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Engagement Planning Options for 
Managers Without Q12® Results
To create a culture of engagement, employees at all levels need to be focused on creating an 
engaging workplace; however, often times managers or leaders do not receive data following the 
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4. Direct team members to walk around the room, read each of the Q12 items, evaluate how they 

feel about the item and place the corresponding colored sticker on the poster. If you feel the 

employees are hesitant to share, step out of the room while they complete the activity.

5. After every team member has placed all of his or her stickers on the posters, identify the posters 

that have the most green stickers (an item that the team is doing well on) and the poster that has 

the most red stickers (an item that the team doesn’t feel good about). Your team will focus on 

these items.

6. If one or more items have the same number of stickers, then discuss both items and, as a 

group, decide which item to focus on. To facilitate this discussion, you might want to ask the 

following questions:

 • Of these items, which one has the most influence on our ability to complete our 

business goals?

 • Of these items, which one has the most influence on our ability to do great work?

 • Of these items, is there one that you feel most strongly about?

 • Of these items, which do you believe will be the easiest to effect positive change?

OPTION 2: S OR W?

1. List the Q12 items on one sheet of paper and distribute copies to each team member.

2. Instruct team members to read the list of Q12 items and place an “S” next to the item if they 

consider it a strength for the team and a “W” if they consider it a weakness.

3. 
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 • Which engagement items stand in the way of us achieving our performance goals?

 • Of these items, which do you believe will be the easiest to effect positive change?

 - Select the actions to take.

 • Based on the conversations between performance goals and engagement items, 

determine the actions to take to improve engagement on the items that most directly 

impact our team’s ability to achieve our performance goals.

 • What three immediate actions should we focus on first?

 • Who can take ownership of these actions?

OPTION 5: ONE-ON-ONE DISCUSSION

This option can be implemented in tandem with the other options or for very small teams in which a 
one-on-one discussion makes more sense. 

During a scheduled conversation or touch base, ask your employee:

1. What helps you achieve your best work?

2. What do you think stands in the way of you doing your best work?

3. What engagement item is most important to you? Why?

4. Based on the responses of the employee, create action steps that the two of you can work on to 

facilitate a more engaging environment that helps the employee do his or her best work. Make a 

list of the actions you will take to support the employee to succeed in his or her role.


