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Purpose.  Develop trainers before assigning trainees. A fast technician is not automatically a trainer — training is its own capability (demonstrate, observe, correct, document). Calibrate trainers so every trainee is developed and qualified against one standard, not several personal ones.

	PART 1 — THE COMPETENCY LADDER (RELEASE FOLLOWS EVIDENCE)


	Level
	Description
	Allowed responsibility

	1. Awareness
	Recognizes the topic, rule, or standard.
	Observe & ask; no independent execution.

	2. Understanding
	Can explain purpose, sequence, common risks.
	Limited tasks under direct guidance.

	3. Guided performance
	Performs with prompts/demonstration/support.
	Assigned practice in a controlled setting.

	4. Independent performance
	Completes representative work without prompts.
	Independent assignment within scope, normal inspection.

	5. Consistent performance
	Maintains standard across variation & pressure.
	Broader assignments; may support peers informally.

	6. Training capability
	Can demonstrate, observe, correct, document learning.
	Serve as approved trainer within defined modules.

	7. Leadership capability
	Coordinates people, decides, coaches, protects the system.
	Lead, supervise, or manage within authority.


The ladder prevents two errors: treating a one-time success as consistent qualification, and promoting a fast technician into training/leadership without proving the added capability.

	PART 2 — TRAINER CAPABILITIES & DRIFT CONTROL


☐   Demonstrates the current standard exactly — not a personal shortcut.
☐   Explains the why, not only the motion, and teaches judgment/escalation boundaries.
☐   Observes and corrects objectively against written standards and reference images.
☐   Documents skill progress, corrections, and unresolved gaps.
☐   Uses the current version of every standard; retires obsolete references.
☐   Escalates when a trainee is not progressing rather than passing quietly.

	PART 3 — TRAINER CALIBRATION FORM


	Calibration set (property or photo set)
	

	Trainers scored
	

	Agreement before discussion
	

	Resolution (returned to written standard)
	

	Agreement after revision
	



	FOUNDER INSIGHT
A trainer whose employees qualify unusually fast but later show high defects or turnover needs calibration — speed of qualification is not the goal; durable capability is.
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Worked for Summit Cleaning Solutions — Carlos Ramirez's move to approved trainer (Competency Level 6), and the calibration round Michelle ran across trainers.

	PART 1 — THE COMPETENCY LADDER (RELEASE FOLLOWS EVIDENCE)


	Level
	Description
	Allowed responsibility

	1. Awareness
	Recognizes the topic, rule, or standard.
	Observe & ask; no independent execution.

	2. Understanding
	Can explain purpose, sequence, common risks.
	Limited tasks under direct guidance.

	3. Guided performance
	Performs with prompts/demonstration/support.
	Assigned practice in a controlled setting.

	4. Independent performance
	Completes representative work without prompts.
	Independent assignment within scope, normal inspection.

	5. Consistent performance
	Maintains standard across variation & pressure.
	Broader assignments; may support peers informally.

	6. Training capability
	Can demonstrate, observe, correct, document learning.
	Serve as approved trainer within defined modules.

	7. Leadership capability
	Coordinates people, decides, coaches, protects the system.
	Lead, supervise, or manage within authority.


The ladder prevents two errors: treating a one-time success as consistent qualification, and promoting a fast technician into training/leadership without proving the added capability.

	PART 2 — TRAINER CAPABILITIES & DRIFT CONTROL


☐   Demonstrates the current standard exactly — not a personal shortcut.
☐   Explains the why, not only the motion, and teaches judgment/escalation boundaries.
☐   Observes and corrects objectively against written standards and reference images.
☐   Documents skill progress, corrections, and unresolved gaps.
☐   Uses the current version of every standard; retires obsolete references.
☐   Escalates when a trainee is not progressing rather than passing quietly.

	PART 3 — TRAINER CALIBRATION FORM


	Calibration set (property or photo set)
	Lakeview Retreat bathroom set + one live room

	Trainers scored
	Carlos Ramirez + one peer trainer

	Agreement before discussion
	Close on pass/fail; split on two severity calls

	Resolution (returned to written standard)
	Tightened wording; re-shot one reference

	Agreement after revision
	Aligned; recalibrate quarterly



	FOUNDER INSIGHT
A trainer whose employees qualify unusually fast but later show high defects or turnover needs calibration — speed of qualification is not the goal; durable capability is.
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