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It takes tremendous
discipline to control
the influence, the power
you have over other
people’s lives.
Clint Eastwood,
American actor
(1930–)

Transformational
businesses thrive in
changing environments,
and, in order to thrive,
professionals must become
business transformers. This
requires understanding
how to move their focus
from facts to feelings and
how to target people’s
intrinsic motivation. The
Champfrogs checklist helps
you with this.

I know. It’s not easy managing a business. The world is a complex
adaptive system and the future is largely unknowable. Whether we
like it or not, our businesses are exposed to a number of external
influences, and complex systems are, by their nature, unpredictable.
Unfortunately, most of our business processes are not built for adaptability. We usually create our businesses for efficiency. To deal
with change, our organizations will have to add adaptability dna
to our already existing efficiency dna. We need both. [Hamel, What
Matters Now loc:2508]

#workout

I’m glad I’m just a simple writer and speaker and not an airline executive. I cannot imagine the stress of having to deal with an economic
crisis, fuel price instability, low-cost carriers, mergers and bankruptcies, post-9/11 security measures, CO2 emission targets, code sharing, bigger airplanes, faster airplanes, fuel-efficient airplanes, and
much more. Not to mention horrible customers such as yours truly,
who keep asking, “Where is my free onboard Wi-Fi?” and “Why am I
expected to sleep almost vertically, as if I’m a whale?”
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We can even go a step further! We can move from adaptation to
transformation. An adaptable organization only responds to
changes, while a transformational organization thrives on changes.
A transformational business captures more opportunities than its
competitors. It easily shrugs off its failed business models and always redefines its business processes, exploring new ways to profit
while giving me free onboard Wi-Fi in my 180-degree reclining chair.

An adaptable organization only responds
to changes while a transformational
organization thrives on changes
© 2011 Jurgen Appelo
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Business Transformers
I firmly believe that to be transformational as a business, we must
be transformers as people. We must become good at changing the
ideas, behaviors, work, and practices of ourselves and others all the
time. In the introductory chapter of this book, we saw that many
people seek ways to change the culture of their organization. But I
believe that you cannot simply decide to change an organization’s
culture. What you can change, however, are your own behaviors and
your influence on people.

You cannot simply decide
to change an organization’s culture.
What you can change, however,
are your own behaviors
and your influence on people.
It is said that people spend, on average, 40 percent of their time
at work engaged in persuading, influencing, and convincing others.
This means that we devote twenty-five minutes of every hour trying
to motivate others to do or not do something. [Pink, To Sell Is Human loc:287]
For example, on any random working day, I could be trying to get
people to read my books, follow me on Twitter, pay my invoices, be
agile instead of fragile, send me emails instead of voice mails, stop
using Apple phones and start using Android, stop talking at me and
start listening to me, to start saying “I wrote a blog post” instead of

“I wrote a blog” (God, I hate that one). Or, I could be developing my
skills at getting others to buy me a good cup of coffee.
We now live in a super-connected world. Twenty years ago, I could
write an entire software application by myself. I would save the program to disk, put a self-made sticker on it, and even sell it once or
twice after placing a self-designed ad in a magazine. I also had full
control over the invoices I formatted in Microsoft Word 95, before
sending them to the only five customers I had.
Nowadays, most software is created in teams, uploaded to the cloud,
and marketed on half a dozen social networks. And because it has
become so much cheaper to use a specialized invoicing app, I now
have to convince its developers to improve its formatting and export
features, instead of just implementing the changes myself as I would
have done twenty years ago. Everything we do these days is somehow connected to everything else. Therefore, the most successful
people are those who are good at getting other people to do what
they want.

Some experts use the metaphor of an elephant and a rider. [Haidt, The
Happiness Hypothesis; Heath and Heath, Switch]
The elephant
is the emotional part of our brain, while the rider is the rational part.
The elephant sees many things as bad and only a few things as good.
It responds more strongly to threats and loss than to opportunities
and wins, a phenomenon also called negativity bias. For example, in
finance and gambling, the pain of losing an amount of money feels
bigger than the pleasure of winning exactly the same amount. [Haidt,
The Happiness Hypothesis loc:680] We often love things only because we have so much invested in them, and the more something
has cost us in the past, the more we will love it now. (This is good news
for your spouse, by the way.) [Ariely, Predictably Irrational loc:1932]
The rational rider can do very little about this. The rider
cannot just decide to make a change and order the
elephant to go along. The elephant is not that easily
swayed. It fears the unknown and loves what it already
has. To change ideas and behaviors, reason and emotion must work together, but emotion does most of
the work. [Haidt, The Happiness Hypothesis loc:397]
In fact, people usually form opinions and make decisions based on their emotions, and then, afterwards,
they cherry-pick any rational evidence that supports
the irrational choices they have already made. [James,
“How to Change Someone’s Mind”]

Now that we know why changing a person’s mind is so hard, we can
drop the rational approaches and take a more emotionally sophisticated approach. Information alone rarely sways people, but feelings
do. Rather than focusing on facts, we need to focus on feelings.
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Unfortunately, changing people’s minds and behaviors is hard. Have
you ever, in a rational way, successfully changed the attitude of a psychopathic team member who hasn’t contributed anything useful since
1972? I thought so. To assume that change in organizations can be
rational is, in itself, irrational. [Burke, Organization Change pag:156]
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Elephant and Rider

To change ideas and behaviors,
reason and emotion must work together,
but emotion does most of the work.
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Intrinsic Motivation
Surprise, surprise, I have exactly what you need!
Creatively borrowed from several sources, I have produced a list of
intrinsic motivators that can move the elephant to action: [Deci and
Ryan, Self-Determination Research; Pink, Drive; Reiss, Who Am I?]

