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1. PURPOSE
a. This document defines a reusable framework for assessing Lean Six Sigma candidates at
project tollgate reviews throughout the DMAIC lifecycle. The framework applies to Green
Belt, Black Belt, and Lean projects and is designed to be client-agnostic, deployable across
organizations with minimal customization.
b. The model serves three audiences:
= Assessors (Master Black Belts, Black Belts, coaches, and facilitators) who need a
consistent, defensible method for evaluating candidate competency
= Candidates who need clear expectations for what "good" looks like at each phase

= Client stakeholders (sponsors, program leaders) who need confidence that
certification decisions are rigorous and evidence-based

c. For Lean projects, all 11 assessment questions apply. Some sub-criteria within a question
may not apply depending on the project type; the "Not Applicable" rating and its
requirements (Section 3e) address this directly.

2. ASSESSMENT MODEL
a. Each of the 11 assessment questions (Section 4) contains sub-criteria that guide the
assessor's thinking about what "Demonstrated" evidence looks like. The sub-criteria are
not independently scored; they help the assessor arrive at a single rating for each
question. The assessor evaluates the candidate's evidence and defense for each question,

then assigns one of the following ratings:

b. Rating Scale. The candidate's job is to present artifacts and defend them. The assessor's
job is to evaluate whether the evidence is clear, complete, and defensible, and whether the

candidate could perform this work independently on a future project:
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RATING DEFINITION DISPOSITION

Evidence is clear, complete, and logically sound. The candidate can

explain and defend the work with knowledge and authority. Answers
DEMONSTRATED | connect to project context and show command of the underlying ADVANCE
concepts. The assessor is confident the candidate could perform

this work independently on a future project.

Evidence exists but is incomplete or unconvincing, or the candidate

can describe the concept but struggles to defend its application.
PARTIALLY ) ) ADVANCE
The work has been attempted, but gaps remain. The candidate
DEMONSTRATED W/ACTIONS
would benefit from additional guidance before performing this work

independently.

Insufficient or no evidence presented. The candidate cannot
NOT articulate the concept or its application. The work has not been DOES NOT
DEMONSTRATED | completed, or the analysis presented is fundamentally incorrect. ADVANCE

Significant development is required.

The criterion does not apply to this project type. The candidate

NOT provides a sound rationale for exclusion, and the assessor concurs.

APPLICABLE

The candidate must still demonstrate awareness of the tool or
method and explain why an alternative approach was appropriate.
See Section 3d.

C. Question-Level Rating. The assessor rates each of the 11 questions, not each individual
sub-criterion. The sub-criteria serve as a guide for what the assessor should look for and
what the candidate should be prepared to address. A question may have a mix of strong
and weak sub-criteria; the assessor uses professional judgment to arrive at a single rating
that best characterizes the candidate's competency on that question.

d. Phase-Level Disposition. After rating the questions within a DMAIC phase, the assessor
renders a phase-level disposition: Advance, Advance with Actions, or Does Not Advance.
The disposition is a holistic judgment informed by the question ratings but not
mechanically determined by them. The assessor retains discretion to weigh the quality and

depth of the candidate's defense during the review.

3. ASSESSMENT PROCESS
a. Tollgate Structure. Each DMAIC phase can be assessed at a formal tollgate, a monthly
readout, or a coaching checkpoint. The assessment model is the same regardless of the
venue. The only difference is the formality of the disposition:
= Formal Tollgates (e.qg., Define gate, Certification gate): Disposition is recorded,

communicated to the client sponsor, and used to drive the candidate's progression.

