Team Leader Knowledge Needs

Process Stage 0: Preparation

	Process Step
	Activity

	Pilot
	Council schedules Team Lead/Judge mentor call

	Pilot
	Team Lead/Judge mentor call:

· Team Leads and judges introduce selves, identify experience levels, strengths & weaknesses (personal development objectives), concerns

· Team Leads and judges complete Project Tracking Sheet outlining team schedule and start discussion on dividing up duties

· Project Tracking Sheet includes developing basic schedule for final feedback report with judges. The required date depends partly on the schedule for the Improvement Planning session schedule and that may not be set, but this is the time to start building the schedule for the report.

· Check on judging date; it may not be available at this point, but the sooner you have this, the better

· Identify known/anticipated absences



	0.06
	Council sends Standard Message #1

	0.07
	Continue dialogue with co-lead.

Divide up duties

	0.08
	Customize Standard Message #2 and send to team.

Use what’s applicable and organize it to make sense for your team

	0.09
	Have each team member email to all with:

· Introductions

· Complete contact information (home and office addresses, telephone & fax numbers, emails)

· Availability for introductory meeting/conference call

· Availability for consensus dates

· Ability to host conference calls and/or consensus meeting

This also serves to ensure that everyone has the correct email addresses.

	0.10
	Set introductory meeting/conference call with team members

	0.11
	Introductory meeting/conference call:

· Introductions

· Could ask for strengths brought to team, hopes and fears

· Team ground rules (suggested ground rules in ERC; recommended additions: Enough already, let’s move on (ELMO); Take care of yourself; Take care of your team members.

· Review schedule (due dates for KFs, due date for KF consolidation, due date for Item 1.1 comments, due date for feedback on Item 1.1 comments, due date for all comments/Expected Results Matrices, date category assignments will be provided, due date for first consolidated item comments, due date for feedback on first consolidated item comments, due date for distribution of consolidated comments/Expected Results Matrices, consensus/site visit planning date)

· Reconfirm site visit dates

· Remind team to skim application for possible conflicts (especially org charts)

· Provide guidance on 

· Key business factors

· Expected results matrices

· Ask for volunteer to consolidate key factors

· Determine how you will determine electronic compatibility/identify potential problems

· Establish file naming conventions

	0.12
	Designated Team Lead contacts applicant rep:

· Introduce self

· Exchange contact information (Include office, mobile, and home telephone and email addresses)

· Reconfirm site visit dates

· Ask for availability for site visit training/planning (3-5 PM on candidate consensus dates)

· Establish expectations for subsequent contacts

· Start discussion of site visit agenda

	0.13
	Set date/place for consensus meeting.  

· Make sure date works for the site rep.  

· Provide info to Council so site visit trainers can be assigned.


Process Stage 1: Independent Review

	Process Step
	Activity



	
	

	
	


NOTE: SEE PROJECT TRACKING SHEET FOR ADDITIONAL STEPS/MATERIAL

· Stay in touch with team members

· Check that everyone is on schedule

· Assign KBF consolidator (last in?)

· Recommend that team use active voice and watch tense of verbs to match what is or did happen

· Stay on top of item 1.1 work.  Provide feedback and appropriate counseling with help from lead judges.  Review writing rules as appropriate.

· As team moves through individual comments, check on category preferences

· Make sure everyone finishes comments

· Remind everyone to work on Expected Results table

Process Stage 2: Consensus & Site Visit Planning

	Process Step
	Activity



	2.01
	Assign category owners (required) and backups (recommended best practice)

· If one person per category, balance experience in process with category knowledge. Generally, assign one of the Team Leads or experienced people on Cats 1 & 2

· If doubling, pair based on experience

	2.03-2.07
	Require first consolidated item to be delivered to Team Leads and judges in timely manner

· Provide appropriate feedback and counseling with agreement from judges




NOTE: SEE PROJECT TRACKING SHEET FOR ADDITIONAL STEPS/MATERIAL

· Arrange for facility, meals, equipment, parking, directions, security, etc for Consensus Meeting

· Develop agenda for Consensus Meeting to end by 5:00 including time for site visit training

· Confirm date for Consensus Meeting with site rep

· Confirm Site Visit trainers with Council

· Depending on the schedule, this may be the time to check on hotel arrangements including conference room for site visit 
	Process Step
	Activity



	2.11 & 2.12
	Consensus meeting & site visit training:

· Review agenda/schedule for the day

· Set ground rules

· Assign note takers/scribes for each category owner if needed

· Review KBFs

· Model walking through category with a Team Lead or experienced evaluator going first

· Possible ways to do this (in no specific order)

· Projector; make notes/changes on the fly

· Hardcopy for all. Scribe takes notes.

· Capture concepts/ideas. Don’t wordsmith

· Don’t lose comments because of scoring band; simply park them below the line.

