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Management Toolkit: Resources for Soliciting 
Feedback from Employees
The Executive Proposed Budget includes funding for the Healthy Workplace Funding Initiative to support strategies for facilitating employees in making changes and sustaining healthier choices and behaviors. Funds will be provided as a separate line item in the operating budget of each department.  Funding is provided at the rate of $25.00 per benefits-eligible employee. 
Because active employee involvement is central to a healthy workplace, departments are required to involve employees in determining the most effective use of available funds. This document provides resources and suggestions for how to solicit feedback from employees. 

Important note   If you solicit feedback from represented employees, it is essential to partner with the appropriate unions before you begin to ask for feedback. If you are not sure if, how, and when to involve labor representatives, contact one of the County’s labor negotiators. You can find a list of the County’s labor negotiators in the “Manager Toolkit: Partnering with Represented Employees” or by contacting Gregory Felton at (206) 205-5321 in the Labor Relations Section of the Human Resources Division.
There are many ways to get feedback from employees. Options include structured discussions, such as focus groups or Nominal Group Technique, using an internal or external consultant, or implementing formal or informal surveys.

The following is a list of resources described in this document:
· Training classes
· Facilitation resources
· Considerations for who facilitates a structured discussion
· Structured discussion through Nominal Group Technique
Training classes
If you or someone in your group wants to facilitate a structured discussion, but need training, the Training and Organization Development section in the Human Resources Division has several courses that you can attend to build group process and facilitation skills. The following is a list of appropriate courses. 
· Facilitating Effective Meetings (Course # 000005). For more information, see http://ohrm.metrokc.gov/training/level2/managementclasses.htm.

· Group Process Facilitation (Course # 000009). For more information, see http://ohrm.metrokc.gov/training/level2/managementclasses.htm.
Note   Group Process Facilitation is an advanced course. It is recommended that you take Facilitating Effective Meetings before you enroll for Group Process Facilitation.

For more information about these and other courses, visit http://ohrm.metrokc.gov/training/index.htm.
Facilitation resources
If you need assistance in facilitating a structured discussion, such as a focus group, help is available. In addition to group process and facilitation training courses, there are several sources in King County where you can obtain a “third-party” facilitator. The facilitator may be a hired consultant from outside the county, a trained county professional, such as one of the mediators from the Alternative Dispute Resolution program, or a trained internal consultant. Having a third-party gather feedback from your employees can be an ideal data collection methodology because employees are sometimes more likely to speak openly and freely in front of a “third-party” instead of a supervisor or manager. 
The following describes available facilitation resources in King County. 

· The Training and Organization Development in the Human Resources Division has a list of consultants who are experts in group facilitation. You can hire one of these consultants to collect feedback from your employees. To hire a consultant, contact Sherry Chaney (206) 684-1193. For more information about Training and Organization Development in the Human Resources Division, visit http://ohrm.metrokc.gov/training/index.htm. 
· The King County Alternative Dispute Resolution has trained and experienced facilitators. For more information, contact Ann McBroom at Ann.McBroom@metrokc.gov or visit http://www.metrokc.gov/adr/.

The Alternative Dispute Resolution program can offer a trained facilitator at no cost. Keep the following in mind when using a facilitator through the Alternative Dispute Resolution program:

· All sessions conducted by a facilitator through the Alternative Dispute Resolution program will use the Nominal Group Technique (described later in this toolkit. Click here for more information.)

· Departments are responsible for coordinating the logistics of the meeting
· The Alternative Dispute Resolution program will provide co-facilitators. One person will facilitate the session. The other will serve as the recorder.

· Facilitators through the Alternative Dispute Resolution program are available.
· A Health Matters Partner can assist you in facilitating a structured discussion with your employees. For more information, contact the Health Matters program at Pamela.Mitchell@metrokc.gov or call (206) 684-2119.
Considerations for who facilitates a structured discussion

Who should facilitate a structured discussion in your group? There are many factors that contribute to the answer to this question. Some of these factors include: level of trust between managers and employees, level of trust between employees, available budget, and number of employees who need to contribute to the decision.
In most cases, it is recommended that someone outside of your work group, section, division, and/or department (a.k.a. a “third-party” facilitator) facilitate a structured discussion(s) with employees. The third-party can be an internal consultant, an external consultant, or an employee from a different department in King County. 
Structured discussion through Nominal Group Technique

The Nominal Group Technique is a type of structured discussion you can have with your employees to get feedback on a variety of issues, including how to spend allocated funds from the Healthy Workplace Funding Initiative. Nominal Group Technique is a straightforward and equitable way to quickly reach consensus by ranking and prioritizing a series of competing ideas. 

