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The P4+ Framework

The Lean P4+ Framework is a strategic system that integrates the pillars of P4,

Planning, People, Process, & Profit, plus Performance with powerful Lean and

Agile methodologies. Designed for hospitality businesses, this guide delivers a

step-by-step blueprint to eliminate inefficiencies, empower employees, and

deliver consistent, high-impact guest experiences.

The framework enables business owners, operators, and leadership teams to:

Whether you're running a single-location restaurant or a multi-unit hospitality

group, the Lean P4+ Framework provides the structure, tools, and mindset to

compete and thrive in a fast-changing economy.

Visualize and improve the entire guest journey

Reduce operational waste and delays

Increase team engagement and ownership

Scale improvements through continuous, iterative cycles

Connect frontline actions to financial outcomes



Strategic Framework Outline

Goal: Define vision, prioritize goals, and create alignment using Lean planning

and Agile sprints.

Key Strategies:

Use quarterly OKRs (Objectives & Key Results) to drive alignment

Break annual goals into 30/60/90-day Agile sprints

Conduct strategy workshops and backlog grooming sessions

Tools & Tips:

Agile Planning Canvas

Strategy Roadmap Template

Voice of the Customer Survey Sprint Guide

1. Planning: Agile Strategy &
Operational Alignment
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Goal: Build a culture of service through team ownership, transparent

communication, and servant leadership.

Key Strategies:

Implement daily stand-ups and weekly retrospectives

Build cross-functional teams for service delivery improvements

Train leaders on emotional intelligence and Agile coaching

Tools & Tips:

Daily Stand-Up Script

Team Roles Matrix (RACI + Agile)

Engagement Pulse Surveys

2. People: Empowerment, Feedback,
and Leadership Agility
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Goal: Standardize service delivery, reduce waste, and improve flow using Lean

and Agile tools.

Key Strategies:

Conduct value stream mapping to optimize workflows

Apply 5S to both front and back of house

Launch continuous improvement through Kaizen sprints

Tools & Tips:

SOP Builder Template

5S Audit Checklist

Agile Service Journey Map

Kaizen Sprint Tracker

3. Process: Lean Execution and Guest
Journey Optimization
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Goal: Connect operations to profitability using data, metrics, and performance

feedback loops.

Key Strategies:

Implement KPI dashboards visible to all departments

Conduct monthly Agile reviews and quarterly performance retrospectives

Use cost of delay and COPQ (Cost of Poor Quality) as strategic levers

Tools & Tips:

KPI Dashboard Template (Cycle Time, GSS, COPQ)

Control Chart Builder

Financial Impact Model Worksheet

4. Profit: Measurable Performance and
Continuous Optimization
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Implementation Roadmap
Phase 1

Activities

Activities

Activities

Activities

Tools:

Tools:

Tools:

Tools:

Discovery & Diagnostic

Design & Development

Execution & Training

Optimization &
Sustainment

Gemba Walks, VOC
Surveys, Baseline Metrics

SOP Design, Guest Journey
Mapping, Agile Backlog Planning

Kaizen Events, Team
Training, Huddle Launch

Control Charts, Business
Reviews, Visual Scoreboards

SIPOC, CTQ, VOC Sprint

Agile Blueprints, SOP Templates

5S Checklist, Daily Stand-ups

KPI Dashboards, Retrospectives

Phase 2

Phase 3

Phase 4



Success Factors

Use visual tools like dashboards and Kanban boards to drive transparency.

Maintain rhythm with stand-ups, retrospectives, and quarterly sprints.

 Embed SOPs into daily routines and regularly audit for adherence.

Celebrate your team accomplishments, reward participation, and empower

bottom-up innovation.

Clarity

Cadence

Consistency

Culture
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The businesses that win in

hospitality aren't just great at

food—they're great at systems. 

The P4+ Framework helps you

achieve both.
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