Getting Results From The 12 Questions Survey
By Will Phillips
Why is 12Q Important To You?
The 12Q are derived from extensive surveying and interviews across many industries and companies to determine what factors distinguish highly productive work units from les productive ones.  Many factors such as pay and benefits did not distinguish.  These 12questions are sufficient to make the distinction.

In other words when the scores are 4.5 and higher (out of a 1-5 scale) productivity is very likely to be higher.  The research also discovered that high productivity and high morale went hand in hand. Thus the 12 Q are important to you if you want high productivity and high morale.

Most organizations pay a lot of attention to regular financial reports.  Yet you can do nothing to manage these numbers.  They are all historical.  The events that produced the numbers all occurred in the past.

The 12Q Survey assesses the behaviors and actions that produce the numbers.  These can be managed.

And managing them will impact future numbers.

How To Begin

Give the 12Q survey to you direct reports (Do not give this survey to all employees now). Have them fill it out, encourage absolute honesty.  The data is more valuable if people sign their responses.  This enables you to explore responses from the person who made them.  This allows you as a manager to learn and grow.  Your direct reports may not feel comfortable being honest.  If this seems prevalent among your reports, you may want to have everyone fill the survey out anonymously.  
Ultimately some one should compile all the reports and produce an average response for each question. 

In the example below the Responses column shows the individual scores of the 6 respondents.  The average column shows the average response from the 6 respondents. If you add the series of 6 numbers in the Responses and divide by the number of respondents you get the average response.

It is important to be able to see the Responses to have a full picture of the situation.  In other words an average of 4 could be the result of 444444 or 555522.
	Organization Name           Bonkers 
	
	Number
	

	Manager’s Name                Martin
	Responses
	Responses
	Average

	1. I know what’s expected of me at work.
	544443
	6
	4.0

	2. I have the materials and equipment I need to do my work right.
	544332
	6
	3.5


Once You Have The Summary

The Summary Report has little value unless it is used.  This section explains one way to use it.
Once you have the Summary Report is time to have conversations between the manager and those who completed the survey.  This is probably best done in a meeting of all respondents.  Meeting one to one may easily destroy the sense of anonymity that participants may value.
Back Ground
Scores below 3.0 are weak.  Scores from 3.1 to 3.9 are mediocre.  You don't begin to get good management until you are in the 4.0 to 4.5.  Above 4.5 you are starting to manage for high productivity and you also get high morale.  They go together - especially in the service business.

To manage better start at the top.  Focus on #1.  Spell out the desired results you expect.  Be specific.  Use numbers and dates.  And remember just because its clear to you does not mean its clear to others.  Test!  

When #1 is 4.5 or ideally 5.0 start focusing on #2.  Then work your way down the list.  Here are some patterns of how different questions connect.
The basics: Q1 and 2. Get these at 4.5 to 5.0.  They are the foundation on which work gets done.

For productivity: Q3 and 7.  These build real commitment and release energy.

For the next notch up: Consider improving Q 4,5 and 8.

For building team work and community: Q 9 and 10.
For future productivity: Q 6,11 and 12.

You may only get through a handful of questions  these in a year!  This is not a quick fix approach to business improvement.

Remember-the research shows that the approach to management that works to produce high productivity and high morale is: 

Find our what peoples' strengths are and use them and build on them. DON"T try to make people into what they are not.
Meeting Agenda (The manager assessed in the survey leads this meeting):

-Welcome.  This is an important meeting in which I hope to learn more about how to manage.

To do this I need your help.  Here is a Summary Report of your responses to the recent survey you completed.  Let me give you some background on the research that produced these 12 questions and why they are important to us. (You should read First, Break All the Rules: What the World’s Greatest Managers Do Differently by Marcus Buckingham and Curt Coffman, Simon & Schuster, New York, 1999).


-‘The goal is for me to strengthen how I manage you so that it is reflected in the ratings on these 12 Questions.  We will start with question 1. and then work our way down.  There is a logic to this.  If we are not doing well on question 1, we really can’t work on number 2, and so forth.’

-‘I want to set a personal goal.  I’d like to move our overall average of the 12Q up to 4.5 to begin with.  Ultimately I’d like to get as close to 5.0 as possible.’

-If the last question Z. is not a 5.0 the responses you have to the 12 Q are not entirely accurate.

However, they are accurate enough to move ahead.  DO NOT focus on the low scores on Z.  Focus on addressing the first 12Q with integrity, honesty and ABSOLUTELY NO RETRIBUTION and by thanking everyone sincerely for their contribution.  By addressing the 12Q this way and then following up to improve how you manage, your direct reports will discover it is ‘SAFE’ to respond to this survey honestly.  They will trust you.  This will be reflected in future scores on question Z.


-Now the conversation really begins.  Its purpose is for you to discover what the average scores mean.  A score of 4.1 on question 1 has little real value until you-the manager-know specifically what led to the 4.5 instead of a 5.0.  Without these specifics, you can not learn how to do better.

-In this conversation you must be very careful not to engage in any behavior which destroys trust and honesty.  Doing this will improve the scores, but not the behavior.  People will just start giving you all 5s, because they learned that it is not okay to do less.  If you have any doubt about this, you might ask for a secret ballot at the end of the meeting where everyone rates how safe it was to speak honestly in the meeting.  As your team learns that these conversations are safe, they will be more ready to sign their name to future 12 questions assessments.

-Opening the conversation: ‘Question one averaged out at 4.0.  Can you help me understand what might lead someone to rate the question this way?  In what areas are you unclear about ‘what is expected of you?’  Now it is time for you to stop talking.  Let silence do its work to encourage your team to start talking.  When they start simply encourage them—‘Tell me more.’ Be cautious about talking private notes.  Some may suspect you are taking names.  Use a white board or flip chart to take public notes.
This helps the team see what you are writing and to fine tune it.


