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The Powerto ChangeAnything

INFLUENCER
THE SUMMARY IN BRIEF

If you’re like mostpeople,you faceseveral influence challenges thathave
you stumped. For instance,at work your best efforts to make quality partof the
everyday culturehaveyieldedno improvements.Or maybeat thepersonallevel
you’re fighting a problem that has goneon for years.

Whether you’re a CEO, a parent or merely a personwho wants to makea
difference, you probably wish you had moreinfluencewith thepeople in your
life. Mostof usstoptrying to make changehappenbecausewe believeit is too
diff icult, if not impossible. Instead we develop complicated coping strategies
whenwe shouldbelearningthetoolsand techniquesof theworld’s mostinflu-
ential people.Almost all theprofound,pervasive and persistentproblemswe
face in our lives,our companies and our world can besolved.

Over thepast half century,a handful of behavioral science theoristsand
practitionershave discoveredthepower to changejust aboutanything.From
high-powered influencers from all walks of li fe, we can learn every stepof the
influence process — including robuststrategiesfor making changeinevitable.
Throughyears of careful research and studiedpractice, theauthorshavedevel-
oped powerful influenceprinciples and strategies that can bereplicatedandthat
otherscan learn.

Not everyonewill becomeinfluencers with a capital “ I,” but everyonecan
learnandapply themethodsand strategiestheworld’s best influencersuse
every day.

IN THIS SUMMARY,YOU WILL LEARN:

• How to identify a handfulof high-leveragebehaviorsthat lead to rapidand
profoundchange.

• How to apply strategies for changing both thoughtsand actions.

• How to marshall six sourcesof influence — such as finding strength in
numbers, changingtheenvironmentand harnessing peer pressure— to
makechangeinevitable.

• Whatstepsyou needto take in orderto become an opinion leader.

• How to rewardvital behaviorsand not justgoodresults.

• Why studyingpositive deviance can help you identify vital behaviors and
how to do it.
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You’r e an Inf luencer
Thereareahandful of brilli antsocial scientists routinely

studiedby influencemasters,but theonecitedasthe
scholarof scholars is thelegendary fatherof sociallearning
theory, Dr. AlbertBandura.Dr. Banduragenerateda
remarkablebody of knowledgethatledto rapidchangesin
behaviors thatother theoristshaddawdledoverfor years.

Hedemonstrated, for example,how powerfully our
behavior is shapedby observingothers.Thiscameat a
timewhenmostpsychologistsbelievedthat behaviorwas
solely influencedby thedirectrewardsandpunishments
peopleexperienced.Healsotaughtuswherenot to waste
our time.For instance,if youwant others to change,you
don’t haveto put apersononacouchfor 10yearsto learn
about hisor her critical childhoodmoments.

StudyWith theBest Scholars
There is a growing bodyof knowledgeaswell asan

impressive supplyof real-life success stories that teach
exactly how to changealmostany humanbehavior.The
influencersnotedbelow demonstrate that,if you know
what you’re doing,you canindeedchangeremarkably
resistantbehaviors.

Dr. Mi mi Silbert in SanFrancisco, Calif. is thefounder
of theDelanceyStreetFoundation.It consistsof several
dozen businesses,all headedby Silbert, andis part corpo-
rateconglomerate,partresidential therapy. What’sunique
about theinstitution is theemployeepopulation, which
consistsof thieves,prostitutes,robbersandmurderers. Dr.
Silbert’s typicalnewhireshavehadfour felony convic-
tions, they’vebeenhomelessfor years,andmost arelife-
timedrug addicts. Within hoursof joining Delancey,they
areworking in eithera restaurant,moving company, car
repair shopor oneof themanyDelanceycompanies.
Other thanSilbert herself,thesefelonsandaddictsmake
up theentirepopulationatDelancey. No therapists. No
professional staff. Her remarkableinfluencestrategyhas
profoundly changedthelivesof 14,000employeesover
thepast30years.Of thosewho join Delancey,over90
percentnevergo backto drugsor crime.

Since1986, Dr. Hopkinsandhis teamat TheCarter
Center in Atlanta,Ga.havefocusedontheeradication of

theGuineaworm disease. TheGuineawormisoneof the
largesthumanparasites,and it hascaused incalculable pain
and suffering in millionsof people. Hopkinsknewthat if
120million people in 23,000villageswouldchange justa
fewvital behaviors for justoneyear, therewouldnever be
another caseof the infection.But imaginetheaudacity of
intending to influencesuch ascattered population in so
manycountries.And yet, this isexactly whatHopkins’
teamhasdone. They areovercoming enormousdisadvan-
tagesandwil l havebeaten thediseasewith nothing more
thantheability to influencehumanthoughtandaction.

