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Breakthroughs in brain research
explain how to make organizational
transformation succeed.

by David Rock and Jeffrey Schwartz

The

Neuroscience
of Leadership

Mike is the CEO of a multinational phar maceutical
company, and he®in trouble With the patents on
sverd key drugs due to expire soon, his busnes
deperady neadsto become more entrepreneurid, par-
ticularly in itsability to form internd and externd part-
nershipsto reduce time-to-market. Yet his organization
has a dlo mentdity, with highly competitive teems
scretly working againg one another. How can Mike
change the way thousands of people a& his company
think and behave every day?

Busneses evarywhere face this kind of problem:
Quccess i possble without changing the day-to-day
behavior of peoplethroughout the company. But chang-
ing behavior is hard, even for individuads and even
when new habits can mean the difference between life
and degth. In many gudiesof patientswho have under-

gone coronary bypass surgery, only one in nine people,
on average, adopts hedthier day-to-day habits Theoth-
aDivesarea sgnificantly grester risk unlessthey exer-
dxe and loxe weight, and they dearly see the vdue of
changing their behavior. But they don®follow through.
S what about changing the way a whole organization
behaves?T he consgently poor track record in thisarea
telsusit®a chalenging apiration a beg.

During the lag two decades stientigs have gained
a new, far more accurae view of human naure and
behavior change because of the integration of psychol-
ogy (the gudy of the human mind and human behav-
ior) and neurostience (the sudy of the anaomy and
physology of the brain). Imaging technologies such as
functiond magnetic resonance imaging (fMRI) and
positron emisson tomography (PET), dong with bran
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wave andyss technologies auch as quantitative dectro-
encephaography (QEEG), have reveded hitherto
unseen neurd connections in the living human brain.
Advanced computer andyds of these connections has
hdped ressarchers deveop an increasng body of theo-
retica work linking the brain (the physcd orgen) with
the mind (the human constiousess tha thinks feds
acts and percaves).

Theimplicationsof thisnew reseerch are particular-
ly rlevant for orgenizationd leaders It isnow dear that
human behavior in the workplace doesn® work the
way many executives think it does That in turn hdps
explan why many leedership eforts and organizationd
change initiativesfdl flat. And it aso hdpsexplan the
uccess of companies like Toyota and Springfied
Remanufacturing Corporation, whose shop-floor or
megting-room practices reonate degply with theinnate
predigogtionsof the human brain.

Managers who undergand the recent bresk-
throughs in cognitive sdence can lead and influence
mindful change organizetionad trandormation that
tekesinto acocount the physologicd nature of the brain,
and the ways in which it predigposss people to resg
some forms of leedership and accept others This does
not imply that management N of change or anything
deN isasience Thaeisagrea ded of at and craft
in it. But sevad condusons about organizationa
change can be dravn tha make the at and craft far
more effective These condugonswould have been con-
sSdered counterintuitive or downright wrong only afew
years ago. For example

¥ Change is pain. Organizationd change is unex-
pectedly difficult becauseit provokes senstionsof phys
iologicd discomfort.

¥ Behaviorism doesnOtork. Change efforts based
on incentive and threat (the carrot and the gick) rardy
succeed in thelong run.

¥ Humanism is overr ated. In practice, the conven-
tionad empathic gpproach of connection and persuason
doen®auffidently engage people

¥ Focus is power. The act of paying dtention cre-
ateschemicd and phydcd changesin the bran.

¥ Expectation shapes reality. Pa)ple@preoonoep—
tionshave a dgnificant impact on wha they percave

¥ Attention density shapes identity. Repesated,
purposeful, and focused atention can lead to longHlad-
ing persond evolution.