•• Acceptance / Approval
•• Curiosity / Thinking
•• Food / Eating / Drinking
•• Family / Children
•• Freedom / Independence / Autonomy
•• Goal / Idealism / Purpose
•• Honor / Loyalty / Integrity
•• Mastery / Competence
•• Order / Stability / Certainty
•• Physical Activity / Exercise
•• Power / Influence
•• Relatedness / Social Contact / Friends
•• Romance / Love / Sex
•• Saving / Collecting / Property
•• Status / Social Standing
•• Safety / Tranquility
•• Fairness / Vengeance
Considering that my focus is on organizations, I have decided to
remove a few intrinsic motivators from the list because they seem
not applicable in a business context. For example, I usually don’t try
to convince event organizers to book a hotel room for me by using
the motivators of romance or vengeance. I prefer to ignore the motivators that could be of great use in your marriage, or in your political
party, but less so in a business context. It also makes the list more

manageable, memorable, and mnemonicable. This is the condensed
and improved list:

•• Curiosity / Thinking
•• Honor / Loyalty / Integrity
•• Acceptance / Approval
•• Mastery / Competence
•• Power / Influence
•• Freedom / Independence / Autonomy
•• Relatedness / Social Contact / Friends
•• Order / Stability / Certainty
•• Goal / Idealism / Purpose
•• Status / Social Standing
CHAMPFROGS is my mnemonic for the ten intrinsic motivators
in business. We are business transformers, transforming both ourselves and others; therefore, each of these ten motivators can be
applied in two ways. We will look at each of these intrinsic desires
in turn, both from an inward-looking perspective and from an outward-looking perspective.
Are you ready? Here we go!

What about

the other
motivators?

Sometimes people ask me, “Why did you leave out

#workout

Safety?” “Why did you remove Food?” or “Why do
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you ignore Property?”

Well, all models are wrong, but some are useful. The
more items I have on the motivators list, the less useful it will be (with too many words to remember). On
the other hand, the fewer items I include, the more
the list will become simplistic and wrong. Ten items
are a good enough number to work with, and this
number enabled me to create the word Champfrogs.

© 2007 David Sim, Creative Commons 2.0
http://www.flickr.com/photos/victoriapeckham/164175205
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Our Curiosity
Not long ago, in collaboration with my colleagues at Happy Melly, I
started organizing online meetings with Hangouts on Air. It’s a relatively new technology by Google that allows people to have face-toface meetings across the world and to have the meetings streamed
live on YouTube. We ask customers, suppliers, business owners, and
other clients what motivates them, what they desire most, and how
they are trying to do better work. (We also usually ask them to sit
straight, speak clearly, and hide the baby under a blanket. It’s a live
stream, after all.) For us, the hangouts are a great way to get quality
feedback from the people who are involved in or impacted by our
business.
I’m also very interested in what people are actually doing versus
what they are saying, and what they need versus what they want.
That’s why I not only enjoy asking and listening: I also intensely
enjoy reading, watching, and thinking.
I strongly believe this is what every business transformer should
be doing: seeking and absorbing quality feedback (in a reasonably
short time) from and about their stakeholders in an effort to understand the way they experience the world. Some consultants might
call this Scrum, Design Thinking, or Lean Startup. I might say it’s
pure luf: Learning and Understanding Fast.
Scientific research confirms that the ability to take the perspective
of other people helps to produce better outcomes. [Pink, To Sell Is
Human loc:910] And people who express curiosity by asking themselves “Will I be able to do this?” are, on average, better problem
solvers than those who express resolve by telling themselves “I will
be able to do this.” [Pink, To Sell Is Human loc:1243] Great business
transformers ditch their own perspective and aim to completely

understand the way their target audience experiences the organization. They don’t tell themselves, “I will show them how it’s done by
explaining my idea better.” Instead, they wonder, “Will I discover
what they see, believe, and feel when confronted with my idea?”
As great business transformers, we are curious and we ask ourselves:

How Can I Learn and Understand?

© 2011 Jurgen Appelo

A few years ago, after our wedding, my partner and I jumped onto
the Trans Siberian Express from Moscow to Beijing. I’m very sure
that few people can claim they spent their honeymoon sleeping in
a yurt (a Mongolian tent), sitting on a horse three sizes too small,
waiting for the river water to evaporate from the engine of a 4WD,
or squatting with their pants down over a hole in the ground while
enjoying a great view of the vast Mongolian steppe. (Don’t worry; I
won’t visualize everything from that story.)
Some of our friends were envious. Why? Because it was different.
Drinking fermented horse milk, instead of champagne, on your honeymoon is… remarkable. The experts call this the contrast principle, differentiation, or being a purple cow. [Godin, Purple Cow]
I thought we were just out of our minds.
According to the researchers, contrast amplifies influence. [Pink, To
Sell Is Human loc:1621] When you want to get people interested in
your idea, it has to feel like something they are already aware of,
and yet something about your idea must be different enough to be
noticed. My horse was just another horse but it came with the extra
feature of being able to stop it by planting my feet on the ground.
Happy Melly is just another business, but it has a funny logo, an
uncommon organizational structure, and wonderful animated videos. Familiar, and yet remarkable. [Brogan and Smith, The Impact
Equation loc:162]

experiment with a new development process. Everyone realized
the team was doing something remarkable. The manager became
so curious that he felt motivated to attend the team’s presentations
about their progress. [Happy Melly, “I’ve Been Working Here for 25
Years”] Note that this team spent most of its time working, not persuading. Each minute you spend convincing others that your idea is
remarkable is one minute less spent actually making it remarkable.
People take great pleasure in being confronted with something
novel and intriguing. [Klaff, Pitch Anything loc:703] As successful
business transformers, we show our fellow workers that our ideas
are remarkable but not too weird to try out. We intentionally create
a sense of wonder and surprise. [Berger, Contagious loc:1422] We
invite curiosity by asking ourselves:

Is Our Idea Remarkable?

