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Helpful Tips for 3-A SSI
Work Group Chairs and Document Leaders

Meetings and Conference Calls

1. As the Work Group (WG) Chair or Document Leader, you not only have the responsibility to keep a document or project moving but also significant authority to do so granted by the Board of Directors.

2. Whenever you have a meeting or a conference call, create an agenda and follow it.  An agenda is one of your better tools to keep the discussions focused.  Send the agenda out before the meeting or call so participants can be prepared for the discussions.  At the beginning of the discussions, ask if there are any additions to the agenda.  Once the agenda is set, do not allow deviations to creep in.  Set aside late topics to be dealt with at the end of the meeting or call, if there is time, or at a future meeting or call.  You have the authority to control the agenda.

3. As the discussion leader, control the discussion.  Stay on topic.  Minor sidetrack topics can help the discussions by setting the tone that everyone will be heard, but they must be limited in number and of short duration.  Bring the discussion back on track with statements such as,

“This is good information but better suited for a later discussion.  I’ve made a note of the topic so we won’t lose it. We need to get back to focusing on (the point of the agenda when the side-track occurred.)”

4. When the WG has been approved by the Steering Committee to work on a project, the project can be expanded by the WG as the discussions dictate without the need to request additional approval by the Steering Committee.  While acceptable, the WG Chair or Document Leader has the authority to control the expansion so the original request is not bogged down in an inordinate delay while dealing with expansion issues.  Any expansion should be directly related to the original request.  If the expansion becomes too broad, stop the expansion by deferring the new issues to the 5-year up-date or to a new request for action to the Steering committee.

5. Side conversations during meetings are generally disruptive.  Be straight-forward and say,

“Please stop the side discussions.  If you have questions or comments, please make them to the group.”

6. To keep the discussions orderly, especially during meetings, recognize speakers to have the floor.  This helps prevent members from talking over each other.  Most speakers do not mind waiting if they have been recognized in order.

7. When the discussion starts to repeat itself for the third time, stop the discussion and move on.  (One repeat is OK as it helps to solidify the concepts being discussed in the minds of the members.)

8. Before leaving an agenda topic, ask,

“Are there any more comments before we move on?”

Once you move on, do not go back until the agenda is completed.  Then, if anyone wants to revisit a topic, you can return to it.

Document Preparation

9. The Format and Style Manual (F & S Manual) is a guide to speed the review of documents and proposals by those that are not part of the discussion process.  When you use the wording of the F&S Manual, you can be assured that the wording will be more readily accepted and speed up the standards development/revision process.  However, it is acceptable to deviate from this wording when necessary to describe a criterion that is specific to the design and engineering necessary for the equipment covered by a standard.  It is always better to craft new; accurate wording rather than try and shoehorn a design feature into existing F&S Manual wording that does not quite fit.

10. Remember, when your revision or 5-year update includes the Section B references from the F&S Manual it is not appropriate to also list the standards in the Fabrication Section of the document unless there are some very specific limitations to the referenced document that needs to be highlighted.

11. Whenever possible, use the F&S Manual wording, except as necessary to clearly describe a feature.  When working on an amendment and using the most recent F&S Manual wording, do not go back into the portion of the document not part of the amendment to update other wording.  Leave that task to a 5-year update.  Only your current project should use the most current approved wording.

12. When new text is required to cover some special aspect of the equipment, invite a knowledgeable participant to write the first draft.  Ask that it be submitted to you within a reasonable time, perhaps 10 days, for inclusion in the next revision for discussion by the entire group.

13. For some new standards and major revisions, it may be helpful to have the manufacturer/fabricator requesting the modification to prepare the first draft before opening the conference call discussions to the whole group.  A smaller group can usually develop a bare-bones outline more quickly than the larger group.  This draft can then be refined by the larger group.  If the standard is to cover new design(s), which are not well known, ask the manufacturer to supply drawings or photos to the Work Group and eventually the Consensus Body.  For such new designs, there may be no appropriate wording in the F&S Manual.  In such case, develop the needed wording to cover the situation.

