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    MAIN IDEA


    Why is it hard to make lasting change – even when the change is good for you? Change is hard because in the human brain, there is always an underlying tension between your rational mind (which likes long-term payoffs) and your emotional mind (which prefers instant gratification). To change things, you’ve got to find a way to appeal to both sides of your brain simultaneously. Usually, the best way to do that is to clear the way for these two different sides of your brain to work in unison rather than at cross purposes.
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    To permanently change behavior in any personal or corporate situation or in any team setting, three steps are required:


    “We created this framework to be useful for people who don’t have scads of authority or resources. Some people can get their way by fiat. CEOs, for instance, can sell off divisions, fire people, hire people, change incentive systems, merge teams and so on. The rest of us don’t have these tools. As helpful as we hope this framework will be to you, we’re well aware, and you should be, that this framework is no panacea. For one thing it’s incomplete. For another, the world doesn’t always want what you want. You want to change how others are acting, but they get a vote. So we don’t promise that we’re going to make change easy, but at least we can make it easier. Our goal is to teach you a framework, based on decades of scientific research, that is simple enough to remember and flexible enough to use in many different situations – family, work, community, and otherwise.”


    – Dan Heath and Chip Heath
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    CHIP HEATH is professor of organizational behavior at Stanford University’s School of Business. He and his brother co-wrote Made to Stick. He is also a columnist for Fast Company magazine. Chip Heath teaches courses on organizational behavior, negotiation and strategy. He previously lectured at the University of Chicago and Duke University. Chip Heath is a graduate of Texas A&M University and Standford University.


    DAN HEATH is a senior fellow at Duke University. In association with his brother Chip, Dan Heath is co-author of Made to Stick and a columnist for Fast Company magazine. Dan Heath has worked as a researcher and case writer for Harvard Business School in addition to consulting with organizations including Microsoft, Philips, Vanguard, Macy’s, USAID and the American Heart Association. Dan Heath is a graduate of Harvard Business School and the University of Texas at Austin.


    The Web site for this book is at www.SwitchTheBook.com.


    Important Note About This Ebook


    This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.


    Summary of Switch (Chip Heath and Dan Heath)


    1. Engage the rational mind – by providing crystal-clear direction what needs to happen


    All too often, what looks at first glance to be resistance is actually a lack of clarity. Provide crystal-clear direction what you want people to do and you stand a much better chance of getting the rational mind on the job. Break the new behavior you want down into simple, no-nonsense instructions everyone understands and signs up for.


    1. Identify your success stories where change is working and then clone those local successes
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    Your rational mind has some great attributes – it’s good at thinking things through, planning meticulously and plotting a course towards a brighter future. It does also have one or two glaring weaknesses however – most people find it all too easy to fall into “analysis paralysis” where problems are studied from every angle over and over rather than getting into action. Plus, the rational mind always looks for problems before it will look for examples of success.


    The best way to overcome these mental design flaws is to become proactive in directing your rational mind. To get things moving, look for some “bright spots” – small success stories where the change you’re trying to bring about is already happening. Figure out what they’re doing right and then assign your mind to find ways you can duplicate and replicate that success elsewhere. This is a good way to use your rational mind because it gets it working in a productive way.


    Ask: What’s working here – and how do we go about getting more of it?


    At first glance, this “accentuate the positive” approach will be a little counterintuitive for most businesses. For example, if a salesperson is beating their quota by 1,000 percent, your first inclination might be to assume their sales quota was set way too low to begin with. A smarter approach would be to go work for a day or two with that salesperson and see what they’re doing differently to everyone else. If you’re lucky, that might uncover a fundamentally better way to sell which can then be duplicated right across your entire sales force.


    Identifying your success stories also works well in a non-business setting. In 1990, Save the Children, an international organization which specializes in child nutrition, was invited by the Vietnamese government to open a local office to help fight malnutrition within that country’s population. Since the charity had only minimal staff and very meager resources, it was decided they would look for successful efforts worth emulating rather than try and undertake a large-scale educational program.


