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PART 1. The New Science of Leading Change 1

1 leadershiplsinfivence 3
Leadership calsfo changing people’s behavior. Inflencers
are those leaders who understand how 1 create rapi,
profound, and sustainabl behavio change.

2 TheThreeKeystolnfluence 13
Infvencers do thiee things beter than others They are
clearer about the resuts they want 0 achieve and how they
will measure them. They focus on a small number of vial
behaviorsthat will elp them achieve those results. They
overdoterming change by amassing ix sources of nfluence
that both marivate and enable th vitalbehaviors.

3 FindVitalBehaviors 35
Not al moments ae created equal. nfuencers focus on

helping people change a small umber ofhigh-everage:
befaviors during cruial moments.
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4_Help Them Love What They Hate

PersonalMotivation 0 00000m

Influencers help people change how they feel about vital
behaviors by connecting them with human consequences
both through diect experience and through potent stores.

5_Help Them Do What They Can't
Personal Ability

13

New behavior requires new skills. Overinvest in helping
people leam how to master skills and emotions.

6_Provide Encouragement

locial Motivation

Harmess the power of social influence by engaging leaders
and opinion leaders in encouraging vita behaviors

[ ——
Social Ability

185

People need more than just encouragement;they often
need help in order 10 change how they actduring crucial
mamens

8_Change Their Economy

Stuctural Motivation 17

Modestly and intelligently reward early successes.
Punish only when necessary. Be sure to use incentives
hird, not firs.

9_Change Their Space
Structural Ability

201

Change people’s physical suroundings to make good
behavior easier and bad behavior harder.
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The Three Keys to Influence

Iwanted the influence. In the end | wasn' very good at
being a[university president ! looked aut o the window
and thought that the man cutting the lawn actually
seemed to have more control ver what he was doing.

—Warten Bennis

o far weve claimed that influencers don't randomly
S succeed at ereating impressive and lsting changes in
human behavior. The good news s that f they did
on chance, we wouldn't hase a clue how to replicate their

efforts. But they don't ely on chance. Insiead, they count on
three keys to suceess—keys that all influencers adhere to and
that you can use [0 your own beneit

1. Focus and measure. Influcncers are crystal clear about
the result they are trying to achieve and are zealous about
measuring it

2. Find vital behavirs. Influcncers focus on high-leverage
behaviors that drive results. More specificaly, they focus
o the two or three vita actions that produce the gretest

mount of change

"
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3. Engage all six sources of inluence. Finally, influcncers
break from the pack by overdetermining change. Where
most of us apply a favorie influence tool or two to our
important challenges,influencers identify ll of the varied
forces that are shaping the behavior they want to change
and then get them working for rather than against them,
And now for the really good news. According to our
rescarch, by getting six different sources of influence to
work in their favor, influencers inrease their odds of -
cess tenfold.

KEY 1. FOCUS AND MEASURE

“To shine light on this first influence key, we'llfly to Atlanta,
Georgia, where we'll meet with Dr. Donald Hopkins, a ph
cian, the vice president of healthcare programs at the Carter
uencer. Hopkins originally attracted our
attention because he has taken on one of the most amazing
influence challenges in history. His goal i to banish a horren-

Center—and a eal

dous disase from the planet without finding a cure.

And just what i this daunting disease Dr. Hopkins i attack-
ing? To answer this question, take a look at  rather disgusting
sample Hopkins keeps on his desk. IF the enemy could stand,
she would be three feettall. But alas, she has no skeltal system.
She'sa worm. More specificaly, she's a Guinea worm. Hopkins
Keeps his sworn enemy in aja of formaldehyde as a eminder of
the challenge he and his team have decided to confront. Helping
individuals who have contracted Gu
allenge because once someone has it it will nevitably
painful and gl course through the host’ body. Medical
science offers no hope of elef. None. There are no medicines,

ea worm discase s an enor-

mous.
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surgerics, or magical techniques. Once you have the worm, it
will cause havoc exery single fime. So Hopkins, in order tosolve
the scemingly intractable problem, became a social scientist
When Dr. Hopins came on the scene, over 3 million
people in 23,000 remote villages in 20 countries were co

tracting Guinea worm disease every year. The disease begins
when villagers geta ttle more i their drink of water than they
bargained for. Hiding within the fetid ponds that
a water source lie the Guinea worm larvae. Drink the water,
ingestthe lanac.

And then, it gets really ugly. The larvac soon hatch into
worms that eventually bureow ot of the body by whatever route
they choose—through the muscle and skin on an arm, leg—
well, you can imagine the other aptions. This journey
such enormous pain and suffering that the host eventually
rushes to the nearest water source and plunges the emerging
worm into the water to find a moment of relief. At this poin,
the dreaded worm ciects thousands of eges into the pond—
‘guarantceing next year's crop of Guinea worms—when the
awful process begins again as it has for thousands of years

Hopkins fook an interest in the Guinea worm because he
concluded that it could ltrally be eradicated from the planet. All
e had to do he told us matter-offactly was change the behavior
of 120 million people spread over 10 million square miles

“Think about it How would you approach this kind of prob-
Tem? With  team of two dozen people and a few million dollars
in the budget, how could you even think about getting millons
of strangers to change?

