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Introduction
In the last year, we've focused our research on core leadership behaviors.
These range from well-known capabilities such as risk-taking to emerging
skills like coachability. Zenger Folkman’s Extraordinary Leader Assessment
evaluates 19 differentiating leadership behaviors that set exceptional
leaders apart from the rest. However, as world events unfold and new
technologies surface, we see that the importance of certain behaviors
changes to meet employees' current needs.

While any one leader may not naturally excel at the latest behavioral trend,
our research underscores that even modest strides in enhancing a strength
have a tremendous impact—on the individual, their team, and ultimately,
the entire organization.

People can change and grow regardless of age or position. The research
we've conducted over the past year is intended to guide your efforts in 2024.
Remember, it's not about being perfect—it's about attempting new actions. 

And it's this effort that leads to extraordinary results.
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Coaching
utilizes 
Coachability.

As the elements of optimal leadership continue to evolve,
being coachable pinpoints the need for individuals to
become rooted in continuous learning and adaptability. 

Effective
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For over a decade, we've evaluated leaders' coaching abilities. Our
recent analysis of 3,458 leaders highlighted the key behaviors of the
most effective coaches:
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1 THE RESEARCH

Understand others' needs. It takes time, but it shows you
genuinely care.

Listen to understand without judging; it encourages others to
seek your coaching.

Balance achieving results with addressing team members'
concerns, even prioritizing their problems when needed.

Boost self-esteem by regularly recognizing others'
achievements and efforts.

Stay coachable by overcoming faulty assumptions and
maintaining a learning mindset, focusing on seeking,
responding, reflecting, and acting for self-improvement.

Coachability declines with age and
position. Our research on thousands
of leaders shows that mid to senior-
level leaders’ interest in feedback and
coachability declines by over 36% vs.
early-career leaders.

THE CHALLENGE



THE LEARNING ZONE
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Coachability

Coachable leaders seek input from others on
how they can improve. They ask for feedback
and advice from those around them. 

Every day, there are coachable moments that MATTER. These moments
accelerate our growth as more trusted and capable leaders and coaches.
COACHABILITY—it’s the vital capability where ALL development begins.

Explore Zenger Folkman's newest development session, Coachability.
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Coachable leaders value living in their learning zone as
they confidently regard themselves as a work-in-
progress, not a finished product. 

When acting on feedback, coachable leaders begin with
a mindset of experimentation and know achievement
comes in small steps. 

Coachable leaders thoughtfully consider if the
feedback has merit and seek ways they can use
it to grow. 

REFLECT 

VALUES Self-Improvement

SEEKS

RESPONDS 

“A coachable person values self-improvement and operates consistently in a
learning zone by applying the practices of seek, respond, reflect, act.”

—Kevin Wilde

Self
 Improvement

05

Whether incoming feedback was asked for
or offered gratuitously, coachable leaders
respond openly.  

ACT 

https://zengerfolkman.com/coachability/


Managing
and
Championing Change.

Leading in 2024 merges strategy with an openness to adapt as
generative AI redefines our future at an unprecedented pace.
Managing a team now extends beyond tasks to harnessing
technology that complements rather than replaces human
roles, demanding leaders who are as empathetic as they
are visionary.

The year of 
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We asked over 400,000 direct reports, “Are you confident
that your organization will achieve its strategic goals?” 

Leaders with low competence at
championing change (i.e., bottom
10%) had direct reports who scored
at the 32nd percentile on their
confidence in reaching goals. 

Compare that with those in the top
10% whose direct reports were at
the 74th percentile.

The graph below shows that 32% of leaders in Top Management positions
received feedback that leading change was critical for their success. Only
14% of supervisors received the same message.
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2 EMPLOYEE COMMITTMENT



Suggestions Questions

WHAT EMPOWERS LEADERS TO
MAKE CHANGE HAPPEN?

Fostering Innovation.  
There is a big difference between being
innovative and supporting innovation by
others. Often, someone in your organization
has a brilliant idea that will make change
much easier, faster, and less painful. 

How do I react when presented
with new ideas that are not my
own?
What mechanisms can I put in
place to encourage and reward
innovative thinking in my team?

Acting Quickly. We found in our research
that leaders who acted quickly were 2x as
effective at making change happen.
Leaders who increase the speed of a
change process will likely be more effective
in the long run. 

What are the potential costs of
delaying action when a problem
or opportunity is identified?
How can I streamline decision-
making processes to respond
more rapidly to changes?

When was I last engaged directly
with customers to understand
their needs and perspectives?
How can I regularly incorporate
external trends into our strategic
planning?

Developing External Perspective. What is
the big picture? What is happening in your
market or industry? Keeping an eye on the
outside, especially customers, helps
everyone understand why the change is
necessary.