    The Save the Children team found in some villages, there were kids who were bigger and healthier than the average village kids. On going into the homes of these better nourished kids, they found their parents were feeding their kids four times a day rather than the more conventional practice of two large meals a day. This worked out better because children had small stomachs and couldn’t digest large quantities all at once. They also found the mothers of these healthy kids were collecting tiny shrimps and crabs from the rice paddies and mixing this in with their children’s rice along with sweet-potato greens – which effectively added protein and vitamins to their children’s diets.


    To spread the word about these better practices, the Save the Children folks resisted the urge to try and lecture mothers. Instead, a community program was developed where groups of families would meet at a hut each day to prepare food together this new and better way. Within six months, 65 percent of the kids in this program were better nourished and eventually the program would spread to 2.2 million people living in 65 Vietnamese villages with great success.


    2. Break the big change down into the critical steps required and script them carefully


    Everyone has their daily routines where for at least part of the day (and in some case most of each day) you act on autopilot. When you ask people to change something, you’ve got to be careful not to give them too many choices because that will only confuse them. To make a switch and then have that switch stick, you’ve got to deliberately script the moves you want people to make and keep everything very simple.


    To take a case in point: In 1995, Brazil’s railroads were privatized and split into seven different operating companies which were then auctioned off. One of these railroad companies was acquired by a private investment firm and renamed America Latina Logistica (ALL). One of the private firm’s executives who was in his early 30s and just four years out of business school was appointed as ALL’s CEO.


    ALL was actually in chaos when the new managers took over. Its rolling stock was rundown and the company was cash-strapped. To get moving forward, the new CEO came up with four rules:


    
      	Invest only in projects with short-term payoffs.


      	Minimize up-front cash to be used for any solutions.


      	Select faster solutions rather than holding out for superior.


      	Use what you’ve got – recycle everything.

    


    Now that everyone knew what they should be focusing on, ALL started moving in new and different directions. Applying the rules was difficult but everyone knew they couldn’t keep doing things the old way. All kinds of good things started to happen:


    
      	At one time in 1998, the company turned down business hauling grain because it didn’t have enough locomotives available. This turned out to be a blessing in disguise because while its competitors were busy negotiating to buy new and bigger locomotives, ALL’s engineers were working around the clock keeping its existing machinery operational.


      	As a result of that intensive engineering support effort, ALL’s engineers figured out a way to boost the fuel tanks on their locomotives. This meant they could operate longer without refueling allowing ALL to reduce downtime, to expand to new routes and to operate its existing machinery at a higher level of efficiency.


      	ALL’s engineers also came up with a creative solution to another problem. Damaged tracks limited a train’s speed, but ALL couldn’t afford to replace them with new metal rails at US$400 a ton. To achieve the same thing, ALL’s engineers tore up the tracks at abandoned stations and installed them on active routes. This piece of recycling not only saved money for ALL but also increased overall operational efficiency.

    


    By scripting these critical moves and by staying focused, ALL was able to take an 80 million (Brazilian Real) loss in 1998 and turn it into a 24 million profit in 2000.


    Ask: How can we break everything down into one or two simple instructions?


    A similar phenomena occurred when a group of high-school students in Howard, South Dakota started studying why their community was so run down. They suggested if everyone spent just 10 percent of their disposable income at home, their local economy would be boosted by $7 million. Residents responded by deliberately choosing to spend their money locally and this started a dramatic turnaround in the local community’s viability. The County became completely revitalized in this way.


    “Clarity dissolves resistance.”


    – Dan Heath and Chip Heath


    3. Always keep everyone pointing to the promised land and help them understand what it will mean


    Change is always easier to bring about when people know where they’re going and why it’s worth it. The best way to foster and create this kind of clarity is to create a “destination postcard” – a vivid word picture or graphic image of what the destination will be like once you’ve made the changes required.
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    The rational side of our brain loves analysis so much given a chance we’d do nothing more. When you point it to a highly attractive destination and describe it in vivid terms, the rational mind stops analyzing and starts figuring out how to get there. If you come up with a totally audacious goal that also hits you in the gut, then you’re appealing to both the rational part of your mind and the emotional part. This is where the conventional SMART (specific, measurable, actionable, relevant and timely) goals fall short. SMART goals only appeal to the rational mind. They have no real emotional impact. To engage both sides of your brain, you need a living color destination postcard which vividly signals to your rational mind where you’re headed and which also tells your emotional mind why the journey will be so worthwhile.


