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INFLUENCER

THE SUMMARY IN BRIEF

If you're like mostpeople,you face seved influen@ chdlenges thathave
you stumpel. For instane, at work your best efforts to make qudity partof the
everyday culture haveyieldedno improvements. Or maybe at the personallevel
you're fighting a problan tha has goneon for years

Whethe you're a CEQ, a parent or merely a pesonwho wants to makea
difference you probaly wish you had more influencewith the people in your
life. Mostof usstoptrying to make changehgppenbecausewe bdieveit is too
difficult, if notimpossible. Instea we devdop complicated coping strateges
whenwe shouldbe learningthe tools and techniquesof the world’s mostinflu-
entia peope. Almog al the profound,pervasive and persistentprodemswe
face in our lives, our companie and our world can be solved.

Ove thepag half century, a handful of behaviord sdence theorstsand
prectitionershawe discoveredthe power to changejug aboutarything. From
high-powered influencers from all walks of life, we can learn evay stepof the
influence proess — including robuststrategiesfor making changeinevitable.
Throughyeas of cardul reeach and studied practice, the authorshavedevel
opal powerful influenceprinciples and strategies that can be replicated andthat
otherscan learn.

Not everyonewill bemmeinfluencers with a capital “I,” but everyonecan
learnandapply the methodsand strategiesthe world’s bestinfluencersuse
every day.

IN THIS SUMMARY, YOU WILL LEARN:

» How to identify a handfulof high-leveagebehavorstha lead to rapidand
profoundchange

» How to apply straegies for changing both thoughtsand actions.

* How to marshdl six sourcesof influence — sud as finding strengthin
numberschangingthe environmentand harnessng peer pressure— to
makechangeineviteble.

» What stepsyou needto take in orderto become an opinion leader.
» How to reward vital behaviorsand not justgoodresaults.

» Why studying postive deviane can hdp you idenify vital behaiors and
howto doit.

Publishedby SoundviewExecutiveBook SummariesP.O.Box 1053,Concordville,PA 19331USA
© 2008 SoundviewExecutiveBook Summaies« All rightsresered. Reproductinin wholeor pat is prohibited.



THE COMPLETE SUMMARY: INFLUENCER

by Kerry Patterson, Joseph Grenny, David Maxfield, Ron McMillan and Al Switzler

You'r e an Influencer

There area handful of brilliantsodal scientigs routinely
studied by influence mastersput the onecited asthe
scholar of sclolarsis thelegenday fatherof sociallearning
theay, Dr. AlbertBanduraDr. Bandurageneateda
remarkable body of knowledgethatledto rapid changesn
behaviors that other theoristshaddawdled overfor years.

He demastrated for example,how powerfully our
behavior is shaped by observingothers.This cameat a
time whenmast psychologistdelievedtha behaviorwas
soldy influencedby the directrewardsandpunishments
people expeienced.He alsotaughtuswhere notto waste
our time.Far ingarce, if youwant othesto change,you
don’'t haveto put a personon a couchfor 10 yearsto learn
abou his or her critical childhoodmoments.

Study With the Best Scholars

There is agrowing body of knowledgeaswell asan
impresive supplyof real-lfe suces stories that teach
exadly how to changealmostary humanbehavior. The
influenaersnotedbelow demastrde that,if you know
wha you're doing,you canindeedchangeremarkably
regstantbehaviors.

Dr. Mimi Silbert in SanFrangsco, Calif. is thefounder
of the Delarcey StreetFoundationlt consistsof several
dozen busiresses all headedy Silbert, andis pat corpo
rate condomente,partresidetial therapy. What'sunique
abou theinstitutionis the employe populaion, which
consets of thieves, prostitutesyobbes and murdeers Dr.
Silbert’s typical new hireshavehadfour felony convic
tions, they ve beenhomelesgor yeas, and mod arelife-
time drug addicts. Within hoursof joining Delancey,they
are working in either a restaurantmoving compary, car
repar shopor one of the manyDelan®y companies.
Othe than Silbert herself,thesefelonsand addictsmale
up the enire population at Delancey. No theraists. No
professonal staff. Her remarkablanfluence strategy has
profoundly chargedthelives of 14,000employeesover
the past30 yeass. Of thosewho join Delancey,over 90
percentnever go backto drugsor crime.

