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Chapter 10: More Influence Strategies

Even though you now have resources, since part of your job is dedicated to the change effort, your enthusiasm will still be tested daily and you will need to continually expand your bag of influence tricks. In this chapter we introduce Hometown Story(?), Smell of Success(?), Just Enough(?), In Your Space(?), Location, Location, Location(?), and Token(?) to add to your toolbox. 

A wise observer once said, “People will always do what you want them to do if what you want them to do is what they want to do.” However, for most of us, convincing others means giving a logical argument -- outline cold, hard facts. Unfortunately, research has shown that most of us make decisions based on emotion and then justify those decisions with facts. Your effectiveness as a change agent will rest on more than your ability to talk to people, whether you’re doing that one-on-one using the pattern Personal Touch(?) or in front of a group using the pattern Brown Bag(?). You’ll need to capture and share the successes others have. You’ll need this information and your management and high-level supporters will also need it. 

Leonardo da Vinci cautioned, “Flee the advice of these speculators whose reasons have not been confirmed by experience.” We like to hear how those who are like us survived risk taking. This is especially true for people who are in the Early Majority(?).  When they hear what others are trying, the implication is—this is what some people are paying attention to—maybe they should, too.
Take this advice to heart and apply the pattern Hometown Story(?). You should have been working in the change initiative long enough now to find some Early Adopters(?) who have tried the innovation and are willing to share what they’ve learned. Hold an informal forum where someone can, without a slide presentation, just talk about an experience and then interact in a question and answer session. 

We have seen amazing things happen at these sessions. Some, who might have been holding back, just a little unsure about whether they wanted to jump on the bandwagon, will suddenly perk up. They might stop by your office afterwards, asking if you have any more copies of the articles they heard you were passing around. They might like some of those URLs for intriguing white papers. 

After reading the previous chapter, you might have convinced some teams to do a Trial Run(?) of the innovation. Now you can encourage people to share their successes in a Hometown Story(?).  Soon there will be a Smell of Success(?) in the air.  People will be drawn to the innovation when they hear about positive results.  As they say, “Nothing succeeds like success.” Nothing else quite captures people’s attention and encourages more support. 
Smell of Success(?) encourages you to use the inquiries of interested people as a “teaching moment.”  Once they’ve heard about the successes, you can apply Personal Touch(?) to help them understand how the new idea can help them too.

The other pattern to keep in mind during these encounters is Just Enough(?). You’re not talking to Innovators(?) or Early Adopters(?) at this point. The new arrivals are typically members of the Early Majority(?).  They are a bit more reluctant. They’re not resistant, just hesitant and there’s probably a good reason for that. Maybe they’ve been burned in the past. Maybe they’re just too busy to follow every promise of a silver bullet. 

As the Dedicated Champion, your job is to tell them what they need to know, when they need to know it, no more, no less. Don’t browbeat or overwhelm them. Encourage and support them. As Hall of Fame basketball coach Morgan Wootten has said, “A lighthouse doesn’t blow a horn, it shines a light.” Do the same for all those struggling to understand the new idea.  Give them just enough information and let them know you’ll be around when they’re ready for more.

Keep things visible in your space 
People are asking questions and things are happening.  Keep the work-in-progress visible using the pattern In Your Space(?). Making sure the new idea is seen throughout your organization will have a positive impact on the rate at which people adopt it. A prominent bulletin board that people pass regularly is one way to share information. Mary Lynn posted a small sign on her workstation that said “Ask me about patterns.” That prompted quite a few questions!  She also put a whiteboard in a high traffic area and displayed the “Pattern of the Week.” A pen was available to encourage comments. The posting gave the pattern writer a chance to get feedback. It drew attention to the patterns effort and stimulated conversation as people passed by. Some of the patterns were “ready for prime time,” while others were proto-patterns that still needed some work. A different pattern was posted on the same day each week so people knew when to look for a new one. One week they played “Pattern Jeopardy.”

In one company we visited, an electronic newsletter was sent out several times a week with important notices. Everyone read this bulletin. Important activities related to the latest and greatest were always advertised and any related publications described. This kept news of innovative approaches in front of everyone, especially management. 

The best seller, Fish!, based on the best practices of the successful Pike Place Fish Market in Seattle, has a story about a company that tried to bring more playfulness into the workplace by starting a joke-of-the-month contest on its own bulletin board.
We heard from one Evangelist about a new process to prioritize work in the company. All items were structured in one sequential list with no ties. As a result, there can only be only one top-priority task for the company. The cards were placed in a central location on corkboards, so anyone could see the plan at any time. The corkboards were hung outside the more central cubicles, and also placed on easels in the process team meeting room.

Location Counts

As you schedule events related to the innovation, consider the important pattern Location, Location, Location(?). What’s true for real estate is also true for events! Linda facilitates retrospectives. One company she visited held a two-day retrospective at a local country club. The facility was beautiful and the snacks and lunch were just right. She kept thinking during the entire experience, “The company really cares about this and the people seem to feel that. They don’t seem as frazzled as some teams do at the end of a project.”  

Mary Lynn’s department holds their yearly retreats away from their usual place of business.  It’s a nice site, but nothing special. The important thing is that it keeps the department members focused on learning, brainstorming ideas, and planning for the future, rather than on all the work that is sitting on their desks back at the office.

Even in these days of corporate belt-tightening, teams can get away for a short while. A member of one team we knew lived across the street from the company. Since the company was in Phoenix, this fellow, like many Phoenix residents, had a pool in his back yard. It was common for the team to adjourn across the street and sit around the pool on late Friday afternoons for status meetings. Just taking an hour away meant they came back feeling great and ready for a relaxing week-end instead of the usual frazzled Friday afternoon that left many trying not to think that Monday morning would arrive sooner than they wanted.

It’s Just a Token

Finally, in this collection, we present an rather simple influence strategy in the Token(?) pattern.  When you hold an event related to the new idea, hand out something for the participants to take away with them.  You can do this without much effort – even small trinkets make events more memorable. Sociologists have observed that in all cultures, the receipt of even a small gift obligates the receiver. Free samples are given away in supermarkets and by salespeople because the value of the return has been shown to be greater than the cost.

At many conferences  we have created  posters to demonstrate our patterns as they were evolving. We solicited feedback and asked participants to contribute something, maybe a small drawing to illustrate the pattern. Everyone always refused initially, “No, no, I can’t draw. You wouldn’t want to see what my sketches would look like!” But then we said, “We have a sticker for your badge. It says ‘Good job!’ and for the rest of the conference everyone will want to know where you got that sticker!” That’s all it took – a small Token like that. People wore them for the rest of the conference and, of course, they gave visibility to our patterns!

<<We still need a story here that can tie all these patterns together: Hometown, Smell, Just Enough, Space, Location, and Token.>>
Things are humming. Now that you’ve applied nearly all our patterns, it would be easy to rest on your laurels and think that everything is fine without your interference. What we’ve seen, however, is the importance of the two patterns we’ve saved for last (well, almost last): Involve Everyone(?) and Sustained Momentum(?). You need to keep it going.
This ends much too abruptly. The writing just stops. What happened? 
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