The difference between Dr. Hopkins and the res of us is
that he (lke all the influencers we studicd) knows how to think
about these kinds of problems and how to develop predictably
repeatable and effective strategies o solve them.
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The first thing influencers do is focus and measure. They
clearly articulae the goal they are trying to achieve. They know
that furzy objectives are anathema to influence. Equally impor-
fant,they know that lear, consistent, and meaningful measures
ensure that they Il actually track their efforts and genuincly hold
themselves accountable. This act alone sets them apart from
the crowd. In fat, of the hundreds of influence attemps we've
y ofthem fail at the outset
by neglecting this first key: Unsuccessful agents of cha
one of thrce carly mistakes that undermine their influence:

studied over the years, the vast majo

make

1. Fuzzy, uncompelling goals: “They begin with only a vague
sense o what they l achicve (“Emparver ou employecs.”
“Help inner city ids;”or “Build the tean’)

2. Infrequent or no measures: Fven when they hive a some-
what clear result in mind (*Develop a culture of candid
communication”), unsuccessful individuals rarely develop
eredible measures against which to match their intentions.

3. Badmeasures: And finall, cven when they do take mea-
sures, folks who fail often drive the wrong behavior by
‘measuring the wrong variable

Fuzzy, Uncompelling Goals

Yourd think that if peaple only got one thing right when try-
ing to create a change, it would be the way they define their
objective. Their objective,afte all, s the voice that calls out for
change in the first place. “We have really poor customer ser-
viee” “Our inner citykids need help? “Our quality is
and we want to be the best”

“The goals associated with each of these eries for change
seem obvious. Leaders need to i
inner city kids, and push quality to new heights. Such goal sate-

rove customer service, help
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Find Vital Behaviors

Itis not enough to do your best you must know
what to do, and THEN do your best.

—W. Edwards Deming

s you do your best to increase your influence, if you'e:
Almx following the path of effective influencers, youve
already used the fist key: you ereated clear, compel-
ling, and measurable goals. You know exactly what you want,
by when, and how to measure i, So you'e off o a good strt
Nest you have to figure out what behaviors people nced to
change in order to achieve these result. Influencers are niver-
ally frm on this point. They dor' create methods for changing
behavior uniil they’ve carcly
they want to change
“This can sound fike an enormous task. On any given day,
aviors does one enact? Thousands? Fortunately,
when it comes to creating change, you don't have to identify
thousands of behaviors. Not even a hundred or a dozen. Typi-
cally ane or two vital behaviors, well exceuted, will yield a big
difference. This s true because with almost any result youire
trying to achieve, there are moments of disproportionate influ-
ence. These are times when someone’s choices cither lead

entified the exact behaviors

E
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toward great results or set up a cascade of negative behaviors
that ereate and perpetuate problerms.

And now for the really good news. These crucial moments
are often easily spotted. For example, when Danny Meyer's
restaurant guest has a problem, it's obvious that the actions of
staff members in that moment will disproportionately affect
that guest’s overall experience at Gramercy Tavern. A physi-
cian enters a pa nd de
enters. That is a erucial moment: his failure to pra
simple behavior createsthe potential for many serious problems
to follow. A person carrying a Gui
lable urge o thrust his infected arm into the local water source.
What follows makes a big difference in perpetuating
worm discase in the village for another entire year.

Even the most pervasive problems will yield to changes if
you spot these crucial moments and then identify the spe
high-leverage actions that will lead to the results you want.
“These actions make up what we call the vital behaviors in any
change project. Find these vital few behaviors, and youve found
the second key to influence.

Let's sce how this has been done by genuine influencers

s room wash his hands as he

22 worm feels an uncontrol-

THE KING'S BIRTHDAY PRESENT

Meet Dr. Wivat Rojanapithayakorn (or, as he mercifully per-
mitted us to call him, Dr. Wivat). He leamed the value of
focusing on a few high-leverage behaviors the hard way.

When King Rama IX of Thailand tumed 60, he gave the
country a gift. Unfortunately, the kings wellintended present
actually unleashed a horrendous plague on his people. Prior
1o the kings birthday, AIDS in Thailand had been found only
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The 8020
as different as improving student est scores, maintaining oilrig
sy,

we find the same hopeful,

e has proven itself across problems in areas

 preventing medical erors. Across all these domains,
ind yet counterintuitive principle. A
handful of highleverage behaviors drives most of the improve-
ment in any successful change effort. Discover these vital
behaviors and change them, and problems—no mater their
size—topple like @ house of cards.

