Team Leader Timeline and Milestones for WFA Examiner Team 18-A00 
	DATE
	MILESTONE
	DEFAULT DATE

	
	Team Meeting/Work Session
· Team Leader orients team members

· Category Leader and back-up Category Leader assignments.

· Team Leader proposes consensus and potential site visit dates 
· Team Leader gathers team members’ Category Leader preferences.

· Team leader shares consolidated list of key factors


	Day 2 of all examiner training

	NEW! Team Leader Pre-check call with OCP to verify key factors

	►INDEPENDENT EVALUATION

	
	All team members enter key factors, observations and scores for Item 1.1 for Team Leader’s in-process review.
	By 

	
	All team members enter independent evaluation workbooks to SBN: 
ALL independent review work must be completed in SBN before the team leader can turn on the consensus mode.
	By 

	
	Team members enter key theme ideas and/or first drafts to SBN

	By 

	►COMMENT DEVELOPMENT & CONSENSUS

	
	Team Leader confirms Category Leader and back-up Category Leader assignments.
	At any time; by 

	
	Team Leader confirms consensus event logistics with WFA.
	By 

	
	WFA, Applicant and Team Leader Confirm date for Results Teleconference
	To be held prior to consensus meeting

	
	Team Leader/Judge partnership begins (Judge-initiated).

	
	All Category Leaders enter first draft of comment consolidation to SBN: 

	

	
	Team Leader and Category back-ups post feedback on initial comments & scores.
	

	
	All Category Leaders enter second draft of comment consolidation, incorporating Team Leader and Category back-up feedback, to SBN: 

	

	
	All team members post feedback (suggestions or agreement) on all consolidated Items.
	

	
	All Category Leaders enter third and final draft of comment consolidation, incorporating entire team’s comments, to SBN

	

	
	Team Leader uploads or enters key theme consolidation to SBN

	

	
	Pre-consensus touch point meeting or call with Judge.
	

	
	Pre-consensus planning call with entire team (a conference bridge number is available from WFA by request).
	

	
	All team members communicate significant and essential outstanding issues to Category Leader and Team Leader, who incorporates them into the consensus event agenda. At minimum team members contact Team Leader to inform him or her that they are completed with their review and have no outstanding issues.
	

	
	Team Leader uploads consensus event agenda to SBN

	

	
	Consensus meeting or teleconference:

· Team agrees to key factors, comments, scores, site visit issues (if applicable), site visit recommendation. 

· Team agrees to vital key themes (3–5 each for strengths, opportunities for improvement, and results).

· Comments and key themes do not need to be feedback-ready at this stage.

· Team Leader communicates consensus scores and site visit recommendation to WFA within one business day.
	Between 

	
	Post-consensus touch point meeting with Judge.
	24 hours of meeting 

	– Site Visit?  If YES go to SITE VISIT –

	
	Category Leaders revise post-consensus comments for final draft feedback report in SBN

	

	– Go to FEEDBACK REPORT –

	►SITE VISIT

	By 
	Site visit status finalized by WFA after input by consensus team, Team Leader, and Judge.

	
	Team Leader makes initial call to organizational contact.
	By 

	
	Team Leader assigns site visit issues to Category Leaders and/or other team members.  SBN site visit module may be used.
	

	
	Site visit planning conference calls (a conference bridge number is available from WFA by request). 
	2 -3 weeks or more before site visit

	
	Category Leaders enter initial site visit issues to SBN

	2 -3 weeks or more before site visit

	
	All team members review & post comments on site visit issues.
	Within the week before site visit

	
	If appropriate, Category Leaders upload revised site visit issues to SBN: 

	Within the week before site visit

	
	Team Leader finalizes the site visit agenda, requested documents for review, and other arrangements with the organizational contact.
	Two business days before site visit

	
	Site visit planning meeting.
	The evening before the first day on site

	
	Site visit.
	2 -3 days 

	
	Post-site visit meeting:

· Team agrees to strengths, opportunities for improvement, scores, and overall scoring band/recommended recognition level. 

· Team agrees to key themes (3–5 each for strengths, opportunities for improvement, and results).

· Comments and key themes should be nearly feedback-ready at this stage.

Team Leader communicates scores and site visit recommendation to WFA within one business day.
	The morning after the second or third day on site

	
	Post-site visit touch point meeting with Judge.
	Within one week of last day on site

	
	Category Leaders revise comments and post final revisions to SBN 

	Within one week of last day on site

	►FEEDBACK REPORT

	
	Team Leader (or designee) converts final comments, scores, and key themes into final draft feedback report format and uploads final draft feedback report to SBN: 

	Within a week after final comments are available

	
	Team members review uploaded feedback report and comment, either flagging outstanding issues, or approving of the report.
	Within three business days of when the feedback report was uploaded

	
	Tech editor or team lead conduct final review and format feedback report in to WFA feedback report template
	

	Continuous until Judges Meeting
	Team Leader (or designee) works with Judge to refine feedback report for the Judges Meeting. Team Leaders (particularly those who conducted site visits) may also be called for less than an hour the day of the meeting.

	Within one week of Judges Meeting
	Post-Judges Meeting touch point meeting or teleconference (Judge initiated).

	
	Feedback Reports to Applicant Organizations

	
	Meet with applicants for post-feedback meeting if requested by the applicant.
	4 weeks following site visit or receipt of feedback report

	
	Destroy materials & ask team members to do the same, after post-feedback meeting or with WFA approval.
	As directed by WFA

	
	Complete evaluation of Examiner experience
	1 week follow site visit or receipt of feedback report


