Environmental Public Health Performance Standards 
Facilitator’s Guide
Instructions

This guide is designed to assist with facilitation of the assessment process. Adapted from the National Public Health Performance Standards Program User Guide, it will help you more specifically meet the needs of practitioners, using the Environmental Public Health Performance Standards (www.cdc.gov/nceh/ehs/envphps). This guidance presents an optional format for facilitating the assessment process. EnvPHPS users are encouraged to adapt the assessment process to meet their needs. 
The Environmental Public Health Performance Standards can be scaled for use in assessing environmental health performance at the program or system level. We use the terms “program” and “system” in several places throughout this document; please refer to the one that best describes the assessment you are doing. This guide includes additional considerations for system-level assessment that will not be relevant for program-level assessment.

Please note that [bracketed items underlined and in red font] represent areas for you to fill in or adapt for your specific assessment. 

Tips to Keep in Mind

· Encourage all participants to contribute.

· Emphasize similarities and points of agreement. 

· Draw out different points of view.

· Point out relevant information in the discussion and how it pertains to the model standard. 

· Keep discussion relevant to the model standard.

· Try to encourage concrete examples of activities and discourage hypothetical examples. 

· If conducting a systems-level assessment, keep people focused on system as a whole.

· Try to have people frame their discussions in the categories of strengths, weaknesses, recommendations, and priorities to help the recorder capture thoughts in an organized way.

· Be mindful of the time. 
· Listening: An Essential Skill

· Steer people toward expression of their interests and values rather than their positions and demands. Say, “Help us understand why this is important to you.” 

· Understand that everyone has “mixed motives” that may get in the way of their cooperation.

· Pay special attention to surprises, differences, and disagreements.

Reflective listening validates responses and ensures accuracy of meaning.
Welcome & Introductions

· Welcome and thank your participants.

· Introduce yourself as the facilitator.

· Ask the recorders to introduce themselves.

· Announce that the group will be using the Environmental Public Health Performance Standards self-assessment instrument to assess how well the [insert agency name] environmental public health system or program provides the following Essential Environmental Public Health Services: 

· [insert specific essential service that will be assessed]
· Ask participants to:

· Introduce themselves by stating name, organization, and title/position).

· Very briefly describe their organizations.

· Share their expectations for the day. 

[Write down everyone’s name and affiliation for your reference. Remember reflective listening: after each person speaks, summarize your understanding of his or her expectations in a couple of words. As you do so, repeat the person’s name so that people have another opportunity to hear it.]

Overview

· Review the goal of today’s retreat
· To complete an assessment of the [insert name] environmental public health system or program. (If conducting the assessment of the entire system, remind participants that this is not an assessment of what any particular agency or organization is or is not doing for residents but of what all are doing collectively in [insert name].)

· To determine how well the program or system meets the optimal standards for [insert essential service that will be assessed], or to determine whether the program is not meeting these standards.
· To complete [insert number] of the 10 Essential Environmental Public Health Services sections of the Environmental Public Health Performance Standards self-assessment instrument.

· Review the time frame for completion
· Approximately [insert number] hours are allotted for each essential service section.

· Lunch is scheduled for [insert time].

· Describe your responsibility as facilitator
· To guide this process so that everyone’s voice is heard and everyone’s concerns are met while keeping within the allotted timeframe.

· Describe the assessment process
· The group should reach a common understanding and agreement, not “majority rules.” 

· The process is structured to allow for reflection, discussion, and decision-making. The instrument is divided into ten sections—one for each essential service. The instrument is intended to be applied in totality to assess an Environmental Health System or program’s performance. Each section begins with a description of the essential service. The instrument then presents a set of standards that describe the optimum performance of the essential services. Each standard is presented along with a description and a brief list of the key actions needed to accomplish the standard. These actions form the basis of a series of questions to measure the performance of that standard. 

· For each model standard:

· The facilitator will read the description (or ask a group member or recorder to do so). ([insert number] minutes)

· Clarification questions will be addressed. ([insert number] minutes)

· The facilitator will guide group members in brainstorming about the model standard and the environmental public health system. ([insert number] minutes)

· The group will review the questions and take a preliminary vote using voting cards. Alternatively, if time permits or the group has clearly different opinions about the area under discussion, the facilitator may ask the group to discuss questions before voting.

· The group will engage in discussion until members reach agreement.

· The group will vote on each question. 

· Recorders will document the group’s discussion comments, which will be included in the report presented to the participants when the instrument is completed.

· Note the number of model standards included in each essential service. Divide the total time for each essential service by the number of model standards. When determining how much time should be spent on each model standard, consider the number of questions in each model standard. Plan the completion of each model standard accordingly.
· Review the voting options. Each question has five possible responses. As each is discussed, the response that best fits the current level of activity should be determined. The response to the assessment develops measures that can serve as a benchmark for future improvements. Improvement will not occur unless the self-assessment team members are honest with their responses. If a partial service is provided, it should be indicated as such. The following are the response options: 

· NO ACTIVITY: 0% or absolutely no activity. 