Since 1985, Dr. Hopkins andhisteamat The Carter
Canter in Atlarta, Ga.havefocused on the eradicdion of

the Guineaworm diseae The Guineawormis oneof the
largesthuman parasites, and it has causeal incaculabe pan
and sufering in millionsof people Hopkinsknewtha if
120 million peoplein 23,000vill ages would change justa
fewvital behaviors for just oneyear, there would neve be
anothe cas of the infedion. But imaginethe audaity of
intending to influence such a scattered popuktion in so
many countries. And yet, thisis exactly whatHopkins’
teamhasdone. They are overcoming enormousdisalvan-
tagesand will have beden the disease with nothing more
thanthe ability to influence humanthoughtandadion.

What This Means to You

There'sgood news in all of this. Sinceour ineffecive-
nessatinfluencing othersstemsfrom a smple inabiity
ratherthana character flaw or lack of mativation, the
sdution liesin cortinuedlearning. We canbe@me pover-
ful influences. It also meanghatthe changes we needto
makewon't betoo intrusve. Instead we neal to expard
our sef-imageby seeimy ourselvesasinfluences; it's the
onejob thatcuts acrass every domainof our life.

All thisisimportent to know beauseif you wantto
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Summary: INFLUENCER

changehow peoplebehaveyou haveto first change
how theythink. Thereis no onestrategyfor resolving
profound,persistenandresigantproblemslt takes an
entireset of influencemethods =

Find Vit al Behaviors

Beforeyou caninfluencechange you haveto dedde
whatyou're trying to changelnfluencegeniusegocus
on behaviors. They're universally firm on this point
Enormousnfluencecomesfrom focusing on just a few
vital behaiors. Take careto ensuretha you do not con-
fuse outammes with behavors. In mod failed influenae
straegies, you're likely to find at leag oneexample of
meangendsconfusn, in which the focusis on achiew
ing aspeific endresultinsteadof afocusonwha adu-
ally nealsto be done.Withouta behavioralfocus,often
peoplewill notchooseo enactthe right behaviors.

Study the Beg

How do legitimate researcheradually dismverthe
handful of behaviorghattypicaly leadto suc@s® The
scienceof identifying which actionsleadto key out-
comes— no mater the domain — has already been
carefully devebped by thosewho study “bestpractices”
Researches comparedhebeg to therestand thendis-
coveredthe uniqueandpowerful behaviorsthatled to
sucess. They watchedtop performes at work, com-
pared themwith otherswho were decent but not quite
asgoodand identified the set of behaviorghatse
apartthe bestfrom therest

Therealtestof best-practie research comes when
scholas takenewly discoveredvital behaviorsandteach
themto experimenal groups.If they haveindeedfound
theright behaviorsexpermentl subjeds show far
greaterimprovementin both thevital behavors andthe
desired outcomethan do control subjeds. Fromthis
best-practice researclwe learntwo important conepts:

* First, thereis a procesdor discoveringwhatsuc
cessful peopleactwally do. We know whatto look for
whenexamining others’claims thattheyve foundvital
behaviors If theindividualswho areoffering up best
precticeshawen’t scientfically conparedthe bestto the
rest, foundthe differentiating behaviorstaughtthese
behaviorsto new subgctsandthen demonstreed
changesn the outcomeghey careabout,they’re not the
people we wantto learnfrom.

* Seoond,in many of theareaswhereyou'd like to
exet influence thevital-behaviorgesach has already
beendone If you searchcardully, you'll find thatgood
scholas hawe found the vital behaviorsthat solvemost
challengesaffectinga largenumberof people.
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Study Pogtive Deviance

“Postive devianc€' can be extrandy hdpful in dis-
covering the handful of vital behaviorstha will help
solve the problem you're attacking. Look for people,
times or places where you or othe's don’t experence
the same problems andtry to deermine the unique
behaviorstha make the difference

» First, dive into the center of the acdual community,
family or organizaton you want to change.