Change Is Pain
Qhy do people resst change 0 subbornly, even when
it®in their own intereswonder CEOs like Mike.
Changing the way others go about their work is harder
than he has expected. New advances in neurostience
provideindgght into why change can be o difficult, and
there are sverd key findings

Thefird hasto do with the nature of human mem-
ory and itsrdationship to constious atention. Working
memory N the brain® (olding area, Owhere peroep-
tionsand idess can firg be compared to other informa:
tion N is frequently engaged when people encounter
something new. When you se a new product on a
permarket shdf and raiondly compare its benefitsto
a product you dready use, it®your working memory
that takesin the new information and matchesit agang
the old. This kind of memory activaes the prefrontd
cortex, an energy-intendve part of the brain.

The basd ganglia, on the other hand, are invoked
by routine familiar attivity, like putting an often-
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Like driving a car with a standard
transmission for the first time,
changing a hardwired organizational
habit can be nerve-wracking.

purchasad product into asupermarket cart without con-
sioudy paying atention, and perhaps without later
remembering having picked it out. This pat of the
brain, located near the core, iswhere neurd drcuits of
long-ganding habit are formed and hed. It requires
much less energy to function than working memory
does in part becauseit ssamlesdy linkssmplebehaviors
from brain modules that have dready been shegped by
extendvetraining and experience

The basal ganglia can function excesdingly wel
without conscious thought in any routine adtivity. In
contragt, working memory fatigues essily and can hold
only alimited amount of information @n lineda any
onetime Therefore, any ativity conducted repditivey
(to the point of becoming a habit) will tend to gat
pushed down into the basd ganglia the habit-center
part of the brain. Thisfress up the processing resources
of the prefrontd cortex.

After jus afew months of learning to drive a car,
people can typicdly drive Qvithout thinking.OIf they
then try to drive on the other d9de of the road, sy in
another country, the act of driving suddenly becomes
much moredifficult. The prefrontd cortex must now be
used to kesp track of the action. Many travders never
want to undergo this experience Smilarly, for those
used to an automatic trangmisson, thefirg timedriving
a ca with a gdandard trangmisson can be a nerve
wracking experience (Indeed, the basd ganglia area
operaeslike an automatic trangmision, shifting anong
paterns of degply hdd thought.)

The same cognitive dynamics comeinto play when
people face other types of sressful experiences, indud-
ing any draegic or organizationd change Much of
wha managers do in the workplace N how they =l

ideas run medtings manage others and communicate
N isso wdl routinized that the besd ganglia are run-
ning the show. Trying to change any hardwired habit
requires a lot of efort, in the form of atention. This
often leads to a feding that many people find uncom-
fortable So they do what they can to avoid change

The scond reeson change is hard rdates to badc
brain functioning. Human brainshave evolved a partic-
ularly grong capacity to detect what neurostientigscal
@rror<0 perodved differences between expectation and
actudity. When a child (or an adult, for that matter) is
promised a swet-tading tregt and then discovers it
tagtes Aty or bitter, the brain emits srong Sgnds that
usealot of energy, showing up in imaging technology as
dramaic burds of light. Edmund Rollsfird illugrated
this a Oxford Universty in the early 1980s with a
gudy involving monkeys Dr. Rolls found that @rrorsd
in the environment produced intense burgs of neurd
firing, markedly dronger than the firing causad by
familiar gimuli.

These error dgnds are generated by a part of the
brain cdled theorbitd fronta cortex. Located ebovethe
gyebdls it is dosdy connected to the bran®fear dr-
cuitry, which reddesin a gructure cdled the amygdda
(The amygdaa is the source of the Gmygdaa hijack,0
the sudden and overwhdming fear or anger reponse
destribed in layman®terms by Danid Goleman in his
popular book Emationa Intdligenee) Theamygddaand
the orbitd frontd cortex are anong the oldegt parts of
the mamma brain, remnants of evolutionary higory.
When these parts of the brain are activated, they draw
metabolic energy away from the prefrontd region,
which promotes and supports higher intdlectud func-
tions The prefrontd region is particularly wel devd-
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oped in humans and doen® exig a dl bdow the
higher primates Error detection Sgnds can thus push
people to become emotiona and to act more impul-
svey: Animd inginctstake over.

