we will explore how to produce a map 
of your business’s future state. This is a key exercise that lays out 
your company’s bespoke pathway through lean towards Enterprise 
Excellence. 

Review the Value Stream

We then turn our attention to an organisation’s value stream, and 
how to implement the teachings from the Developing Lean Leaders 
programme to ensure positive growth. Define a policy for encouraging 
and tracking lean innovation within your organisation. Create a culture 
of continuous improvement across the entire value stream through the 
implementation of lean tools and stable communication.

Kaizen
Kaizen is a Japanese business philosophy where employees at all 
levels of a company work together proactively to achieve regular, 
incremental improvements. We will study how to implement key Kaizen 
principles in order to nurture a successful business trajectory. This 
will mark a turning point in the progression of quality, productivity, and 
labour-management relations.

Standardisation

Standardisation means identifying the current best practice for your 
operations, based on your company’s current strategy, and making 
these practices the standard at which everyone performs. Learn how 
to ensure consistent quality across your teams and processes. 

5S

The first step to improving productivity is to eliminate wastage via a 
lack of organisation. Learn how 5S does exactly that in just five steps: 
Sort, Set in order, Shine, Standardise and Sustain.  

Chapter 6
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Total Productive Maintenance

Total Productive Maintenance TPM is a technique designed to 
optimise the performance, reliability and productivity of a plant and 
its equipment. You will learn how to implement a combination of 
autonomous, planned and predictive maintenance measures.

Visual Management

Explore Visual Management and how it is a cornerstone of 
communication in a lean organisation. Learn about visual management 
boards, what information to display on them and where to place them. 
We will go on to see how well implement visual management sustains 
lean by empowering the PDCA cycle and making performance visible 
to all.

Gemba Walk

The Gemba walk is one of lean’s signature tools; here, we look into 
how it works and the many forms they take. We will execute some trial 
Gemba walks in VR to show that their focus is not only on the technical 
side of lean, but also on maintaining the behaviours and morale of your 
teams. 

Just in Time

We will explore ‘Just in Time’ production systems and how they 
function. Understand whether a product is a ‘Runner’, ‘Stranger’ 
or ‘Repeater’ and learn how to balance customer satisfaction with 
company profits by ensuring there is just enough stock to meet the 
demand. 

Integrating Suppliers

Integrating suppliers into your processes is a powerful way to reduce 
waste. We will look into supplier integration, collaboration, and co-
location to understand how they all contribute to minimising the ‘8 
Wastes’. Learn actionable methods for opening communication and 
improvement processes between all suppliers.
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“   ̒ʻ  Developing Lean 
Leaders programme 
means that, for the 
first time, we can 
train our teams in 
Lean, at scale.      
     

 ̓̓
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Peter is the only European Senior Certified Facilitator at The Shingo 
Institute and a multiple Shingo ResearchAward recipient for his recent 
co-authored books: Creating a Lean and Green Business System 
2014 and Staying Lean 2009.

Peter is a pioneer of the Lean Business System, involving a sustainable 
and enterprise-wide approach of Lean thinking across all industry 
sectors. In 2009 he created the Lean Business System portal on 
LinkedIn which has over 60,000 members to date. 

This portal continues to help the Lean Business Community learn 
techniques, share challenges and manage sustainable change on their 
respective Lean journeys. He is the Co-Founder of the Lean Enterprise 
Research Centre at Cardiff Business School and continues his 
academic partnerships with a number of Universities across Europe.

He has undertaken extensive research into Lean Thinking and Supply 
Chain Management and led the way in a number of key concepts 
which are widely applied across Fortune 500 companies, including 
Supplier Associations and Value Stream Mapping. He is also the 
Founder of SA Partners, a specialist consultancy organisation 
operating in the UK, Ireland and Australia.

In this role, he consulted for companies such as Siemens, Mars and 
Nestlé, among many others.

Professor
Peter Hines

Meet Peter Hines
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With the power of data, companies across the globe are transforming the way they 
measure effectiveness in all key business activities.  With Gemba, applying these new 
technologies to our training programme has helped develop ways to measure the 
learning progress of users and share actionable insights with our clients.  

We give companies on-demand access to real-time, actionable data. Approaching data 
with analytics makes it easy to understand how your employees are engaging with the 
training content. You can track performance and benchmark. You will gain a deeper 
understanding of your employees learning needs via access to personal test scores and 
build a complete picture of training performances across all sites internationally.     

Analytics
Introduction to Analytics
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Professional 
networking and 

collaboration
in VR

We all possess an amazing ability to learn, but it’s not until we 
implement the learning that it becomes a skill. All too often, training 
leads to the creation of ambitious plans but provide little support to 
follow through. 

Gemba Live is a virtual space in which learners conveniently connect 
with business coaches and experts within their companies, allowing 
further discussion and reflection through one-to-one conversations. It 
grants full access to the total expertise of your company’s workforce 
and leadership teams, regardless of their location. 

With Gemba Live, be ready 
to share ideas with your 
peers, be challenged by 
experts and build a reliable 
implementation plan 
tailored for you. 

Gemba Live

Features Exchange ideas one-on-one, collaborate with global teams    
and host group presentations in VR auditoriums.  

Move, sketch, make notes and interact like in real life using VR   
tools such as whiteboards and post-its.

Share documents, videos and 3D models to enhance your    
discussions and presentations with global teams. 

→

→

→
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Reduce travel

Engage employees

Measure impact

Train in a
safe environment

Rather than fly all your staff to a single location for a training event at 
huge expense, employees complete training programmes at a time and 
location that suits them. 

Managers can track and measure the progress of each user through 
detailed online analytics. This is a crucial aspect of Gemba; what can 
be measured can be managed. 

Learning by doing is proven to work better than traditional methods. 
With Gemba, employees can interact with objects and test scenarios 
that they will be expected to handle in real-time. 

Many industrial scenarios are impossible to recreate in real life due 
to the risk or cost involved. With VR, case studies come to life within 
a safe environment where all the variables, unlike in real life, are 
controlled.  

Learning
benefits of VR
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A few options are available on the market, and you should always talk to our team 
beforehand to ensure you buy a compatible product.

We often recommend the Oculus Quest for Business or HTC Vive Pro hardware. The HTC 
Vive still offers one of the most immersive virtual reality experiences around, but you will 
also need a computer with powerful hardware. The Oculus Quest for Business is a virtual 
reality headset created by Oculus VR, a division of Facebook Inc. The device is fully 
standalone, easy to carry and probably the most user-friendly.

You will need access to wifi and 2 by 3 meter of free space. We will coordinate with your 
team to support with the setup and ensure you have selected the best room. With the 
Oculus Quest for Business, you could decide to use the space around your desk. You will 
have to make sure that you have a minimum space of 1 by 1 metre for free movement. 
Before you use your VR headset, you will also need to move your chair and anything else 
you may hit, bump into or trip over.

Technology

Space & setup
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How to get started 
Step 1

Step 2

Step 3

Get your teams set up 

Collaborate with your 
Customer Success Manager  

Monitor the roll-out

Our team will guide you on the best set up and technology to achieve 
your goals.

You will work hand in hand with your dedicated Customer Success 
Manager to design and implement an adapted deployment plan. 

You will have access to analytics to help you track learners’ 
engagement and build a complete picture of training performance 
across sites globally. 




