





PRIORITIZING YOUR DEVELOPMENT

The research Jack and I have done reveals that making a
substantial change on just one competency or behavior
will make a great difference in a person’s development. If
people can go from no strengths to possessing just one
profound strength, their overall leadership effectiveness
will increase from the 34* percentile to the 64 percentile.
In other words, they will gain a 30 percentile point rise
from just doing one thing well. Taking feedback and
focusing one’s effort on a few things is very beneficial,
but it is essential to choose the right things to focus on.
How does one know which issue is going to have the
biggest impact? That’s where the CPO Model comes into
play. There are three elements to this model: competence,
passion, and organizational needs.
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1. Competence

When looking at data, try to understand the impact of
what Jack and I have termed “fatal flaws”and strengths. A
fatal flaw is a competency at the 10th percentile. In other
words, it is something you are really bad at. Fortunately,
only 30% of the population has them, but if a person has
one or more fatal flaws, their average effectiveness rating
is usually at the 18th percentile. This flaw can cancel out
all the good things that a person does. If an individual
has a fatal flaw, their first priority is to fix it. It doesn't
have to be a profound strength, but they do have to get
it out of the fatal flaw zone.
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Ifan individual has no fatal flaws, but also has no strengths,
their average effectiveness rating is usually at the 50%
percentile. The key to becoming great is in developing
strengths. When Jack and I observed the best leaders,
we found it wasn’t the absence of weaknesses that
made them great, but rather the presence of profound
strengths. People who have one or more strengths have
an effectiveness rating at the 80" percentile.

In a recent study I did with General Mills, they looked at
a group of leaders who went through 7be Extraordinary
Leader program. Some focused on fixing weaknesses and
others concentrated their efforts on building strengths. The
study showed those who worked on building strengths
improved twice as much as those who focused on fixing
weaknesses. The reason why? They were doing something
they liked, which leads to the next piece of the CPO
model: passion.

2. Passion

People often ask, “Which competency should I choose to
work on?” My answer is always the same: “I don’t know.”
I canlook at the data and determine which competencies
are strengths and which are weaknesses, but I can't tell
you what you are passionate about. A key ingredient to
the formula of change is passion. If a person can work
on something they love and something they are really
interested in, the probability of their improving goes up
substantially.

3. Organizational Needs

What competency or capability would make a big
difference in an individual’s ability to be successful in their
current job? The preoccupation with weakness often times
gets people to focus on things that aren't as useful. Instead,
a person should consider what will help them be the most
successful in their job. A lot of people have the desire to
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be promoted. The key to promotion is doing a great
job where you are right now.

These are the three important elements people should
use to prioritize what to work on. The intersection
between these three becomes one’s development
“sweet spot”. If they can find behaviors in that “sweet
spot”area, their ability to change those behaviors goes
up substantially.

MAKING CHANGE HAPPEN

The third part of the change model is making
change happen. There are a variety of levers to
help facilitate change.

1. Find the Real Problem
People often get feedback that is difficult to understand,

such as, “You are a jerk,” or, “You just don't care.” No
one knows where to start on those kinds of issues,
and no one knows what to do. Until one gets clarity
about why people think “you’re a jerk” and what they
are doing to cause them to believe that, they can't do

anything about it. Start by finding the real problem.
2. Move toward Specific Goals

When people begin the change process, they will
usually get feedback that describes broad areas for
development, such as being a “better communicator,”
or, being “more open.” None of these give insight
into what they specifically need to change. In order
to really change an issue, they need to move from a
general idea to a very specific depiction of the area to
improve. They can start by asking themselves probing
questions to determine the specific meaning of broad
generalizations. The more specific they can get their
area of development—by finding the when, what,
where, how, and why—the better off they will be in
being able to change it.

3. Build a Support System

When people start a change process, they often hide
and don't let other people know they working on
changing. Our research is very clear that people who
share their action plan and enlist the help of others
have a significantly higher probability of improving.

