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Presentation Notes
Welcome!  Our presentation will begin promptly at 9 a.m.

Hello once again and thank you for joining me on this fall Friday for PI Friday’s with Bob – yes, I do happen to be Bob.  Let me say that it was great seeing so many of you at our user group sessions here in Carmel in September and again last month in Frankenmuth.  It’s inspiring to see so many people actively engaged in improving their PI and management skills at events like these. I want to thank you for your support and hope those of you who attended feel you gained knowledge to hone your PI and management skills.
 
Today’s session is on the topic of the M Score.  I’ll try to describe what it means and how to use it in the next twenty minutes or so, but first let’s get our introductory issues out of the way.
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Frequently Asked Questions 

Q: Can I get a copy of the slides? 
Yes.  Please download the slides at this link on our website:  
www.advisausa.com/resources/webinar-archive/ 

 

Q: Will a recording of this webinar be made available?  
Not at this time. 
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Presentation Notes
We’re frequently asked in regards to these PI Friday sessions, “Can we get a copy of the presentation in written or audio format?”.  Unfortunately, for copyright reasons, we need to monitor who is in attendance in order to assure that we’re only hosting people who have gone through the 3-day analyst training course.  That precludes our ability to make copies of PI Friday’s available on line.  If you are interested in a copy of the slides we’ll be using today however, you can access them from this page of our website: www.advisausa.com/resources/webinar-archive/.  For those of you who are interested, I hope you find this outline helpful refreshing your knowledge on what we’re about to discuss.
Poll.
I would prefer PI Fridays take place: On Friday morning’s as scheduled; On Friday afternoons; On some different morning; On some different afternoon; It doesn’t matter.
While many things in life aren’t predictable, PI Friday’s breaks that mold by having a predictable format.  I’ll be talking for about 20 minutes.  We’ll have several polls during the session, the first of which should be going up now.  We’ll ask you to complete all of them except the last one quickly – so we can feed back the results to you in real time.  The final poll is for you to give us feedback on the session and that will be up throughout the Q and A.  For those polls where we’re trying to get you to respond, we’ll try to get more than 85% of you to respond before going on; I’ll try not to harass you too much to make your selections.
 If you’ve got any questions that you’d like me to respond to, you should now see a box on your screen in which you may frame them.  You’re welcome to begin plying me with these questions at any time during the talk.  These can be general P. I. questions or questions specifically about the M Score. You can plug them in now or as they come up during our time together.  Regardless, I’ll try to answer all of them or as many as I can in the time before 10 am.  And you’re always welcome to call or email me after the session if there are more issues you’d like to discuss.  I am here to serve you. 
The reason for the poll question regarding timing of PI Fridays is that I have had a couple of people comment that they wished it weren’t on Friday mornings.  It was our thought, initially, that would be the easiest time to get the biggest audience, but, we want to see what you think, so let’s take a look.  Here’s what we’ve got…
Now, to our discussion on the M factor.



The M Factor / Energy Level / 
Response Level 
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Let’s go through and do our best to understand the etymology of the 3 names in the title of the program first – The M factor, the Energy Level and finally, the Response level.
 
M is simply the mathematical symbol used to indicate the sum or total added; and that’s initially what the M score was intended to measure – the total number of words that a person checked on each side of the form.  There are 86 words from which the survey taker may choose for each of the two questions of the checklist.  The number that they actually click on is their M Score.  The sum of the words selected by the person taking the survey.
 
When I was first trained in PI, in 1985 by Stephen Daniels; and again when I was trained again by Arnold, his father and the developer of PI; the M Score was labeled as a measure of one’s “Energy Level”.  I think because that could have both a distinct positive and negative connotation, that was removed from the PI lexicon to be replaced by “Response Level” sometime in the mid to late 90’s.
 
I think I’m most comfortable with the label I was originally presented – Energy Level.  Any of the three work, but I’ll be using the term Energy Level because I think it’s most descriptive.




What is Energy Level? 
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I think the easiest way to relate to Energy Level is to think about people you know.  Some people get up early and keep going until very late – sometimes even without a lot of need for sleep.  Others seem like they can barely get out of bed on a good day.  Generally, these are the differences being measured by the Energy Score.  Energy gives us a measure of capacity for involvement in whatever one is programmed to do – as determined by their profile.
 
