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Beth: Hello. This is Beth Brodovsky and welcome to Driving Participation. Today 

I am thrilled to have on with me Barbara Trautlein of Change Catalysts. I was just 

at the Pennsylvania Association of Nonprofits conference speaking in September 

and Barbara was one of the keynote speakers, and she did such a phenomenal 

presentation on leadership and what it takes to create change in an organization 

that I had to have her on here to share all of her great knowledge with you. 

Barbara, thank you so much for coming on here today to share everything that 

you do with our nonprofit community.

Barbara: Thanks so much for having me, Beth; and hello to everybody.

Beth: You have a really interesting take on change and how it relates to getting 

people involved. So I’m so curious. How did you end up wandering into this type 

of work?

Barbara: Well, back in the mid-80s I was a graduate student. I was pursuing my 

doctorate in organizational psychology at the University of Michigan and I was 

part of a consulting team that was working with midwest, mostly manufacturing 

organizations because you may recall, if you’re as old as me, back in the mid-

80s, the midwest was known as the Rust Belt because we were experiencing the 

recession and a lot of, especially like I said, manufacturing facilities, plants were 

shutting down or in danger of being shut down. There was a lot of competition 

and so my consulting team were actually working in a steel mill that was in 

bankruptcy, and so of course our purpose was to attempt to help them to 

emerge from bankruptcy and regain solvency. So there I am, and I’m part of this 

consulting team, and I’m 25 years old, and it’s my first day on the job and so I 

get up and I introduce myself to these steelworkers, and I talk about how we’re 
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going to partner together to transform them to high performance, total quality, 

self-managed teams, and up stands from the back of the room a 6’5” 250-pound 

steelworker. He steps right to the front of the room, and he says, “We’re 

steelworkers, and we don’t listen to girls.” So that of course got me started on 

my 25-year path to equip and empower other change leaders and I believe that 

gentleman, that all of us regardless of level, role or title, are change leaders and 

you don’t have a lot of empathy for him and the other people in the room. They’re 

already in bankruptcy, it was the only game in town, they desperately didn’t want 

the doors to close. However, I also knew there was a lot of fear and trepidation 

and intimidation by the change leader standing in the front of the room and I 

knew that to really transform their organization and to help them achieve the 

goals that they wanted and we all wanted together, we were gonna have to do 

that in a participative fashion. 

Beth: Look what a change he sparked in you!

Barbara: There you go, there you go! That’s right. So both the combination of 

empathy for the fear, the confusion, I would imagine the feeling the lack of 

personal control or feeling, “Why should I have to change? Why should I have 

to do something differently?” because again, none of these people did anything 

wrong. They did what they had been doing for decades that had made them 

successful, but the world had changed and it would take all of us to partner 

together to be able to meet these new competitive challenges. 

Beth: So as you’ve gone forward doing this work, how does this idea of 

participation and getting people involved keep showing up and how are 

organizations learning to embrace it in a way that helps them thrive?

Barbara: Yeah, absolutely. Well, one of the things that we know in my field, one of 

my favorite expressions is that people own what they help create and when we 

have a world like we do that’s so complex, it’s so integrated, it’s so volatile, it’s so 

rapidly changing, we really do need all of our smart thinking to come together 
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and so participation leads not only to higher quality decisions and higher quality 

solutions, more creative solutions, but as I said, it also leads to more ownership 

and so therefore higher probability of implementation and real commitment, 

not just compliance. One of my favorite expressions in my field is from Rosabeth 

Moss Kanter;  she was one of the early researchers in change; she wrote Change 

Masters decades ago, and her quote is that “Change is frightening when done to 

us and exhilarating when done by us.”

Beth: I mean, that is really interesting and that’s one of the reasons I loved your 

take on this is this idea of having some skin in the game and getting involved. 

It changes brain pathways it seems you know. It makes people think differently 

about their role in something and does actually activate them.

Barbara: Absolutely. I mean, so many of these when I started in my career and 

you know the steel mills and automotive factories and refineries that I would 

work in, so often these people who have been working in their jobs for decades 

and no one asked their opinion about how they could improve, how they could 

do things better and so there’s so much to your point, opportunity, brain power, 

contribution and so often what looked like indifference or complacency or apathy 

was that mushroom effect. You know, keep them in the dark and you know and so 

it was kind of like a vicious cycle and it’s just amazing to me how when you create 

the right environment, you have the right culture, you have the right leadership 

behaviors, you know, people will live up or live down to your expectations.