One nice example I heard about in The Netherlands was of a government department where a team dressed in white laboratory coats
to signal to the rest of the organization that they were running an

Each minute you spend convincing others that your idea is remarkable
is one minute less actually making it remarkable.

#workout

Their Curiosity
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Our Honor
I am the ceo of Happy Melly. It is a strange company because it has
a Constitution. Our Constitution says that, in theory, a representation of business owners, employees, customers, and suppliers can
get together, on Skype or something, and vote me out. This could
happen any day for any reason. They could fire me because they
don’t like how I represent their interests or because they don’t like
the color of my socks.

because this helps them grow trust among their colleagues and
because they want a high roi for their efforts to change the world.
[Kawasaki, Enchantment loc:749] That’s why they ask themselves:

How Do We Grow Trust?

In practice, I try to make sure this won’t happen. I call myself the
Chief Ecosystem Officer. My goal is to keep the trust in the ecosystem, every single day. I have to, or else they’ll throw me out! That’s
why I try to communicate with clients all the time—and my socks
have all the colors of the rainbow.
I wrote that Constitution myself by the way, not because I’m such a
philanthropist—far from it. I did it because I strongly believe there
is a huge return on investment (roi) on trust. Only trust can keep
me in my job. Maybe Steve Ballmer of Microsoft should have written
himself a Constitution too.
I answer every email within 24 hours (except when they annoy me). I
pay my suppliers within 14 days (except when I’m broke). I lower my
price level to my customers’ purchasing power (except when their
level is at ground zero). And people can download and use most
of my work for free (except when my publisher refuses to allow it).
I also find it quite honorable that I tell people honestly when my
productivity is suffering from their incompetence.
Consistency, reliability, honesty, integrity… They are all aspects of
working with honor. Those who act honorably create trust. [Cialdini,
Influence loc:1011] Successful business transformers act with honor
© 2011 Mike Krzeszak, Creative Commons 2.0
http://www.flickr.com/photos/portland_mike/6140660504

Even more than a ceo, I call myself a writer. I publish most of my
work for free. The book you’re reading now? You can download each
chapter at no cost to you. It’s called the freemium model. You give
away things for free, and then lure people in with extra services. The
software industry knows all about it. It is based on the insight that
most people have a desire to pay back their debts.
Have any of you ever declined an offer for a free drink from a stranger,
or a free sample of cheese in a supermarket, or free access to yet another productivity tool because accepting the offer would make you feel
uncomfortable? Exactly! We decline because we don’t want to be in a
state of obligation. People usually feel obligated to repay favors, gifts,
and invitations. It is the honorable thing. [Cialdini, Influence loc:351]
Another insight from social research is that people desire to be consistent. When I can get your commitment on something very small, I
set the stage for your almost automatic commitment on anything else
that follows. Once you have agreed to a small request, there’s a good
chance you will also agree to a bigger request later. People hate to be

seen as flip-floppers. They will do a lot just to be consistent in their behavior. Again, it is the honorable thing. [Cialdini, Influence loc:1139]
Repayment and consistency can be used effectively to gain compliance from your fellow workers. You can get a positive response to
a request that normally would have been refused due to the desire
of not owing you or not flip-flopping. You can even get a “yes” from
people who don’t like you! First, you should do them a small favor
that has a good chance of being accepted. Second, you ask them for
a very small favor in return (repayment). Third, you subsequently
ask them for a slightly bigger favor (consistency). Et voilà, now
they’re hooked on you!
As great business transformers, we ask ourselves:
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Their Honor
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What Small Things Do We Give and Ask?

© 2010 Incase, Creative Commons 2.0
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Our Acceptance
Not long ago, the organizers of an event told me the dress code
would be smart casual. I had to look this term up on Wikipedia, and
it appeared it can cover anything from wearing a business suit to
being naked. I found this important because strategic mimicry can
be very effective.
Plenty of research confirms that people who
mimic the behaviors and mannerisms of others are more likely to
be accepted. Salesmen who mimic customers get them to buy more.
Customers who mimic salesmen get bigger discounts. Employees
who mimic their boss get better salaries. And bosses who mimic
their employees probably get better project status updates.
We like those who are similar to us. It doesn’t matter if the similarity
is in the area of opinion, body posture, mood, verbal style, personality traits, background, life-style, or dress. As a great business transformer you should take care to ensure that you are accepted by your
coworkers in order to increase the chances that they will do what
you want. You can do this by appearing similar to them in a number
of ways. [Cialdini, Influence loc:2800]
At the conference I just mentioned, I made sure to wear a good mix
of clothes: from fashionable jeans to a fabulous jacket, from an expensive shirt to a pair of eclectic shoes. There was something for all
audience members to recognize themselves in. However, it was hard
to say if they accepted me and my message because everyone was
talking about the hilarious videos of monkeys that another speaker
had shown them the day before. Apparently, people recognize themselves even more in quarreling primates.
Great business transformers (and speakers) ask themselves the
question:

How Are We Just Like Them?