In my own personal laboratory, the easiest connection I could make to what energy level was occurred with my two oldest sons (Reid wasn’t born until the business was two years old).  Jacob and Brandon shared a room on the 3rd floor of our Louisville house.  While the room was really a finished attic and completely unsuitable for adults (as the ceilings were only about 5 feet tall), it was a perfect spot for two young boys – though their occupancy did make it sound and feel like we had squirrels at night – as they played often into the wee hours.
 
What we did notice though, was that Brandon, our youngest, was always the last to sleep.  We’d hear him talking and singing and running after Jake had conked out.  And who would be up first coming into mom and dad’s room asking to play?  Brandon.  His energy level was and is just higher than his brothers’.  Interestingly, this was confirmed by the time we actually tested them both at 17.  Jake had a 31 score in self (about average); while his brother came in around the 90th percentile at 47. What we saw when they were 3 and 5 has continued into their adult lives.  Brandon has a higher energy level.
 
Energy isn’t something that one can fix or change.  It’s like the profile itself.  It’s just something that is.
 
Let’s do another quick poll to assess your perspective on the Energy Level Score.
 
Poll.  How much credence do you put in the Energy Level measure?
I find it very valuable
It’s generally reliable, but you’ve got to take it with a grain of salt
Sometimes it adds value
I’ve never really understood it so don’t put a lot of stock in it
It’s not useful to me
 
I’m really interested in your response to this poll.  I’ve tried to create answers that reflect some of the more common things I’ve heard from analysts about their feelings regarding energy level.  The next 10 minutes or so I’ll be trying to give you my perspective on where and how it can provide value.  And regardless of your answer to the survey we’re taking, we’ll see if I have influence on your perspective.  We’ll see.
 
I’ll give you a couple more seconds to answer.  Let’s pick one.  We’re almost there.  OK.  Here’s what we’ve got.  Interesting.



Where do you read Energy from – 
Self, Self Concept or Synthesis? 
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Arnold taught that Energy should be read from the Synthesis profile.  His reasoning was that the Energy Level is a resultant factor – like the E.  That is, the M Score results from the sum of the number of words chosen in both self and self-concept yielding the total M.  This makes perfect sense – so long as you’re referring to a “fresh” or recently taken PI.  As you all know, the morale, or the difference between the self and self-concept M scores influences energy – and for good reason.  If a person is getting what they need from their environment, they check more words in self-concept than in self and they demonstrate more energy in their work.  They are “energized” by their environment.
 
If a person isn’t getting what they need from their environment, they check fewer words in self-concept than in self – again, reflecting that they’re being de-energized by their environment – what we describe as low morale.
 
Thus, on a fresh survey – one taken in the past 90 days or so – the best measure of energy is the synthesis profile – because it reflects whether a person is energized or de-energized by their environment and the resultant M score or energy level is correlated with the population at large for synthesis M.
 
The problem with using the synthesis M score on an ongoing basis is that most of the time we’re not looking at fresh surveys.  I don’t recommend you survey any more than every couple of years – at most.  Thus, if morale can be impacted in a 3-month stretch, there is by definition very little time when the synthesis M accurately reflects the current energy available to work.  
 
For that reason, I prefer that we look at the self M as the ongoing measure for comparison’s sake.
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Average M 
72 

 
 
  

 
  

+/- 1 Sigma (total 2 Sigmas): 
68% 

+/- 2 Sigmas (total 4 Sigmas): 95% 

M = 45   ………………...……   M = 95 

M = 20 …………….……….………….………………………. M = 120 
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To get a gauge on the relative M scores in self vs. synthesis, simply divide the numbers on this chart by 2.  The average M in self is thus 36.  The 95th percentile on the high and low sides of M becomes 10 and 60.  
 
But what do all these numbers really mean?  What good is knowing someone’s M score?
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All of the drivers 
whose M scores were 
below 15 were in the 
poorest performing 
group except one – 
and he only worked 
part time. 

Presenter
Presentation Notes
The first time I clearly saw the impact of M on performance was with on of my earliest clients who ran a long haul trucking company.  During the initial training class it was my habit to go through the process of determining the range of profiles to hire for their most critical job.  In this case, it was a truck driver.  To do that, we would first determine the Key Performance Requirements that they used for the job.  We’d then use those KPRs to get a sense of the 3 key factor emphasis dimensions they would likely generate; and finally, we took the profiles of their best and worst drivers and compared them looking to see what success looked like in real life.
 