What This Means toYou
There’sgoodnews in all of this. Sinceour ineffective-

nessat influencing othersstemsfrom asimple inability
ratherthanacharacter flaw or lack of motivation, the
solution liesin continuedlearning. Wecanbecomepower-
ful influencers. It also meansthatthechangesweneedto
makewon’t betoo intrusive. Instead, weneed to expand
our self-imageby seeing ourselvesasinfluencers; it’s the
onejob thatcutsacrossevery domainof our li fe.

Al l this is important to know becauseif you want to
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changehow peoplebehave,you haveto first change
how theythink. Thereis no onestrategyfor resolving
profound,persistentandresistantproblems.It takes an
entireset of influencemethods. ■

Find Vit al Behaviors
Beforeyou caninfluencechange, you haveto decide

whatyou’re trying to change.Influencegeniusesfocus
on behaviors.They’re universally firm on this point.
Enormousinfluencecomesfrom focusing on just a few
vital behaviors.Take careto ensurethat you do not con-
fuse outcomes with behaviors.In most failed influence
strategies, you’re likely to find at least oneexampleof
means/endsconfusion, in which thefocusis on achiev-
ing a specific endresultinsteadof a focuson what actu-
ally needsto bedone.Withouta behavioralfocus,often
peoplewill not chooseto enacttheright behaviors.

StudytheBest
How do legitimate researchersactually discover the

handful of behaviorsthat typically leadto success? The
scienceof identifying which actionsleadto key out-
comes— no matter thedomain — has already been
carefully developed by thosewho study “bestpractices.”
Researchers comparedthebest to therestand thendis-
coveredtheuniqueandpowerfulbehaviorsthat led to
success.They watchedtop performers at work, com-
paredthemwith otherswho were decent but not quite
asgoodand identified thesets of behaviorsthatset
apartthebestfrom therest.

Thereal testof best-practice research comes when
scholars takenewly discoveredvital behaviorsandteach
themto experimental groups.If theyhaveindeedfound
theright behaviors,experimental subjects show far
greaterimprovementin both thevital behaviors andthe
desiredoutcomethando controlsubjects.Fromthis
best-practiceresearchwe learntwo important concepts:

• First, thereis a processfor discoveringwhatsuc-
cessful peopleactually do.We know what to look for
whenexamining others’claims that they’ve foundvital
behaviors. If theindividualswho areoffering up best
practiceshaven’t scientifically comparedthebestto the
rest, foundthedifferentiating behaviors, taughtthese
behaviorsto newsubjectsandthen demonstrated
changesin theoutcomestheycareabout,they’renot the
peoplewe want to learnfrom.

• Second,in many of theareaswhereyou’d like to
exert influence,thevital-behaviorsresearch has already
beendone. If you searchcarefully, you’ll find thatgood
scholars have found thevital behaviorsthatsolvemost
challengesaffectinga largenumberof people.

Study PositiveDeviance
“Positive deviance” can beextremely helpful in dis-

covering thehandful of vital behaviorsthat wil l help
solve theproblem you’re attacking. Look for people,
times or places where you or others don’t experience
thesame problems andtry to determinetheunique
behaviorsthat make thedifference.

• First, dive into thecenter of theactual community,
family or organization you want to change.

• Second,discover and studysettingswherethetar-
geted problem should exist but doesn’t.

• Third, identify theuniquebehaviorsof thegroup
thatsucceeds.

In thecaseof theGuineaworm disease, researchers
focusedon thethird methodology of identifying unique
behaviorsand flew into sub-Saharan Africa.Oncethere,
researchers decided to studyvil lages that shouldhave
thedisease but didn’t. Theywere particularly interested
in villages that were immediate neighborsto locations
thatwererife with theGuinea worm disease.

It didn’t take long to discover thevital behaviors.
Researchers knewthat behaviorsrelated to thefetching
and handling of water would becrucial, so they zeroed
in on thosesuccessfulbehaviors, which could thenlater
betaught to theworm-struck villages.