People with the syndrome known as obsessve
compuldve disorder (OCD) have error detection dir-
cuitsthat have goneinto overdrive Their orbitd frontd
cortex sends a congant, incorrect message that some-
thing is wrong (My hands are dirtyQ). The individud
knows on one levd, tha the message isincorrect. But
thedarm isso compdling, it@hard to resst tryingto fix
the stuaion (O must wash my hand<), s the person
kegpstryingto fix it. Themoretheindividud triesto fix
it, the more entrenched those neurd drcuits becomein
the basd ganglia any immediate QolutionO (washing
hands) renforces the entrenched drcuitry, making the
problem worse. Even among peoplewithout OCD, jugt
trying to change a routine behavior sends out grong
messagesin the brain that something isnot right. These
messages grab the individua@atention, and they can
reedily overpower rationd thought.

It takesagrongwill to push pagt such menta activ-
ity N and the ssmeistrue on the levd of organization-
d change Try to change another person@behavior, even
with the bes posible judification, and he or she will
experience discomfort. The brain sends out powerful
messages that something is wrong, and the capadty
for higher thought is decressed. Change itdf thus
amplifiesgressand discomfort; and managers(who may
not, from ther pogtion in the hierarchy, percave the
s|ame eventsin the same way that subordinates percaive
them) tend to underegimate the chdlengesinherent in
implementation.

Behaviorism Doesn®Work

Many exiging moddsfor changing people®behavior are
dravn from a fidd cdled behavioriam. The fidd
emerged in the 1930s and was led by psychologig B.F
inneg and advertisng executive John B. Watson,
building on Ivan Pavlov&famous concept of the condi-
tioned regponse: Asodate the ringing of a bl with
food, and a dog can be made to Hivae & the sound.
The behaviorigs generdized this obsarvation to people,

and exablished an gpproach to change tha has some-
times been caricatured as Quay out the M& MsOFor
each person, thereisone st of incentivesN one com-
bination of candy colorsN that makesthe best motiva:
tor. Presnt theright incentives and the desired change
will naturaly occur. If change doen® occur, then the
mix of M&M colorsmug be adjuged.

Ye thee is plenty of evidence from both dinicd
research and workplace obsarvation tha change eforts
based on typicd incentives and threats (the carrot and
the gick) rardy succesd in the long run. For example
when peopleroutindy comelaeto megings amanager
may reprimand them. This may chagen laecomersin
the short run, but it dso draws ther atention away
from work and back to the problemsthat led to lateness
in the fird place Anothe manager might choose to
reward people who show up on timewith public recog-
nition or better assgnments for those who arelate, this
too rasssanxiety and reinforcestheneurd paternsaso-
dated with the habitua problem. Yet degitedl the evi-
dence that it doen®work, the behaviorig modd is ill
the dominant paradigm in many organizations Thecar-
rot and gick aredive and wel.

Humanism Is Overrated

Thenext big fidd to emergein psychology after behav-
iorian was the humanig movement of the 1950s and
1960s Al cdled the person-centered gpproach, the
fidd was ingpired by such thinkers as Carl Rogers and
Abraham Madow. Thisschool of thought assumed that
«f-edeem, emotiond neads and vaues could provide
leverage for changing behavior. The prevaling modd of
humanig psychology involved hdping people reech
their potentid through sdf-actudization N bringing
forth hidden cgpadities and agpirations Thergpids and
traners|eft behind the carrot and gick and focused on
empathy. They ligened to peopledproblems atempted
to undergand them on their own terms and dlowed a
holigic solution to emerge.