Another weapon you can use as a business transformer is the association principle. It says people are eager to associate themselves
with the successes of others.
When people feel connected with
other people’s achievements, even if it’s in a superficial way, they
think their public image is strengthened, and they feel more accepted by the group. [Cialdini, Influence loc:3224]

That’s how people are. When our favorite team wins the championship, we celebrate—“We are the champions!” —while we did nothing
except drink a lot of beer and make a lot of noise. But when our team
loses, most of the fans say “They lost”, not “We lost”. Even worse,
supporters can give voice to pure brain-twisters such as, “We could
have won the championship if they had not screwed up the game!”

I attended a class reunion a year or two ago, and I was talking with
a lady who had been in my class more than 30 years ago. She was
one of the most intelligent pupils at the time, and I’m sure she’s still
quite bright. At the reunion, she told me, “This is very silly. When I
found out your book is on Amazon, I felt proud, because you were
in my class long ago. Isn’t that stupid?” Me, being Dutch, I probably
replied in an honest and fair manner, along the lines of, “Yes, that’s
ridiculous. I wrote the book, not you.”

As smart business transformers, we use this. We allow people to
enjoy other people’s successes, so they can hope a little bit rubs off
on them and they can feel accepted. [Cialdini, Influence loc:3262]
That’s why we ask ourselves:

Where Is the Smell of Success?

#workout
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Our Mastery
A creative networker complaining that colleagues won’t adopt an idea
or behavior is like an entrepreneur complaining that the money won’t
flow in his direction. Are you only complaining? Or are you trying to
become a master at diverting the flows of ideas and behaviors (and
maybe also money)?
Every year, I read around fifty business books. Before writing this
chapter, I read ten books about influence and persuasion. They
enabled me to develop a new presentation and to write about the
Champfrogs checklist. Besides reading a lot of books, I also scan the
posts and articles of around fifty blogs and magazines on an almost
daily basis. I consider this to be important.
Don’t get me wrong. My message is not that you should read a lot of
books, blogs, and magazines. I happen to like reading. You could do
other things to acknowledge that business transformation is a craft, as
long as you make a sincere attempt to grow beyond the level of novice
to the level of master. (I am quite sure that I am not even halfway there!)
I don’t care if you use books, websites, podcasts, courses, conferences, or workout videos on vhs tapes.
When you’re serious
about influencing people and changing a tiny part of the world, you
will have to grow your skills by accumulating knowledge. And that’s
just half of the effort.
The other half is about gaining experience. From annual yearbook
committees to pan-European Agile communities, from naked bike
rides to Scrum transformations, from courseware licensing to conference organization, I have always been active in trying to motivate
people to do things. Sometimes I was successful, sometimes I wasn’t.
But I always gained experience.

A creative networker complaining
that colleagues won’t adopt an idea
or behavior is like an entrepreneur
complaining that the money won’t
flow in his direction.
Only few people are born as natural business transformers. The rest
of us will just have to achieve mastery through knowledge and experience. We must ask ourselves the question:

How Do We Grow?

© 2012 Jurgen Appelo
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Their Mastery

Have you ever ordered a macchiato? You have? I’m sorry, but that
makes you look a bit incompetent, in the eyes of the Italians. You see,
macchiato means “stained”. A caffè macchiato is espresso stained
with a bit of milk. A latte macchiato is milk stained with a bit of coffee.
When you order just a macchiato, you are asking for a stained nothing.
A competent barista should look puzzled and ask you, “What do you
mean? A latte macchiato, or a caffè macchiato?” To add to the confusion, in northern Europe, the default macchiato is often a latte macchiato, but in southern Europe it is usually a caffè macchiato. Knowing
what you will get is important, because they are each other’s opposites.
When a menu in a coffee bar just says macchiato, I take pleasure in
asking them, “Well, which one is it?” and then watching them struggle.
I have no good reason for telling you this story, other than to make
me look competent. People seem to think I’m a coffee connoisseur. I
like that. In truth, I spent only five minutes comparing some Wikipedia entries. (Did you know that a caffè latte is not the same as a café
au lait? Oh, and notice the spelling.)
So, what can you do as a business transformer when you want to motivate people? Easy! Get them to believe they can become a master at
something without putting in more than a few minutes of effort. People
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I’m sure you know about Instagram. It’s a smartphone app that enables people to take photos and post them on the social networks.
The app was acquired by Facebook for nearly a billion dollars. I
think Instagram is a fantastic idea, because it enables anyone with
a smartphone and one finger to pretend that they can create and
discuss art as if they’re a reincarnation of Andy Warhol. Instagram
made people feel like they make great pictures. They don’t, but that
doesn’t matter. They look competent.

love showing others which books are the best, how to save money, where
to find the best restaurants, and how to properly order coffee. They
spread the word, and their arty farty photos, because it makes them
look as if they have achieved mastery. [Berger, Contagious loc:375]
That’s why you should ask yourself:

How Can We Make Them Look Competent?
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Our Power
As a public speaker, I have learned to enforce a few rules for organizers of events. There will be no jury evaluating the “quality” of my
presentations by simply counting the number of slides. I will not use
the organizers’ computer, which usually has a PowerPoint version
that was installed from floppy disks fifteen years ago and includes
a set of fonts that extends no further than Courier New and Comic
Sans. And I will not apply a standard template with conference logos,
slogans, and banners to my presentation. It is not the Las Vegas Strip.
The experts call this situational power. As a business transformer,
you sometimes have to tell people, in a subtle but firm way, “No,
thank you. In this small pocket of the universe, I am the authority.
In this tiny area, I make the rules. You can do anything you want
everywhere else, but the stage and the screen are mine.”
There are two reasons for this. First, when you abide by another person’s silly power rituals, you reinforce his authority over you. That
means your power to influence him will crumble. [Klaff, Pitch Anything loc:435] Second, when other professionals notice that you’re
using inferior tools and practices, your status among peers goes
down the drain as well.
As a business transformer, you don’t claim situational power to be
arrogant or to offend people. (I must admit that in one or two cases, I
did enjoy these side-effects.) You use power primarily because you’re
a professional. When the conversation is about your topic, you must
have the authority. This helps you to be an influencer because people are trained from birth to listen to authority. And it helps you to
be valued by your peers because all professionals appreciate taking
a stand against crappy work. That’s why we ask ourselves:

How Do We Express Authority?
© 2011 Alexey Krivitsky

However… There is another side of the coin.
I am writing this while the world is divided over sanctions against
Syria. It is clear to many independent observers that President
Assad is responsible for the deaths of thousands of innocent civilians. And yet, he firmly holds on to his power. It wouldn’t surprise
me if Assad actually believes he is the good guy, and that half of the
Syrian population just refuses to acknowledge his great contributions and vision for the country.
Research confirms that powerful people focus too heavily on their
own point of view and don’t sufficiently take into account other
people’s perspectives. [Pink, To Sell Is Human loc:882] There is an
inverse relationship between power and perspective-taking.
People with authority are blind to important signals because their
brains get intoxicated with authority. Subsequently, messages that
are perfectly clear to others become distorted. [Robertson, “Power
Is the Ultimate High”] For anyone who has ever had to deal with
members of the government, this is so obvious that it doesn’t even
need explaining.
What do successful business transformers do, after they have
claimed situational power? They lend it out. They delegate. For example, I run a lot of classes and workshops about management and
leadership, but I often let the participants choose the topics they
want to discuss. Sometimes they change the time slots. Sometimes
they reorganize the classroom. I don’t mind. When they feel powerful, they are better able to share their thoughts with me, and then, I
am better able to tweak my message and influence them.

What do successful business
transformers do, after they have claimed
situational power? They lend it out.
I’m sure it’s only a matter of time before Assad is removed from his
position due to lack of influence. Power is like a black hole. People
have a tendency to accumulate more and more, but ultimately that
power just erodes and its influence seeps away. Great business
transformers gain and keep influence by sharing the power they
have. They ask themselves:

How Do We Lend Them Our Authority?
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Our Freedom
I enjoyed one of my first business successes when I redesigned the
courseware of a training company. I didn’t ask the ceo if he wanted
a new design. And I didn’t ask the courseware department for their
permission. I just did it. When I showed them the redesign, it was
easy to see why they needed it badly. I’m sure I would have met resistance if I had only suggested changing the training materials and
asked them for permission. And so I skipped those steps. It was the
first time I made a lot of money with a design.
I am convinced that people who desire the freedom to make their
own decisions, who believe they have a good chance of improving
things, and who ask forgiveness rather than permission are the ones
with the best chance of actually changing the world.
Many people don’t feel free to act because something that happened
in the past is constraining them now. They follow procedures,
policies, and rituals that have always been there, and they
never question the real boundaries of their territory.
This often prevents people from making things
happen because they think they can’t. The
experts call it learned helplessness. People
learn not to act and not to take matters into
their own hands.
Successful business transformers rarely
suffer from this unfortunate condition.
They are more like entrepreneurs. They are
naïvely positive about what they can achieve
and blissfully ignorant of the rules that are supposed to apply. They feel free where other people
don’t. And that makes all the difference.

Normal workers might think, “Hmm, what would this button do?”
Great business transformers actually press it! That’s why I
believe we should always ask ourselves:

Are We Really Doing What We Can?

I recently applied for Privium membership at Schiphol airport, which
allows me to skip the queues by using an eye scanner. Why? Well,
it’s not because I thought it would make travelling a whole lot more
efficient. The real reason was that I couldn’t stand the sight of other
travelers passing swiftly through customs and security while I had to
wait in the regular queues. I sensed my freedom of choice was lacking.
Loss aversion is the term experts use to describe our preference for
not losing things. We don’t want to lose our valuables, we don’t want
to lose the opportunity of obtaining something, and we don’t want
to be entitled to less than others are. As available opportunities are
limited, we feel we lack freedom of choice. People hate losing and
lacking freedom.
Many marketers apply the principle of loss aversion with the concept of exclusivity.
When something can only be obtained by
those with a certain status, then many of us want that status. Other
businesses apply the same principle with the concept of scarcity.
By sending the message that there is only a limited amount of
something available, people are prepared to pay more and do more
in order to obtain it.
The science of motivation shows that people
are motivated more by the thought of losing
something than by the thought of gaining
something of equal value. [Cialdini, Influence
loc:3828] By applying exclusivity and scarcity,
you can change thoughts about merely adopting or obtaining something into the feeling of
losing a fundamental right to have it. And thus
it can be very effective to ask ourselves:

Is There Limited Availability?
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When we want a chance to influence our
fellow workers, we have to open up.