Beth: Right, it’s like I love the phrase, “If you think you can or you can’t, you’re 

right.” 

Barbara: Exactly, that’s right and you know, talk about automotive. That was 

Henry Ford that said that. So absolutely, yep he absolutely got it, and I do love 

that expression as well.

Beth: It’s so interesting to me the kind of organizations that you’re talking about 
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are old manufacturing traditional type organizations, but everything that I hear 

you say is just as applicable to a tech industry organization to a nonprofit to a 

school to anything. It’s not that these people were any different than any people.

Barbara: Right, absolutely and right now to your point, two of the industries that 

have been most receptive to the message of change intelligence, which is what I 

help develop in leaders, teams and organizations are as you just said, health care 

and high tech because they’re so rapidly changing and that said, definitely in 

the world of nonprofits. I mean, look at everything that I imagine every nonprofit 

leader that is listening to this podcast right now is dealing with you know 

changing funding sources, you know challenges with government regulations 

and involvement in different ways and shifting demographics of their work force 

and expectations of the clients that they serve, so just replete with needing to 

do as we always say more with less, being very creative in finding new sources 

of resources on a variety of levels, so absolutely. That’s another reason that 

nonprofits very much have also embraced this message.

Beth: I think it’s such a good message because the longer I’ve been doing this 

program, the longer I’ve been working in this field of getting people involved, 

it’s becoming more and more clear that really it’s everyone’s job to get people 

to participate, whether it means the people outside of your organization to get 

them to buy a ticket, donate money, show up and volunteer or whether it’s inside 

your organization to get your staff to execute the job that you just told them 

you know that they had to do. There’s a lot required. There’s leadership in sort 

of everything that everyone does. You don’t have to be a leader with a capital 

L to meet leadership skills in order to support and encourage other people to 

collaborate and work together to move things forward.

Barbara: Right and absolutely, especially with the younger generations. I’m right 

on the cusp of the baby boomers and gen X and I think that we …

Beth: You and me both.
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Barbara: We were raised to be very you know kind of there’s a hierarchy and 

we have to have the titles and we tend to work in the same organizations for 

much of our career and the same type of role and you know, now kids today, the 

millennials may have switched not only organizations, but also jobs and careers. 

Some studies say 9 or 10 times over the course of their working lives and there’s 

just an expectation that and a desire to make an influence, make in impact and 

have an influence right from the get go and then focus on doing meaningful work, 

making a contribution, having your voice heard. So I think that not only is it the 

right thing to do and not only does it have bottom line benefits, but it’s also a 

Zeitgeist, I believe.

Beth: Absolutely, and you know, it’s funny. I have a 22-year-old and a 25-year-

old son who are both working in their first jobs right now, and so we’ve actually 

been talking a lot about this. Just a few nights ago we had a whole conversation 

about how they said, “No, no, no, we’re generation Y. We’re not millennials.” We 

actually had to go look it up on Google and it seems actually now that generation 

Y, whatever it was, has been all lumped into this millennial term and they were 

both a little shocked and a little bit dismayed. “Oh my gosh! We’re millennials!” 

It’s like there’s both good things and sometimes not always positive things that 

are brought out about this new generation of people that are coming into the 

workforce and it’s been fascinating for me to watch these young people in this 

age, and I have people that work for me that are in the same age bracket, and just 

sort of note the differences between how I was, how I am now, how I was then 

and also some things that are not as different as they think they are. 

Barbara: Well, it’s funny you say that because when I talk about generational 

differences, which of course since I’m a change leadership consultant, one thing 

clients often ask me to do and I often show this quote and the quote is something 

to the effect of “Kids today are rude to their elders, eat with their mouths open, 

put their elbows on the table,” and I asked them who they think said that and 

it turns out it was said by Aristotle in 350 BC. To your point, the more things 

change, the more they remain the same.
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Beth: I love that because I’m trying to keep my mouth shut and smile every time 

my kids are saying my education is so great and I’m doing this menial entry level 

job and I’m too good for something. I think I remember saying something exactly 

like that. 

Barbara: Absolutely.

Beth: That’s not millennials. That’s everyone and we should all be striving for that. 

So, you use this term change intelligence and one thing I think it’s important to 

do on this program is to make sure we’re defining any terms that maybe people 

outside of your industry don’t know. So can you talk about what that phrase 

means in the work that you do?