= Monthly Readouts: Assessors use the same rubric to provide structured feedback.
Disposition may be advisory rather than binding.
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= Coaching Checkpoints: Informal use of the sub-criteria to guide coaching

conversations. No formal disposition required.

b. Disposition Authority. The final certification disposition must be rendered by a Certified
Master Black Belt. When multiple reviewers participate in a formal tollgate, the Master
Black Belt synthesizes the panel's input and renders the final disposition. The disposition is

a professional judgment, not a vote or a mechanical calculation from ratings.

c. Candidate Preparation. Candidates should prepare a presentation or portfolio that
addresses each assessment question for the phase under review. The presentation should
follow the question framework (Q1 through Q11) and include supporting artifacts, such as

data, charts, analysis outputs, process maps, and control plans, as applicable.

d. The assessor's evaluation is based on both the artifacts and the candidate's ability to
explain and defend them during the review. A well-constructed presentation with a
candidate who cannot explain the analysis is "Partially Demonstrated" at best.

e. Handling Not Applicable Items. Some sub-criteria may not apply to every project. For
example, a service-industry project may not require a Gage R&R study, a Lean project may
not require hypothesis testing, or a cost-reduction project may not have a traditional VOC-
to-CTQ translation.

f. To rate a question "Not Applicable,"” the candidate must:
= Demonstrate awareness of tools & methods (knowing what it is and when it's used)

= Explain why it does not apply to their specific project

= Describe what they did instead, if anything

g. The assessor must concur with the rationale. "I didn't have time" or "l didn't know how" are
not valid N/A justifications; those are "Not Demonstrated."

h. Remediation.
= When a candidate receives an "Advance with Actions" disposition, specific action
items are documented with due dates and ownership. The candidate has until the
next scheduled readout (or a date agreed with the assessor) to close the items. If
items are not closed in time, the gate reopens and the candidate must re-present.

= When a candidate receives a "Does Not Advance" disposition, the assessor and
candidate develop a remediation plan identifying the specific gaps. The candidate
receives targeted coaching in the areas of deficiency. The candidate re-presents at
the next readout or a dedicated re-assessment session. There is no fixed limit on re-
presentation attempts, but persistent "Does Not Advance" ratings should trigger a
conversation about project viability or reassignment.

4. ASSESSMENT QUESTIONS

a. The following 11 questions form the backbone of the assessment model. Each question
includes sub-criteria that guide the assessor's evaluation of what "Demonstrated" evidence
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looks like. These questions are adapted from the Value Creation Institute's tollgate
framework and aligned to the Lean Sigma Corporation DMAIC Roadmap. All 11 questions
apply to Green Belt, Black Belt, and Lean projects; individual sub-criteria may be rated "Not

Applicable" where the project type warrants.

Define Phase

= Q1: Why is this project important to the business?
= Business case articulated with financial justification

- COPQ, revenue impact, or strategic value

= Project scoped and bounded appropriately

- not too broad, not too narrow
= Stakeholder alignment demonstrated (sponsor engaged, team identified)
= Connection to organizational strategy or operational priority established

= Q2: What is the project "Y" and how is it measured?
= Primary metric identified with a clear, unambiguous operational definition

Measurement method and data source specified

Baseline data presented with appropriate timeframe and frequency

Goal/Target established with rationale

- benchmark, customer requirement (VOC), or business need (VOB)

Customer requirements translated where applicable (VOC to CTQ)

Measure Phase

= Q3: How do you know you can trust your data?
= Data collection plan documented with sampling strategy and rationale

= Measurement systems Analysis

- Gage R&R, or documented rationale for exclusion
= Operational definitions for key measures are agreed upon by stakeholders
= Data integrity verified

- adequate sample, no collection bias, consistent method

= Q4: How is the current process performing?
= Process mapped at appropriate detail
- SIPOC, detailed process map, or value stream map
= Process stability assessed using a process behavior chart
- run chart or control chart
= Baseline capability quantified
- Cpk, PPM, yield, DPMO, or equivalent for the data type
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= Potential Xs identified and prioritized
- C&E diagram, fishbone, C&E matrix, or FMEA

Analyze Phase

= Q5: What are the vital few Xs and how do you know?
= Sources of variation identified systematically (not just guessing)

= Appropriate statistical tests selected and justified for the data type
= Analysis executed correctly with proper interpretation of results

= Non-critical Xs eliminated with evidence

- not just dropped without rationale
= Critical Xs confirmed with statistical significance and/or practical significance
= Q6: How do your vital few Xs impact the Y?

