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COMMITTED TO YOUR SUCCESS
We have virtual classrooms, coaching, instructional design, 
consultative services, in-person and online learning. 

HERE TO PROVIDE YOU ACTIONABLE LEARNING
We offer the most relevant learning resources to help you get 
ahead and thrive. We keep you engaged in new learning 
experiences so you can meet and exceed your challenges.

EXPERTS IN OUR FIELD
We have the best and brightest minds in Northeast Ohio. 
Our facilitation specialists are industry experienced and 
dedicated lifelong learners prepared to help you succeed in 
today’s challenging environment. 

NOT YOUR TYPICAL TRAINING PROVIDER 
Our nationally recognized talent development solutions will 
transform your skills and knowledge to help you achieve your 
personal and professional career goals.

WE ARE . . .
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INTRODUCTIONS . . . 

PRESENTER, FACILITATION SPECIALIST
DIRECTOR OF CONTINUOUS IMPROVEMENT, SIGNET JEWELERS

George Rofail, BME, MBA, LSSMBB

VIRTUAL PRODUCER
DIRECTOR OF CLIENT BUSINESS DEVELOPMENT AT CORPORATE COLLEGE

Geraldine Weiser, MA,  LSSYB

LEAD CURRICULUM DESIGNER
DIRECTOR OF QUALITY AND CONTINUOUS IMPROVEMENT AT CORPORATE COLLEGE

Samantha Kaplan, LSSBB, ASQ-CQA

Mentoring

• COVID-19 is all over the news and effecting many business processes!

• So how has this changed Lean Six Sigma mentoring?

Mentoring has changed very little for me 
because I’ve always used a virtual approach

• Today’s presentation will be covering a style of mentoring that I’ve used 
for many Six Sigma AND Lean projects

• This is not the ONLY way to mentor.  Feel free to pick and chose which 
tip or technique that you would like to add to your mentoring style.
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What is LSS Mentoring?

• Along with Lean Six Sigma (LSS) training, it’s common that a project is 
required to be completed in parallel

 Great way to really understand the tools and methodologies!
 Successful completion of a project often is a pre-req for certification

• Green or Black Belt usually gets paired 
with a mentor or coach to help them with 
their projects until completion

• Trainer and mentor do not need to be the 
same person – often it depends on the 
company or program

Mentoring Prep Before Training

• Mentoring actually starts before 
training starts

• Mentor needs to vet out project 
charters to ensure that the Green or 
Black Belt is set up for success

• Mentors should look for the following in 
a project charter:
o Clear problem statement and business case
o Primary metric 
o Estimated project savings or opportunity cost
o Project scope



5/21/2020

4

Training Candidate Assessment

• Before you mentor, assess the participant

• A person going through Green Belt or Black Belt 
training should be:
o Motivated and interested in change
o Logical and data-oriented
o Process-oriented
o Career driven
o Computer literate – Excel, Powerpoint, Visio, etc.
o Time capacity to do project (need 20% availability)
o Works well with teams (good facilitation skills)

• Weaknesses in any of these areas will make 
mentoring more difficult

• Best practice: Use a skills self-assessment prior 
to training.  Additional supplementary training 
may need to be done.

Sponsor

• A project sponsor is the single biggest factor to the success of a Green 
Belt or Black Belt

• The sponsor needs to be active in the project; not just passive support

• Sponsor needs to have the ability to knock down barriers

• Sponsor does not need to be Six Sigma or Lean certified to be effective

• Best Practice: Have a Sponsor Agreement to show commitment to the 
project and participant

• Recommend that the sponsor does not attend mentoring meetings.  
Often the mentoring sessions get technical and into the weeds that does 
not interest the sponsor.  There should be periodic meetings between the 
sponsor, mentor, and the Green/Black Belt
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Training

• Lean or Six Sigma training can provided in a 
number of different ways
o In Person (in house or external)
o Virtually (in house or external)
o Self-Paced

• It’s important that training provides exercises on 
the tools to give Green or Black Belts an 
opportunity to practice

• As a mentor, you need to be familiar with the 
training!  It causes great confusion for Green or 
Black Belts if the mentor is using different terms 
and approaches from what was taught in the 
training

Project Tollgate or Presentation

• In addition, Green or Black Belts should be provided a template for 
their project work

• Project tollgate template or project report template is important as it 
serves as a guidance or a roadmap for a project

• Not all projects will follow the template 

• This template is important for mentors and will be used as the 
primary item that is reviewed during project reviews



5/21/2020

6

Mentoring Meetings

• The mentor and training participant should have an introductory session.  
Should be in-person but can be done virtually.  Camera is needed for this 
intro meeting

• Mentoring sessions should be scheduled weekly for 30 minutes minimum

• Sessions should be held regardless of progress

• Need to stay disciplined on meetings!  Never cancel without a reschedule

• Meetings can be done virtually and I recommend that they are - I believe it’s 
more efficient

• Concerns should be raised if the participant and/or the sponsor is regularly 
rescheduling or canceling

• Best Practice: Schedule all your mentoring meetings on the same day

Conducting Mentoring Sessions

• Mentoring session should be broken into the following informal sections:
1. Did they do what they were suppose to do for this mentoring session?  This should 

cover a majority of the mentoring session
2. What do they plan on having done prior to the next mentoring session?
3. What are some of the issues or concerns the participant may have

• Training participants should share their screens and show what they got 
accomplished (using the presentation template)

• Mentor should ask questions and get into details if they see something 
wrong

• Mentor should walk the training participant through the challenges. This 
should be done by coaching them and watching them do it on their 
computers.

• If training participants are struggling, may need to schedule additional time 
off-line
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Conducting Mentoring Sessions (Continued)

• Mentors need to provide direction on the next 
steps and make it clear on the expectations 
before the next scheduled mentoring session –
ACCOUNTABILITY

• Best practice: Next steps need to be small 
and attainable! This will help minimize how 
overwhelmed the Green or Black Belt will feel 
with the project

• Mentors may need to provide a quick refresher 
on the training on specific tools or concepts

Mentoring Notes

• Mentors need to maintain notes on their Green or Black 
Belts.  Mentors should not waste time to “remember” 
items from the last session.

• Mentor notes should include:
o Basic project information / project charter
o What the Green or Black Belt said they would deliver for a 

session
o What the plans are for the next session
o Missed meetings or other notes that may need to be 

discussed with the sponsor

• This is especially important when mentoring a large 
number of Green/Black Belts.  It’s easy to confuse 
projects!
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Mentor Encouragement

• Mentors need to remember that Green 
or Black Belts have a significant task at 
hand – to learn new tools and concepts 
AND to successfully complete a project 
all awhile maintaining their regular job

• Mentors need to provide more than 
technical expertise.  They should be 
ENCOURAGING Green or Black Belts.

• Mentors need to be stern on their 
expectations but continue 
encouragement and supportive on their 
challenges

1. Mentors need to keep the project moving.  
Small weekly expectations will make 
significant progress

2. Be practical in your mentoring

3. Know when to get your hands dirty

4. It’s ok for a mentor to say “I don’t know” 
and follow up later. If the mentor doesn’t 
fully understand a concept, it’s harder to 
teach Green or Black Belts

5. Know when to escalate issues. Mentors 
need to be specific on the issue and 
solution.

Key Points
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Thank you for joining today!
Ask us about additional programs and training 
to help you reach your goals.

Thank you for joining today!
Ask us about additional programs and training 
to help you reach your goals.
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