» Seond,dismver and studysetingswherethe tar-
geted problen shoul exist but doesn't.

e Third, identify the uniquebehaviorsof the group
thatsucceeds

In the caseof the Guineaworm disease, researchers
focusedon the third methodobgy of identifying unique
behaviorsand flew into sub-Saaran Africa. Oncethere,
reeaches dedded to studyvillages tha shouldhave
thedisease but didn't. Theywere particularly interested
in villages tha were immediate neighborsto locatons
thatwererife with the Guinea worm disease

It didn't take long to discover the vital behaviors.
Resachers knewtha behaviorsrelated to thefetching
and handling of water would be crucial, so they zeroed
in on thosesucaessfulbehaviors which could thenlater
betaughtto the worm-struck villages.

TestYour Resuts

Finally, if you've conductedyour own researcharnd
found what you think arehigh-leveragevital behaviors,
testyour ideas Implementthe propcsed actiors ard seeif
they yield the reaults you want. Don't merely measire the
presrceor abene of thevital betaviors; also checkto
seewhetherthe results you wantarehappening. To make
it easy to bath sufaceandtestvital behaviors, conduct
short-cycle-ime experimerts. Don't hypothesizeforever
or put massive studiesinto place.Instead develop the
habit of corducting rapid, low-risk mini experiments. m

For additional information on how researchers used positive deviance to
study the Guinea worm, go to: http://my.summary.com

Changethe Way You Change
Minds

Once you've identified the behaviors you wantto
change you're ready to convinceothasto changetheir
minds.But as you might suspet, convincng othersto
see theworld differently isn't easy.

Peopé will attempt to changetherr behavor if they
bdiewe it will beworth it, and they bdievetheycando
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whatis required.Instill these two views, andindividuals
will at leasttry to enacta new behavioror perhapsstop
anold one.To changeoneor both of these views, most
peoplerely onverbal persuasionTalk is easy, andit
works a greatdealof the time. However,with persistent
andresstantproblemstalk has very likely failedin the
past, andit’'s time to help individuds expeiencefor
themelves the benefis of the propogd behavior.

Dr. Banduraandhis teamfoundtha if youwant pec
ple to changetheir persstentand regstantview of the
world, comeup with innovativewaysto credae persona
experiences.Second whenyou can’t take everyoneon a
field trip, crede vicariousexperieices.

The good newsis thatvicariousmodding is oneof the
most accestble influencetoolsthatcanbe employed For
mast of us, thatmeanswe’ll malke useof awell-told story.

Create Profound Vicari ous Expetiences

Stories provideevery personno matte how limited
his or herresourceswith aninfluence tool tha is both
immedidely acessble andenormouly powerful.
Poignantarrativeshelplistenas trangort thensdves
awayfrom the contentof whatis beng saidand into the
experieceitself. Becausestaies createvivid images
andprovide concretedetil, they are:

e Moreundersandabé thanterselectures.
* Morefocusedonthesimpleredity of anactual event
* More oftencrediblethansimplestatements of fact.

Findly, aslistenersdive into the narrdive and sus
pend disbelid, stories createan empdhic readion that
feelsjust asrealasenacting the behaviorthemsdves.

Tell theWhole Stay

Don't make the mistale of shortcutting the story —
stripping it of its compelling narrative andleaving out
mudh of the meaning andall of the emotion. And make
sure thatthe narrative you're employing containsa clear
link between the currentbehavors andexisting(or possi-
bly future) negaive resuls. Alsomakesure thatthe story
includespostive replacenentbehaviorsthatyield new
and betterresults. Rememberstories needto ded with
bath “Will it be worth it?” and“Canl doit?” Whenit
comesto changing behavior,nothing elsematters. m

Make Change Inevitable

We now know enough aboutthe forcesthataffect
humanbehavior to placetheminto a coherentandwork-
alle model tha canbe usedto organize our thinking,
selectafull se of influencestréaegies, combinetheminto
apowerful planand eventudly makechangeneviteble.