In theory, an efective solution might well emerge
from the person-centered gpproach. But there isrardy
timeto go through this processwith employees and no
guarantee tha it will produce the desred reaults True
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Hf-actudization might Smply leed someoneto quit his
or her job. Moreover, in practice, thehumanist approach
leadsto an emphadson persuason. Theimplidt god is
to @et people on boardOby etablishing trugt and rap-
port, and then to convince them of the vdue of a
change. Performance management training manuas on
adminigering annud gppraisas often counsd managers
to Q@diver congructive performance feedback.O
Trandated from the jargon, this means GRolitdy tdl
peoplewhat they are doing wrong.OT hough colored by
humanig intent, this approach is in its own way, as
mechanigic as behavioriam. It asumes that if people
recave correct information about what they are doing
wrong, and the right incentives are in place, they will
automaticdly change

But the human brain can behave like a 2-year-old:
Tdl it what to do and it automaticdly pushes back.
Partly this phenomenon is a function of homeogadss
(the naturd movement of any organism toward equilib-
rium and away from change), but it d<o reflectsthe fact
that brains are patern-making organs with an innate
dedreto creste novd connections When people solvea
problem themsaves the brain rdeases arush of neuro-
trangmitterslike adrendine. Thisphenomenon provides
aientific bads for some of the practices of leadership
coaching. Rather than lecturing and providing solu-
tions effective coachesask pertinent quegionsand sup-
port ther dientsin working out solutionson their own.

The power of changing behavior by asking ques
tions goes back to Socrates but even the Socratic
method can backfire when it is widded by someone
in authority who istrying to convince othersof apartic-
ular solution or answe. Ledie Brothers a psychia
trigbneurodentis and author of Friday® Foatprint:
How Sod ety Shapesthe Human Mind, hasdemondrated
that thebrain@gtructure predigposssusto be soddly ori-
ented. Newborns experience aform of empathy, and a
gx months wel before they can ek, infants experi-
ence advanced sodidly oriented emotions like jedousy.
When someonetriesto politdy tdl peoplewhat they are
doing wrong and phrases the criticdam as a quegion
(even one as ssemingly innocuous as Wha made you
think that solution would work?), subconscious darm

bdls ring. People can deect the difference between
authentic inquiry and an efort to persuade them.

Nether the behaviorig perective nor the person-
centered gpproach has been sophidicated enough to
provideardiable method for producing lagting behavior
change in intdligent, high-functioning workers even
when it®in ther own interes to change. 1t@time we
looked dsawhere

Focus Is Power
Some of the bigges legps in <ience and indugtry
have emerged from the integration of separate fidds
When the sudy of dectricity and of magnetiam coa
lesced to become the stience of dectromagnetiam, the
fidd gave us the dectric motor and generator, which
in turn garked the Indudgrid Revolution. To under-
dand how to beter drive organizationd change we
turn to another nexus this time between neuroscience
and contemporary physcs

Neurons communicate with each other through a
type of dectrochemicd dgnding tha is driven by the
movement of ions such as sodium, potassum, and cd-
dum. These ions travd through channds within the
brain that are at their narrowes point, only alittlemore
than a gngle ion wide This meanstha the brain isa
guantum environment, and istherefore subject to dl the
aurprigng laws of quantum mechanics One of thee
lawsisthe Quantum Zeno Effect (QZE). The QZE was
described in 1977 by the physidg George Sudarshan &
the Universty of Texasa Audin, and has been experi-
mentdly verified many timessnce

The QZE isrdaed to the etablished dbsrve dfedt
of quantum phydcs The behavior and postion of any
aom-g9zed entity, such as an aom, an dectron, or an
ion, appearsto changewhen that entity isobserved. This
in turn islinked to the probabiligic nature of such enti-
ties The quantum laws that govern the observed be-
haviors of subatomic partides and ds the observed
behaviors of dl larger sygems built out of them, are
expressd in termsof probability waves which areaffect-
ed in ecific ways by observations made upon the /s
tem. In the Quantum Zeno Effect, when any sygem is
obsrved in a suffidently rapid, repetitive fashion, the
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Professionals in different functions N
finance, operations, legal, marketing,
and so forth N literally think with different
neurological connections.