In this case, the clear factors that segregated the best drivers from the worst were what you might expect.  Highest As, Lowest Cs and Low Ds all did not fare well as truck drivers.  The best drivers were universally low A low B not lowest C (and generally high C) and high D.  However, there were several people whose profiles were what should have worked – they were low A low B and high C and high D; but they all had self M scores below 15.  In fact, all of the drivers whose M scores were below 15 were placed in the poorest performing group except one – and he only worked part time.  This was the first of a number of specific situations where the energy level was a clear predictor of success.
 
But high energy isn’t always a good thing.
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The successful profile was what 
one might have expected – higher 
A and lower C and D; but the 
interesting piece was that people 
with lower M scores seemed to 
both have the success that was 
required and longer tenure. 
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Another client had a group of telemarketers who were working in a “boiler-room” type environment.  In this case, they were taking previously qualified prospects for a rather expensive consulting service and doing their best to close them over the phone.  The successful profile was what one might have expected – higher A and lower C and D; but the interesting piece was that people with lower M scores seemed to both have the success that was required but were able to generate longer tenure.  The conclusion we reached was that lower M was an advantage in this case – because the people could only work during business hours and the lower M may have kept successful employees from looking for other work.
 
M score gives us a measure of energy in people – and sometimes less can be better.  Other times more is better.  It depends on what you want done in a specific job.




Energy Can be Misleading 
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Ones energy level gives us a picture of how much capacity a person has to do the things that they’re programmed to do.  Frequently, in these discussions about energy with real people doing real work, a person (frequently from a manufacturing company) will point to a person whose profile is low A low D with a high M score and comment, “This has to be wrong.  This guy never gets anything done and his M is 60.  Contrarily, my M is 20 and I work rings around him!”  
 
To reiterate, Energy Level gives us a picture of how much capacity a person has to do the things they are programmed to do.  The person with the Low A Low D high B profile doesn’t have a whole lot of task orientation; so working in a manufacturing company typically isn’t going to show them displaying a lot of energy.  Manufacturing environments generally are very work oriented and this is a person who is much more interested in play.  Conversely, a person with an M score of 20 in self with a Scientific Professional profile spends all of their energy working – because that’s what they’re programmed to do.  Their profile is totally task oriented – being a high A and high D – and they’re tendency will always be towards working – that’s what fun is in their world.
 
Let’s take a quick poll on where our own self M score lies…
 
My M score is:
<15
16 – 30
31 – 45
46 – 60
>60
 
My own original M Score, from the profile I took in 1984, is 41.  Above average, but not extraordinary, by any means.  And, I believe that this is one area where our PI probably does change over time – or, at least what it measures should.  It’s my perspective that as we age, and I’ve done a fair amount of that over the last 27 years, our Energy Level is only heading in one direction – down.  
 
Interestingly, we find that organizations generally find M scores going up on re-testing rather than down.  I think this is because people discover through the rumor mill that checking more words is good; while there’s also the possibility that there’s less reticence in taking the profile the second or third time around.  That is, people didn’t get fired the first time they went through the exercise so they recognize it can’t be that bad.  Thus, the scores may well go up on re-surveying; but the reality is the actual energy levels of people are probably heading in the opposite direction.  That’s certainly true from my seat.
 
OK.  Let’s see where we all sit in regards to our energy levels.  I’ll give you a couple more seconds.  OK, here we are.  This is what we’ve got…
 
A low M doesn’t mean someone is not going to be extremely successful or very productive.




Sometimes people with Low 
M’s are very productive 
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With the exceptions of those cases like the trucking example above where low M clearly was a predictor of failure, low M score should not be used as a disqualifier for a job as a part of the hiring process.  Rather, what it should do is raise a flag that says you should look into the person’s work history to determine if their low M will get in the way of their ability to get the job done.  There are certainly instances where people with low Ms are top performers in a variety of fields.  Typically, their low M scores are visible in one way or another, but they, for whatever reason, put enough energy into their work in order to excel.
 