Barbara: Sure, absolutely. Well about five years ago, I stepped back and I 

said, “Why do we still have this incredibly high failure rate of change in the 

organization?” because when I started in the business in the mid-80s, John Cotter 

and his team at Harvard had done a study that looked at major organizational 

changes. So mergers, reorganization, new strategic interactions, new product 

launches, services launches, new technology implementations, you know a lot 

of things I’m sure all the listeners are relating to, looked at the success rate and 

the failure rate of those major changes and came up with a very scary statistic 

of 70 percent. Seventy percent of major organizational changes fail, and about 

five years ago, McKenzie and Consulting, the global consulting firm did a similar 

study and came out with a very scary similar statistic, which to me is even scarier 

because that meant that in the span of 20 years, my whole career at that time, we 

really hadn’t moved the needle in our ability to design and implement successful 

change and we all know the carnage that results. I’m sure everybody on the 

call has dealt with a change that wasn’t successful and employees are cynical, 

there’s less trust in the organization, our clients are dissatisfied, our funders are 

not happy, there’s just a lot of carnage that results. So I sat back and I said really 

what is missing, what is the gap, and of course there’s a lot of layers to that onion 

and I think that one of the key things is that our behaviors as leaders. I think 
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that we have a lot of knowledge in how to help. The targets have changed so 

now our employees, our volunteers, our board members, there’s a lot of research 

and there’s a lot of tools to help build resiliency to change, assess and develop 

change friendliness, change readiness and we also have a lot of methods and 

models and tools to manage change. So we have communication plans and 

learning plans and stakeholder assessments and we have all these kinds of tools 

so we know a lot about helping the targets that change. We know a lot about 

how to manage change. What I saw as a gap is around how to lead change and 

so that’s the gap I am attempting to fill with helping leaders and again. Leaders 

of all levels, including people like your sons at the start of their career to develop 

their change intelligence. So how I define change intelligence and I say change 

intelligence and cq interchangeably just like emotional intelligence, eq, I say 

change intelligence is cq. I define change intelligence as the awareness of one’s 

change leader style and the ability to adapt one’s style to be optimally effective 

across people and situations, so two parts. First to be aware of your style and 

then secondly to be able to adapt it to be more effective. 

Beth: You know, I love that because you’re so right. When I hear what you’re 

saying, I feel like I’ve heard a lot of that. When you’re dealing with change, it’s 

a matter of, “Hey leader, here’s how you get your people to do what you want.” 

It’s about how you can change other people as opposed to what you can change 

in yourself and in your behaviors and how you do things and that key thing that 

you said. Adaptability. It’s so funny that you should say that because I have a 

list of traits that I look for in employees and adaptability is so like one of my top 

three things that I look for, and it’s hard because it’s a hard skill to identify and 

cultivate. 

Barbara: Right, absolutely.  So every change leader that I work with has the 

same story, that starting out, out of the gate, really excited about the change or 

maybe they’re not excited about the change. Maybe it’s a change that again it’s 

a hard change, but a necessary change and there’s some trepidation themselves, 

however they start out of the gate with the best of intentions. With wanting to 
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design and execute the change with and for others and almost inevitably it seems 

like so often we get into the mode that we feel like we’re pushing, we’re doing 

something to or against or even in spite of others. The most common topic in 

the change management literature is over coming resistance to change and to 

your point, it’s really focusing on the other person or people. It’s focusing on two 

people and so my kind of mindset is how can we shift that and you know, to your 

point, what can we control? We can only control ourselves. We can’t control other 

people. We can’t force change so really what we feel as leaders in that mode and 

this is one of the most empowering messages I think about change intelligence. 

When you feel like you’re getting in that mode of doing something two against 

in spite of, that pushing and forcing change on others, we can turn the mirror 

back on ourselves and we can say, “What can I do differently?” because again, 

that’s the only thing we can control and it’s not about changing ourselves. We 

can change ourselves. There’s no bad style of leading change unless you overdo 

it. It’s all about how can I adapt my behavior and I change myself fundamentally, 

but adapt my behavior to give people what they need to partner together to lead 

change. 

Beth: I love that perspective as far as how can I adapt my behavior because most 

people say this is who I am and like I can’t change. You’re right that many people 

can’t change themselves fundamentally, but if you want something bad enough, 

many people can be willing to change some of their behaviors. So how does 

understanding this and being willing to start to take some of these actions begin 

to help an organization?