Z E N G E R   F O L K M A N
Learn more about Zenger Folkman’s Leading

Change Microlearning Session. 

https://zengerfolkman.com/episode-9-the-1-growing-competency-leadership-speed/
https://zengerfolkman.com/solutions/leadership-microlearning-series/


In-office
Edge.

The “coffee badging” response to mandates to return to the office
has prompted executives to question whether coming in is more
about connection than task completion. 

“What you don’t want is a scenario where people are in the office connecting
and learning and then having to put in extra time from home to catch up on the
work tasks on their to-do lists. The challenge, then, is to create commute-worthy
experiences that accommodate the work that still needs to be done so “going
into the office” doesn’t become another “do more with less” ask of employees.”
                                                                           —Justin Angsuwat

The 
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1.

There are no discernible differences in the overall leadership
effectiveness between leaders operating remotely and those in
office settings.

The engagement levels of direct reports remained consistent,
regardless of whether their leader was remote or on-site.
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3 IN OFFICE VS. REMOTE
Zenger Folkman compared  data  from 1,355 leaders working
in office environments and 999 leaders who worked  
remotely. We found:

Employees working in the office
exhibited higher confidence in
their organization's ability to
achieve strategic goals.

 But what truly differentiated the two groups of leaders were
two distinctly dissimilar mindsets in their direct reports.   

Conversely, those working
remotely displayed higher
scores in discretionary
effort, reflecting their
willingness to go the extra
mile in their roles.

2.



EMPLOYEE ENGAGEMENT
FOR REMOTE WORKERS

This correlation
underscores leaders'
profound influence
over their teams'
satisfaction and
commitment, a pivotal
insight that cannot be
overstated. There is a
statistically significant
gap in the engagement:

 69.6 for those in offices versus 65.3 for remote workers. This disparity underscores the
undeniable impact of physical presence, face-to-face interactions, and shared spaces. 
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Recent data shows only minor differences in the levels of engagement between
employees working in the office versus those working remotely.  Yet, one
compelling variable emerges as the linchpin of engagement: the overall
effectiveness of the leader.

KEY LEARNING:
If you’re asking people to come back, have
a clear plan for maximizing the benefits of
connection, making it worth the time, cost,
and effort of commuting.

As leader effectiveness ascends,
so does engagement. 

In-person interactions
foster more positive
experiences, reaffirming
the value of personal
connections in the
workplace.



Leadership’s
Role.

What is Causing Employee Unhappiness?

Our employee surveys show that worker unhappiness has many roots.  
It often stems from a lack of recognition, excessive workloads, or
inequitable distribution of opportunities and rewards.

Ultimately, the #1 factor that causes the most dissatisfaction is poor
leadership.  

The heart of unhappiness:
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Disturbing Trend: The average employee commitment score for
the lowest-scoring leaders in our database was at the 3rd
percentile. No organization should tolerate the harm that bad
managers do to their people and their business.
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4 EMOTIONAL INTELLIGENCE
Leaders aren’t just managing teams; they’re nurturing spaces where
everyone feels heard, valued, and inspired. It’s not just about the
bottom line anymore; it’s about building a legacy of trust, inclusivity,
and genuine care for employee well-being. 

Return to the Basics: Communication

Leadership occurs through communication, and the most important
part is not the “half-time locker room speech” but the daily one-on-one
interaction with colleagues. Consider your ability to listen effectively
and to ask insightful questions. 

“While many of us think a good listener is like a sponge that
accurately absorbs what the other person is saying, these

findings show that good listeners are actually like
trampolines. They are someone you can bounce ideas off of

—and rather than absorbing your ideas and energy, they
amplify, energize, and clarify your thinking.”  — Jack Zenger 



ASKING QUESTIONS

01 02
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People generally don’t ask enough questions because we fail to recognize the
enormous benefits of interpersonal bonding and how questions are the gateway to
learning important information.

Asking questions, ironically, confirms that we’ve been listening. The most valuable
questions confirm our genuine interest in learning more about what someone is
saying. Leaders who adopt this model are poised to foster a supportive, dynamic, and
engaged team environment.

Balance listening with sharing
insights.

Key Components of Asking Good Questions

Two-Way Flow

Questions should be
cooperative, not combative.

Positive intent
Encourage deep thinking and
exploration.

Open ended

Show respect and value for
the team's thoughts.

Follow up
Ensure clarity and convey respect
for others' views.

Understanding
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The future is not on the horizon; it is already here,
embodied in leaders ready to guide their organizations
through the evolving landscapes of change with
confidence and empathy. 

The core of progressive leadership lies in the timeless
truth: our greatest resource is our people, and the
most impactful leaders are those who cultivate an
environment where every member can thrive. 

These leaders are not just part of the future; they are
its architects.

Get Started

Conclusion

https://zengerfolkman.com/support/