TestYour Results
Finally, if you’veconductedyourownresearchand

found whatyou think arehigh-leveragevital behaviors,
testyour ideas. Implementtheproposed actionsand seeif
they yield the resultsyouwant. Don’t merely measure the
presenceor absenceof thevital behaviors; also checkto
seewhetherthe resultsyouwantarehappening. To make
it easy to both surfaceandtestvital behaviors, conduct
short-cycle-timeexperiments. Don’t hypothesizeforever
or put massivestudiesinto place.Instead, develop the
habit of conducting rapid, low-risk mini experiments. ■

ChangetheWay You Change
Minds

Once you’ve identified thebehaviorsyou want to
change, you’re ready to convinceothers to changetheir
minds.But as you might suspect, convincing othersto
see theworld differently isn’t easy.

People will attempt to changetheir behavior if they
believe it wil l beworth it, and theybelievetheycando
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what is required.Instill these two views,andindividuals
will at least try to enacta newbehavioror perhapsstop
anold one.To changeoneor bothof these views,most
peoplerely on verbal persuasion.Talk is easy, andit
worksa greatdealof thetime.However,with persistent
andresistantproblems,talk has very likely failedin the
past, and it’s time to help individuals experiencefor
themselves thebenefits of theproposedbehavior.

Dr. Banduraandhis teamfoundthat if you want peo-
ple to changetheir persistentand resistantview of the
world, comeup with innovativewaysto create personal
experiences.Second,whenyou can’t take everyoneon a
field trip, create vicariousexperiences.

Thegoodnewsis thatvicariousmodeling is oneof the
mostaccessible influencetoolsthatcanbeemployed.For
mostof us, thatmeanswe’ll makeuseof awell-told story.

CreateProfoundVicariousExperiences
Stories provideevery person,no matter how limited

his or herresources,with aninfluence tool that is both
immediately accessible andenormously powerful.
Poignantnarrativeshelp listeners transport themselves
awayfrom thecontentof what is being saidand into the
experienceitself. Becausestoriescreatevivid images
andprovide concretedetail, theyare:

• Moreunderstandable thanterselectures.
• Morefocusedonthesimplereali ty of anactualevent.
• Moreoftencrediblethansimplestatementsof fact.
Finally, aslistenersdive into thenarrative and sus-

pend disbelief, storiescreatean empathic reaction that
feels just asrealasenacting thebehaviorthemselves.

Tell theWholeStory
Don’t make themistake of shortcutting thestory —

stripping it of its compelling narrative andleaving out
much of themeaning andall of theemotion.And make
sure thatthe narrative you’re employing containsa clear
link between thecurrentbehaviorsandexisting(or possi-
bly future) negative results.Alsomakesurethatthestory
includespositive replacementbehaviorsthatyield new
and betterresults. Remember,stories needto deal with
both “Will it be worth it?” and“CanI do it?” Whenit
comesto changing behavior,nothing elsematters.■

Make Change Inevitable
We now know enough abouttheforcesthataffect

humanbehavior to placetheminto a coherentandwork-
able model that canbeusedto organize our thinking,
selecta full set of influencestrategies,combinetheminto
a powerful planand eventually makechangeinevitable.

Master theSix Sourcesof Influence
With this model, influence geniuses know exactly

what forces to bring into play in order to overdetermine
their chances of success.

Source 1: PersonalMotivation — work on connect-
ing vital behaviorsto intrinsic motives

Source 2: PersonalAbil ity — coach thespecificsof
each behavior throughdeliberate practice

Source 3: Social Motivation — drawon theenor-
mouspower of social influence to both motivateand
enable thetarget behaviors

Source 4: Social Abi lity — people in a community
will have to assist each other if theyhopeto succeed

Source 5: Structur al Motivation — attach appropri-
ate reward structures to motivate peopleto pick up the
vital behaviors

Source 6: Structur al Abi li ty — ensurethatsystems,
processes, reporting structures, visual cues andsoforth
supportthevital behaviors. ■

Make the Undesirable Desirable
If you can’t find awayto changeaperson’s intrinsic

responseto abehavior — if youcan’t maketheright
behaviorspleasurableandthewrong behaviorspainful —
you’ll haveto makeupfor themotivational shortfall by
relying onexternalincentivesor possibly evenpunishments.