ACT LIKE AN INFLUENCER

Judy B, 3 nurse manager,tpled her departments
patint experience scores by focusing on ust two
behaviors: (1) Nurses lead meaningful discussions with
each patient every morning, and then they wite the
patient’s Goalfr the Day and Planfor the Day on a
whiteboard; (2) All of the caregvers, incuding the phy-
sicins, ead the whiteboard, respond o what's witten
there, and then update the whiteboard beforeleaving

FIND THE VITAL BEHAVIORS

Knowing that you need to find hightlevcrage behaviors and
focus your efforts on them raises these questions: How do you
find them? What if they aren't obvious? If you'e not carcful,
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you could easily focus all of your atention on the wrong behay-
ior and achieve no results. For instance, a graduate student
working with renowned psychologist Albert Bandura once went
o the cffort to teach alcoholics how to rela. Why? Because
he thought it would be an important behavior
road to sobriety. Afier all, alcoholics experience alotofstress in
theirlives, o the grad student concluded that teaching them
reaation sills might help them reduce their drinking,

It turned out tht the alcobolics were excellent learners. In
fct, they seemed exceptionally adept at developing relasation
techniques, But it did'treduce their drinking one ota. At the
end of the study, the grad student was left with a bunch of very
relaxed drunks. Getting people fo el was not avital behavior
for reducing drinking,

Successful influencers escape such debacles. They avoid
spending time and cffort on the wrong behaviors by drawing
from the following four vital behavior search strategies:

dcoholic's

« Notice the obvious. Recognizc behaviors that are obvious
(orat least obvious to experts) but underused.

 Look for crucial moments. Find fimes when behavior pus
suceess atrik,

= Learnfrom positive deviants. Distinguish behaviors that
sctapart positive deviants—thase who live in the same
world but somehow produce much better results

= Spot culture busters. Find hehaviors thit reverse stubborn
cultural norms and taboos.

Search Strategy 1. Notice the Obvious
Back in the 19705, on of the authors had a summer job with
the Stanford Heart Discase Prevention Clinic. For this par-
ticular science project, researchers were trying to determine
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these unwritien rules, they found vital behaviors to change
them—and aimed all sis sources of nfluence at mrturing these
new vital behaviors. But none of this would have been possible
ifthey hadn't first taken the time to surface hidden but power-
ful cultural norms by collecting stories.

TEST YOUR RESULTS

The four methods we've discussed for finding vital behaviors
provide a good starting point, but they aren't foolproof. They
often call for subjective judgments. All four help surface vital
behaviors that are plausible, but they may still need to be rig-
orously proven. Fortunately, this scarch methodology provides
enough information totake your project o the next level, When
stakes are high enough and resources are available, you can
start a genuine research project of your own. That is, you can

track both the vital behaviors and the results you care about to
see f an increase in behavior leads to an increase in the result
Then, as approprite, you can make changes and continue to
‘conduct similar mini experiments until youe located the vital
behaviors that yield the results you want. While it’s true that
you might not have the resources to complete such a study, i's
nice to know that it can and has been done, even within tradi-
tional corporations.

Meet Ethna Reid

“To see how the scarch for vital behaviors s key to a rigorous
influence project, consider the efforts of learning expert Dr.
Fthna Reid. She has spent over 50 years doggedly observing
teachers in order o identify the vital behaviors that separate the
est from the rest. She has codified, gathered, and studied data
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on virtually every type of teaching behavior, compared these
behaviors to the desired resuls, and discovered a handful of
highJeverage a

‘One of the vital behaviors Dr. Reid has unearthed concerns
the use of praise versus the use of punishment. (For some, this
appears to be a no-brainer.) The best teachers reward positive
performance far more frequently than their counterparts. A
second vital behavior is that teachers rapidly alternate between
teaching and testing. Then, when required, they make imme-
diate cortections. Poor performers drone on for a long time
and then let students strugsle, often allowing them to repeat
ermors. By watching positve deviants (those teaching similarly
challenged students who get substantially beter learning) and
discovering the actions they took that scparated them from the
pack, Dr. Reid has been routinely successful in uncovering the
vital behaviors leading to improvements in cverything from
reading comprehension to vocabulary acquisition.

OF course, the real test of a vital behavior comes when
scholars take newly discovered vital beh
to experimental groups. If they have indeed found the right
behaviors, experimental subjeets show far greater improvement
in the desired outcome than do control subjects who fail to
implement the vital behaviors

“This is where Ethna Reid reigns supreme. Studies she has
conducted in Maine, Massachuselts, Michigan, ‘Tennessee,
Texas, North Carolina, South Carolina, Nebraska, Washing:
ton, Virginia, Hawaii, Alabama, and California have shown
that, independent of the topic, pupils, school size, budget, or
demography, changes in the vital behaviors Reid has discov-
ered improve performance outcomes that influence the entire

jons that make all the difference.

jors and teach them

lfetime of a student,