Our Relatedness
My teenage years were the most difficult time of my life. In high
school, I was, fortunately, not at the bottom of the pecking order. I
was merely the third loser, counting up from the bottom. I only had
to suffer mild name calling and pranks, such as the time when the
kids threw my schoolbag across the street. The carton of chocolate
milk inside my bag burst and I spent the rest of the morning wiping
chocolate milk from my school books. I think I may have accidentally
invented the well-known practice of brown bag lunches.
I had no friends at all. My evenings were spent at home, alone in my room,
playing and experimenting with my Commodore 64 computer. And I remember lying in my bed, crying softly so my family wouldn’t hear. I was
convinced I was weird and that nobody would ever like me. Thirty years
later, I can say that the first part was true and the second part wasn’t.

Things changed when I became a university student. My minor skills
at drawing, writing, and organizing got noticed, and I was invited to
join all kinds of committees. I ultimately ended up on the board of the
students’ society. It seemed that some people actually liked it when I
was around. For the first time in years, life was smiling down on me.
What had changed? I had changed.
It was only when I started opening up and sharing my vulnerability
that people started caring about me.
It turns out that people
feel more connected when they get personal about themselves. (This
might be happening right now.) We relate better to people when we
are opening up ourselves. And better relatedness means more influence. Therefore, as business transformers, when we want a chance to
influence our fellow workers, we have to open up. We ask ourselves:

How Are We Being Personal?

There is a story about Steve Jobs and his team trying to figure out
how to position the Apple logo on the earliest MacBooks. When
positioned facing the user, the logo is upside down when the user
opens the laptop. But when the logo is facing away from the user, it
looks correct for anyone watching from a distance. For Steve Jobs,
it was clear: the user already knows the MacBook is cool, but her
friends still need to be convinced. For the same reason, Apple decided on white cables and earplugs for the iPod instead of the more
common black ones. The user himself can’t see the earplugs while
wearing them, but other people can!
This is called the principle of social proof. It says that when people
feel uncertain, they do whatever they see other people doing.
They copy each other’s behaviors, relying on their
relatedness to each other. People are willing to
place a lot of trust in the wisdom of the crowd.
It is the mechanism that enables fashion, hype,
and mass hysteria.
As business transformers, you can convince
your coworkers to do something by making
it seem that many others are already doing
it. You increase your chance of success by
increasing the visibility of your change.
Making things more observable makes them
easier to imitate, which makes them more likely to be copied. When your idea is built to show,
it is built to grow. [Berger, Contagious loc:1774]

This is why many bartenders seed their own tip jar by dropping in a
handful of coins or bills at the start of their shift. It is why some book
authors purchase their own books in the first week after release,
generating sales to show to other potential buyers. And it is why
event organizers always claim that there are “only a few seats left”,
hoping that others will follow the imagined herd. As great business
transformers, we must ask ourselves:

Where Is the Social Proof?
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Our Order
The 8th letter of the Champfrogs checklist is about people’s need
for certainty, stability, and predictability. This is a bit of a problem
because we live in a complex adaptive world. Nothing is certain.
Nothing is predictable. This also applies to how people respond to
our efforts to change their beliefs and behaviors. Unfortunately, the
message “Sorry, change is a mess” doesn’t go down well with most
coworkers. A feeling of helplessness is not at all what we’re after.
So, what can we do? How can we give ourselves a sense of order?
How can we make it feel as if there is a methodical approach to
change management?
The least we can do to make our own work easier is to use decent
tools and practices that will give us a chance to be more successful in the messy world around us. This is exactly why I wrote the
little book How to Change the World. It is also what I believe I have
achieved with the Champfrogs model. Of course it is flawed. All
models are wrong, but some are useful.
The model in this chapter is not intended as a travel map or itinerary.
It doesn’t tell you where to go, what to do, at what time,
and in which situation. The Champfrogs model is useful as a travel
checklist.
It is a reminder of things to consider when you venture
out into unknown territory. You probably won’t need all the items on
the checklist. But ignore them at your own peril! And thus we ask
ourselves:

Are We Using the Checklist?

The Champfrogs model is useful
as a travel checklist.

What I have noticed on many websites that
sell software is that they usually show customers three options.
The package on
the left says “Standard” and offers only features for one user in Tonga who is catatonic
and uses a piece of tree bark as a tablet computer. In the middle is a package called “Pro”
which offers a decent amount of features for
the average user. And on the right, we find
a package called something like “Universal”
which offers the whole world—with wings, in
a gold frame, and a cherry on top. The one in
the middle, the Pro package, is usually highlighted, and has a banner saying “favorite
choice”. It also happens to be the package
that is the most profitable for the website
selling the software.
This is exactly what users need. People want
simplicity, clarity, and not too many options
to choose from. Research has confirmed
that people may flock to someone who sells
a thousand variants of a product. But the
seller who offers only a few variants actually
sells more.

Another thing that researchers uncovered
is that you can sell more products when
you list all the positives while adding one
or two mild negatives. When you are honest
about the existence of a small blemish, you
actually increase the chance that people are
swayed by its other fine qualities. [Pink, To
Sell Is Human loc:1693]

As business transformers, we help people
choose by restricting their options and by
being transparent about all aspects of the
choices. This allows us to create a bit of order
and certainty. That’s why we ask ourselves:

Are We Clear Enough?
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Our Goal
What is the goal of business transformers? Easy, we want to change
the world! Or at least, we want to change a tiny part of it that extends
from ourselves to the outer office walls. Or maybe just our own floor.
Or maybe just our manager’s desk.