Canyou actually changehow humansexperiencea
behavior?Is it possible to changethemeaning of a
behavior itself from loathsome to gratifying, from plea-
surable to disgusting, or from insulting to inspiring?If
you ask gifted influencers, their unequivocal answer
will be, of courseyou can. And you must.Specifically,
thereare two very powerful and ethical ways of helping
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Social Harness Peer Find Strength in
Pressure Numbers

Structural Design Rewards Change the
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Accountability



humanschangetheir reaction to a previouslyneutral or
noxiousbehavior:creatingnewexperiences and creating
newmotives.

CreateNewExperiences
Sometimespeopleloathethevery thoughtof a new

behaviorbecausetheylack adequate information to
judgeit correctly. Getpeopleto try it. The“ try it, you’ll
like it” strategy can befurtheraided by theuseof mod-
els.Manyinfluencemastershavefoundthatvicarious
experiencecanwork in situationswhere theycan’t get
peopleto try a vital behaviorbasedon faith alone.

Whendealingwith activi tiesthatarerarely satisfying
or unhealthy activiti esthatare very satisfying, takethe
focusoff theactivity itself, andreconnect vital behavior
to theperson’ssenseof values. Don’t beafraid to talk
openly aboutthelong-termvalues individuals arecur-
rently eithersupporting or violating.

CreateNewMotives
Help individualsseetheir choicesasmoralquestsor as

personally defining moments,and that theymustkeep
this perspective despite distractionsand emotional stress.
Help themto take their eyesoff thedemandsof the
momentand view the largermoral issues at handby
reframingreality in moral terms.Spotlight humanconse-
quencesand rehumanizetargetsthatpeoplereadilyand
easily abuse.Don’t let people minimize or justify their
behavior by transforming humansinto statistics. If peo-
ple canmake their behavior part of a broader andmore
important moral mission,theycan do almost anything.

Whenfacing highly resistantpeople,don’t try to gain
controlover themby wowing themwith logic andargu-
ment.Instead, talk with themaboutwhat theywant.
Througha skillful useof openandnondirective ques-
tions,calledmotivational interviewing, examinewhat is
most importantto thepersonand whatchanges in their
life might berequiredin order for themto live accord-
ing to their values.Whenyou listen andtheytalk, they
discover on their own what theymust do. ■

SurpassYour Lim its
Many of theprofoundandpersistentproblemswe

face stemmorefrom a lack of skill (which in turn stems
from a lack of deliberatepractice) than from a genetic
curse, a lack of courageor a character flaw. But we
often underestimatetheneedto learn andactually prac-
tice thedesiredskill. For example, self-discipline, long
viewed as a charactertrait, andelite performance, simi-
larly linked to geneticgifts, stemfrom theability to
engagein guided practiceof clearly defined skills.

There is li ttle evidence that people who achieveexcep-
tionalperformance ever get there throughany means
other than carefully guided practice.Learn how to prac-
ticetheright actions, and you can master everything
from withstanding thetemptationsof unhealthy food to
holding anawkwarddiscussionwith your boss.

Perfect Complex Skills
Not all practice is goodpractice. For example,most

professionals progress until theyreach an “acceptable”
level, andthen theyplateau.Beyondthis level of medi-
ocrity, further improvementsare not correlatedto years
of work in thefield.

So whatcreates improvement?Accordingto psycholo-
gist Dr. AndersEricsson,improvement is relatednot just to
practice,but to aparticularkind of practice— calleddelib-
eratepractice. Thetechniquesof deliberatepracticeare:

• Demand full attention for bri ef intervals.Theabili ty
to concentrateat aheightened level isusually thelimiting
factor to deliberatepractice.Most peoplecan maintain a
heightenedlevel of concentration for only anhour straight.

• Provide immediate feedback againsta clear stan-
dard. Thenumber of hoursonespendspracticing a skill
is far lessimportant than receiving clear andfrequent
feedback against a knownstandard.

• Break mastery into mini -goals. Concentrate on
specific goals where theprocess is controllable.

• Prepare for setbacks; build in resilience.The
practice regimeshouldgradually introduce tasksthat
require increased effort and persistence. As learners
overcomemorediffi cult tasksand recover from inter-
mittent defeats, theysee thatsetbacks aren’t permanent
roadblocks,but signals that theyneed to keeplearning.

• Build emotional skills. To regain emotional control
over your genetically wired responses, take thefocusoff
your instinctive objective by carefully attendingto dis-
traction activities.For example, as a strategyto help
obsessive-compulsives copewith their tendencies,thera-
pists teach them to wait 15 minutes before giving in to a
maddening mental demand. ■

Harness Peer Pressure
When seeking influencetools that havean impacton

profoundand persistent problems,no resourceis more
powerful and accessible than thepersuasion of thepeo-
ple who make up our social networks. Theridiculeand
praise,acceptance and rejection, approval and disap-
proval of our fellow beingscando moreto assist or
destroy our changeefforts than almostany othersource.

