WSQA Training Committee

Senior Examiner Training 2009>

Exercise 1:  What Would You Do?  What Would You Say?
Directions:  Each team is assigned a Senior Scenario to review and develop a response to the questions.  You are the Team Leader in these scenarios.  Select a presenter to share your response with the class.  

Timeframe:  30 minutes:  15 minutes to prepare response and 15 minutes for presentations.

Scenario 1:

One of your new Examiners, Suzy Newby, was not responsive to your phone calls and emails in Stage 1.  On the due date for IR Scorebooks, you did not receive one from Suzy.  The following day, you left a message on her cell phone to let her know that you are forced to remove her from the team for lack of response and not meeting deadlines.  Suzy returns call your call immediately and begs you to stay on the team.  She apologizes profusely and explains that her big assignment at work is now complete and she will be dedicated to the team.  She asks for an additional 4 days to complete her IR Scorebook. You agree to keep her on and to the extension but this will delay your ability to close Stage 1.  Suzy does submit her Scorebook on the 4th day as agreed.  However, now in Stage 2, you do not receive Suzy’s consolidated category by the due date and she hasn’t returned your calls and emails.  You send her an email to let her know that you can no longer accommodate her on the team.  She calls you immediately and begs you to leave her on the team.  She explains that her mother was in a car accident and is in ICU which made it impossible to meet the deadline and return your calls.  She explains that she must stay on the team and go through site visit or else she will not be eligible to go through the one day or virtual Recert training the following year.  Instead, she will have to take New Examiner 3 day training all over again.  She promises to be responsive and meet all deadlines.  You have a team of 8, including Suzy, and your applicant has 4000 employees with four sites.  What would you do?  What would you say?
Recommendation:  The Seniors Lead Examiners  are empowered to remove anyone from the team that is not responsive or is inhibiting the Team’s progress.  We always recommend that you discuss any issues with your Mentor or WSQA Office Lead Judge for guidance.    Rapid Response Team members are Senior level Examiners who are either participating at, or their schedule does not allow them to participate in the first two stages. These Seniors can easily come up to speed on a team and assist at Site Visit.  In this case, we would advise the Team Lead to consider the pattern of the Newby behavior.  She has not met a deadline to date, and although has an excuse every time, she has not demonstrated commitment or reliability.  Further, her intention for staying on the team is to avoid a three-day training the following year.  The red flags are there that the team may not be able to rely on her for any future deadlines.  The Senior will need to decide if he/she is willing to take the risk and keep her on, knowing that she may drop or be dropped at the last minute (and all Rapid Response Team members may be assigned by then).
Scenario 2:

You are excited about having a very experienced Senior on your team!  Your Senior has been involved with WSQA for 10 years and has taken a break from being a Lead Senior this year, and is assigned as your Support.  However, during consensus, you find that your experienced Support Senior has different interpretations of procedures than you do.  He interprets the criteria and tends to be prescriptive.  He explains to the team that he has reviewed many applications at the Leadership  level and that this current applicant is nowhere near the level of his previous applicants.  He states that this applicant demonstrates that they have very few documented processes and many informal processes, thus making it a low Achievement level at best and probably only a Commitment.  When you explain that processes do not have to be documented or formal to be systematic, the Senior responds, “You are giving away the store with these high scores.”  The rest of the team wants to go back and re-think all of their scores.  Now your concern is that he is impacting the progress of the team and that he will misguide the team during site visit.  What would you do?  What would you say?
Recommendation:  The first step is to contact your  Mentor or WSQA immediately.  Mentors are highly experienced at dealing with diverse personalities on a team.  In this case, the Senior is really stepping into integrity/process/ethical violations with his behavior, so we highly recommend you bring this to the attention of the Mentor.  There are two steps we can suggest after you discuss with your Mentor:  1)  As the Lead Senior, you can discuss your concerns with the Senior and if he has any questions about the process you are following, ask that he discuss them with you first; not in front of the team so you can research and resolve together off line and always present a united front to the team;  2)  The Mentor may participate in subsequent activities to ensure that integrity is maintained.  The Mentor may actually require his/her participation in an activity if he/she wants to check integrity has not been jeopardized.    
Scenario 3:
You begin your site visit with an applicant who your team has scored at a high Achievement level at Consensus.  The team believes that the outcome of the site visit may push the score into the Leadership level.   On the afternoon of your second day, your team reports during your caucus that they found some employees who are very negative towards their employer.  They do not feel that they are treated well and are often asked to work overtime without getting overtime pay.  You notice that in certain work units, the employees you randomly selected to interview are either sick or “not on site” for their interviews and the applicant reschedules with other employees to interview.  You increase the walk-around interviews and when you greet one of the employees, you realize he has left a small note in your hand when you shook it in front of the OPC that was escorting the team.  You casually put the note in your pocket and read it when you return to the caucus room.  The note states:  “This is not an award winning company.  Employees are mistreated and illegal actions occur here.  If this company wins an award, then WSQA is a fraud.”  What would you do?  What would say?
Recommendation:  First step:  contact your Mentor immediately.  Your Mentor needs to be aware of anything that occurs in the site visit that may be a “podium issue.”  The Mentor will coordinate a resolution with you which should include some “surprise” walk-arounds that are not on the schedule.  We would agree with the initial decision of the Senior to expand the interviews to ascertain whether this negativity is a few unhappy employees or if it is more widespread.  We recommend expanding the interviews with frontline employees, ensure no leaders are in the room, and begin more focused interviews.  Your Mentor will help you plan these interviews.  If you find that there are indeed a segment of the workforce that is unhappy and there does appear to be illegal activity, you need to again discuss the information with your Mentor.  The final step will be to discuss the findings with the HRO as part of your due diligence process but this must be handled carefully in order to retain the confidentiality of the employees, maintain the relationship with the applicant, and ensure you, as the Senior, are fully supported by WSQA.  Again, the Mentor will assist you in developing a plan of action for the due diligence process.   It is expected that Examiners will find a few dissatisfied employees during the course of a site visit.  Even a Leadership Level winner does not have 100% employee satisfaction.  WSQA is concerned if a significant percentage of employees is dissatisfied or the reason for the dissatisfaction is related to illegal or unethical activity.  
Scenario 4: 