4 Soundview Executive Book Summaries®

Model of the Six Sources

of Influence
Motivation Ability
Personal  Make the Surpass
Undesirable Your Limits
Desirable
Social Harness Peer Find Strength in
Pressure Numbers
Structural  Design Rewards Change the
and Demand Environment
Accountability

Master the Six Sources of I nfluence

With this modd, influence genuses know exacty
wha forces to bring into play in orde to overdeternne
their chanes of success.

Source 1: Personal M otivation — work on connect
ing vital behaviorsto intrinsic motives

Source 2: PearsonalAbility — coach the specifics of
each behavior throughddiberate practice

Source 3: Sodal Motivation — drawon the enor
mouspower of social influence to both motivateand
enable thetarget behaviors

Source 4: Sodal Ability — peoplein acommunity
will hawe to assig each otherif theyhopeto succeed

Source 5: Structur al Motivation — attach appropri
ate rewad structures to motivate peopleto pick up the
vital behavors

Source 6: Structur al Ability — ensurethatsysems,
processes, reporting structures, visual cues andsoforth
supportthe vital behaviors. m

Make the Undesrable Desirable

If you carit find away to changea person'sintringc
reponse to a behaior — if you carit maketheright
beraviors pleasuable andthewrong behaiors painful —
you'll have to make up for the motivational shortfall by
relying on externalincenivesor possbly evenpunishments.

Canyou actudly changehow humans expaiencea
behavior? s it possible to changethe meaning of a
behavior itself from loahsome to gratifying, from plea
surale to disgusing, or from insuting to inspiring?If
you ask gifted influences, their unequivocal answer
will be of courseyou can And you must. Specfically,
thereare two very poweful and ethical ways of helping
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humans changetheir reacton to a previously neutral or
noxiousbehavior:creatingnew experigices and creating
newmotives.

Create NewExpeiences

Someimespeopleloathethe very thoughtof a new
behavior becauseheylack adequae information to
judgeit correctly. Getpeopleto try it. The“try it, you'll
like it” strategy can befurtheraided by the useof mod
els.Manyinfluencemastershavefoundthatvicarious
experiececanwork in situationswhere they can’t get
peopleto try avital behaviorbasd on faith alone

Whendealingwith acivitiesthatarerardy satisying
or unhedthy adiviti esthatare very saisfying, takethe
focus off the activity itself,andreanned vital behavior
to the person’ssenseof values Don't be afrad to talk
openly aboutthe long-termvalues individuds arecur-
rently either supportng or violating.

Create New Motives

Help individualsseether choicesasmoral questsor as
petsonally defining momerts, and that they mustkeep
this perspetive degite distractionsand emotionad stress
Help themto take their eyesoff the demandsof the
momentand view the largermord issues at handby
reframingreality in moral terms.Spotlight humanconse
guercesand rehumaizetargetsthat peoplereadilyand
easily abu®. Don't let peoge minimize or justify their
behavior by trangorming humansnto statistics. If peo
ple canmake their behaior pat of abroady andmore
important moral mission,they can do aimost anything

Whenfacing highly resisantpeople,don’t try to gain
control over themby wowing themwith logic andargu
ment.Insteal, talk with themaboutwhat theywant.
Througha skillful useof openandnondirective ques
tions, cdled motivaional interviewing, examne whatis
mod importantto the personand whatchangs in thear
life might berequiredin orde for themto live accord-
ing to their values. Whenyou listen andtheytalk, they
discover on their own whatthey mug do. =

SurpassYour Limits

Many of the profoundandpersstentproblemswe
face stemmorefrom alack of skill (whichin turn stems
from alack of deliberatepradice) than from a gendic
curse alack of courageor a character flaw. But we
often underestimatethe needto learn andactudly prac-
tice the desiredskill. For example sdf-discipline, long
viewed as a charactetrait, andelite peformance simi-
larly linked to geneticgifts, stemfrom the ability to
engaein guided practiceof clealy defined skills.