Optimism works because it improves your own behavior and efforts.
By changing your own attitude, and by saying “I can do this”, you
actually increase the chance of achieving your goals. As business
transformers, we fake it until we make it. And thus we ask:

Is that possible, changing the world? Of course it is. It has to be!
Otherwise, why bother? Yes, we sometimes stumble and fall. But
hey, that’s life. We simply shake off the dirt, ignore the pain, and try
again. At least we will have learned which steps to avoid next time.

Are We Being Optimistic?

In research performed among salespeople, it was found that those
with an optimistic explanatory style, who saw failure as temporary
rather than permanent, sold more and survived longer in their
jobs. [Pink, To Sell Is Human loc:1372] It seems
there’s a good reason to be an optimist!
And it gets even better. Other researchers found that those who
fake their smiles, who just
pretend to be optimists,
are able to influence and
change their own behaviors in a positive way.
As a result, they
also achieve more. They
make it because they
fake it. [Cuddy, “Your
Body Language Shapes
Who You Are”]

© 2012 Linda Hirzmann
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Their Goal
It is said that men have only one thing on their minds, which is a bit
of an exaggeration. It is more accurate to say they have two things
on their mind. I do not only think about my work. I also care a lot
about my garden.
This insight was used not too long ago in a creative way by Gillette,
the razor blade company. Gillette wants men to shave anything they
can, as often as they can, with as many blades as possible. So, they
thought, “What arguments can we use to convince men to trim the…
ehm… private area? Should we argue in favor of personal hygiene?”
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Bah! That argument may work on women. I’m a man!
“Maybe we should refer to esthetics?”
Double bah! That argument only works when we talk about my other
masculine symbol, my car.
Instead, Gillette came up with a much more convincing argument:
On their videos and on their website they said, “Trimming the bush
makes the tree look taller!” Genius! And they added, “Use a fresh
blade every day, to avoid cutting the tree.” Brilliant! Gillette understands how to tap into a man’s passion (and fear). They know how
to align their own objective (selling more razor blades) with their
customers’ goal (an impressive garden). Hoping the effects are cumulative, I ordered a lifetime supply of Gillette blades.
People can be passionate enough to do the silliest things. All your
fellow workers are passionate about something. [Kawasaki, Enchantment loc:553] As business transformers, it’s our job to find out what
it is, and so we ask:

What Is On Their Minds?
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Our Status
I feel fortunate that I was chosen some time ago as a top influencer
in the global Agile community. [Dolman-Darrall, “Top 20 Most Influential People in Agile”] I was very happy about that announcement. It was probably total nonsense, but I didn’t care. I’ve used this
valuable piece of recognition anytime I could.
As a business transformer, the more you can position yourself to
be a respected person, the more credibility your ideas will earn as
well, and the more you make it true. [Brogan and Smith, The Impact
Equation loc:2338] Credibility means that whatever you say is somehow backed up by something else that says, “Listen to him, because
he makes sense!” This increases your status and it increases your
influence.
Those with high social status in a group are trusted and followed,
often without question. When you are pitching your idea from a low
level of social status, your ability to persuade others is small, and
your pitch will be very difficult. But if you hold a high level of social
status, even when it’s temporary, your power to convince others will
be stronger. [Klaff, Pitch Anything loc:904]
As business transformers, we try to elevate our social status, with
titles, awards, certificates, references, and accreditations, even if
they are only remotely related. [Klaff, Pitch Anything loc:1117] Did
you know I won the title of Entrepreneur of the Year in 1999?
It doesn’t matter that it was only in The Netherlands, that it was 15
years ago, and that my startup was a complete disaster. I have the
title! And I use it because it helps. And thus we wonder:

What Makes Us Credible?
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Their Status
Now we’re nearly at the end. It feels good, doesn’t it, ticking off all
the items on a checklist? It gives us a sense of progress, a sense of
completion. Maybe we can earn a status upgrade when we turn in a
fully stamped card!

#workout

This is what this last topic is all about: giving people a sense of moving forward or upward, a sense of gaining status. We call it social
currency. People like playing games that earn them more status
among others. [Berger, Contagious loc:480] They use social currency to achieve a positive impression among their family, friends, and
coworkers.
To get people talking about our ideas, and spreading our message,
we need to mint social currency. We should allow people to earn
credits while they are promoting our ideas along the way. One way
of doing this is to use game mechanics and provide visible symbols
of earned status that people can show to others. It is called gamification and it’s all the rage these days.
You can see it applied publicly on social networks (with likes, friends, and followers), on Q&A
websites (such as Quora and StackOverflow), and on the mother of
all personal ranking websites: Klout.
Another way to implement social currency is a bit more private, and a
bit more subtle, but effective nevertheless. I enjoy every moment I see
my friends’ eyes glance with envy at the silver and golden luggage
tags of the various frequent flyer programs I have dangling on my
suitcases. I know the airlines have successfully answered the question:

What Is the Social Currency?
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Influence or Manipulation
Someone asked me once, “Isn’t everything you’re describing with
the Champfrogs checklist just manipulation of people?” What a
great question! I think there’s a big difference between influencing
people and manipulating them. It totally depends on what you’re
convincing them to do. When you persuade people to do good
things, we usually call it influence. When you persuade them to do
bad things, we call it manipulation. When I convince someone to
buy me a mojito because it’s the best cocktail ever, I’m an influencer.
When I convince her not to have a mojito herself because it’s bad for
her health, I’m a manipulator. See the difference?
Influence, manipulation, persuasion, marketing, and politics are all
different words for our attempts at convincing people to adopt or discard certain ideas and behaviors. It is also an essential skill for anyone with the ambition to succeed in organizational transformation.