Summary: INFLUENCER
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ThePower of One
To harnessthe immensepowerof social support,some-

timesyouneedto findonly onerespectedindividualwho
will fly in the faceof historyandmodelthenewvital
behaviors.Whenarespectedindividual attemptsavital
behavior andsucceeds,thisoneact alonecan go furtherin
motivatingothersto changethanalmostany othersource
of influence.But takenote,theliving examplesof other
humansexertpoweronly to theextentthatthepersonwho
is modeling thevital behaviorsis truly respected.

Enlist SocialSupport
Whenit comes to creatingchange, you no longerhave

to worry aboutinfluencingeveryoneat once. Your job is
to find theopinion leaders who are thekey to everyone
else. Spend disproportionatetime with them.Listento
their concerns.Build trust with them. Be open to their
ideas. Rely on themto shareyour ideas, andyou’ll gain
a sourceof influenceunlike anyother.

On a more personal note,if you’re trying to change
something within your own life, co-opt thepower of
thosewho have an influenceon you. If you makea com-
mitment and thenshareit with friends, you’re far more
likely to follow throughthanif you simply makeyour
commitment to yourself.Better still, team up with some-
one who is attempting to makethesame changesyou are.

MakeUndiscussablesDiscussable
Sometimeschange effortscall for changesin widely

shared norms.In that case,almosteveryonein a com-
munity hasto talk openlyabouta proposedchangein
behaviorbeforeit canbesafely embraced by anyone.
This calls for public discourse.Detractorswil l often
suggest that it’s inappropriateto hold suchanopen dis-
course, and they mayevengo sofar as to suggest that

thetopic is undiscussable. Ignorethosewho seek
silenceinsteadof healthy dialogue. Make it safeto talk
abouthigh-stakes and controversial topics.

CreateaVil lage
Somechallengesaresoprofound that they won’t vanish,

evenif everyonetalksopenly andnewnormsare formed.
For instance, somepersonalchangesareso significant that
askingpeople to embracemanynewbehaviors requires
thatyou shape theminto entirely new people; this level of
transformationcalls for thework of anentirevil lage.

When breaking away from habits that are continually
reinforcedby a person’sexisting social network, people
mustbeplucked from their supportstructureandplaced
in a newnetwork, onewhere virtually everyonein their
newsocial circle supportsand rewardstheright behav-
iorswhile punishing thewrongones. ■

Find Strength in Numbers
As theBeatles suggested, we’re mostlikely to suc-

ceed when we have“a little help from our friends.”
Thesefriendsprovideuswith access to their brains,
give usthestrength of their handsand even allow usto
make use of their many other personal resources.In
effect theyprovide uswith social capital. In fact,with a
little help from our friends,we can produce a force
greater than thesum of our individual efforts.But we
can do this only when we know how to make useof
social capital — theprofoundenabling power of an
essential network of relationships.

So,when exactly shouldyou build social capital to
bring about challenging changes?

• When othersare part of theproblem
• When you can’t succeed on your own
• When facing changing, turbulent, or novel times

— calling for novel solutions.

Blind Spots
Perhapsthemostobviouscondition that demandssocial

support asameansof influencingvital behaviorscomes
with theneed for feedback that canbeoffered only by a
pair of outsideeyes.When it comesto businessandother
settings, leaders rarely think of usingreal-timecoaches.
Someof today’scompaniesprovidetheir leaderswith call-
in adviserswho discusswhat happenedyesterday when the
leader faced achallengeanddidn’t doall thatwell. But
fewprovidereal-timecoaching.Thisshouldchange. ■
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Become 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.



DesignRewards and Demand
Accountability

Storiesof well-intendedrewardsthatinadvertentlyback-
firearelegion. Theprimarycauseof mostof thesedeba-
clesis that individualsattemptto influencebehaviorsby
usingrewardsastheir first motivational strategy.In awell-
balancedchangeeffort, rewardscomethird. Influencemas-
ters firstensure thatvital behaviorsconnectto intrinsicsat-
isfaction.Next, they line upsocial support.Theydouble-
check both of theseareasbefore theyfinally chooseextrin-
sic rewards to motivatebehavior.