Barbara: Well, what happens is you know, I always say that change intelligence 

affects an organization at the individual team and organizational level. I always 

say it starts with us. It starts with us as individual change leaders so the first step 

up really is to become aware of your style leading change and you can come over 

as an individual, as a team and as an organization. My motto is there are three 

main styles of leading change. We can lead change from our heart. We can lead 

change from our head and we can lead change through our hands and so people 
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who lead teams and organizations who lead change from the heart really focus 

on the people, the individuals and the teams that are impacted by the change. 

So they really focus on engaging, collaborating, communicating, building trust, 

getting involvement. They’re the ones that really have participation on the radar 

screen. So this is all a strength-based model, leading from the head, heart, hands 

and all strengths. However, every strength over done is not so much a strength 

anymore and if we’re really focused on one aspect, we can often be blind to other 

critical components of change. So leading change from the heart and you know 

the people listening can perhaps be thinking about applying this to themselves 

and getting some immediate insights, if you lead change from the heart, again 

you know very strong on the people side of change. However, sometimes I 

really hesitate to push people out of their comfort zone, which is often a critical 

component of change, for the fear of damaging relationships and also can at 

times not move forward with the sense of urgency to achieve the goal necessary 

to really achieve the organization’s objectives, because again you can always 

have another meeting, take another poll survey, collect another opinion and they 

can really want to make sure that everyone is 90-100 percent on board before 

they move forward.

Beth: You’ve been on that project, too?

Barbara: Yeah! Exactly! That’s right and again I say it’s not good or bad, but 

I always like to say that all human behaviors on a bell curve and high change 

leaders will be on the side of the bell curve that really wants to take care of 

everybody, understand and resolve all of their fears and concerns and get 

everybody on board, whereas the other styles of leading change will be more 

comfortable if maybe just a smaller percentage of people are totally on board 

and we’re just gonna move forward and get it out of the gate. So the second 

style of leading change is never lose focus on the goal in the sense of urgency 

of lead change from the head. So they’re the visionaries, the strategists. They 

love just to look outside of their organization and see what other nonprofits are 

doing, see what their board members are advocating, seeing the new trends 
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and technologies that are coming that can influence their organization and they 

are very change friendly. They get very excited about the future, doing things 

differently. So obviously that’s great. We know we need the vision and we know 

we need the vision to adapt to these new competitive challenges and all our 

challenges that we’re facing, but at the same time what can they, well sometimes 

the train is leaving the station. Nobody is on board, they haven’t effectively 

participated with the people so they can get very frustrated. They say, “Why 

don’t they see the gold in what I’m giving them?” because it’s so obvious to 

them, but they don’t always communicate in a way that speaks to others and 

also sometimes they can be very inspirational and charismatic so people get 

on the train or the bus, but then it derails because they don’t have a plan to 

get there. So again, you might recognize yourself in that some people because 

again sometimes we get very enthusiastic, but perhaps not lay out all the details. 

Perhaps we don’t have the realistic sense of what we really can accomplish with 

our resources at a given timeframe and that can lead to frustration. 

Beth: Oh yeah, I’ve done that. I think maybe that’s a common thing among a 

lot of people that choose to put themselves in a position of leadership, that we 

have the ideas and wanting to like race forward, but you’re right. Without the 

execution, I mean I’ve seen that in my own business without having people that 

can actually deliver it. Scott Belsky talks about that a lot, the guy that started an 

organization called Behance about getting things done. You know, it’s great to 

have the ideas, but if you can’t inspire a team to execute it, it doesn’t matter. 

Barbara: Right, absolutely. You’re absolutely right that the most common, I have 

an assessment people can take, 15-20 question. It takes about 15 minutes and 

they can get a report on their change leader style and therefore I have a research 

data base of change leaders around the world and the most common style 

leading change at the top of organizations and boards and executive director 

level is leading from the head, is that vision strategy. It makes sense, right 

because this isn’t a skill assessment. It’s a behavior assessment and those folks 

in those roles, that’s their focus, on the vision and strategy and so to your point, 
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that’s often one of the biggest disconnects in organizations is that folks at the 

top see the need for the change the most. They’ve probably been thinking about 

it, deliberating about it the most and so therefore when they’re ready to launch, 

