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REFERENCE RANGE 



The purpose of the Forum Health Survey is to help a Forum achieve higher results for each member by improving the overall Forum health.  For each element of the survey, EO Forum experts have established a “Reference Range” for healthy Forums that is similar to what one might see in a medical test.  This is a good first indicator of the areas where a Forum can work to improve its health.

Understanding the Scores:

Survey scores have inherent cultural and individual bias.  For many, a “9” is the highest score they would give, as they always hope it can get better.  For others, they will be concerned to give anything less than a “10” for fear of being seen as critical of someone or something in the forum.  Some individuals tend to answer with low scores as a way to pressure for change although overall they are happy.  The Forum as a whole must assess cultural and individual bias in interpreting the results.

The “Reference Range” applies to the Average Score for the Forum as a whole.  While there is nothing unhealthy about a score higher than the Reference Range, the Reference Range was established based on what most healthy Forums are likely to experience.  If your Average Score exceeds the maximum Reference Range, let us know what you are doing so we can share it with other Forums!

Our general experience is that scores of 8 from an individual member indicate that there is something missing or a specific issue for that person on that item.  A score of 7 or less indicates a significant issue that is worth exploring.  Any score of 5 or less indicates a problem that is almost certainly causing other problems within the forum.  For example, a person rating “Confidentiality” at a “5” may start having attendance issues, which may cause other Forum members to rate Attendance low.

Becoming a Healthier Forum:

Generally, younger (time since formation) Forums and Forums that have had significant member turnover will have more structural issues (such as Attendance and Confidentiality) that are best addressed before issues of Openness and Depth.  More mature and stable forums have generally worked out their structural norms and have more room to focus on deeper Presentations and more Meeting Depth.

Each member is responsible for their own experience.  This Forum Health Survey intentionally keeps confidential the source of each score.  This puts the burden on individual members, in reviewing these results, to speak up for themselves about where they see room for improvement.

	suggested exercises


A good first step in reviewing these results is to ask people who scored at the “low” score to speak up about why they rated that item that way.  If no one speaks up, that suggests that Forum Openness is an area of concern.  Assuming there is open sharing of the concerns for each Survey question, a good practice is to collect the feedback (using a scribe or a flipchart), then, as a group, determine what, if anything, the Forum or individuals will do to address those items.  It is common for Forum members to expect others to change—to be more open, to do better presentations or deeper updates.  It is important in reviewing these results to ask each member to take action themselves to get the results they want.  The Forum as a whole may choose to work on a few items in a given year, then measure whether the results have improved at the next retreat or after a reasonable period of time.

Sample question script for the Moderator or Survey Champion:

Let’s start by discussing where we are succeeding as a Forum.  I’d like to go around the room and ask each of you to speak up about one of these questions where you rated us very highly and you are satisfied.  I’ll scribe those answers.  (Collect feedback)

Thank you.  Now let’s discuss areas of improvement.  Since the individual results are confidential, I don’t know who rated each item the way they did.  I’d like to go around the room again and identify one area where you know you rated that item at the “low” score.  Let me start.  (State one item you rated relatively low, then collect feedback from others.  Do NOT let the conversation stray to discuss any one item until feedback from all is received.)

Thanks again.  I know it is hard sometimes to speak up about something I don’t like.  Now, I’d like to get a sense of how many people share each of these concerns I wrote.  I’m going to go through this list and ask for a quick show of hands of who feels this is an area where we should focus some effort this year as a group.  (Do a quick count on each item.  Do NOT allow members to try to sell others or change votes…this is a quick pulse check.)

OK, great.  Now before we talk about what the group can do, I would like to go around the room and ask each of us ONE thing each of us is willing to do personally to improve the forum this year.  I’ll scribe, and I’ll start.  (State one thing you will do—commit to a planned presentation, show up on time, act as a coach, etc.  Then go around the room and ask for commitments.)

Excellent.  Now let’s take the item that the most of us voted on as an area of improvement, and let’s talk about what we can do.
(Discuss the item thoroughly.  The primary reasons for an issue are likely to be:

· Aligning expectations of the forum members—some may feel there are not enough business issues and others may want to discuss more family or personal matters.

· Understanding the importance of the item to forum health—structural issues such as attendance and punctuality can seem unconnected to health

· Understanding how to achieve the desired result—members often want others to share more or be more helpful or available to participate in outside activities

It is often useful to discuss these items, then defer final resolution until a future meeting, when adequate time can be planned for an exercise around the given issue, to find resources to assist, and to allow members to think through the forum experience they want and their role in achieving that result.)

(Continue on this process until you feel there is a general spirit of cooperation and energy.  Try to end on a positive note.  It is unlikely that you will be able to address every issue of every member in a reasonable time.  It is also unlikely that members can commit to do more than a few things.  It is a good result if each member commits to do one thing, and the Forum commits to do a few things for the coming year.)

	resources


Dealing with Low Scores and Unhappy Members:

Sometimes a Forum member scores several items low.  After discussion, it is clear that the member is unhappy in Forum.  It is very hard for a Forum to be healthy when one of its members is unhappy—they tend to behave in ways that are disruptive to Forum openness, depth, and trust.  Hopefully that member will take responsibility for improving their scores—they can volunteer to be moderator, they can make deeper presentations themselves, they can speak with the moderator or another Forum leader privately about their issues.  If they do not take such responsibility, other Forum members, in an open fashion, should consider whether that member would be better off in another Forum or simply leaving this Forum.  It is very important to understand that the overall health of a Forum, and the resulting experience of each member, can be dragged down by just one unhappy member.

At the same time, members and Forums go through phases.  A member may run into business challenges and start to run into Attendance and Punctuality issues, and they may say that is because the Forum has become boring or they have simply been distracted.  These are situations where it is important for the Forum and the member to align their expectations.

Forum Health over Time:

Most entrepreneurs are very competitive, and it is natural to look at a Health score and try to improve it every year.  That is a great way to focus Forum energy on continuous improvement.  At the same time, there is no expectation that a Forum will show regular increases until it scores a “10” on all questions.  Forum is a human process, and people become accustomed to one level of experience and still want more.

This Forum Health Survey is best used to address areas where there is clear room for improvement overall or specific individuals have issues that can be addressed.  The result of these individual actions will create a better Forum experience for every member and result in overall increases in Forum Health.

If there are any questions, contact AskForum@eonetwork.org.
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