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Site Visit Success
Wednesday, May 25, 2011 – AAM Annual Meeting
Setting up the visit 
Step One: Set a date. 

· Work with the museum’s primary contact to set the site visit date.

Step Two: Set travel

· Book travel 
· Request reimbursement: As soon as the expenses have been incurred. * The AAM travel policy can be found at www.aam-us.org  

Step Three: Review Materials

· MAP: Review any materials, as well as any additional documentation.

· Accreditation: Review the self-study and the attachments. Read the previous Visiting Committee report or interim approval letter. Updates will be provided by the museum. 

Step Four: Set Agenda

· Set up the agenda: Work with the museum contact to determine who to meet with and when.
· MAP: Hone museum’s objectives and make sure their stated goals will meet their needs.
Introduction/Starting Visit

Step One: Set Expectation
· Explain who you are, why you are there 
(i.e. MAP = providing guidance, Accreditation = reporting on operations to the Accreditation Commission) 
· Explain what to expect during the visit. 

Step Two: Set the tone 

· Be nice and let the staff know you are there in a collegial capacity and not to “test” them.

Wrapping Up 

Step One: Exit Interview
· MAP: This is a chance to provide some initial feedback – maybe even some suggestions to get the museum started on improving operations. Summarize your greatest concerns and where you will focus your attention in the report. 

· Accreditation: Remember not to provide advice, or state what decision you think the Commission might make. 

· Both reviewers: Consider whether there are issues you need to be particularly politic about? Were there concerns that arose during the visit that you don’t think were adequately addressed in the pre-visit materials and correspondence? Use this meeting to connect and touch base.
Step Two: Writing the Report
· Before leaving the site begin organizing your report. Go back over notes to ensure you have all the information you need. Use the report writing guidelines to get ideas on how you might structure the report, and if you have a team member how you might split the writing responsibilities between the two of you. When you begin working on the report in earnest, make sure to avail yourself of all of the resources reviewers have available. 
· MAP: Review the critical issues checklist again to make sure you have information on each targeted area. MAP reviewers only receive their honorarium after their final report has been received.  Failure to turn in a timely report can impact MAP’s ability to meet IMLS deadlines.
· Accreditation: Remember you are writing the report for the Accreditation Commission first and the museum second. You will need to provide as much observatory evidence as possible. Review the Self-Study Review Checklist again to make sure you captured information on those issues noted for your review. Museums are only invoiced after the report is submitted. Failure to return a timely report affects a museum’s budget and when they are reviewed by the Commission. If Accreditation program staff do not receive your report on time the museum will have to wait an additional four months before hearing their decision!

· Don’t forget that you only have a month to write the report! 

Follow Up
Step One: Receipts

· Organize your receipts 
Step Two: Reimbursement

· Submit your expense reimbursement form. This needs to return to AAM within 30 days of your visit, so it is processed in a timely manner. We try to process all reimbursements within two weeks of submittal. 
Step Three: Send the report

· Send an electronic copy of the final report directly to Accreditation or MAP program staff.
· Accreditation: Please send the museum’s materials to the Accreditation offices so that we can process and send them on to the Commission for review. A confirmation email will be sent, as well as another email informing you when the museum is put on the Accreditation Commission agenda. 

· MAP: You will be cc’ed on the email sent to the Museum with the final report. Send any additional resources you have gathered to the museum and destroy any remaining materials from the museum, such as its self-study workbook and additional documentation. After the site visit is over, remain in touch with the museum to see how they are proceeding with the report and to help with implementing recommendations. Additional information will be provided by MAP staff about this mandatory follow-up step.
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Being collegial vs. consultative (for Accreditation reviewers)
Accreditation reviewers, remember it’s a good idea to share your expertise, but also frame your concerns in terms of standards and best practices in the field. Don’t cross over into saying, “You should do it this way” or “I would recommend doing that…” 


Sample statements: 
“I noticed that you do not store duplicate collections records off-site. It’s generally a best practice for museums to store collections records off-site in a secure, but accessible location.” 
This is perfect to say. 

“I noticed that you do not store duplicate collections records off-site. At the museums where I have worked or been involved, we store collections records off-site in a safe deposit box at the local bank.” This is also very reasonable to say. 

“I noticed that you do not store duplicate collections records off-site. You should store duplicate records in a safe deposit box.” This is not acceptable to say. You’ve gone into instructing the director. 
Site Visit Success

Interview Techniques

Examples of guiding questions:
Where do your funding streams currently come from? 

Anywhere else? 

How do they go about securing funding?

What about board members? Are they involved in fundraising? How?

Is there additional training that they require?

What would you like to see happen? 

What have you considered doing to expand your funding streams?

What would you do if one or more of these funding streams went away?

Have you spoken with other organizations about these concerns? 

Is there a nonprofit organization in your area that helps with identifying new opportunities?

Have you considered professional development opportunities through national organizations to expand your funding opportunities? 


Framing a Question or Suggestion
Often, a reviewer wants to learn more about a delicate subject. It is important to properly frame the question. Try using a field-wide standard as a frame of reference, for example: 

“According to field-accepted standards, a museum should be inclusive and offer opportunities for diverse participation. Because of this, you may want to consider creating an advisory council with members from the local community to ensure you are taking their needs into consideration, and to think of new ways the museum can work with them. What do you think of this idea?”  
Drawing out Elephants
Oftentimes, museums do not want to discuss issues or problems that should be addressed. It’s your responsibility as a peer reviewer to uncover their true concerns. For example: 

“When I was reviewing the museum’s budget, I noticed a line item for …? 
Redirecting a Question
To bring an interview back on-topic, acknowledge the issue and try to bring the discussion back to the topic at hand. 

Examples: 

MAP: “That is something better addressed in a Collections Stewardship assessment, which focuses on collections management. In the meantime, I would recommend you look at materials in AAM’s Information Center for more information. What I could help you think about is how to engage the public with your collections. I’d like to know more about…” 
Accreditation: “Unfortunately, I cannot say what the Accreditation Commission will decide, as that decision is up to them. However, my team member and I will provide the commission with as much information as possible to help clarify the museums operations. To help us do this, can you tell me more about …” 

Just Saying No
Remember that you are not expected to be an expert in all areas. 
· It is acceptable to not know the answer and to say so. 

· Tell the person you will get back to them with the answer. 
· Refer them to another resource, such as AAM staff. 

· Refer them to the Information Center. 

Site Visit Success
Mock Interviews
Scenario No. 1: Volunteer Manager

The Peer Reviewer meets with the Volunteer Manager, who has worked for the Henry Winkler House and Gardens for five years. The main issue she has is recruiting new volunteers.   
Scenario 2: Board Member and Term Limits

The Peer Reviewer interviews a long serving board member (30 years). The new museum director wants to institute term limits. The board member is not happy about the change as she’ll be forced off the board. 
Scenario 3: Collections Manager and Deaccessioning 

An interview with a new collections manager at a mid-sized art museum brings up some issues with honoring donor intent. 

Scenario 4: Education Director and Strategic Plan
Here the Peer Reviewer meets with an experienced education director at The Smo Science Center. The museum’s new strategic plan includes four new programs she will oversee – without added staff and she feels she wasn’t included in the strategic planning process. 
Scenario 5: Director and Parent Organization

The new director at a university museum is concerned about the use of the museum’s facility by the University’s development department. 
For each scenario, consider: 

1. How would you handle the interview? What questions would you ask?
2. How would you address this issue in your report? What standards would you cite?
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