Soundview Executive Book Summaries®

Thereislittle evidence tha peopk who achieveexcep
tional performance ever ge there throughany means
otherthan carefully guided pradice. Lean howto prac
ticetheright actions, and you can master everything
from withstanding the tenmptationsof unhealthy food to
holding anawkward discussionwith your boss.

Perfect Conplex Skills

Not all practice is goodpractice. For example, most
professionals progres until theyreach an “acceptabg”
levd, andthen they plateau. Beyondthis level of medk
ocrity, further improvementsare not corrdatedto years
of work in thefield.

So what credes improvement?Accordingto psydolo-
gist Dr. Anders Ericsson,improvement is related nat justto
practice,but to a particular kind of practice— calledddib-
erate practice Thetechniques of deliberate practceare:

» Demand full attention for bri ef intervals. Theability
to concentate at a heightenal level is usudly thelimiting
factor to deliberate pradice. Most peoplecan maintain a
heightenedlevel of congentration for only anhaour straight.

 Provide immediate feedback againsta clear stan-
dard. Thenumbe of hoursonespendspradicing a skill
is farlessimportant than receiving clear andfrequent
feedbad against a known standad.

» Break mastea'y into mini-goals Concentraie on
speific gods where the proceessis contollable.

* Prepare for setbacks; build in resilience. The
pradice regime should gradudly introdue tasksthat
requre increaseal effort and persistence As learners
overcomemorediffi cult tasksand recover from inter-
mittent defeats, they see thatsebadks aren’'t permanent
roadbbcks, but signak that they neea to keeplearning.

* Build emotional skills. To regan emotional contol
overyour gendicdly wired respongs take thefocusoff
your insinctive objective by carefull y attendingto dis-
traction activities. For exanple, as a strategyto help
obsessve-compukives copewith their tendercies,thera
pists teach them to wait 15 minutes before givingin to a
maddaing mentd demand. =

Harness Peer Pressure

When se&king influencetools tha havean impacton
profoundand persstent problems, no resourceis more
powerful and accessible than the persuasion of the pec
ple who make up our sodal networks Theridiculeand
praise, accepiance and rejection, approvd and disap
proval of our fellow beings cando moreto assst or
destroy our changeefforts than aimostany othersource.
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The Power of One

To harressthe immensepower of social supportsome
times you needto find only onerespectedindividual who
will fly in the faceof historyandmodelthe newvital
behaviors. Whenarespectedndividud attemptsa vital
behavior and succeels, this one act alonecan go furtherin
mativating othersto changethanalmostany othersoure
of influence But take note,theliving examplesof other
humansexert power only to the extentthatthe persorwho
is modeling the vital behaviords truly respeded.

Enlist Social Support

Whenit comes to creatingchangeyou no longerhawe
to worry aboutinfluencingeveryoneat once Your job is
to find the opinion leades who are the key to everyone
else Spend disproportonatetime with them.Listento
their conceerns.Build trus with them. Be open to their
ideas Rely on themto shareyourideas andyou’ll gain
a sourceof influenceunlike any othe.

Onamore personal note,if you're trying to chang
sometlng within your own life, co-opt the power of
thosewho have an influenceon you. If you makea com
mitmert and thenshareit with friends you're far more
likely to follow throughthanif you simply makeyour
commitmernt to yourself. Better ill, tean up with some
onewhois attenpting to makethe same changegou are.

Make UndisaussablesDisaussalte

Somdimeschang effortscdl for changesin widely
shar@ norms.In that case almosteveryonein acom
munity hasto talk openlyabouta proposedhangein
behaviorbeforeit canbe safely embraed by anyone
This calls for public discourseDetradorswil | often
suggesthatit’s inapproprateto hold suchanopen dis-
course and they may evengo sofar as to suggest that

Becane an Opinion Leader

If you aspire to become an effective influencer, you
should also aspire to become an opinion leader within
your own work and family circle. Here’s what it takes
to become and remain an opinion leader. People,
including children, pay attention to individuals who
possess two important qualities:

* First, these people are viewed as knowledgeable
about the issue at hand. They tend to stay connected
to their area of expertise, often through a variety of
sources.