If you decide to have a facilitator from the Alternative Dispute Resolution program facilitate a structured discussion with your employees, they will use this technique.

This technique is valuable because: 

· No one can dominate the discussion. Quiet people have the same opportunity to contribute as talkative people.
· It’s an equitable process. Employees can support the decision, even if it’s not their first choice.
· It enables employees to decide their own priority choices without pressure from others
To use Nominal Group Technique, you need the following resources:

· A meeting facilitator

· A meeting room with a white board and markers. If no white board is available, you can use an easel pad
· A recorder—someone who can write ideas accurately, fast, and clearly
· A statement of the session goal. You can post this on the wall or have it as a meeting handout
· Paper and pen for each person
Using Nominal Group Technique
The following content describes how to implement the Nominal Group Technique.
1. Assemble the group. When all employees are in the meeting room, the facilitator states the session goal and shares background information and parameters. For example, the facilitator explains to employees when, how, and why the money was designated in the budget and how much money is available. 
2. Explain the Nominal Group Technique. The facilitator explains how the Nominal Group Technique works and why this method was chosen. 
3. State the question. Have the facilitator tell employees that there is $X amount of money to spend to assist in creating a healthier work place and then ask how it should be spent.
The facilitator should write down the question and post for everyone to see.

4. Provide time for idea generation. The facilitator now directs employees to silently and individually write their ideas on individual sheets of paper. Allow approximately 5 minutes.

5. Systematically solicit input. When employees have finished recording their ideas, the facilitator goes around the room and asks each person to share their responses. As each employee shares their idea, the recorder writes them down quickly and accurately on the white board or an easel pad. If you are using an easel pad, post the sheets on the walls in the meeting room as you fill them up.
6. Eliminate duplicate responses. When everyone has responded, the facilitator or recorder should eliminate any duplicate responses.

7. Get clarification. Once duplicate responses are eliminated, the facilitator goes down the list and ensures that everyone understands each of the suggested ideas. If clarification is needed, the person who submitted the idea is the one who answers any questions. 
8. Get ready for final prioritization. Once the list is finalized, the recorder transfers the final list of ideas to a clean area of the white board or an easel sheet. Use letters, not numbers, to designate each idea. Set aside or remove the original easel sheets list to avoid confusion. 

9. Prioritize the ideas. The facilitator directs employees to silently and individually transfer the letters associated with the ideas to their sheets of paper. Then each employee gives each idea a prioritized numerical ranking. The highest number designates the highest priority. Zeroes and repeated numbers are not allowed. The following is an example of a prioritized, numerical ranking.
A
10

B
6

C
2

D
1

E
4

F
3, etc.
10. List priorities. When everyone is done, the facilitator asks each person in the room for their prioritized ranking of ideas. The facilitator should record the number of the prioritized ranking for each idea so it can be tallied when all input is collected. The following table outlines an example of how to collect the prioritized rankings from employees. 
	IDEA
	Employee  # 1
	Employee  # 2
	Employee  # 3
	Employee  # 4
	Total

	A
	2
	1
	6
	1
	10

	B
	10
	9
	8
	4
	31

	C
	5
	5
	1
	2
	13

	D
	9
	8
	7
	3
	27

	E
	1
	2
	2
	5
	10

	F
	3
	3
	3
	6
	15


Tally the totals. The totals determine the priority ratings—the highest total is the group’s highest priority. 

In the previous table, idea “B” has the highest total and is the highest priority. This becomes the choice for the group.
If there is a tie, separate out the two ideas. Have each employee assign a one or a two to each idea. Add all the numbers together. The highest total becomes the highest priority and the choice for the group.

11. Provide summary of next steps. When the totals are tallied and the idea is chosen, the facilitator ensures that all employees understand the choice selected. Next, the facilitator describes next steps and thanks everyone for their participation and creativity. 

12. Communicate the results. Depending on your workgroup’s protocol, you or the facilitator should prepare hardcopy of prioritized and chosen ideas and distribute it to everyone in your unit, section, division, and/or department.
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