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Building the Infrastructure 
to Make Training Stick



• Trained  500,000+  Lean  Six  Sigma  
professionals

• Served  over  2,000  corporate  customers  
(including  50+%  of  the  F500)

• Courses  reviewed  and  approved  by  ASQ  
and  PMI

• Academic  Partnerships  with  Ohio  State  
University,  Notre  Dame,  Cal  Poly  and  
George  Washington  University

Webcast  Sponsor:    MoreSteam.com
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Select  Customers:
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• Welcome

• Introduction  of  MBB  Webcast  Series
− Ellen  Milnes

• “Building  the  Infrastructure  to  Make  
Training  Stick”
− Marti  Beltz

• Open  Discussion  and  Questions

Today’s  Program
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About  Our  Presenter
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• Healthcare  Process  Improvement  
Consultant/Executive  Sensei

• Psychologist

• Baldrige Quality  Award:  National  Senior  
Examiner  and  State  Judge

Marti  Beltz,  PhD.  and  MBB



What  a  difference  15  years  can  make  …



But  how  do  we  make  it  “stick”?
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Which  driver  has  the  most  influence  on  your  
training  design?

Data	  collected	  by	  MoreSteam.comduring	  a	  series	  of	  one	  day	  benchmarking	  
conferences	  conducted	  in	  the	  US	  and	  Europe	  during	  2014	  and	  2015.	  	  
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Something	  Else

Instructor	  Time/Cost

Travel	  Cost

Training	  Flexibility

Training	  Effectiveness



Training  as  part  of  a  …



Training  is  a  Tactic  –
Not  a  Strategy

• Tactic	  – utilization	  of	  specific	  resources	  to	  
achieve	  sub-‐goals	  that	  support	  the	  defined	  
mission.

• Strategy	  -‐ a	  careful	  plan	  or	  method	  for	  
achieving	  a	  particular	  goal	  usually	  over	  a	  long	  
period	  of	  time



Why  Train?



Why  Train?



Training:  Does  the  Tactic  Address  the  Gap?

• What	  is	  the	  impetus?
• What	  problem	  are	  you	  trying	  to	  solve?
• What	  work	  isn’t	  being	  addressed	  (or	  isn’t	  
being	  addressed	  effectively/efficiently)	  
because	  you	  don’t	  have	  trained	  staff?

• Why	  now?	  Are	  conditions	  “ripe”	  for	  training?
• What	  are	  the	  “push”	  and	  “pull”	  factors	   to	  
engage	  new	  or	  more	  resources	  in	  training?



Training  Readiness  Assessment

Instruction Project  
Coaching      

Infrastructure



Informed  and  Empowered  Decision-Makers

• Who  understands  the  
strategy?
• Who  knows  the  subject  
matter?
• Who  has  experience?
• Who  has  access  to  and  
support  from  senior  
leadership?
• Who  is  empowered  to  
make  decisions?

If  you  don’t  have  them,  you’ll  want/need  to  create  them.



The  Training  Itself

• What  kind?
• What  mode?
• How  many?
• How  long?
• Certification?
• In-source  or  Out-source?

“Stick  to  your  knitting.”



Students

Find  them  before  they  find  you.

Characteristics   of    good  process  
improvement     professionals:
• Leader  and  Influencer
• Strategic  Thinker
• Eye  for  Detail
• Technical  Aptitude
• Project  Manager
• Team  - Oriented
• Customer  Advocate
• Curious
• Results  Oriented

Often  overlooked   requirements:
• Time  to  do  the  work.
• Position  in  the  organization.



Let’s  Take  A  Little  Breather  …



Training  Projects

Get  some  real  work  done.

Characteristics  of  good  training  
projects:
• One  that  can  be  completed  in  the  
recommended  timeframe.
• One  that  has  senior  leadership  
sponsorship.
• One  supported  by  robust  data.
• One  aligned  with  organizational  
goals/objectives.
• One  within  the  students’  
expertise  and  experience.
• One  with  a  dedicated  sponsor  
and  team.



Project  Support  Staff  – Coaches,  Sponsors

Train  the  support  staff.

Yes  …  they  need  to  ‘remove  
barriers’  …  but  great  coaches  and  
sponsors  also  have  the  following  
characteristics  …
• Fully  understand  the  training  
process.
• Have  experience  and  expertise  in  
tollgate  reviews.
• Know  the  project  subject  matter.
• Know  how  to  give  support.
• Have  access  to  senior  
leadership.
• Have  the  time  to  devote  to  the  
student.
• Want  to  support  the  student.



Measurement  System

You  are  training  “management  by  fact”;;  without  robust  
data,  this  is  a  show-stopper.

• The  use  of  Six  Sigma  requires  
data  that  is  accurate,  reliable,  
repeatable,  timely,  relevant,  
complete,  and  without  bias.
• Healthcare  and  service  
industries  do  not  get  a  “pass”.
• The  “M”  in  DMAIC  is  not,  
contrary  to  popular  belief,  
optional.
• Data  collection  is  not  
recommended  for  training  
projects.



Project  Management  Systems

Characteristics   of  a  good  project  
management   system:
• Easily  accessible   to  the  
workforce
• IT  Support  
• Aligns  with  curriculum   and  
DMAIC  tollgates
• Not  only  tracks  project  
progress,   but  coaching  and  
investments
• Flexible   reporting   features
• Searchable   repository   for  
sharing
• Can  grow  with  the  maturity  of  
the  organization

Make  it  easy.  Make  it  accessible.  Make  it  count.



Transformed  Workforce

Never  underestimate  the  human  resources  implications  of  
training.

Considerations:
• Position
• Position	  Description
• Pay	  Grade
• Function/Scope/Access
• Continuing	  to	  feed,	  
recognize,	  and	  support.



Resources

Big  results  require  a  big  investment.

In  a  recent  study  of  training  participants  …
“what  input  had  the  greatest   impact  on  your  
training  success”?

• Curriculum
• Instructor
• Coach
• Project  Selection
• Time  to  Study  and  Work  on  the  Project
• Support   from  Supervisor
• Project  Team



What’s  Next  and  When  ?

Begin  with  the  “end  in  mind”  …  or  at  least  the  next  steps.

Having  done  a  (measureable)  
current  state  assessment  and  
set  goals  for  the  training  
deployment,  it  will  be  much  
easier  to  plan  a  next  round  of  
training.  Reassess!



Assessment  Expertise  Worth  the  Investment



Questions
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Would  you  explain  how  you’ve  approached  ….
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Have  you  ever  encountered  ....

How  have  you  handled  ....



Visit  us  at  MoreSteam.com
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Thank  you  for  joining  us
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Archived  presentations  and  other  materials:     http://www.moresteam.com/presentations/

Marti  Beltz,  PhD.,  Master  Black  Belt  
martibeltz@gmail.com

Ellen  Milnes,  Director  of  Marketing  – MoreSteam.com
emilnes@moresteam.com

Join  us  next  month  – Thursday,  April  21st
“Tech  Tool  Talk:    Swap  Tests”                    
Kevin  Keller,  Master  Black  Belt  AB  In-Bev
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