14. If the document contains a deviation from the F&S Manual wording, provide supporting documentation for the deviation.  The justification should include any information to describe why the design or fabrication techniques need the deviation, any documentation that the deviation will continue to result in a sanitary design, any information on how cleaning and inspection will be accomplished, etc.  The more significant the deviation the more detailed the justification should be.  Providing the justification up front will go a long way towards acceptance of the variation.  A note of caution, however, a justification based on “That’s the way we have always done it” or “Just because we want to” will not be well received.
15. It is often desirable to include a drawing, illustration, or a sketch to help visually clarify the concepts being described in a criteria paragraph.  Care must be taken so that whatever is included is not interpreted to be a precise engineering drawing that must be followed as the only allowed design.  Therefore, refer to all visual representations included as an “illustration(s)” to distinguish them from engineering drawings, which show precise dimensions, component placement, and tolerances.  Illustrations should only be included in the Fabrication Section when they are deemed necessary to visually clarify a specific criteria paragraph.  When such illustration represents a concept for which more than one design will satisfy, precede the illustration(s) with the parenthetical statement, “(See following illustrations of examples).”  When illustrations are more general in nature, such as exploded views, system configurations, generalized proprietary illustrations, etc., they should be placed in the appendix.

16. Proofread all completed documents to be sure they make sense, are grammatically correct, and do not create a conflict with other portions of the standard not being changed.  Always be aware of the distinction between “should” and “shall.”

17. Do Not, repeat DO NOT, forward a document to ballot of the entire WG or the Consensus Body (CB) if there are outstanding differences that will prevent its passage.  This will only extend the time for resolution.  Do not get caught in the trap, “We’re at an impasse, so we’ll let the bigger group decide.” All “No” ballots will come back to the group for resolution anyway, so deal with them before the ballot.

18. When dealing with amendments, place only the criteria paragraphs that are being changed or added on the ballot.  Do not send the entire document or the complete section if only a subsection is being changed.  This prevents comments being submitted that are irrelevant to the proposed changes.  Do not be overly concerned about balloters having continuity of the wording – everyone commenting should have a copy of the original document as a reference.  It is better to prevent cluttering up the ballot with unrelated comments than to add the additional wording.

Dealing with Ballot Comments and Reballots

19. Do not ballot a document too soon.  You should never ballot a document that has been prepared by a subgroup before it has been reviewed and commented upon by the entire WG unless it is a very short, non-controversial, single-issue amendment.  You want to be sure that the document has the best potential for passage when it goes to an official ballot.  As WG Chair, you can send out as many review and comment revisions as you want.  These review and comment revisions do not have to follow the 45-day time period of a ballot.  The time frame can be much shorter.  Use the review and comment revisions to flush out as many concerns and comments as possible before the ballot.

20. Tally all of the ballots after the ballot period is completed into the “Yes”, “Yes with comment,” “No,” and “Abstain” categories.

If no response has been received from a member after repeated contacts, consider this as a “Yes” ballot.  Obviously, the member had no urgent objections to the ballot or a response would have been received.  Make note if this is a repeated no response as further action with the member may be necessary.  See the next point for dealing with the comments received.

An “Abstain” ballot is to be counted to determine if the appropriate number of returned ballots have been cast.  The “Abstain” ballot, however, is removed from the calculations of the 50% rule as the balloter feels they are not knowledgeable enough to vote.  For example, if there are 3 members to the stakeholder group voting “Yes”, “No”, and “Abstain,” the requirements of the 50% rule have been satisfied and the ballot can move forward.

21. At the end of the ballot period, the WG Chair, Document Leader, and 3-A SSI staff are to review all of the comments received and divide them into categories as per the chart below.  The 3-A SSI Procedures state:
“A substantive change is one that directly and materially affects the use of the 3-A Sanitary Standard or 3-A Accepted Practice. Examples of substantive changes are below: 

a) “Shall” to “should” or “should” to “shall”; 

b) Addition, deletion or revision of requirements, regardless of the number of changes; 

c) Addition of mandatory compliance with referenced standards.” 