Making useof extrinsicrewardscan becomplicated.
Not everyrewardhasits desired effect. Sometimes
extrinsic programscancompletely backfire and serve as
punishment. For example, reward ceremonies honor a
select few top performersbut leaveotherswho are not
recognizedfeelingdiscouraged.

UseIncentivesWisely
Influencemasterseventually userewardsand punish-

ments, so thequestion is how to use incentives wisely.
Takecareto ensure thattherewardscomesoon,aregrat-

ifying andareclearly tied to vital behaviors. When youdo
so,evensmallrewardscanbeusedto help peopleover-
comesomeof themostprofoundandpersistentproblems.

If you’re doingit right, lessis more.Whenit comes to
offering extrinsic rewards,therewardstypically don’t
needto bevery large— at least if you’ve laid the
groundworkwith theprevioussources of motivation.
Thethoughtbehind anincentive often carriessymbolic
significanceandtapsinto a variety of social forces that
carrya lot of weight.

Reward Vital Behaviors,Not JustResults
Don’t wait until peopleachievephenomenal results,but

insteadreward small improvements in behavior.Assimple
asthissoundswe’rebadat it, especially at work.When
polled, employeesrevealthat their No. 1 complaintis that
theyaren’t recognizedfor their notableperformances.

Each year a newsurveypublishes thefact that
employeeswould appreciatemorepraise,and each year
we apparentlydo nothing different. There seemsto bea
permanentdivide betweenresearchersandscholars who
heartily arguethatperformanceis best improved by
rewardingincremental improvements,and therest of the
world wherepeoplewait for a profoundachievement
before working up anyenthusiasm.

Influenceby rewarding right results and right behav-
iors. If anemployees’currentperformance level is unac-
ceptable,andyou can’t wait for themto comeup to

standard, then either terminate them or movethemto a
task that theycancomplete. On theother hand, if an
individual is excell ing in some areas while laggingin
others— but overall is up to snuff — then setperfor-
mance goals in thelaggingareas and don’t be afraid to
reward small improvements.This meansthat you
shouldn’t wait for big results but should reward
improvement in vital behaviorsalongtheway.

Watch for DivisiveIncentives
People are sooftenout of touch with themessage

they’re sending that they inadvertently reward exactly the
wrong behavior. Just watch coachesas they speakabout
theimportance of teamwork and thencelebrateindivid-
ual accomplishment. Kids quickly learnthat it’s the
scorethat counts,not theassist, and it turnsmany of
them into selfish prima donnas.So whenbehaviors are
out of whack, look closely at your rewards.Who knows?
Your own incentive systemmay be causing theproblem.

Punishment Sendsa Message,and SoDoesIts
Absence

Sometimes you don’t have theluxury of rewarding
positive performance because theperson neveractually
does theright thing. In fact, heor shedoesonly the
wrongthing — andoften. In these cases, if you want to
make use of extrinsicreinforcers, you’re left with the
prospect of punishing this person.

Punishment can create all sorts of seriousand harmful
emotional effects,particularly if it is only loosely
administered. Whenit comesto punishment, you must
bevery careful.

Beforepunishing,place a shotacross thebow — pro-
videa clear warning to let people know exactly what
negative thingswill happen to themshouldthey contin-
uedown their current path, but don’t actually administer
discipline yet.

Whenall elsefails, punish.Thelack of punishment for
routine infractions sendsa loud messageacrossan orga-
nization. If you aren’t willi ng to punishpeoplewhenthey
violate a core value (such as giving their best effort), that
value wil l loseits moralforce in theorganization. On the
other hand, punishing sendsa powerful messageabout
your values when you do hold employees accountable. ■

Changethe Environment
For thefinal sourcefor increasingour abili ty (“Can I

do it?”), we examinehow nonhuman forces — the
world of buildings,space, sound,sight and so forth —
can bebroughtto bear in an influence strategy.

Consider theprofound andyetmostly unnoticedeffectof
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thingsonentirecommunities.Realizing thephysicality of a
neighborhoodcansendoutunspokenmessagesthatencour-
agesocially inappropriatebehavior, GeorgeKelling started
acommunity movementthatis largely creditedfor reducing
feloniesin NewYork City by asmuchas75percent.