Your team arrives at the site visit and you, as the Lead Senior, begin your opening presentation to the applicant and his senior leaders.  While you are presenting, you realize that one of the members of the audience is a known consultant who is active in WSQA.  As you continue with the site visit, you notice that the consultant is in a conference room and after each interview, members go into the conference room to meet with the consultant. You suspect that they are meeting to debrief questions asked by the Site Visit Team to prepare others in the organization.  What do you do?  What would you say?
Recommendation:  The first step, again, is to communicate this situation to your Mentor in case any awkward or inappropriate situation develops later in the process.  The applicant can invite anyone they want to the site visit, opening meeting, or executive briefing, including their consultant.  Many of our applicants and Examiners are recruited by the consultants who work for them.  If they are WSQA associated consultants, they are Examiners as well and closely follow Code of Conduct and Ethics.   WSQA consultants typically let WSQA know when they have been asked by their client to be on site during site visit. WSQA typically discusses this situation with the Senior prior to the site visit.  However, not all consultants are WSQA associated and therefore, it is not always known if they are going to be on site.  Therefore, we do ask that you let your Lead Judge know if this situation comes up.  
All applicants “debrief” during site visits, regardless of whether they have a consultant on site or not.  Keep in mind that employees are often nervous, and knowing the types of questions asked during interviews will help reduce any anxiety.  Applicants who debrief are not “gaming” or “manipulating” the outcome of the site visit; instead, they are trying to learn the process so they can improve as an organization.  Unless you find that the answers employees are giving you are “canned” or untrue/embellished, or other inappropriate actions are occurring, a consultant on site should not be a concern.
Scenario 5:

Your team arrives at the Site Visit on the first day and you find that your applicant has very few documents for you to review in your caucus room.  The application stated various data and sources “available on site” but the few items in the room are only a fraction of what was referred to in the application.  When you ask the Organization Contact Person about the other documents on the list you sent before the Site Visit, the Contact Person explains that the previous site visit team never looked at any of their documents after they spend days pulling the information together.  He advised that if the team needed something specific to look at, the team could ask for it and he would provide it.  As the Lead, you know that this will set you back in your document review process and agenda.  What would you do?  What would you say?

Recommendation:  We recommend that the Senior sit down with the OPC and let him/her know that the accuracy of your site visit and feedback report will depend on the data you are able to examine on site in addition to the application.  The Senior should ask the OPC to gather the data requested as quickly as possible so that the team can begin the review as soon as possible. Every lost day, will impact the accuracy of the Feedback Report.  We also recommend that the Senior apologize on behalf of for a review that was incomplete.  The Senior should assure the OPC that the data will be reviewed and incorporated into the examination of the organization.  The Senior should review the list of documents, refine to those documents that are absolutely necessary for an accurate evaluation, before giving it to the OPC.  The Senior can remove documents from the site with permission from the applicant but together, will need to log in all documents and have the OPC sign off on the log.  The log will have to be reviewed and all documents returned on the last day of site visit and signed off again.  We also recommend that the schedule be revised as needed to accommodate review time in the evenings.  We do not recommend that interviews be eliminated in place of document review.  Instead, we recommend that the interviews and SVI Worksheets guide the document review needs. 
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