they’re ready to go and perhaps don’t always bring the rest of the organization 

along as much as they might. That’s where the need for that participation comes 

in, that’s the need for involvement. Perhaps we can’t have everybody decide 

what we’re gonna do specifically, but perhaps how we can do it. Get people 

involved in the plan and the roll out, paint the picture very clearly and also one 

of the biggest things is to customize the messages. So one size is not gonna fit 

all. What excites the folks at the top, it inspires them. Maybe not through the 

organization and also to take the time really to deal with people’s emotional fears 

and concerns. One empowering message I like to share too from the neuroscience 

of changes is that regardless of how change friendly we are, when we first learn 

of a change, our neuro receptors in our brains, the same ones that respond to 

pain, respond to change. So on a very physiological fundamental level to our 

brain, change equals pain. So resistance is normal and natural. Questioning is 

normal and natural. You know, the idea that what looks like resistance in other 

people is information for us as change leaders. So often we look at it as we need 

to prevent it or eradicate it or kind of go off anyway in the face of it, but in fact 

what benefits leaders the most is to expect resistance because it’s normal and 

natural. It’s how our brains work. Surface and honor it and then participate with 

the people to figure out what we do with it to move forward.

Beth: What we do with the resistance?

Barbara: What we do with the resistance because resistance often is giving us 

information. So why are people resisting? What I say, people are often resisting 

because they don’t get it. That’s because you haven’t leveraged your head skills 

enough and painted the picture for them because they don’t want it. That’s 

because you haven’t connected with them emotionally and you don’t really 

understand their fears and their concerns, or because they just can’t do it. 
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That’s the third style of leading change is actually leading from the hands and 

so often to your point, we fail to execute. People might get it, they might want 

it, but maybe we haven’t given them the training or maybe we gave them a one-

off training session, but they need more coaching or maybe we haven’t given 

them the tools. They really just don’t have the tools to achieve the objectives so 

maybe there are barriers in the organization. Operational, communication, reward 

systems, compensation systems that are preventing good people from behaving 

consistently with the change. So that’s what I mean that resistance, that’s right, 

how can we look at the resistance to push back the questions that we’re seeing 

and maybe it’s not verbal. Maybe it’s just by that path of resistance that people 

are unable to move forward and that will give us information about what is 

lacking in the change and therefore, what is potentially lacking in our behaviors 

as change leaders and that gives us more options. As we say, the more options 

we have, the more power we have. If we’re a high head change leader, focusing 

on that exciting vision, and that’s not working. We’re getting pushed back, 

we’re getting challenged, we feel like we’re not really partnering with people, 

what can we do? We can step back. We can say I have more power. I have more 

options. Maybe I need to engage the heart. Maybe I need to have conversations 

with people. Maybe I need to break it down or maybe there is something in our 

system, our structure that is preventing people from executing. So again, it gives 

us more options, more power. 

Beth: It’s so interesting and it kind of speaks back to what you were saying 

about adaptability and it sounds like the leaders need to understand themselves, 

understand what their natural strengths are, how they’re gonna normally attack 

something or present something, but it sounds like it’s also helpful to understand 

the community that you have to work with, the people that you’re trying to 

engage and get to participate with you because that messaging piece that you 

were talking about as far as adapting your message for different audiences, if 

you’re thinking from your head and you don’t recognize that the community 

that you’re trying to speak to are all people that are used to doing things, it will 
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be easy to just go, “I’m gonna hit them with vision, vision, vision, vision,” and it 

doesn’t connect and you can’t get them to participate until you click into the 

thing that they understand and care about. 

Barbara: Right, that’s one of the things that we talk about in leading change is 

that you know the golden rule, which is do unto others as you want to be done 

unto. A lot of times we talk about leading change is the platinum rule, do unto 

others as they want to be done unto.

Beth: I love that! I love that because we talk about this a lot in fundraising and 

basically any time you’re trying to rally a group of people to follow you, to 

participate in what you’re doing, they’ve got to kind of think it’s them. It’s gotta 

be all about them and their idea. It’s got to really deeply resonate in order for 

somebody to go from not interested to on board. You know, to get people to say, 

“I’m gonna agree to do it because, well, if I don’t, I’m gonna lose my job,” you’re 

not gonna get the same outcome.