Committedto lesseningtheeffect thingswere having
on thecommunity, Kelling advisedtheNewYork
Transit Authority to startpayingattention to environ-
mentalcuesthatprovideda fertile environment for
criminal behavior.Kelling’s crewbegana systematic
attack againstgraffiti, lit ter and vandalism.Overtime, a
combinationof cleanupandprosecutionfor minor
offensesbeganto makea difference. Surroundings
improved,community prideincreased andpetty crimes
declined. Sodid violentcrime.

Environmental factorsaffect much of what we do,and
yet we often fail to makegood useof thingsasmuchas
we should.Therearetwo reasonsfor this:

• We oftenfail to noticetheir profoundimpact. More
often thannot,powerful elements in our environment,
suchaswork procedures,job layouts, reportingstruc-
tures, etc., remaininvisible to us.

• Evenwhenwe do think abouttheimpact theenviron-
mentis having on us,we rarelyknow whatto do aboutit.

MaketheInvisibleVisible
Onceyou’ve identifiedenvironmental elementsthat are

subtly driving your or others’behavior, takestepsto make
them moreobvious.Thatis, youmaketheinvisible visible.

Provideactual cuesin theenvironment to remind peo-
ple of thebehaviorsyou’re trying to influence.

For example, Dr. LeonBendertried severalmethodsto
encourage doctors to washtheir handsmorethoroughly.
He finally realized thatheneeded to maketheinvisible
visible.At a routine meeting,hehanded each doctor a
Petri dish with a layer of agar,collecteda cultureof their
hands,and sent the dishesto thelab for culturingand
photographing. Whenthephotoscame backfrom thelab,
theimageswere frightfully effective.Whenit cameto
changing physicians’ behavior, photoscreatedpoignant
vicarious experiencesandvisualcuesthatremindedthem
of theneedto properly washtheir hands.

Mind theDataStream
As in thehand-washingexample, small cues in theenvi-

ronment candraw attentionto critical datapointsand
changehow people think andeventuallyhowtheybehave.
Influencegeniusesunderstandtheimportanceof an accu-
ratedatastreamanddo theirbest to ensurethat their
strategiesfocusonvital behaviorsby servingupvisible,
timely and accurateinformation that supportstheirgoals.

Onewarning about data: There
is such a thing as“too much of a
good thing.” Corporate leaders
oftenundermine the influence of
the data they socarefully gather
by overdoing it. The incessant
flow of reports,printoutsande-
mails transformsinto numbing
and incoherent background
noise. Influencemastersnever
make this mistake. Theyunder-
stand that the only reasonfor
gathering or publishing any data
is to reinforce vital behaviors.

MakeIt Easy
Rather than constantly finding

ways to motivatepeople to con-
tinuewith their boring, painful,
dangerousor otherwiseloathsome
activities,find away to change
things in order to maketheright
behaviorseasier to enact.

Making use of thingsto enable behavior worksbest
when you canalter thephysical world in a way that
eliminateshumanchoice entirely. You don’t merely
make good behaviordesirable, you make it inevitable.
This is where structure, processand procedurescome
into play.An example of this is thefast-food industry
where employees can simply push picturebuttonswhen
taking an order. Theprocess has all been routinized,and
it’s almost impossible to do thewrongthing. ■

Become an Influencer
There is a growing bodyof knowledgeas well asan

impressive supply of real-li fe successstories that teach
exactly how to changealmostany human behavior.
Scholarly worksby Dr. Albert Banduraand others
demonstrate that, if you know what you’re doing,you
can indeed changeremarkably resistantbehaviors.

To become an effective influencer, it is important to
addressall six sources of influence whendesigning an
influencestrategy. Stopthinking of influencetools asa
buffet and recognize themas a comprehensive approach
to creating systematic, widespread and lasting change.
Diagnosebothmotivational and ability sourcesof influ-
ence and then lock in theresults by applying individual,
social and structural forcesto thesolution.You now
havea powerful six-source diagnostic tool at your fin-
gertips. Use it liberally. ■
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RECOMMENDED
READING LIST

If you liked Influencer,
you’ll also like:
1. What Got You Here Won’t

Get You There by
Marshall Goldsmith with
Mark Reiter. The corpo-
rate world is full of skilled
executives, but few will
ever reach the top and,
according to Goldsmith,
subtle nuances make the
difference.

2. The Age of Speed by
Vince Poscente. In a
time-starved era, you need
to begin paying attention
to authors like Poscente
who give you the tools to
get ahead of the rush once
and for all.

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.
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