4. Try It, You’ll Like It (After a While)

As people start a new behavior, they usually are not
very good at it. In fact, most often they are awtful.
Doing something new is always hard, and requires a
great deal of effort. However, after persisting in that
effort, they eventually develop some confidence. The
effort lessens and the behavior becomes a habit. When
the behavior isn't so hard and difficult to do, they will
become better at doing it naturally.

5. Don’t Get Trapped By Beliefs

Everyone forms theories and beliefs about different
things or different people or why things are the way
they are. These beliefs come out of their experience.
'They may not all be correct. Sometimes people really
need to challenge their basic assumptions about why
things are the way they are.

6. Avoid Feeling Deprived

As soon as someone starts to diet and decides that
they are not going to have a particular food, it’s usually
the only thing they want. When people feel deprived,
it’s all they focus on because it causes them to obsess
about something. A great trick for change is to focus
on the benefits of the new behavior as opposed to the
deprivation. People should not think about what they
can’t do, but rather, think about what they are going
to do and why that’s going to be better.

7. Create Structure

There are helpful structures that can help us to change.
Often, people choose the most difficult things to
change and really require the use of helpful structures
to facilitate that change. Planners or schedulers,
meetings, project plans with milestones, coaches, and
systems are all structures that will help people change.

8. Have a Clear Vision

As people think about and evaluates their vision, it
becomes clearer and they have a better sense of what
they want to accomplish and how to do it. When
responding to feedback, people often set a goal but
don’t have vision. They don’t have clarity about what
they want to do, how it’s going to feel, and how they’re
going to be different. If people will do things such
as select a role model, envision how they are going to
change, and visualize how people will perceive their
change, it will be easier to succeed.
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NEXT STEPS FOR CHANGE

The first step on a person’s path to change is to ask for
feedback from others. I find that this is an uncommon
behavior. There are lots of people that go through life
never asking for feedback. When people ask for feedback,
sometimes it is something they don't want to hear.
However, how they react to the feedback is critical. In
short, don't kill the messengers. When you do this, you
will never get honest feedback again. The words to say
are, “I appreciate that feedback—tell me more.” If you
don't understand it, you say, “Help me understand that.”
Be aware that others tend to tell people what they want

to hear. Individuals should thank others for giving honest
feedback and, as you thank and reward people, they
tend to give feedback more often. Encourage feedback
from a variety of people—diversity is important. Involve
others in your development and share your plans and
goals. Some of the best feedback a person can receive
is through a 360-degree assessment. The 360-degree
process allows you compare feedback across multiple
groups an individual interacts with. The anonymity also
facilitates honest and candid feedback. Simply put, the
key to improving personal success is by turning feedback

into change.
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We specialize in leadership and performance development that directly drives an organization’s profitability. Founded on pioneering
empirical research using 360-degree assessments and other surveys, we've built one of the world’s largest collections of leadership
research data — hundreds of thousands of feedback surveys on tens of thousands of managers.

Using powerful techniques that focus on building strengths using implementation tools and personalized coaching, our approach
lifts the performance of leaders, coaches and individual contributors in the differentiating competencies shared by those who are
among the world’s most successful people. Our proven, practical methods create a clear picture of how leadership drives profit and
the ways to put it to work within organizations.

If you are interested in discussing how your organization can increase profit through extraordinary leadership, please contact
Zenger Folkman. We welcome the opportunity to talk with you about how your organization can develop extraordinary leaders
who have the competencies to maximize profits for your organization!

Joe Folkman, Ph.D.,is a frequent keynote speaker and conference presenter, a consultant to some of the world’s most successful
organizations, and the author or co-author of six books. His research has been published in The Wall Street Journal’s National
Business Employment Weekly, Training and Development, and Executive Excellence.

CONTACT US phone 801.705.9375 email info@zengerfolkman.com internet www.zengerfolkman.com
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