* Second, opinion leaders are viewed as trustwor-
thy. They have other people’s best interest in mind.
This means that they aren’t seen as using their knowl-
edge to manipulate or harm, but rather to help.
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thetopic is undicussable. Ignorethosewho seek
silenceinstead of hedlthy dialogue Make it safeto talk
abouthigh-skkes and contoversial topics.

CreakeaVillage

Same challenges are so profound tha they won't vanish,
evenif everyonetalks openly andnewnormsare formed
For instance same persmal chargesareso significart that
asking peoge to embrace manynew beraviors regures
thatyou shape theminto ertirely new peole; this level of
transformaion cals for the work of anentirevillage

When bresking away from habis that are coninualy
reinforced by a person’sexisting sodgal nework, people
mustbe plucked from their supportstructure andplaced
in a newnework, onewhere virtualy eveyonein their
new socia circle supportsand rewardsthe right behav
iorswhile punishng thewrongones =

For additional information on the power of one,
go to: http://my.summary.com

Find Strength in Numbers

As the Beatles suggested, we're mostlikely to suc
ceed when we have*alittle hep from our friends’
Thesefriendsprovide us with access to their brains,
give usthe strength of their handsand even allow usto
make use of thar many othe persona resources.In
effect they provide uswith sodal capital. In fact, with a
little help from our friends,we can produe a force
greder than the sum of our individud efforts. But we
can do this only when we know how to make useof
sodal capital — the profoundenabing power of an
essential nework of relationships.

So,when exactly shouldyou build sodal captal to
bring about chdlenging changes?

e When othersare pat of the problem

*  When you can’t succeed on your own

*  When facing changig, turbulent, or noveltimes
— calling for novd solutions

Blind Spots

Perhapsthe most obviousconditon that demandssoaal
sypport asameans of influencing vital behaviors comes
with the nead for feedback that canbe offered only by a
pair of outside eyes. When it comes to businessand othe
setings, leadersrarely think of using real-time coeches.
Some of today’s companies providethear leadeas with call-
in advisers who disaiss what happ@edyesterday when the
leackr faced a challengeanddidn’t do al thatwell. But
few provide red-time coaching. This shouldchange =
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DesignRewards and Demand
Accountability

Stworiesof well-intendedrewardshatinadverently back
fire arelegion. The primary causeof mostof thesedeba
clesis tha individualsattemptto influence behaviorsy
using rewards asther first motivational strategy.ln awell-
balanced change effort, rewardscomethird. Influencemas-
tersfirstensure thatvital behavors connecto intrinsic sat-
isfaction. Next, they line up socal support.Theydouble-
check both of theseareasdefae theyfindly choo extrin-
sic rewards to mativate behavior.

Making useof extrinsicrewads can be complicded.
Not everyrewardhasits desirel effect. Someimes
extringc programscancomplketdy backfire and serve as
punishment. For exanple, rewad ceremonies honor a
select few top performersbut leave otherswho are not
recognizedfeelingdiscouraged.

Uselncentives Wisdy

Influencemasterseventualy userewads and punish
ments so the queston is how to use incentives wisdy.

Take careto ensure thatthe rewardscome soon,aregrat
ifying and are clealy tied to vital behaviors When you do
so,evensmallrewards canbe usedto hdp peopleover-
come same of the mostprofoundand persistenproblems.

If you're doingit right, lessis more.Whenit comesto
offering extrinsic rewards, the rewadstypicaly don'’t
needto beverylarge— atleag if you've laid the
groundworkwith the previoussoures of motivation.
Thethoughtbehind anincentve often carriessymbolic
significanceandtapsinto a variety of socid forces tha
carryalot of weight.