Barbara: Right, again that’s the holy grail is that commitment first is just a mere 

compliance and so often times what I’ll do with the client, especially an executive 

client, is a story telling exercise and I’ll break it down by heart, head, hands. That 

the head is the what and the why of the change. You know, why are we doing 

this? What’s happening in our industry? What’s happening with our organization, 

with similar organizations? So what’s kind of the business case if you want to say 

that the big picture, the why? Then what specifically are we talking about? Again 

really painting the picture and making it crystal clear and then we talk about how 

we’re gonna do it. You know, showing people that they can have confidence in 

this, that we have the resources, that you know, we’re gonna do it right. We have 

a plan for approach and then get into the who. So what do I need from you? Then 

what am I gonna do for you? How am I gonna help? How am I gonna again give 

you what you need to partner with us to move forward and make this happen? 

So again, kind of a very simple tool to hit on all those cylinders because effective 
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change needs all three obviously. It needs a purpose, it needs a process and it 

needs the people behind it and to your point, that’s one of the best things about 

that you can do change intelligence is some kind of team building session where 

you look at the change styles on your team and obviously that really helps people 

to coach each other about how to work together more effectively. You can really 

see what other people need, what they’re gonna focus on. Is it more the who, the 

how, they why, the what and you can be more effective, but if you don’t have that 

information, then to your point, if you tell a story and you make sure you hit on all 

these key points, you can then get what people resonate with and you can give 

them more of what they need, that platinum rule, to help partner with you.

Beth: What I really love about that is how you described that story that you told. I 

don’t know if anybody listening recognized this, but it sounds very much like the 

actual structure that we would recommend for say a fundraising letter. You know, 

make it about them, but say what we’re doing, why we’re doing it, how you make 

it happen. You know to really connect with that person, but you don’t know what 

aspect of that person. A lot of times when we’re doing communications with 

people, you know when you have your staff internally, you can observe them, you 

can get a sense of whether this is  a heart person or a head person or a hands 

person. Are there any ways that people could use this among communities that 

they’re communicating with, but maybe don’t see in person all the time?

Barbara: Right, that would be my big advice is just that to make sure that you 

are incorporating messages that will speak to the variety of constituents that 

you want to connect with and you know again, just like all of us have a head 

and a heart and you know most of us have one or two hands, there’s gonna be 

people with all those different styles in your community and so you know your 

greatest probability of success is gonna be to cast a wide net and really the other 

thing I would say in addition to that is really as the saying also goes, the longest 

distance is the 12 inches from your head to your heart and to really make your 

communications, get beyond the cognitive, the rational, the logical and of course 
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and I know this is no new news in the nonprofit industry that is so mission based, 

but really get to the emotional aspect of what you’re doing. You know, kind of the 

why from the people perspective.

Beth: That’s true because the thing we talk about a lot in this community is to get 

to that emotional and the funny thing is we talk about it a ton in the nonprofit 

community, but the same is true in a business sale. Like you’ve got to connect 

with why somebody needs that or why they want it in order to get them to get 

engaged. 

Barbara: The one thing I do just want to add to that and I’ll interrupt you rudely, 

Beth, is you know that call to action is just so important because I think again 

that so often what we see in the corporate world is you know and a lot of what 

we see at times in as you say fundraising and engagement is people can get 

inspired by what your organization is doing and the mission and the community 

that it’s serving. They can be very inspired by that and really connected 

emotionally, but they just don’t know what to do to help. So any way that you 

can make that call to action crisp and clear and maybe multiple ways to serve 

is gonna really serve you because that again is what we tend to drop out the 

most and my database as I mentioned, the folks at the helm of an organization, 

the higher head and the least prevalent change leader at any size organization 

is the hands, is the execution, is the getting it done. So that is something just to 

really double check because that is a blind spot for many of us that we tend to 

downplay and neglect undervalue and I do think that’s a critical reason for the 

high failure rate of change.

Beth: Right. So when you can get to this point where people are resonating with 

your messages, they feel they are being spoken to and they are participating, 

what changes do you start to see? You were talking about how it leads to 

ownership. How do you see that show up?

