RESOURCE - GUIDELINES FOR SITE VISIT QUESTIONS


The following guidelines are designed to assist you in developing and delivering site visit questions:

DO…

· Use clear and simple language in the question.

· Assume that the application is truthful and honest. Ask for backup or examples that verify.

· Cover ALL site visit issues with questions.

· Ask questions that require a narrative answer rather than a “Yes” or “No” response.

· Be an active listener. Respond with appropriate short comments or gestures but avoid evaluative comments, expressions and reactions.

· Ask the respondent to expand on their answer where the first answer is not clear or where further explanation is needed. Don’t be afraid to confess ignorance of their technology or processes.

· Ask for physical evidence where appropriate (e.g., reports, agendas, records).

· Where no physical evidence is possible, ask one or more people to describe the process or results (e.g., the strategic planning process).

· Call the respondent by name (be personal in the interview) but don’t phrase questions in such a way that responsibility or fault is assigned to the respondent (e.g., Instead of saying “How do YOU…” ask “How does your organization...”)

· Make sure that the respondent understands your question (e.g., “I am not sure you understood the question. Let me rephrase it…”)

· Consider information regarding updates that have been made since the application was written.

· Always give respondents the opportunity to provide any additional information they may desire at the end of the session.

· Remember…you are a friendly examiner, not a prosecuting attorney.

AVOID…

· Avoid questions that seem challenging or threatening.

· Avoid being prescriptive in the question (e.g., Do not ask “Do you use XYZ Technique?”)

· Avoid evaluative statements in your question (e.g., “Your complaint management system was considered very weak. Can you tell us how you would…”)

· Avoid questions that are too broad in scope. Break these questions into more manageable, addressable bites.

· Avoid questions that are outside of the respondent’s area of responsibility or knowledge.

· Avoid “leading” questions or “coaching” to elicit an answer. Your questions should not have a right or wrong answer.

· Avoid probing for information that was missing in the application.

· Avoid using jargon or “in-house” terminology from your own organization. Use the organization’s terminology where appropriate.

· Avoid getting into a long discussion of the history of the company, the technology, the industry, or other factors that might be interesting but not germane to the purpose of the site visit. Ask only the questions needed to verify and clarify the application.

· Avoid cutting an answer short unless the respondent is providing completely irrelevant information.

SAMPLE SITE VISIT QUESTIONS

	ASK
	AVOID

	May we see one (or several) typical examples of…?
	Can you verify that…?

	Typical examples may include agendas from staff meetings, copies of employee surveys, results reports from analysis sessions, or other items that will verify that the claims made in the application are accurate.
	This question could be answered “Yes” or “No.” It may also sound challenging or threatening.

	It is not clear to me (us) how your organization manages its…Please describe that process.
	You don’t seem to have a good method for managing your…Why don’t you do it like the ABC company?

	Allow the respondent to describe the process and then judge the answer against information in the application for relevance and completeness.
	This question is critical and evaluative. It suggests a comparison that may not be appropriate. It will put the respondent on the defensive.

	How does your organization determine if…?
	Do you use the XYZ technique to determine if…?

	This question allows the respondent to answer freely, without any “coaching” to elicit an answer.
	This question is prescriptive and could be answered “Yes” or “No.”

	Do you plan to make any changes in your customer feedback system?
	Do you plan to make any changes in the way your market your products?

	This question is on a relevant topic that is contained in the criteria and gets to the issue of continuous improvement.
	Interesting, but largely irrelevant to the criteria.

	Describe how you determine the root cause of quality problems in this process. Give me a couple of examples if possible.
	How do you assure quality in all of your products and processes?

	This question is specific and answerable.
	Too broad to be answered. You will get a philosophical answer (or a blank stare).

	Can you describe how you get information from dissatisfied customers?
	You seem to have a lot of dissatisfied customers, but I don’t see where you are doing anything about it. Why?

	Question assumes that they, like everyone, have some dissatisfied customers. It allows them to say how they handle it.
	This question is too personal and critical. It puts the respondent on the defensive.

	Explain some of the ways you communicate your organization’s quality principles to all employees. How do you tell if they buy into it?
	Does everyone in your organization subscribe to your CEO’s quality approach?

	Gives them a chance to highlight some of the methods (they couldn’t tell you ALL of the ways) and you are in a position to judge if they are systematic or not.
	Answer: “Of course! Next question.”