-Only after some real progress in clarifying the specifics should you look for ways to address the issue.  You might ask, ‘What would help clarify ‘what is expected of you?’’


-It is more valuable to have a good (specific, detailed , honest) conversation on expectations, than to specifically uncover an area where expectations are unclear.


-Both you and your direct reports have a responsibility to make improvements on the 12Q issues.

Each is responsible for opening the conversation formally and informally any day.


‘I am not fully clear on what is expected of me, can we talk?’

Each is responsible for taking actions to improve each issue.

Each is responsible for not taking any of this personally and not blaming another.

Action and Follow Up
The above conversation should result in actions in the meeting and afterwards to make improvements.

The team should regularly revisit this cycle: assess, converse, act.  In the beginning Qm2 suggests you do this quarterly and report the survey results along with you financial results.  
Next Steps

Once you see progress at the top (CEO and direct reports) on this survey. It is time for the direct reports to begin using this tool with those they manage.  It is more powerful to have produced some results at the top rather than immediately cascading this process down the hierarchy.

Resources

The research is reported in the book First of All, Break All The Rules. This should be required reading for you, your managers and supervisors. 
As you deeply digest the First book go on to the next in this series- NOW, Discover Your Strengths-Same authors.  It reinforces First  plus it has a way to discover your strengths.
Lastly, read Follow This Path by Coffman which ties the first two books into a comprehensive program or path .
Twelve Questions and Business Productivity

The relationship between a company’s score on the Twelve Questions and its Performance is not linear.  A score of 4.5 yields MEDIUM performance.  A score of 4.7 gets you to HIGH.  On the one hand this can be discouraging.  On the other it is very enticing—Moving from a 4.5 to 4.7, 2/10th of a point increases performance from Medium to High.  This is a very high leverage improvement.
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     Score on the 12 Questions

To get better start at the top of the Twelve Questions.  Find out what is is that your people are unsure of what’s expected of them.  Move this to a 5.0.  What will it take to do this?

How about Ten Minute Training-This would occur for everyone 3x a week.

For example a Ten Minute Training with your front office staff—people who answer the phone might look like this:

Here are a series of activities to progress through:


1st  Tell me what you think is expected of you in this job?



Listen, compliment them.



Now make any corrections, additions, specifics they left out.



THINK and decide what materials, equipment, systems would help 



Have them type up the expectations and any decisions.

2nd  Tell me what is expected when a customer calls and says (give a typical complaint…..)



Listen, compliment them.



Now make any corrections, additions, specifics they left out.



Have them type it up.

3rd  Tell me ….now you are on your own to cover more of the typical and unusual issues you EXPECT front office staff to handle well.

Begin work on Question #2 as soon as possible.  Most Silverados have gotten very low scores here.  Get them the materials and equipment they need OR truly help them understand why they don’t need them or don’t want them.  If you fail to resolve this to THEIR satisfaction, it’s a set up for low productivity.

The 12 Question Survey

Whom do you report to?


   



Your Name (optional)




 Your Title





Organization Name





  Date






Select a number from 5 to 1 that  reflects your reaction to the following statements.

Strongly Agree(5)         Agree(4)             Neutral(3)            Disagree(2)          Strongly Disagree(1)


1. I know what’s expected of me at work…………………………………………………….……..


2. I have the materials and equipment I need to do my work right………………………………….

3. Do I have the opportunity to do what I do best, every day…………………...………………….

4. In the last seven days I received praise or recognition for good work……………….………..….

5. My supervisor or someone at work seems to care about me as a person………………….……...
Strongly Agree(5)         Agree(4)             Neutral(3)            Disagree(2)          Strongly Disagree(1)


6. Someone at work encourages my development…………………………………………………...

7. At work, my opinions seem to count……………………………………………………………..

8. The mission/purpose of my organization makes me feel that my work is important………….…..

9. My coworkers are committed to doing quality work……………………………………………..

10. I have a best friend at work……………………………………………………………………….

11. In the last six months have I talked to someone about my progress at work……………………..

12. I have opportunity to learn and grow at work……………………………………….……………

Z.         I have been fully open and honest in my responses to these statements………………………….

Return this survey to 






Before





Your results will be averaged with at least 3 other surveys to maintain your anonymity.

Your responses can not be used unless you indicate YOUR DIRECT REPORT at the top of the page.

Adapted from:First, Break All the Rules: What the World’s Greatest Managers Do Differently,

Marcus Buckingham and Curt Coffman, Simon & Schuster, New York, 1999. For a book review or to order the book see http://www.qm2.com/breviews/00102.html

12Q Summary Report
	Organization Name           
	
	Number
	

	Manager’s Name                
	Responses
	Responses
	Average

	1. I know what’s expected of me at work.
	
	
	

	2. I have the materials and equipment I need to do my work right.
	
	
	

	3. Do I have the opportunity to do what I do best, every day.
	
	
	

	4. In the last seven days I received praise or recognition for good work.
	
	
	

	5. My supervisor or someone at work seems to care about me as a person.
	
	
	

	6. Someone at work encourages my development.
	
	
	

	7. At work, my opinions seems to count.
	
	
	

	8. The mission of my organization makes me feel that my work is important
	
	
	

	9. My coworkers are committed to doing quality work.
	
	
	

	10. I have a best friend at work.
	
	
	

	11. In the last six months have I talked to someone about my progress at work.
	
	
	

	12. I have opportunity to learn and grow at work.
	
	
	


Actions:
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