Barbara: I think one of the big ways is that we know also from a lot of research 
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that there’s an appalling lack of engagement in our organizations today, that you 

know a very high percentage of our work force actively feels disengaged at work 

at any particular point in time and so the changes that I start to see are changes 

in an engagement, that people feel and recognize that their voices are heard, that 

they’re making a difference, that they can contribute and that just as we know 

spills over to so many benefits. Not only are we more able to effectively partner 

together to implement change so we have better quality solutions, we have 

smoother implementation, we have less of what looks like resistance. We’re able 

to achieve the results. We get also in a more improvement mind set so just by 

building these muscles, people become less fearful of change and more able to 

adapt and be resilient because again they’re not having it forced on them. They’re 

able to you know again have a say in their destiny and more control and we know 

the bottom line benefits engagement. Everything from productivity to retention 

to higher quality customer service. So those are some bottom line benefits that I 

see.

Beth: Right, and we see all the time that when you speak to people in their 

language, in a way that they really feel connected to, they feel like you really just 

get them and when people feel understood, it just makes them more engaged. It 

makes them want to participate more. It makes them feel like they’re part of what 

you’re doing as opposed to you’re here to support it. It brings them in like that 

one level deeper, that one level closer to the center of what’s happening, which 

I think people want to feel like they’re part of something, not just that they’re 

giving you money so you can do something.

Barbara: Absolutely. They want to see as we say that line of sight, the line of sight 

between what I’m doing and does it make a difference. People want to see that 

and the more crystal clear you can make that for them the better. They will feel 

like they’re part of something bigger than themselves and they all know that. 

All of us is smarter than one of us and we can do more together than we can 

individually and also I always love that expression that people will forget what 

you say, but they won’t forget how you made them feel.
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Beth: Right. That is wonderful. To us, participation is the idea of engagement in 

action. What can you leave somebody with who has been listening today about 

a way that they could take some of what you’ve been talking about and use it to 

take the next action for themselves to implement some of this?

Barbara: That’s great. Well, I always like to say start with yourself. That’s the only 

thing we can control so look at yourself and assess your own change intelligence. 

Again change intelligence is the awareness of your own change leader style and 

the ability to adapt it to be more effective. So what do you believe your key 

strengths are? Again, we’re all a combination, but do you believe you lead more 

from the heart, the head or the hands? Look at yourself and what do you focus 

on: purpose, people or process more and also look at the people that you’re 

leading through change, especially if you’re frustrated and seeing resistance. 

If you see that people are indifferent or unmotivated or even afraid, then you 

might need to add more heart. You might need to engage them more, have one 

on ones, communicate, try to unearth their concerns, build teams, build trust. If 

you see people are working really hard, but their efforts are off target, you might 

need to leverage more head. You may need to paint that picture. Talk about the 

vision, the what and the why of the change and if the people are just stuck or 

paralyzed, a deer in the headlights, then maybe you need to add more hand. 

Again, maybe they need more training tools, more resources, more time or maybe 

there’s some barriers in the organization that you need to remove so people can 

partner together towards a change. So that would be the bottom line that I would 

suggest first is really looking at yourself, becoming more aware of your style and 

you can do that by looking internally and also by observing your people and then 

see what might be beneficial for you to build some and also to adapt to be even 

more effective.

Beth: I have to ask you this one last question because I’m sure anyone that’s 

listened to what you said is probably wondering this. Is there a model for like a 

good leader? I guess what I’m asking is there any qualities that you see to really 

be in an effective leader, you need to make sure that you emphasize this or focus? 
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Like I said, better to be one or the other or if you’re not good at part of it, are 

there things that as a leader you think that people need to really be cultivating in 

themselves or is every strength model bring its own possibilities?

Barbara: Yeah, I would say every strength model brings its own possibilities. 

I think people can be effective in any role with any style. The most effective 

leaders are aware though. So they’re aware of what their unique strengths are 

and they actively deploy them and leverage them and they’re actively on guard 

for when they might be overdoing their strengths. Then they actively take time 

building muscle in areas that they’re weak or they don’t enjoy and/or they partner 

with others in areas that they’re weak or they don’t enjoy. So again, I think a key 

leadership skill is just really that self-awareness, know yourself and you know, 

don’t disregard some key functions because it’s not as sexy and upfront and 

engaging to you because that will lead to failure. Add it to the same time that 

you don’t have to do everything yourself. Forging those effective partnerships so  

we can make sure that we have the purpose, the process and the people nailed 

when we are leading change together is critical. So I would say that again they’re 

all critical aspects of leading in general or leading in change in particular and it is 

about that awareness and making sure that either yourself or your team is able to 

you know kind of check all those boxes let’s say and have all those things on the 

radar screen.