Reward Vital Behaviors, Not Just Results

Don't wait until pegle acheve phenomend resuls, but
instead reward small improsement in behaviorAs simple
asthis soundswe're badatit, espedally at work. When
polled, employeesrevealthatther No. 1 complaintis that
theyaren't recognizdfor ther notalle paformances.

Ead yea anewsurveypublishes thefact that
employeeswould apprecatemorepraise, and ead year
we apparentlydo nothing different. There seemdo be a
permanentdivide betveenresardersandscholas who
heartily arguethatperformanceis bestimproved by
rewardingincremenal improvemens, and the rest of the
world wherepeoplewait for a profoundachievement
before working up any enthugaam.

Influenceby rewarding right results andright behav
iors. If anemployeesturrentperformance levelis unac
ceptdle, andyou can't wait for themto comeup to
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standad, then either terminae them or movethemto a
tak thatthey cancomplete. Onthe other hand, if an
individualis excelling in some areas while laggingin
others— but overal is up to snuff— then setperfor
mane gods in thelaggingareas and don'’t be afraid to
reward small improvements. This meanstha you
shoutn't wait for big results but shout reward
improvement in vital behaviorsalongtheway.

Watch for Divigve | ncentives

People are sooftenout of touch with the mesage
they're serding that they inadwertenty reward exactly the
wrong behavior. Just watch coadesas they speakalbout
theimportance of teanwork and then celebrateindivid-
ual accomplishmert. Kids quickly learntha it's the
saorethat counts, not theassist, ard it turns mary of
them into selfish prima donnas. So whenbehaviors are
out of whack, look closely atyour rewards. Who knows?
Your own incentive systemmay be causing the problem.

Punishment Sendsa Messaje, and SoDoeslts
Absence

Sonetimes you don’t hawe the luxury of rewarding
postive performance because the person neveractually
doss therightthing. In fact, he or shedoesonly the
wrongthing— andoften. In these cases if youwantto
make use of extrinsicreinforceas, you're left with the
prospet of punishing this person.

Punishnent can create all sorts of seriousand harnful
emotiond effects, paticularly if it is only loosely
administered. Whenit comesto punishment, you must
bevery careful.

Beforepunishing, place a shotacross the bow — pro-
vide a clear warning to let peopk know exectly what
negaive thingswill hgppen to themshouldthey contin-
uedown their current path, but don't actudly admnister
disdpline yet.

Whenall elsefails, punish.Thelad of punishment for
routine infractions sendsa loud message acrossan orga
nization. If you aren’t willi ng to punish people whenthey
violate a core value (sud as giving their best effort), that
value will loseits moralforce in the organization. On the
other hand punishing sendsa powerful messaye about
your values when you do hold employees accountabie. m

Changethe Environment

Forthefind sourcefor increasingour abiity (“Can |
doit?”), we examine how nonhuma forces — the
world of buildings,space, sound,sight and so forth —
can be broughtto bear in an influence strategy.

Condder the prafound andyet mostly unnoticedeffect of
7
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things on entirecommunities. Realizing the phystality of a
neighborhoodcansend out unspdken messagethatencour
agesoaally ingpproprate behavor, George Kelling started
acommunity movanentthatis lamely creditedfor reducing
feloniesin NewYork City by asmuch as 75 percent.

Commitiedto lesseninghe effect thingswere having
on the community Kelling advieedthe New York
Trarsit Authority to startpayingattiention to environ
mentalcuesthatprovideda fertile environnentfor
criminal behavior.Kelling’s crewbegana systenatic
attadk againstgraffiti, litter and vandalism.Overtime, a
combinationof cleanupandprosecutionfor minor
offensesbeganto makea difference Surroundimgys
improved,communily prideincreased andpetty crimes
declined. Sodid violentcrime.

Environmenthfactorsaffect much of wha we do, and
yet we often fail to makegoad useof thingsasmuchas
we should. Therearetwo reasonsor this:

» We oftenfail to noticetheir profoundimpact. More
often thannot, powerful elenmentsin our environment,
suchaswork proceduresjob layouts reportingstruc
tures, etc., remaininvisible to us.