· Ask Category leads to consider score again to help focus site visit issues.  Unless the applicant is very clearly in a particular scoring band, consider questions for the next band…you may need them.

· Ask applicant rep for dress code for site visit



	
	


NOTE: SEE PROJECT TRACKING SHEET FOR ADDITIONAL STEPS/MATERIAL—INCORPORATE CONSENSUS SCRIPT INFO

· Continue work with applicant rep on site visit agenda. This will continue as team prepares site visit issues and firms up who they need to meet with. Ask site rep on arrangements for caucus room, lunch, parking, access to site, any other details that need to be managed at site. 

	Process Step
	Activity

	
	

	
	


NOTE: SEE PROJECT TRACKING SHEET FOR ADDITIONAL STEPS/MATERIAL

· Ensure all team members do site visit issues in a timely manner and on the provided form.  Encourage as much information as possible.  These need to be emailed to other team members.  Provide appropriate feedback and counseling.  Look at site person that team member needs to meet with and what are criteria issues.

· Emphasize looking at who people need to meet with

· Review and give feedback and counsel as necessary

· Based on known needs from site visit forms, complete site visit agenda for first (plus) day working with site rep

· Include end of day reviews, Executive Preview of Exit presentation, and Exit presentation

· Work on pairing team members for start of site visit.  Consider:

· Categories

· Experience (remember, new team members never go out without an experienced person)

· Arrange maps to site, hotel, any other places

· Check on hotel for facilities (gym, pool, etc).  Some team members like to have a little time to work out.

· Set gathering time and place for supper. Leads should decide this ahead of time so team doesn’t spend time in a long discussion.

· Prepare for pre-site meeting

· Prepare generic list of questions to ask (input from team is helpful, but it always helps to have a starting point)

· Have copies of schedule for everyone

· Team Leaders need to bring (or arrange for) the following:

· Extension cord

· Power strip

· Flip chart paper for key themes, storyboards, etc

· Markers

· Post-it notes

· Food

· Remind team of “what to bring”

· Technology – will everyone have laptops?

· Printed site visit issues

· Category comments (both hard and soft copy)

· Paper and pens for note taking.  Be sure all memo pads and laptop cases are logo free (from employers)

· Comfortable clothes for evening work

· Arrange to get the Council’s printer, paper, etc

· Make sure the team leaders have the following on their laptops:

· Exit presentation template

· Final feedback report template

· Judges’ presentation template

· Scoring matrix

· Final version of all consensus comments (this is your technology insurance)

· Prepare for pre-site visit meeting

· Prepare and print agenda

· Know how to get to site (drive it early if necessary).  Be sure to allow for morning traffic.  

· Prepare Team Protocol [Note: This is something Sylvia Rolfs developed and is in the ERC. 2005 Team 4 amplified the Team Protocol drawing from national program materials. The Team 4 version is available from Lois Mackin.]

Process Stage 3: Site Visit

	Process Step
	Activity



	3.01-3.03
	Team arrives at site visit hotel, conducts final prep meeting, prepared preliminary storyboard:

· Briefly review the agenda for this meeting

· Go over the site visit schedule and how this will actually work

· Go over ground rules for team members

· Review the site visit issues; make sure all individuals and teams are ready

· Review ‘Team Protocol with everyone.   (Note: Team Protocol is in the ERC.)
· Set up “key themes” worksheets

· Establish walk around questions

· Finalize assignments, pairs (if you need to make any last minute adjustments)

· Answer questions

· Establish meeting time for departure for site.



	
	


NOTE: SEE PROJECT TRACKING SHEET FOR ADDITIONAL STEPS/MATERIAL

· Leave hotel on time; allow for traffic if necessary

· Schedule a few minutes in the site conference room before the opening meeting

( Site Visit Training should cover most of this…what’s here is reminders(
· Caucus frequently; make sure everyone hears what other teams find

· Check for issues that are getting resolved

· Make any additional meeting requests to site rep

· Pick random employees to meet

· In cafeteria may work if homogeneous site

· Look at org charts and pick random groups of people from an area

· Work on themes for end-of-day meeting with site management.  If this is done right, this leads into the exit presentation

· First evening, check:

· Where is everyone on site visit issues?

· Are there additional people to meet with?

· Write comments if possible.  Stress writing early when possible

· Have category owners think about scores again

· Review key strengths and OFIs – capture these

· Manage to the schedule as much as possible

· Continue writing comments

· Ensure that issues are being resolved.  Use Post-Its or Walk the Wall if necessary to see what is outstanding. 

· Prepare Exit Presentation

· Based on Key Themes, major strengths and OFIs

· If ‘end-of-day’ reviews have been done correctly, Exit presentation should not be a surprise

Comment Review and Scoring

When everyone is finished writing comments for each category, all team members need to review. Four possible techniques: 

· Use a projector to group review each category [Not recommended--danger of bogging down in group edits!!!!!]