· MINIMAL ACTIVITY: Greater than 0% but no more 25% of the activity described within the question is met within the environmental public health system.

· MODERATE ACTIVITY: Greater than 25% but no more than 50% of the activity described within the question is met within the environmental public health system.

· SIGNIFICANT ACTIVITY: Greater than 50% but no more than 75% of the activity described within the question is met within the environmental public health system.

· OPTIMAL ACTIVITY: Greater than 75% of the activity described within the question is met within the environmental public health system.

[Note: The group will decide what constitutes 25%, 50%, and 75% for each question. Recorders will document how the group decides to measure performance.]

· Review Ground Rules
· Completing the instrument requires input from everyone.

· Please turn off cell phones and blackberries.

· Discussion should focus on objective statements about what does or does not exist in the system, without judgment about any particular organization or agency or individual.

· All perspectives are valued.

· The facilitator will try to allow all who have something to say to do so.

· The facilitator will maintain a balance between discussion time and completing the assessment. 

· Initial discussion on each performance standard will be limited to [insert number of minutes here] minutes.

· In the interest of time, the facilitator may determine discussion is over and move to voting.

· Voting will be by consensus (i.e., clear agreement).

· Participants should vote according to how the environmental public health system or program performs in [insert County, State, or community name].
· [Ask the group if they would like to add to the list of ground rules.]

· Review materials and resources
· Instruments

· Voting cards

· Environmental public health system diagram (if doing a system-wide assessment)

· List of the Essential Environmental Public Health Services

· Reiterate basic parameters for considering how well the environmental public health system functions. 
· Dispersion: Does the activity in question take place across the state or locality, or does it exist in only one area? Is the activity covered by all programs or addressed only in one area of environmental public health? (For example, health promotion activities might occur in food inspection programs but not in areas of drinking water quality).

· Frequency: Is the activity in question done routinely or only as needed? 

· Quality: Is the activity in question done in a quality manner, or is it a new activity that still needs improvements? 

· If conducting the review on a system level (instead of a program level), also consider the following:
· Isolation: If one system partner indicates that his or her organization provides a particular environmental public health service, but no one else in the system is aware of the activity, should the group score the question as “significant” or “optimal” activity? 

· Participation among many system partners: Is the service provided in one sector of the environmental public health system and not in others (e.g., provided in hospitals but not by governmental environmental public health agencies)? Should the service be provided by other sectors? Or are several sectors providing the same service and creating redundancies in the system? 

Start the Process
· Read the Essential Environmental Public Health Service
· Read the model standard
· Ask the participants if they prefer to read the model standard to themselves or if they would like the facilitator to read it aloud.

· Discuss the model standard. 
After all participants have read the model standard, ask the group the following questions. [Ensure that everyone participates.]

· What words in the model standard stood out to you?

· What was your initial reaction upon reading the model standard?

· In what ways do you think your program or system matches or does not match the model standard?

· What other information do you need to assess how well the program or system matches the model standard? [Ask members of the group and/or technical experts in the room to provide more information.]

· [Ask the group members if they are ready to move forward and answer the questions related to the model standard.]

· Read the question under the model standard
· Remind participants that the question relates to the model standard. 

· Ask participants if they understand the question. [Ensure the group fully understands the question.]

· Determine if the group is ready to vote
· Ask participants to cast their votes. 

· After participants vote, read aloud the result for that model standard/section (e.g., 5 optimal, 7 significant activity, 3 moderate activity). 

· Reach consensus 
In the event of diametrically opposed answers or the need for participant discussion, stop and determine the reason for the contradictory views. 
· Let the participants explain their answers.

· The following questions can help resolve disagreements:

· Why do you think we have such a split on this particular question?

· Can you help me understand why some of you are so passionate about this? 

· Could someone explain to us what experience has made you believe that we are failing/ succeeding in this area?

· For those of you who scored the activity low (or high), could you talk about why? 

· Why did those of you who scored low not think the system should score higher? Why did those of you who scored high not think the system should score lower?

· What would make the “no” person vote moderate activity or the “optimal” person vote significant activity?

· Given this new information, how do we think the system as a whole is functioning? 

· After discussing differences and validating everyone’s opinion, ask: “Is there anyone who cannot live with this rating?” [In case of significant dissension, remind the group that the recorder is noting discussion comments.] 
· Ensure those with differing opinions that their viewpoints have been captured by the recorder and will inform performance improvement.

· After further discussion, take another vote. (Optional).

· Work through all the questions related to the first model standard. Do not move onto the next model standard until the group has completed the entire standard. 

Essential Service Wrap-Up
· Identify strengths, weaknesses, and priorities
· At the end of the voting process, if time permits, review the take-away messages that have come up during discussions. Fill in any new information related to:
· Strengths of the environmental public health system related to this Essential Environmental Public Health Service.

· Weaknesses of the environmental public health system related to this Essential Environmental Public Health Service.

· Recommendations for immediate improvements of the environmental public health system or program related to this Essential Environmental Public Health Service.

· Any priorities of the environmental public health system related to this Essential Environmental Public Health Service.

· Closing
End the session by asking participants if they have any comments about the process and what they have learned.