Long, involving meetings such as the 3-day PI training class or strategic planning sessions tend to be places where M scores show themselves most clearly.  Low energy people who are very productive tend to find times in their days when they can recharge so they can sustain their efforts until the end.  The long meetings referred to above don’t allow participants a lot of re-charging opportunity and hence, generally provide real life confirmation of relative energy level.  High M people tend to be mentally alert and involved throughout while lower M people tend to look drained, yawn more often, etc.; they show signs of wearing out sooner than the higher M people.




Are there false negatives with 
Energy Level? 
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In organizations where there 
isn’t a lot of trust between 
management and 
employees, sometimes whole 
departments will score low on 
energy level. 
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Generally, I believe the M score is an accurate reflection of the relative energy level of the person who took the profile.  I have found some exceptions, however.
 
In organizations where there isn’t a lot of trust between management and employees, sometimes whole departments will score low on energy level.  It almost seems as though they’ve gotten together (and I think sometimes they have) and said, “I’ve heard about this PI thing coming.  Let’s not answer more than 10 or 11 questions and we’ll keep them from knowing too much about us.
 
I think there are individuals who have the same approach.  They just don’t like being tested and provide fewer responses as an effort to protect their privacy.  In both of the above cases, even if the energy level is distorted, it does appear that the profiles themselves in terms of drive measurements are accurate.




Are there other issues that can 
impact energy level? 
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There are a number of other 
issues that impact energy 
level results negatively and 
these all are the result of 
what energy is measuring:  
the energy level a person 
has at the time they took the 
survey. 
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There are a number of other issues that impact energy level results negatively and these all are the result of what energy is measuring:  the energy level a person has at the time they took the survey.  Thus, someone who has been sick with the flu or a cold is going to check fewer words.  That same scenario plays out when a person had been travelling extensively internationally where they don’t know either what day it is or what time zone they’re in – they’re going to check fewer words.  I’ve also found energy levels suppressed when people have been surveyed in the midst of working long shifts for extended times.  If you’re working 60 hours / week for months on end your energy level is going to be depressed.
 
Another place where I’ve seen energy level distortions is when we’re testing people in a language other than their native tongue.  I’ve trained groups of Asians in both Taiwan and China where many of those surveyed were surveyed in English when their understanding of English was fair at best.  The profiles all came out accurately, but their energy levels had to be discarded – they simply did not reflect the energy they brought to the job.  The lesson here is obviously to test people wherever possible in their native language – or, at least in the language in which they think. PI is now available in 43 languages via access PI and I believe another 20 on paper so that’s now easier than ever.




Where, when and how should I 
use Energy Level? 
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Here’s what I think you should take away from this discussion of Energy Level.  The M score is neither as accurate nor as important as the measure of drives in a PI profile.  It is generally accurate in measuring what it’s supposed to measure considering the exceptions I mentioned above.  And I think those exceptions really are the exceptions.  Energy Level generally does give you, from my perspective an accurate reading on the relative capacity for a person to do what they’re programmed to do.  What it doesn’t do, however, is give you a sense of how much a person “wants” to do what they’re programmed to do.  Individual will, I believe, can trump energy level and allow a person with a low M to be a superior performer.  That’s why, unless you’ve got solid statistics saying higher (or lower Ms) in a job are better performers, I wouldn’t use energy except as a flagging mechanism in the hiring process.
 
That said, energy, at least for me, seems to be something that is clearly visible in people.  It may not always correlate to work success, but it is a part of who someone is and a very interesting measure provided by the Predictive Index.
 




Questions for Bob 
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That’s all I’ve got to say about energy until we get to your questions.  Beth will now be getting our final poll up about your feelings about today’s session.
 
Poll.
How would you best describe today’s PI Friday’s with Bob?     
Loved it!  Looking forward to the next one and will recommend it to others.
It was pretty good.  I’ll probably be back.
Not very helpful.  I might listen again.  
Didn’t like it.  Won’t be back.
Feel free to post additional comments in your comment box so we can gain from your experience.
 
Our next session and last session of 2011 for PI Friday’s with Bob will be at 9 am on Friday December 2nd, to accommodate the holidays.  The topic of that discussion will be “Who Leaves an Organization and Why?” Please mark your calendars and I’ll look forward to speaking with you again then.
 
Now, let’s get to your questions.
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