	Comment
	Action

	Comment does not pertain to any of the ballot issues.
	These comments do not need to be dealt with to reconcile the ballot.  If they appear to be germane to the standard, they can be held for a future amendment or revision of the standard, otherwise they can be discarded with no further action.  Do Not reopen issues that are not part of the ballot for additional balloting.

	Comments are only editorial in nature and have no substantive criteria change indicated.
	These can be accepted or rejected at the discretion of the WG Chair and the Document Leader.  The full WG does not have to be consulted on these decisions.

	The comment is determined to be substantive but the commenter has not provided draft language to correct the commenter’s concern.
	The commenter should be requested to provide the draft language within a short period of time (days not weeks).  If the commenter does not supply the draft wording, disregard the comment.

	The comment is determined to be substantive, the commenter has provided a justification of why he/she objects, and draft wording has been provided.
	Contact the commenter to discuss their concerns.

A:  If the comment appears to be a misinterpretation of the intent of the criteria by the commenter or the concern is already covered by another paragraph currently in the standard or practice but not part of the ballot, see if the commenter will withdraw their comment.  If “yes,” ask for an e-mail to document the withdrawal of the comment.

B:  If the comment recommends an action that will require extensive WG discussion to resolve, ask the commenter if they would be willing to hold the comment for the next amendment or draft.  If “yes,” ask for an e-mail to document the withdrawal of the comment.

C:  If the commenter does not want to withdraw the comment, the issue, justification and proposed wording are to be retained for a reballot by the entire WG for resolution.


When all of the comments have been categorized and the substantive comments discussed with the commenter, the following action can be taken:

All comments resolved or withdrawn during the discussions – proceed with the document to the Consensus Body; or,

Substantive comments identified that are not withdrawn – proceed to a reballot of the WG.

22. When drafting a reballot, only the non-withdrawn issues are to be presented.  Each issue is to be presented individually and voted on individually.  A reballot may include multiple issues to be balloted.  Each issue’s ballots will be tallied individually to determine if the proposal is found persuasive and the criteria is to be changed to the new wording or the proposal is not persuasive and the original ballot wording is retained.

23. Understanding the 50% rule:

The 3-A SSI procedures state the following as one of the criteria to move a document to the Consensus Body,  “Fifty percent (50%) of all eligible voters in each stakeholder group must vote “Affirm” or “Affirm, with comment.” 
This rule applies to all WG ballots, including original ballots, WG reballots, and WG reballots of Consensus Body comments.

The following table may assist in choosing what actions to take in various situations.

	Original ballot:

One or more stakeholder groups have 50% or more of their members voting “Negative.”
	This indicates that there was insufficient discussion within the working group to resolve outstanding issues.  The document should go back to the WG for further discussion to arrive at a compromise position acceptable to all stakeholder groups.  The outstanding issue(s) should not be sent out as a reballot until resolved.

	WG “A” or “B” reballot:

The intent of a reballot is to determine if a proposal to resolve a substantive comment not previously discussed and resolved during the WG discussions is persuasive or not.  The ballot outcome is to determine if the new proposal is to be accepted or the original draft wording is to be retained.  It is not acceptable to introduce new issues during the reballot process.  New issues are to be handled on future WG actions.
	After the tally of all of the reballot issues, each issue must have all three stakeholders groups with at least 50% of each stakeholder group all voting the same (persuasive or non-persuasive) on the proposal in order for the issue and thus the document to go forward to the Consensus body.  If any stakeholder group has 50% ballots in opposition to the other stakeholder groups, the issue and document does not proceed to the Consensus Body and is retained at the WG level until the differences are resolved.
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24. Referring to the reballot description in the above table, it is inappropriate for an entire document or amendment to be delayed because of a single unresolved issue.  If it appears that resolution of the outstanding issue will require extensive discussion or the development of additional justification data, the WG Chair has the authority to remove this one issue from the document to be handled at a later date by the WG.  In the case of an amendment or revision, this means that the current wording of the subject document will remain in force.  The remainder of the amendment or revision should then be moved to the Consensus Body for passage of the agreed upon issues.
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