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Welcome! 
 
Fire exits 
• In case of fire, please walk to the 

nearest exit.  
 

Unsafe act or condition 
• If you see an unsafe act or condition, 

please notify the instructor 
 



 
Michigan Tech will lead as a global technological University that 
inspires students, advances knowledge, and innovates to create 

a sustainable, just, and prosperous world. 

  

Michigan Technological University 
We prepare students to create the future. 

Our Vision 

• Leading public research university, established in 1885 
• Enrollment > 7,000 students 
• Located in the Upper Peninsula of Michigan 
• More than 120 degree programs in arts, humanities, and 

social sciences; business and economics; computing; 
engineering; forestry and environmental science; natural 
and physical sciences; and technology. 

• Education emphasizes research, cross-disciplinary 
study, and team learning. 

https://www.youtube.com/watch?v=l73nDfsKuNE


Ruth Archer 
raarcher@mtu.edu 
www.mtu.edu/improvement 

• BSEE, MBA, PhD  

• Director of Continuous Improvement at  
Michigan Technological University 

• NCCI Professional Development Committee Member 

• Michigan Lean Consortium Board Member 
• Baldrige and Michigan Performance Excellence 

Examiner 

• Instructor at Michigan Tech  

• 22 years in the US Air Force as aircraft mechanic, radar 
engineer, instructor 

 



Today’s Objectives 

In this session, you will… 
• Explore why Lean facilitator training is 

necessary but not sufficient to a Lean 
transformation 

• Discuss the many elements that must be 
considered when constructing a training and 
development plan 

• Learn a framework to create a Lean facilitator 
training and development plan to sustain a 
Lean culture at your home university 

 



Why a Development  
Program? 
 

• Many trainees not transitioning to active facilitation 
• Many facilitators not growing new skills and 

abilities 
• Facilitators not all participating equally 
• No longer possible to know facilitator’s needs  
• Facilitator skills and responsibilities now verifiable 

for resumes 
• Framework allows for better definition, 

measurement, reporting, and improving 



• Five Levels of certification 

• Each Level has associated requirements and 
competencies  

• Facilitators are coached through a portfolio 

• Annual recommitment 

• Advised by Lean Facilitator Development Board  

Michigan Tech Lean Facilitator 
Development Program 



Certification Levels 

• Level 1 – Lean Practitioner 
• Level 2 – Lean Facilitator 
• Level 3 – Senior Lean Facilitator 
• Level 4 – Master Lean Facilitator  
• Level 5 – Lean Facilitator Development Board 

 



Michigan Tech  
Lean Facilitators 

Level Number 
1 8 
2 26 
3 5 
4 0 
5 3 
Lean Implementation Leader 21 
Leave of Absence 6 
Inactive 7 



Level Requirements 

• Plan for Lean skill development (A3) 
• Skill application 
• Participation in our Lean community of practice 
• Continuing education 
• Teaching 
• Pair learning/coaching/mentoring 
• Reflection 
 



Competency 

Levels of Learning: 
0. Do not know about 
1. Know about  
2. Know why and how to do it  
3. Able to do consistently and apply in new  
    situations 
4. Able to teach and mentor 



   Lean Culture Mind Map 

      Find a copy of this mind map at www.mtu.edu/improvement 
 
 

http://www.mtu.edu/improvement


Lean Competency by  
Certification Level 



Level of Learning Self Assessment Heat Map 

• Self Assessment is compared to the level the facilitator is certifying  
• Dark Green = Double Above  
• Green = Above 
• Yellow = At 
• Red = Below 
• Dark Red = Double Below 



Take the Lean Skills Self-Assessment 



Lean Personal  
Development Plan A3 

Create your personal development plan 
• Look at your Level of Learning Score Report  
• Analyze your scores vs the target competency to identify gaps 
• Choose smart goals to address gaps 

• Align your A3 activities with your work and performance goals 

• Define steps to take to achieve goals and create action plan 
• Analyze any potential road blocks to achieve goals 
• Develop method to reflect on and analyze progress so you stay 

on track 
 

 



One-on-One Coaching 
• Portfolio used to manage requirements 
• Assigned coach for portfolio completion 
• Quarterly check-in meetings required 

• Discuss the plan to complete the portfolio 
• Use checklist, document current state and plan 
• Report to Office 

• Office will check in with supervisor 
• Report progress and concerns, if applicable 

• Office provides opportunities to meet 
requirements 

• Board-member review at end of cycle 
 



Annual Recommitment 

• Facilitator chooses level they want for 
upcoming year 

• Supervisor approval is obtained 
• Supervisor may withdraw facilitator from the 

program at any time for any reason 
• Supervisor is contacted quarterly, and notified if 

coach is concerned about progress 



Lean Facilitator  
Development Board 

Advises the office on Lean facilitator training, 
development, certification, strategy, and 
deployment 
• Participate in confirmatory and level-up board 

processes 
• Coach 8-10 facilitators, bring issues back to the 

Office  
• Collaboratively improve the facilitator 

development program, write procedures and 
develop processes 



First Cycle Complete! 

• Facilitators like the process 
• Keeping track of community  

of practice, continuing  
education, & teaching  
participation was biggest  
irritant 

• Participation at events has doubled  
• 15 of 16 new training graduates committed 

to Level 1 Practitioner (8) or Level 2 
Facilitator (7) 



Previous 

Current 



Next Cycle Opportunities  
for Improvement 

• Develop a fair selection process for the 
facilitator training  

• Address a desired distribution of Lean 
facilitators across the VP areas, with a possible 
cap on the total number of active facilitators 

• Provide self-study resources for all mind map 
items 

• Provide electronic portfolio option 
 



• What are your thoughts on the elements of 
this development program? 

• What do you like about the program? 

• What elements would you add? 

• What problems would you worry about? 

• What would you see as the benefit of having 
a development program in your area? 

Discussion 
 



Today’s Objectives 
In this session, you… 
• Explored why Lean facilitator training is 

necessary but not sufficient to a Lean 
transformation 

• Discussed the many elements that must 
be considered when constructing a 
training and development plan 

• Learned a framework to create a Lean 
facilitator training and development plan 
to sustain a Lean culture at your home 
university 

 



• What questions or concerns do you have? 

• What about this will be difficult to do? 
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