= Y=f(x) relationship quantified or characterized

- regression, effect size, graphical evidence

» Effect size estimated and assessed for practical meaning
- not just p-value

= Direction and magnitude of each X's impact on Y understood and clearly

communicated

Improve Phase

= Q7: What are your fixes?
= Solutions tied directly to confirmed critical Xs
- not addressing symptoms or unvalidated causes

= Solution selection rationale documented

- Pugh matrix, cost-benefit, or equivalent where applicable
= Implementation/pilot plan developed with timeline, ownership, and risk mitigation
= Stakeholder buy-in obtained for proposed changes
= Q8: What is the new process capability?
= Post-improvement data collected under representative operating conditions

= New process stability verified
- process behavior chart shows predictable process

= New capability quantified and directly compared to baseline using the same
metric

= Updated process map reflects the changes implemented

= Q9: Is there statistical evidence of improvement?
= Before/after comparison using an appropriate statistical test
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= Improvement is statistically significant or practical significance is justified

= Results clearly communicated with visual evidence

- charts, before/after comparisons

= Improvement sustained over an adequate observation period

- not a single data point

Control Phase

= Q10: What is your plan to sustain the new capability?

= Control plan documented: monitoring, frequency, ownership, and escalation

Standard operating procedures or work instructions updated or created

Training plan identified for affected personnel

Mistake-proofing (Poka Yoke), visual controls, or other mechanisms considered

Response plan defined for out-of-control conditions or process drift

= Q11: What is the financial impact of the project?
= Financial benefits quantified by category
- waste/rework reduction, capacity, inventory, etc.
= Calculation methodology transparent, logical, and auditable
= Benefits validated by process owner or finance, or a validation plan is in place

= Sustained annualized savings estimated with assumptions documented

5. CERTIFICATION DECISION

a. The certification tollgate is the final assessment. The Master Black Belt reviews the
candidate's complete body of work across all five DMAIC phases and renders one of the
following recommendations:

= Certify: The candidate has demonstrated competency across all phases. The project
has produced measurable results or has a credible path to results with a sound
control plan in place. For Black Belt candidates, this disposition applies per project;
certification requires two approved projects.

= Certify with Conditions: The candidate has demonstrated competency in most
areas but has specific, bounded gaps that can be closed within a defined timeframe.
Conditions and due dates are documented.

= Do Not Certify (Remediation Required): Significant gaps exist across multiple
phases. The candidate develops a remediation plan with their coach and re-presents.

= Defer: The candidate's project has not progressed far enough through the DMAIC
phases to render a certification judgment. This may not be a candidate failure.

b. Certification Does Not Require Perfection. The certification attests that the candidate can

competently apply the DMAIC methodology at the level expected for their belt. It does not
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require that every sub-criterion be "Demonstrated" or that every tool in the curriculum was
used. The lead assessor should consider:
= Did the candidate select and apply the right tools for their problem?

= Can the candidate explain why they made the choices they made?
= Did the project produce (or credibly project) measurable business impact?

= Could this person run another DMAIC project with minimal coaching?
c. That last question above, the autonomy test, is the essence of certification.

6. ROLES AND RESPONSIBILITIES
a. This framework assumes a clear separation between the organization deploying Lean Six
Sigma (the client) and the firm providing training, coaching, and certification services (the
consulting partner).
= The client is responsible for holding candidates accountable: setting expectations,
creating incentives, allocating time for project work, facilitating accountability

routines, and breaking down barriers to candidate success.

= The consulting partner is responsible for content, delivery, coaching, assessment,
and certification. The consulting partner operates the assessment model, renders

assessment judgments, and makes certification recommendations.

b. For Black Belt and Lean project assessments, qualified Black Belts may serve as lead
assessors for Green Belt tollgates under the oversight of Master Black Belts. Master Black
Belts or the consulting partner's senior practitioners serve as lead assessors for Black Belt

tollgates and certification reviews.

c. This separation ensures that certification decisions are made by subject-matter experts,

free from organizational pressure to pass candidates who are not ready.
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