» Evenwhenwe do think abouttheimpact the enviran-
mentis having on us, we rarely know whatto do aboutit.

Make the Invisible Visible

Onceyou've idenified environnenal elementgha are
subty driving your or others’behavior, take stepsto make
them more obvious. Thatis, you make theinvisible visible.

Provideadual cuesin the environmat to remind peo
ple of the behaviorsyou're trying to influence.

For exanple, Dr. LeonBendertried severalmethodgo
encourage doctors to washtheir handsmorethoraughly.
He finally redized thathe needé to maketheinvisible
visible. At aroutine meeting,he handed each dodor a
Peti dish with alayer of agar,collected a culture of their
hards, ard sert the dishesto the lab for culturingand
photographing. Whenthe phobs cane backfrom thelab,
theimageswere frightfully effecive. Whenit cameto
changing physiciars’ behavor, phobs createdpoignant
vicarious experiencesandvisual cuesthatremindedthem
of the needto properly washtheir hands.

Mind the Data Stream

As in the handwashing example small cues in theenvi
ronmert candraw attentionto critica datapointsand
charge how peoge think andeventually how they behae.
Influerce genusesunderstandhe importane of an accu-
rate datastreamanddo their bed to ensuretha their
strategiesfocus on vital behaviordy servingup visible,
timely and accuateinformation tha supportgheir goals.

8
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Onewarning about data: There SO@W .

is suwch athing as®too much of a READING LIST
good thing” Corporate leaders I you liked Influencer,
oftenundemine the influence of ~ you’ll also like:

the datathey socarefully gather 1. 'f;”'af, GatT I);au I;ere Won't
: : : et You There by

by overdoing it. The incessant Marshall Goldsmith with

flow of reports, printoutsande- Mark Reiter. The corpo-

i i i rate world is full of skilled
mail s transformsinto numbing executives, but few wil
and incoherent background ever reach the top and,
noise Influence masersnever according to Goldsmith,

. . subtle nuances make the
make this mistake. Theyunde- difference.
Slal’d that the On|y I’easonfor 2. T[!e Age of Speed by
gahering or publishing any data Vince Poscente. In a
h inf ital behavi tlme-starved.era, you _need
is to reinforce vital behaviors. 10 begin paying attention
to authors like Poscente

Make It Easy who give you the tools to
T et ahead of the rush once
Rather than constartly finding gnd for all

ways to motivate people to con
tinue with ther boring, panful,
dargerous or othemwiseloahsome
activities,find away to change
things in order to make theright
behaviors easier to enatt.

Making use of thingsto enable behavior works best
when you canalter the physia world in a way that
eliminateshuman choice entirely. You don’t merely
make good behaviordesirable, you make it inevitable.
Thisiswhere structure, processand procedurescome
into play. An example of thisis thefastfood industy
where employees can simply push picture buttonswhen
taking an orde. The process has all been routinized,and
it's aimostimpossble to do thewrongthing. =

3. A Whole New Mind by
Daniel H. Pink. Pink
offers a fresh look at what
it takes for businesspeople
and organizations to move
from the Information Age
to the Conceptual Age.

Becone an Influencer

There is a growing body of knowledgeas well asan
impresive supply of real-li fe suaessstories thatteach
exadly howto changealmostany human behavor.
Schokbrly worksby Dr. Albert Banduraand others
demondrate that, if you know wha you're doing, you
can indea changeremarkably redstantbehaviors.

To become an effective influencer, it isimpor@antto
addressall six soures of influen@ whendesigning an
influencestrategy Stopthinking of influencetools asa
buffet and recognize themas a comprenensive approach
to creating systematic, widespread and lasting change.
Diagnosebothmotivationd and ability sourcesof influ-
ence and then lock in theresults by applying individual
sodal and structurd forcesto the solution. You now
havea powerful six-soure diagnosic tool at your fin-
getips Useit liberaly. =