· Walk the Wall: print each category and post the comments on the wall.  Everyone walks around the room and writes comments on the comments, and initials to indicate consent

· Circulate printed copies; everyone adds comments on the comments, and initials to indicate consent

· Electronic Walk the Wall: Delete the entries in the initials column (not needed at this point) and review on laptops. Put a pad or sheet of paper next to each laptop for team members to write their comments on the comments.  When a team member is finished with each comment, he/she adds initials in the initials column. Or, put a space for initials in the electronic file at the end of the comments for the item.

· Watch for the following:

· “It is not clear” or “it is not evident” comments

· Writing rules

· Spelling and grammar

· Use of active voice as appropriate

· Comment ties to criteria

· Proper verb tense (i.e., did something happen in the past, or is it happening now, or planned for the future)

· Category owner reviews comments from team members and either makes changes or pulls comments for team discussion.

· Facilitate team discussion of all significant comments.  When complete, team is ready to begin scoring.  Use the following:

· BOM for appropriate type of applicant

· Scoring deck

· Category owner summarizes the item [optional scoring script used by Team 4 is available]; handles any questions. Everyone scores. Review as necessary to ensure that the scoring and the comments agree. Watch for comments that are too high level based on the final score. This is the time to reconsider if they should be deleted.

· Keep notes on any areas of significant disagreement; needed for judges’ presentation

· Designated recorder records score in scoring matrix.  (Write them on a sheet of paper, also, as insurance.)  

· Discuss judges’ questions: commitment, sustainability, and momentum of applicant

· Gather all comments on team lead laptops.  Discuss what needs to be done to finish the feedback report.

· Go home and get some sleep!

Stage 4: Post-Site Visit (Improvement Planning/Judging)

	Process Step
	Activity

	4.01
	Council confirms time/location for IP session and sends to team

· Communicate with the Council on the plans for the day including the location, starting time, etc.



	4.02
	Council sends post-site schedule to Team Leads and judges

· Establish final, detailed schedule for completing report.  Consider the following (this information comes from a combination of the applicant, the lead judges, and the Council):

· Planned absences

· Improvement Planning session date

· When does applicant need the feedback report

· Judging date

	4.03
	Feedback Report Writer (if any) compiled final report and emails to Team Leads:

· Copy all the individual category comments into the final feedback report template.  Double check that you have all comments copied.  Read this through to develop a picture of what needs to be done.  Remember, the report should sound like it came from one (collective) voice.  As you are reading, start thinking about what needs to be highlighted in the Executive Summary.  This should reflect what was in the Exit Presentation but may have some additional detail.



	4.04
	Team Leads edit feedback report & send to judges

· Edit, edit, edit.

· Let the report sit for at least 24 hours.

· Edit and edit again.

· If something does not seem clear to you, contact the category owner if necessary.  If this causes any significant changes, ask the entire team to review this change for their consensus.

· Review again for comment/score agreement.  

· Have at least one other person read the report and make comments (most often this will be the co-lead).  Use ‘Tracking’ or some other method of keeping track of what changes are suggested/made, etc.  

· Send the comments to the lead judges for their review/comments.



	4.05
	Team Leads & judges create final report

· When you are done, send the final report to the Council.  There it will receive a final edit and get sent to the applicant.



	4.09
	Team Leads/Council prepare for Improvement Planning Session:

· Work with Council on the plans for the discussion including what the applicant wants

· If necessary, prepare highlights/next steps for critical categories

· Refresh yourself on commitment, sustainability, momentum of the applicant

· Decide, if appropriate, how you will split discussion between co-leads

· Remember, this meeting will help the applicant focus on the next steps they should be taking



	4.13
	Team Leads and judges prepare Judges’ Presentation and send to Council at least two weeks before judging session:

· It is best to put this together as soon as you finish the feedback report so it is fresh. Do not put it off.

· Judges’ presentation should reflect the same strengths and OFIs of the exit presentation and Executive Summary

· If necessary, review the feedback report to refresh your memory

· Use your notes on areas of disagreement and the commitment, sustainability, and momentum to complete the presentation

· Send the presentation to the lead judges for their review

· Incorporate any agreed-to changes in presentation

· Send presentation to Council before judging session.  Council will have it loaded on the laptop for your use when you arrive and are ready to present.  This saves you having to spend time working with technology.



	4.16
	Team Leads and members of team present Judges’ Presentation to Panel of Judges:

· Get the place and time; make sure you allow sufficient drive time including weather factors
· Relax!  You’ll do fine.




NOTE: SEE PROJECT TRACKING SHEET FOR ADDITIONAL STEPS/MATERIAL
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