    “Destination postcards – pictures of a future that hard work can make possible – can be incredibly inspiring.”


    – Dan Heath and Chip Heath


    To illustrate this principle in action, consider the example of British Petroleum. In the late 1980s, BP decided it was spending too much on exploration for new oil fields. BP’s leaders announced they would slash exploration costs from $5-a-barrel to $1-a-barrel. To encapsulate their new philosophy, their compelling vision of the future was summed up in the catch-cry: “No more dry holes!”


    Everyone in the industry reacted with incredulity to this announcement. Traditionally, only one well out of every eight that got drilled turned out to produce oil. BP’s average was a little better, but it was still drilling five wells on average to come up with one that was productive – a 20 percent success rate. BP now wanted to move from above average performance levels to an unprecedented level of success.


    Fortunately, there was method behind this apparent act of madness on BP’s part. The oil exploration industry had always been the domain of larger-than-life personalities who often fudged the numbers to drill wherever they liked. The prevailing logic was: “Hey, if we drill some dry holes, it doesn’t really matter because the other holes will make up for it.” By analyzing its own data, however, BP found that when wells were drilled which it projected had a 75 percent chance of success, they hit nearly every time whereas speculative wells with only a 20 percent chance of success were much less successful. BP was simply stating that low-probability wells should not be attempted and that only high-probability drills should take place.


    Due to the fact BP was now setting the bar that much higher, all kinds of things started to happen. Drilling teams stopped looking at drilling dry wells as a necessary part of the learning cycle and instead made certain they had the data to show why any drill was likely to succeed. Geologists became much more systematic in the way they mapped and aggregated the data they had available. And the company’s managers stopped using pressure from government or business partners as a reason why they would drill wells where there was little likelihood of success. The “No more dry holes!” credo changed how people operated the length and breadth of the company.


    “By 2000, BP’s hit rate was an industry-leading 2 in 3. That’s triple the success rate of 1989. BP was still hitting dry holes, but the goal had stirred improvements that many had considered impossible. BP transformed itself when it eliminated its own wiggle room.”


    – Dan Heath and Chip Heath


    By providing your people with a destination postcard that is vivid and engaging, you give them a head start in the direction of your desired change. You cut through the mists of analysis paralysis and get people into action – even if the goal is plainly ludicrous and unachievable. In fact, it’s precisely those sorts of obviously audacious and unrealistic destination postcards which seem to Motivate the most.


    Ask: Where are we headed and what will it be like when we get there?


    2. Motivate the emotional mind – give people a taste of what they will feel once they change


    There are many times when exhaustion gets mistaken for laziness. The rational mind tires when the emotions are pulling in a different direction. Therefore, get people to feel good about the change you’re trying to make and you’re halfway there. Make it easier and more satisfying to go with the change than it is to carry on fighting against it.


    1. Have a demonstration which makes people feel something about the present pain


    To build momentum for change, you’ve got to appeal to the emotions of your people as well as to their analytical sides. You can present business case after business case with little change occurring but it’s generally not until you do something which gets people to feel the pain of the present situation that they begin to press for change.


    Ask: What can we do to make people feel the pain we’re in at present?


    “Knowing something isn’t enough to cause change. Make people feel something. Trying to fight inertia and indifference with analytical arguments is like tossing a fire extinguisher to someone who’s drowning. The solution doesn’t match the problem.”


    – Dan Heath and Chip Heath


    A great example of this principle in action is Jon Stegner. He noticed the company he worked for, a large manufacturer, was wasting lots of money by having poor purchasing processes. To dramatize this issue for the company’s senior management, Stegner decided to focus on a single item – work gloves which most of the factory workers wore. He assigned a summer intern to analyze what the company was paying for work gloves. His student told Stegner the company was purchasing 424 different kinds of gloves and since everyone was using different


    

    

    

    

    2. Break the change down into manageable bites which are reasonable and realistic


    

    

    

    

    

    

    
      	Don’t be scared of change – we can do it.


