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Site Visit Preparation
· Site visits must be completed by September 30. Fully completed feedback reports (using the scorebook format) must be delivered to jim@one-center.com by 5:00 PM on October 7. 

· Site visits are conducted by the full examiner team. All team members are on site at the same time. 

· Site visits last for ½ day – up to 4 hours - on site. Follow up work will be required to revise the feedback report to finalize comments that reflect site visit results. Plan ahead to ensure that you have time to complete your work.

· The team leader is the only examiner who should contact the applicant to schedule the site visit or work with the applicant to request information to be prepared by the applicant for use during the site visit. The initial call should focus on scheduling the visit and informing the applicant to be prepared to provide the most recent, updated results for items included in the application. A subsequent call (at least 3 business days prior to the site visit) would also be made to inform the applicant as to which individuals you wish to meet with as well as what documents you will want to review. Do not disclose the site visit issues that you wish to address or what items you will wish to discuss. 

· A successful site visit is the result of successful preparation, including a specific agenda and well-defined site visit issues and strategies to address them. You must go on site aware of exactly what you seek to accomplish, knowing that you cannot address all OFIs nor can you verify all strengths. You need to decide what is most important based upon the applicant’s Profile, the criteria and the application information.  
· Plan to work as a team on the site visit. Interviews should be done as individuals so that you can touch base with as many people as you can/need to in a limited time.

Site Visit
· The applicant is allocated ½ hour to make any presentations or share what they want you to see. This is a rigid limitation that you should make clear when setting up the site visit.  Failure to limit the applicant’s control of the agenda to this “30 minutes only” requirement will result in a frustrating site visit and a lower quality feedback report. 
· Most of your time will be spent interviewing individuals or teams of individuals. You must control the agenda of these interviews in alignment with your needs as an examiner team. Reserve some time for “walk-around” questions, where individuals selected at random answer questions about cross-cutting issues. These are used to assess alignment of employees and volunteers with the understanding of the mission and how they link their work to the direction and priorities of the organization. This is a way to assess deployment of communication systems and information access approaches.    

· One of the best techniques for a successful site visit is to have the applicant guide you through key systems. This process focuses on system design, what it is supposed to accomplish, how it is deployed, how others in the organization fit into the system, what results are achieved, what they learn from the results, how they use those results to improve the system or the organization, how they implement improvements, etc. Look for consistency, repeatability, clear understanding and real results. Consider walk-around questions to verify deployment.
· The purpose of the site visit is to verify strengths, clarify OFIs and determine required modifications in comments for the final feedback report.  The site visit will lead to identification of new strengths, modifications of existing strengths, or elimination of perceived strengths, identification of new OFIs, modifications of existing OFIs or the elimination of previous OFIs, or the change of a strength to an OFI or vice versa. Please highlight the most important strengths – these are typically systematic, well deployed processes that generate positive, quantifiable results which are mission aligned and reflect both outstanding performance and true leadership and OFIs – where there are no systems in place, where systems are not fully deployed, where results are not available or unfavorable, or where the activities are not mission/leadership aligned. An excellent feedback report contains both strengths and OFIs that are most important to the applicant. 
· During the site visit, it is critical that you check in periodically with your fellow team members. New issues may emerge, others may vanish. You need to be aware of those developments and adjust your agenda as required.

· You may only speak with employees and volunteers, not with clients or customers suppliers, partners or vendors. Let the applicant know this when you set up the schedule, and remind them again at the start of the site visit.

· Focus heavily on results – verify the levels, trends, comparisons, etc. Results comments must reflect the actual performance data, not just that they track results or have them available. 
· It is very important to verify strengths as well as clarify OFIs in the feedback report. Remember that you have two very important customers for your feedback report – the applicant and the selectors. Comments must be very specific and detailed as to specific performance levels/trends.

· A typical site visit would begin with the applicant’s ½ hour presentation time. It would end with a final short meeting (15 minutes) with the senior leaders to thank them and remind them of the timeline for the remainder of the process. In between, you would combine meeting with individuals and or teams, walk-around questions and document review. Please remember to return all documents you may have requested at this time. 

· Once you leave the site visit, all contact with the applicant ceases. You cannot call later to ask questions or check information – no exceptions. Be sure you get all the information before you leave.

· Remember, you are receiving information that may very likely be proprietary and confidential. The agreements that you signed with respect to Ethical Conduct and Conflicts of Interest become even more important as you leave the site visit.

· Do not provide feedback to the applicant as to how they are doing, even if they ask what you think. Remind them that you are unable to share that information.

· Do not leave the site visit feeling that all OFIs have been eliminated. If that is where you feel you are, take a focused second look for the next level of criteria-based improvements that this applicant could accomplish. If one level of OFI goes away, a new level likely appears. Think about the approach-deployment-results continuum. Where is the applicant’s system located on that continuum and what could they still need to work on?
· Do not leave the site visit feeling that all strengths have been eliminated. Look again at their strength relative to the most basic elements of the criteria and reflect it in your feedback report. Think about the approach-deployment-results continuum. 
· Do not leave the site visit without specific levels of results that you can comment upon. If they do not have results for any item in the results category, that is a significant OFI. If they have some results, no matter how simple, consider them a minimal strength. 

· The applicant needs/wants feedback in their final feedback report. We want to make sure they get the quality feedback they deserve.  

Post Site Visit
· Follow up work will be required to revise the feedback report to finalize comments that reflect site visit results.

· The site visit changes the feedback report; it turns into a new version of the feedback report.  

· Feedback reports must be comprised of fully articulated comments. Comments are complete thoughts expressed in complete sentences. No bullet points, no phrases or fragments that indicate possible thoughts may be included in the feedback report. Say what you mean and say it in a way that the applicant and selectors can fully understand it. Please follow the guidelines – no exceptions!
· Comments may not say “it is not clear” or “it is not apparent” after a site visit. Your job is to make sure that it is clear and that you have clarified what was or was not apparent prior to your visit. There is no “benefit of the doubt” after a site visit.  
· Feedback reports must include both strengths and OFIs for all criteria categories.   
· Please return the completed feedback report on time. This is absolutely critical from a process standpoint. 
We appreciate your hard work in this process. You are serving your community, with your contribution helping to improve the quality of our non-profits and their ability to serve others.

Thank you!
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