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Elizabeth Palchak, Ph.D.

• Consultant, specializing in behavioral science and equity issues in the energy 
efficiency industry

• Leader in sustainability strategies for colleges and universities

• Expertise in behavioral program design for energy efficiency – working in 
Wisconsin, Tennessee, Washington D.C., Oregon, Vermont

• Supporting the development of equity metrics guidance for the energy industry

• Instructor with the National Outdoor Leadership School (NOLS)

• Adjunct faculty at the University of Vermont and Vermont Law School

• Leadership training for professionals, graduate students in higher 
education, K-12 schools, utilities



Reach

37 US States

6 Canadian Provinces

7 Foreign Countries



Major InitiativesMajor Initiatives



Our Expertise
• Energy planning – state, city, facility, and grid level

• Building efficiency

• Clean transportation

• Energy flexibility and peak load reduction

• Beneficial electrification

• Emerging technologies

• Distributed energy resources and renewables

• Energy equity for low-income customers and communities



Our People
• Engineers

• Program designers

• Data analysts

• Consultants

• Project managers

• Finance specialists

• Marketing specialists



Leadership





How Great Leaders Inspire Action



Leadership style

Feedback

Motivating others

Managing conflict

Diagnosing leadership challenges

Practical applications



Leadership Styles
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Analyst Architect
• Information and opinion seekers

• Good at analysis

• Prefer to make decisions based on 
facts

• Prefer as much info. as possible before
deciding

• Can create unorthodox ideas that work



Driver
• Information and opinion givers

• Decision-making is easy

• Often the keepers of the vision in a group

• Not too shaken by critical feedback



Motivators

• Often voice ideas and supply passion 
to follow ideas

• Great at motivating people – possess
a sense of mission or vision

• Good at energetic dialogues



Relationship Experts
• Great at building and 
sustaining community

• Work well on a team

• Great at building rapport, 
consensus, seeking feedback

• Support others

• Display a high regard for
others wishes



Leadership Styles
Driver

Decision-maker
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Pace setter
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Leadership Styles
What is it like to lead from 

your quadrant?

What are the weaknesses 

of this style?

Which other leadership 

styles are easiest to 

follow?

What styles are the 

hardest to follow?

What should others know 

about this style?

Driver

Decision-maker

Opinion giver

Pace setter

Relationship Expert

Strong team member

Community builder

Motivator

Passion

Visionary

Energizer

Analyst Architect

Information seekers

Analysis

Facts



Leadership Styles

What is it like to lead from 

your quadrant?

What are the weaknesses 

of this style?

What should others 

know about working with 

managers and leaders 

who have this style?

Driver

Decision-maker

Opinion giver

Pace setter

Relationship Expert

Strong team member

Community builder

Motivator

Passion

Visionary

Energizer

Analyst Architect

Information seekers

Analysis

Facts



Leadership Styles

What is it like to lead from 

your quadrant?

What are the weaknesses 

of this style?

What should others 

know about working with 

managers and leaders 

who have this style?

Driver

Decision-maker

Opinion giver

Pace setter

Relationship Expert

Strong team member

Community builder

Motivator

Passion

Visionary

Energizer

Analyst Architect

Information seekers

Analysis

Facts



Leadership Styles
Driver

Can over lead and leave out 

other voices

Can move too fast “let’s decide”

Relationship Expert

Can put so much 

emphasis on relationship 

that tasks fall behind

Can downplay own

needs

Motivator

Can be bound to ideas

Objectivity can be a challenge

Analyst Architect

Can be slow to decide

Too hung up in facts





The Interpersonal Gap

Person 1

Private Intentions

Wallen, 1967

“The most basic and recurring problems in 

social life stem from what you intend and 

the actual effect of your actions on others.”
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Skillful Communication
“I” language

Paraphrasing

Perception Check

I was frustrated by…

I thought we agreed…

I am under pressure and…



Skillful Communication
“I” language

Paraphrasing = Echoing

Perception Check

Okay, so you understand that…

Yup, your understanding was…

It sounds like…



Skillful Communication
“I” language

Paraphrasing = Echoing

Perception Check

I think what I’m hearing is…you need more support.

What I understand is…you are frustrated.

Is that correct?



Feedback



Feedback

Zenger and Folkman, 2013

The best feedback is timely, specific and growth-oriented.

An abundance of negative feedback can change 
behavior – but not always in positive ways.

Only positive feedback can motivate people to continue 
doing what they’re doing well and do it better.



Feedback

Losada and Heapy, 2013, published in HBR

“Effectiveness” of 60 teams measured at an information-

processing company

The factor that made the greatest difference in performance 

was the ratio of negative to positive feedback that team 

members exchanged: 

“I agree with you”, “That’s a great idea” 

“I don’t agree”, “We shouldn’t do that”

The average ratio for the highest performing teams was 5.6:1 

(positive comments to negative comments).



Feedback

Gottman, 1994



The Feedback Fallacy
We aren’t the reliable raters 
of others’ performance that 
we think we are.

Sources of error: bias, our 
own competencies, our own 
opinions of what good looks 
like

Telling people how we think 
they should improve, hinders 
improvement.

Garland, April 2019



Feedback

Garland, April 2019

Present: What is working for you

right now?

Past: When you had a problem like

this in the past, what helped?

Future: Do you know what you need 

to do? Do you know what will work

in this situation?





Managing Conflict

Hulton Archive/Getty Images



Managing Conflict

VOEMP

Ventilation

Ownership

EMpathy

Plan



Facts, Feelings, Future



Facts, Feelings, Future
What happened? 

When did it happen?

What was the series of events that led to this situation?

What were the stated goals?

Did we meet our measurable objectives?



Facts, Feelings, Future
Emphathize.

Were the goals clear?

Was the timeline adequate?

Did we provide enough support? resources, training, etc.

Do we think this the right fit?



Facts, Feelings, Future
What can we do differently moving forward?

Can we bring in more resources?

What will help us achieve this goal?

How can managers help to address this?

How might we address this going forward?



Great leadership sometimes means following…

https://www.ted.com/talks/derek_sivers_how_to_start_a_movement?language=en


Self-leadership
Cut yourself a break

Recharge – prioritize 
sleep and water

Surround yourself with
good people

Value time, money, 
resources



Thank 
you!Elizabeth 

Palchak, Ph.D

epalchak@veic.org
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