      	We’ll get there one step at a time if we just keep going.


      	We can raise our skill levels as we go along until we get there.

    


    

    

    

    3. Cultivate your people and couch the change as an opportunity to grow and get better


    

    

    
      	You weigh up the costs and benefits of your decision and then make the decision which you believe will maximize your overall gains.


      	You take into account who you are and therefore you decide to act in a way which is consistent with your public persona.

    


    

    

    

    

    

    

    

    

    

    

    

    

    

    1. Whenever a situation changes, behavior also changes – so fine-tune your environment


    

    

    

    
      	Lane markers have been painted on roads and road signs and stop lights have been installed so you’ll drive in a predictable and orderly manner.


      	When you go to a supermarket, the milk coolers are all the way at the back so you will be tempted to buy additional items on the way there and back to the checkout counter.


      	Companies set their offices up using open floor plans so employees will collaborate more.

    


    

    

    

    
      	Pre-event – you’d look at how roads can be built safer so you prevent accidents from happening in the first place.


      	Event – you’d discuss with car manufacturers the safety features they build in such as seat belts and air bags. You’d also look at what can be done to soften collisions such as using water-filled barrels on exit ramps and so on.


      	Post-event – you’d analyze how well emergency response teams are equipped and the availability of speedy medical trauma teams.

    


    

    

    

    

    

    

    

    

    2. Find ways you can help people build new habits which align with the change you’re making


    

    

    
      	Put in place some action triggers – things that will remind you of the new habit you’re trying to form. For example, if you’re trying to establish a habit of going to the gym each morning, you might lay out your gym clothing all ready to go the night before. That way, when you arise, it will be natural to put on your gym gear and head for the gym. An action trigger is a little like preloading a decision or increasing the odds you’ll do the right thing. If you’re trying to get your sales team to see more customers, you might set an action trigger you called term “coffee and call”: As each salesperson pours their first cup of coffee for the day, they are to place a check-in call to their most important customer. With that kind of action trigger, whenever coffee breaks roll around everyone will be reminded to be doing the right stuff.


      	
        Establish starter habits first – easier habits which will help you tackle the building of much harder habits later on. Again, if you’re wanting to get to the gym each morning, you could get into the habit of calling your gym buddy the night before and asking him or her to come pick you up on the way. Talking to your friend will be much easier than trying to establish your new gym habit in one step. Get a habit embedded which is easy to do and this will give you momentum to tackle much harder issues in the future.

        

        
      

    


    

    

    

    

    
      	Checklists force you to consider all the right information rather than getting ahead of yourself. They require you to cover all your bases before moving on and in this way can cut poor decisions off early on. Cisco is famous for having a checklist which it uses to analyze potential acquisitions.


      	Checklists provide very good insurance against overconfidence because they force you to be systematic and thorough. If you provide people thinking about new ideas with solution categories to guide their thinking, studies show they will come up with much better ideas.


      	Checklists make major screw-ups less likely because they focus on mission-critical issues. You can ensure those critical elements are considered every time. Commercial pilots use checklists before every take-off and before each landing for just this reason.


      	Checklists educate people by pointing the way towards the absolute best way to do something – backed by solid research and accumulated experience rather than the passions of the moment. You can embed the best available standard operating procedure inside a checklist.

        

        

        

        

        

        
      

    


    

    3. Make change contagious – it’s always easier to pull off when everyone’s doing it


    

    

    

    

    

    
      	Cachon announced that starting today, MSOM would review any papers submitted within sixty-five days tops – which was at least 70 percent faster than its traditional performance.


      	Cachon launched an appeal to the identity of his reviewers: “We’re operational people, for goodness sake. We should be leading the way on efficiency and turnaround time.”


      	Cachon defined what was acceptable behavior unambiguously: Every reviewer has to submit feedback within five weeks and must commit to this goal up-front.


      	To rally the herd, Cachon then posted on the Internet every Friday an Excel spreadsheet showing the status of every paper submitted to the journal. Every week, everyone could see how their performance compared to everyone else.
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