The rider only ends up
where he wants
when he knows how to
influence the elephant.
The number one issue that employees in many businesses struggle
with is organizational culture. The biggest challenge that managers of many organizations struggle with is change management. I
believe that employees and managers are all in need of the same
skill. They need to be better business transformers. The best businesses thrive on changing environments, and they do this by being
transformational. This means business transformers must learn to
explicitly target the emotional side of change. The rational part
is important, but the rider only ends up where he wants when he
knows how to influence the elephant.
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Curiosity

•• Us: How Can I Learn and Understand?
•• Them: Is Our Idea Remarkable?

Freedom

Honor

•• Us: How Do We Grow Trust?
•• Them: What Small Things Do We Give and Ask?

Relatedness

Acceptance

•• Us: How Are We Just Like Them?
•• Them: Where Is the Smell of Success?

Order

Mastery

•• Us: How Do We Grow?
•• Them: Can We Make Them Look Competent?

Goal

Power

Status

•• Us: How Do We Express Authority?
•• Them: How Do We Lend Them Our Authority?

•• Us: Are We Really Doing What We Can?
•• Them: Is There Limited Availability?
•• Us: How Are We Being Personal?
•• Them: Where Is the Social Proof?
•• Us: Are We Using the Checklist?
•• Them: Are We Clear Enough?
•• Us: Are We Being Optimistic?
•• Them: What Is On Their Minds?
•• Us: What Makes Us Credible?
•• Them: What Is the Social Currency?
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Here is the summary of the ten intrinsic motivators with two questions each.
The first question is about our own change; the second question is about the change in others.
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I can give you a good example of being an influencer by describing
one of the most popular management exercises I have ever created.
It’s called Moving Motivators. [Appelo, “Moving Motivators”] The
exercise is performed using the ten Champfrogs motivators printed
as separate cards with colorful illustrations. The first step is for the
player to place the cards in order of importance (from a personal perspective). In the second step, the player imagines a certain change in
her work life, and she moves the cards up or down, depending on the
positive or negative impact of the change on her intrinsic motivation.
The exercise can be performed alone, with an observer, or with a team.
Many players have reported that the exercise is a great reflection
tool and helps create interesting insights into people’s personal
work-life situations. It can also help a business transformer understand which of the ten motivators are the most promising triggers
for personal and organizational change. Even more encouraging, I
have seen teams in different parts of the world experiment with the
playing cards, inventing new ways of playing the game and trying
out creative ways of visualizing the results. [Happy Melly. “Working
for the Boss or Working Together?”] Believe it or not, I have received
reports of people making crucial work-life decisions (including
whether to have a baby) with the help of the simple Moving Motivators exercise. Apparently, I have been an influencer!

•• Change = Idea * Passion * Behavior * Influence
Organizational change is a function of ideas, passion, behavior, and
influence. In this chapter, I assumed that you already have some good
ideas. Maybe some of your ideas are based on the practices you’ve
learned about while reading this book. I also assumed that you are passionate to make things happen. Otherwise, you probably wouldn’t have
made it this far in the book. Ideas and passion, however, are not enough
to change an organization’s culture. What you need now is to change
your behaviors and increase your influence. This all starts by learning
what motivates people and what triggers their intrinsic desires.

Job interviews
“When interviewing juniors for consulting job opportunities, I tried to figure out what their ideal working day
would look like. This works well with people who know
the business, but it is difficult with college graduates.
And some of our consulting disciplines require a passion
different from what is considered mainstream.

So I started to play Moving Motivators with our junior
applicants, usually at the end of the job interview. The
feedback from these 15 to 30 minute exercises changed
my gut feeling about an applicant more than once. And
for all of those we finally hired, I can claim those hires
were a success for all involved.”

Dirk Schwammkrug, Switzerland

“I have applied the Moving Motivators game to map
which intrinsic desires were more relevant for our team.
We visualized the results with a radar graph. We used
this graph in various decision-making moments, always
trying to choose an option that was optimal considering
the impact on people’s intrinsic motivators.

This practice helped us to understand how some decisions
can affect our motivation and how we can make better decisions to maintain happiness in our workplace. We have
repeated the exercise every three months to update the
data and the graph, and the map is fixed on our task board
so that we can show the team’s values to everybody.”

Eduardo Scudeler, Brazil
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Radar graph
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What Now?
There are two things you can do to experiment with the Champfrogs
motivators.

1. Download the Moving Motivators game and play it

individually and with fellow workers. Notice how people
are intrinsically motivated in different ways, and think on
how to tweak organizational changes to nudge people’s
elephants in the desired direction.

2. Print the checklist questions and continuously use it as your

organizational change checklist and reflection tool so that you
can hone and improve your skills as a business transformer.

© 2011 Jurgen Appelo
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Everything that is truly great and inspiring
is created by the individual who can
labor in freedom.

champfrogs checklist & moving motivators

471

