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Today’s Goals

• Describe the 4Pk framework, covering product, process, people, perfection, and 
knowledge, as outlined in Designing the Future.

• Overview the 56 key assessment areas within the 4Pk framework, understanding 
their role in evaluating an organization's lean maturity.

• Learn efficient scoring techniques to quickly gauge your organization's lean 
maturity.

• Discover how the different assessment areas interconnect, fostering improved 
synergy within your organization.

• Acquire practical skills for conducting a comprehensive yet swift company lean 
assessment.

Today’s Schedule

1. LPPD 4PK Framework Introduction (30 minutes)

2. Exercise – 4PK Self-Assessment (10 minutes)

3. Collaborative Discussion on Self Assessment (20 minutes)

4. Q&A (10 minutes)



Key Material

• Today’s content draws 
from the 
groundbreaking book 
'Designing the Future' 
authored by James 
Morgan and Jeffery 
Liker.

Jeffrey Liker

James Morgan
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Creating the Right Product

 Front-End Load Development Team

 Understand what Your Customer Values  Go to the 
Gemba

 Generate Sets of Solutions for Providing Customer Value

 Converge Carefully 

 Create a Concept Paper
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Understand What 
Your Customer Truly 
Values

Go to the Gemba 
(Actual Spot)

• The 2019 Passport team:

• Interviewed customers in their homes.

• Visited campgrounds across Ohio.

• Drove along winding roads to Louisville, 
KY.

• Visited Dealers to understand need.



Set-Based 
Convergence of 
Ideas • Experimentation

• Minimally Viable Prototypes

 Ideas
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Lean Process

Delivering with speed and precision:
 Synchronize workflows across Functional groups
Obeya system ~ central planning and communication 

site.
 Value stream map (VSM) ~  create the IDEAL flow

Process Excellence:  Speed and Precision

• Flow is integrated and simultanous across all 
functions 

• PDCA at each Milestone event
• Checks are done before completion

• Early collaboration with R&D is done to ensure 
collaborative design

• Standard work cadence is established
• Central planning and communication site

Synchronized flow of work: Early & often collaboration



Process Excellence:  Value Stream Map

Value stream mapping is a process tool to optimize product development

Value stream map (VSM) ~ eliminate poor coordination and rework loops

Visualize Workflow See workflow, identify clash in operationsExample:

Analyze current –vs- future state

Swim lanes
Sales/Styling
Engineering

Testing
Purchasing

Supply chain
Manufactuirng

Quality

Lean Process

Part 2: Fixed and Flexible: Yin and yang of development
 Balance fixed/flexible standards to maximize customer 

value
 Design standards ~ rules, standard architecture, Platforms
Manufacturing Standards ~ Rules, complexity reduction, 

Process Driven Product Design



Process Excellence (Fixed vs Flexible)

• Establish Platforms
• Establish Commodity designs (Carry over) 

common parts
• Design rules and specifications

• Standard Architecture
• Standard assembly processes
• Manufacturing rules and specifications

Design standards of development: Manufacturing standards:
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common parts
• Design rules and specifications

• Standard Architecture
• Standard assembly processes
• Manufacturing rules and specifications

Design standards of development: Manufacturing standards:
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Developing People

Development
 Hiring to fit the culture
 Developing & engaging (Toolkit)
 Broad experience

Matrix Organization
 Strong Functional Organizations for deep learning
 Dedicated teams for each project
 Chief Engineer Focused on Customer
 Subject Matter Experts
 Strong Leaders



Tools – Activities to Constantly Grow People
 Experience & knowledge toolbox  Identify areas of growth potential

Good companies consistently track & fill up their associate’s “Toolbox” of skills  

Matrix Organization – Senior Leadership

ENG SALESPUR SUPPLY MFG

.

Chief 
Engineers

Senior Leaders

PROJECT A

PROJECT B

Centers of Excellence Leaders

Matrix-style organization

Senior Leaders:
- Create the Vision
- Set the Strategic Direction
- Develop a relentless 
execution plan



Matrix Organization – Senior Leadership

ENG SALESPUR SUPPLY MFG

.

Chief 
Engineers

Senior Leaders

PROJECT A

PROJECT B

Centers of Excellence Leaders

Matrix-style organization

Senior Leaders:
- Create the Vision
- Set the Strategic Direction
- Develop a relentless 
execution plan

Business Plan 
Easy to understand 
normal from 
abnormal

Matrix Organization – Chief Engineer

ENG SALESPUR SUPPLY MFG

.

Chief
Engineers

Senior Leaders

PROJECT A

PROJECT B

Centers of Excellence Leaders (Functional Division)

Matrix-style organization

Senior Leaders:
- Create the Vision
- Set the Strategic Direction
- Develop a relentless 
execution plan

Chief Engineer:
- Total responsibity of 
development of a 
product line.

The chief engineer 
leads a small, dedicated 
team that creates the 
product concept, 
develops the business 
case, leads the 
technical design of the 
product, manages the 
development process, 
coordinates with 
production engineering 
and sales/marketing, 
and takes the product 
into production.



Matrix Organization – Subject Matter Experts

ENG SALESPUR SUPPLY MFG

.

Chief 
Engineers

Senior Leaders

PROJECT A

PROJECT B

Centers of Excellence Leaders (Functional Division)

Matrix-style organization

Subject Matter 
Experts

• Mange know-how
• Keepers of knowledge 

repositories
• Helping people
• Developing and 

improving standards.
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Product Perfection

Quality

Process
Efficiency

High

Low

Low High

• Analyze the gap
• Create the “HOW”

• Analyze the gaps
• Asses new target
• Create the “HOW”

Positioning Maps: Data Analysis:
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Know-How Management

 Create a supportive culture for learning
 Develop people to think scientifically & systemically 

(PDCA)
 Dedicated role of Subject Matter Experts
 Build learning into the daily work ~ Obeya & Business 

plans

• Using daily activities to learn with PDCA
• Standard protocol for Problem solving
• Obeya, Business plans and A3 tools for 

continual learning from problems

• Dedicated role and resp in the organization
• All data are reviewed by same person
• Responsibility is to constantly review and 

update standards according to latest 
information

Culture of learning: Subject Matter Experts:

Know-How Management



Self-Assessment Handout
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