Resource - How to Develop Site Visit Issue Strategies

	Approach
	SVI strategies serve to ensure that site visit issues are fully addressed and may be “closed out.”  They should be targeted to gather specific information needed to verify or clarify Item-level or key theme comments. Drafting the initial site visit issue and strategies should take less than one hour per Item. On site, at the end of the first day, Examiners should draw preliminary conclusions and identify where to spend more time in the following days. Closing out site visit issues is often an iterative process. 

	Good site visit issue 

strategies
	· Clearly identify who will be interviewed for what purpose (i.e., describe the specific information needed from a specific individual); Strategies may contain a few of the sample questions for the interviews as well as appropriate walk-around questions.
· Clearly identify specific documents to review and the purpose for the review (i.e., describe what information is sought). 
· Are adjusted based on discovery (i.e., to ask for additional interviews or documents).
· Are written in sufficient detail that anyone on the team can carry them out. 
· Should be designed to check for maturity of an approach, deployment and integration of approaches, and evidence of learning.
· For results Items help to identify what data are used (not just produced for the Site Visit Team), how and why data are used, and who uses the data to measure, track, and improve performance.
· For results Items, help to identify the “what, how, why, and who” of comparison and segmented data.
· For results Items, check for updated results and explore the significance of changes.
· For results Items, verify the disaggregated results that yield the reported results.

	Control the scope of your work
	Make sure you can accomplish your strategy plus those of your backup during the site visit. The key is to focus on the most significant issues and the information that is needed to verify a strength or clarify an OFI—strategies should not promote open-ended explorations. Focus on the significant few—do not include SVIs that may be nice to know but are not significant to the overall scoring of the application.


Use the following steps in developing site visit issue strategies.

	Step
	Action

	1
	Review the specific comments listed under ‘Comment(s) affected’ on the Site Visit Issue Worksheet. 

	2
	Analyze specifically what must be verified or clarified for each comment affected.

	3
	Develop an issue statement that is very clear relative to the feedback comment(s) you are trying to verify and/or clarify. Note the number of the comment associated with the specific questions listed to help you track the findings and conclusions to the comment.

	4
	Determine the individual or group with direct responsibility for the process or result to be examined, then include in your strategy a list of people (by name, responsibility, or position) that you need to interview to address the issue. Use this information to develop an interview schedule for the applicant. 

	5
	Include in your strategy an opening question that you want to use with each person to get headed in the right direction, being careful not to ask a yes/no (closed-ended) question (e.g., start with, “Please help me understand”). List specific questions that will address what should be verified or clarified.  If you will be handing off questions to other team members, it is helpful to put in [brackets] the anticipated answer that will verify or clarify the comment. This should help another Examiner who is not familiar with the category to be able to rephrase a question during an interview.

	6
	It is sometimes helpful to document on the Site Visit Issue Worksheet, the page number and/or specific figure number from the application that is the basis for the issue or question. This enables you to quickly refer back to the application and make sure that you know specifically what it is that you are trying to verify or clarify.

	7
	Consider how to investigate the Process scoring factors on site in developing your strategy.

Approach

· At a general interview with the Senior Management Team, a Category Team, or a Process Owner, asks how a process works. This allows you to get the ‘official’ answer from the person or group responsible. You also may find evidence in process documentation, and you may listen for consistent responses from people involved in designing and managing the processes. Look for evidence of effectiveness.

Deployment

· Identify groups of people that should be using the process(es), and ask open-ended questions about how they do some aspect of their work. The question should not refer to the process by name, but be general enough that the individual or group of people should either: (a) respond about the process by name, or (b) describe what they do in enough detail that you can identify the process to verify deployment. Observe whether approaches are being used at multiple sites, across multiple functions, and at multiple levels of the organization.

Learning

· Track an improvement back to its evaluation, or track evaluation results through to improvement and deployment. 

· Look for evidence of sharing of refinements or innovation with other relevant work units and processes.

Integration

· Look for alignment of processes from Category to Category, such as outputs of one process serving as inputs to another. In particular, look for alignment from processes to the things the applicant states are important in the Organizational Profile (i.e., key factors).

· Look for evidence of plans, processes, results, analyses, learning, and actions that shows the extent to which the organization functions as an interconnected unit. 

	8
	Consider how to investigate the Results scoring factors on site in developing your strategy.

· Ask questions to ensure you understand all updated results and the impact of these results on trends and against comparisons and benchmarks. (You may have to update your strategy based on these results.)

· Review documentation or ask interviewees about current results—ensure they are able to disaggregate the results that yield the reported results, explain the significance of changes, and describe how the results are used to monitor, track, and improve performance. Ask for documents or reports that support the graphs presented in the application. This could include asking people what information they use to make decisions. If they show you information that is similar to what was presented in the application, then you can be assured that the results are true, and that the information is being used to manage the organization. 

· Other information to request is supporting documents for comparison and benchmark data. Understand why a comparison or benchmark was selected, and question interviewees about how it is used during reviews, during strategic planning (to determine if it was simply obtained for the application), or during daily operations.

· Often it is impossible for applicants to provide fully segmented data. Focus on what they say is most important to them in the Organizational Profile or in the Categories, and ask to review key segmented data. Ask interviewees to explain the significance of the segmented results and how they are used in decision making.

	9
	Determine the documents and the evidence that will verify or clarify the site visit issue and list them on the SVI worksheet

	10
	List walk-around questions that can be used to check deployment, as appropriate to the process being examined—you may want to specify specific locations.

	11
	Identify any crossovers into other Items and/or Categories to ensure that the issue gets addressed by one of the other team members.


