Nominal Group Technique
PURPOSE:
To rank or prioritize the importance of issues, alternatives or processes.  NGT helps a team reach consensus quicker by showing preliminary areas of agreement.  It allows individual team members to assign a rank or priority to items without influence or pressure from others.
METHOD:
· Brainstorm a list of the issues, alternatives or processes that you are analyzing.
· Compile a final list of brainstorming inputs by eliminating duplicate or similar inputs, and clarifying the meanings of any inputs that are unclear.
· Each team member votes by ranking the inputs in order of importance.
· The highest number is generally used to indicate the most important or highest priority item. For example, if team members are ranking 10 items, “10” would represent the most important item and “1” the least important item.  Make sure you specify the values used in the ranking, i.e., which number represents the highest or most important rating and which represents the lowest, to ensure that there is no confusion.
· Team members may rank all of the items or some pre-designated portion of the items (particularly when there is a long list), such as a third or a half.
· Add all of the rankings, and analyze the results.
· Unless the team is pressed for time, use the ranking information as a starting point for discussion instead of accepting it as a “final score.”
· An alternate method is to assign each team member a number of points (e.g., 100), which they allocate across the options (some or all).  This variation is known as weighted multi-voting.
· When using weighted multi-voting, it’s a good idea to assign a maximum number of points that can be assigned to any one item (e.g., 40 out of 100) to prevent one team member from over-representing the relative importance of an item
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Example

Problems with team performance (ranking example)

Causes (7) Peter Paul Mary Total
Inadequate team training 6 3 5 14
Unclear objectives 4 7 3 14
Insufficient resources 3 5 2 10
High team member turnover 2 2 4 8
Inefficient team processes 5 6 7 18
Team member hidden agendas 7 4 6 17
Poor functional representation 1 1 1 3
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Weighted Multivoting Example

Issues (12) John Paul Ringo George Total
Item A 40 30 10 20 100
Item B 5 5
Item C 10 10 20 40
Item D 10 20 30
Item E 20 10 30
Item F 5 5 10
Item G 15 20 20 20 75
Item H 50 50
Item | 10 5 5 20
Item J 5 10 15
Item K 10 10
Item L 5 5 5 15