Beth: I just wanted to make sure that we covered that because I know when I 

listen to something like this, what I would often think is, “Oh my gosh, I’m not 

good at that so I’ll never be good at that,” or “I’ll never be a good leader because 

I’m not a whatever.” I don’t have this quality. I’m not the strongest in this. Well it’s 

those head people that are the leaders. That’s not me. I just wanted you to talk a 

little bit about that, that it’s not about whether you’re a hands person or a heart 

person or a head person. It’s that awareness and willingness to, I’m not being very 

you know focused on this today. Let me check this and to question yourself and 

be willing to adjust to change. I know I work on this a lot. It’s hard as a leader and 

one of the things I often find is hard is when is the fact that I’m just being myself 
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and that’s natural good and when do you push and question yourself without 

going too far in one direction or another because as a leader, if you’re constantly 

questioning yourself, it can sometimes be hard to lead and to move forward, but 

if you never question your style, it can be hard to bring people with you. Finding 

that, I don’t believe in the word balance when it comes to business, because I 

don’t think balance exists. I think it’s a constant moving adjustment all the time. 

So I think it was really good for you to talk about it that way. 

Barbara: Just another thing to say about that is sometimes when I talk about 

the fact that you know my research shows that the folks at the top of the 

organization tend to be higher head, that’s not all good. I always say that and 

sometimes

Beth: It is.

Barbara: Right, exactly. It’s not good, bad, right, wrong. It just is and sometimes 

people hear that and oh I’m a high head person. I can’t be an executive director 

or I’m a high hands person; I won’t be good on a board because I’m not that 

visionary thinker. That’s exactly the wrong interpretation because what do we 

really need? I do think we need, you know, if not that exact balance, I think we 

need the awareness of the need to focus on all those different aspects because 

what do we always long for in our organizations? We long for more heart. We 

long for leaders who really take the time to engage and understand and partner 

with people. So we do need heart-oriented leaders at the top of organizations 

and also the hands to your point of execution is the most frequent thing that gets 

dropped out and that’s because I think that we have such a preponderance of 

strategy is sexy at the top.

Beth: So true!

Barbara: That’s why Bossidy and Charan, Bossidy was the ex-CEO of Honeywell 

and Charan is Ram Charan, and he’s a Harvard leadership guru; they wrote a 
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book several years ago called Execution and that was exactly their point. What 

do executives do? Again, strategy is sexy. We know we need engagement so they 

got their people and the purpose nailed, but organizations often drop out and 

under value execution.

Beth: Absolutely.

Barbara: So again, I think at any level of an organization, we need to focus on 

all three and I resonate with what you’re saying. That’s the constant challenge. I 

agree with the kind of Buckingham kind of philosophy, the gallop organization, 

the strength finders first break all the rules. Focus on your strengths, leverage 

your strengths. I think that’s absolutely important and you know I do also 

believe that we as leaders, it’s incumbent upon us to role model that continuous 

improvement for ourselves and again it’s not changing ourselves. I know that 

when I need to focus on, I’m very high heart and head together, I need to focus 

on the hands and the detail planning. It’s like driving a car with the brakes on, 

but I know that at times I need to do that for my clients to be successful and I 

know it’s important for me to do that and I know it’s even more important for 

me to encourage that kind of focus in my clients and my co-consultants because 

again they tend to enjoy that more than I do and therefore are better at it. So I 

think that’s the balance. I think it’s a balance of knowing yourself, knowing where 

you need to at times pay attention to things that is not your preference and also 

maybe build some muscle, develop some skills where it’s not what lights you 

up all the time, but in fact we do need to pay attention to all of these different 

critical aspects of leadership roles.

Beth: If people had more questions for you and wanted to follow up, what’s the 

best way for them to reach out to you?

Barbara: Sure, absolutely. People can go to my website, which is just 

ChangeCatalysts.com. People can always email me. You can link in with me. 

I tweet a lot, but definitely the best is to just go to my website and you can 
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download two free chapters of my book, “Change Intelligence,” and also again 

you can just email me at BTrautlein@ChangeCatalysts.com at any time.

Beth: I will have all of the links to connect with Barbara on the show notes page. 

Barbara, thank you so much for joining me today and sharing everything that you 

know with both me and our nonprofit community. I truly appreciate it. 

Barbara: Thanks so much for having me,  Beth. Bye now. 
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