rate a which that sygem changesisreduced. Onedas
sc expeiment involved observing beryllium aomsthat
could decay from ahigh-energy to alow-energy dae As
the number of measurements per unit time increased,
the probability of the energy trandtion fdl off: The
beryllium atom gayed longer in itsexcited Sate, because
the sientigs in effect, repeatedly asked, GHave you
decayed yet0In quantum physcs asin the rest of life,
awached pot never boils

In a 2005 paper published in the Philoxphical
Transadionsd the Royal Soddy (U.K.), physdg Henry
Sop and one of the authors of this atide Jffrey
Shwartz, linked the QZE with wha happens when
dosatention ispad to amentd experience Applied to
neurotience, the QZE dates tha the mentd act of
focusing atention gebilizesthe assodiated brain circuits
Concentrating dtention on your mentd experience
whether athought, an indght, apicturein your mind®
eye, or afear, maintansthebran date arisng in asodi-
aion with tha experience Over time, paying enough
dtention to any edific brain connection kegpstherd-
evant dreuitry open and dynamicdly dive Thee dir-
cuitscan then eventudly becomenot just chemicd links
but geble, physicd changesin the brain@dructure.

Cognitive stientigs have known for 20 years that
the brain is cgpable of dgnificant internd change in
response to environmentd changes a dramatic finding
when it wasfirgd made Wenow do know tha thebrain
changesasafunction of where an individud putshisor
her atention. The power isin the focus

Attention continualy reshgpes the paterns of the
brain. Among the implications People who practice a
ecidty every day litedly think differently, through
different sts of connections than do people who don®

practicethe pedidty. In busness professondsin differ-
ent functionsN finance, operations, legd, ressarch and
devdopment, marketing, desgn, and human resources
N have physologicd differences that prevent them
from seeing the world the same way.

Expectation Shapes Reality

Cognitive sdentigs are finding that people® mental
maps ther theories expectaions and atitudes play a
more centrd role in human perception than was previ-
oudy undergood. Thiscan bewdl demongrated by the
placebo effect. Tel people they have been adminigered
apain-reducing agent and they experienceamarked and
gydemdic reduction in pan, degite the fact that they
have receved a completdy inert subsance, a sugar pill.
One gudy in 2005 by Robert C. Coghill and others
found that @xpectations for decreased pan produce a
reduction in percaived pan (28.4%) that rivas the
effects of adearly anagesic dose of morphine ODondd
Price of the Universty of Florida has shown that the
menta expedation of pain rdief accountsfor the change
in pan percegption. The brain® despes pan centers
show sygematic changes conddent with changes in
expaiencd pan.

Dr. Priceand Dr. Schwartz are currently working to
demondrae tha the Quantum Zeno Effet explains
theze findings The menta expectation of pan rdidf
causesthe person to repestedly focushisor her atention
on the experience of pain rdief, o tha the bran®pain-
rdigf drcuits are attivated, caudng a decresse in the
sensaion of pain. People experiencewhat they expect to
experience

The fact that our expectaions whether conscious
or buried in our degper brain centers can play auch a
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largerolein perception hasdgnificant implications Two
individuds working on the same cusomer srvice tde-
phonelinecould hold different mentd mapsof thesame
cusomers Thefirg, sseing cusomers only as troubled
children, would hear only complaintstha nesded to be
dlayed; the second, seaing them as busy but intdligent
professonds, would hear vauable suggegtions for
improving aproduct or srvice

How, then, would you go about fadilitating change?
The impact of mentd maps uggeds tha one way to
dart is by cultivaing moments of indght. Large-scde
behavior change requires alarge-scde change in mentd
maps Thisin turn requiressomekind of event or expe-
rience that dlows people to provoke themsdves in
effect, to change ther atitudes and expectations more
quickly and dramaticaly than they normally would.

Mak Jing-Besman of Northwetern Universty®
Ingitute for Neurostience and others have recently used
fMRI and EEG technologies to gudy moments of in-
dght. One gudy found sudden burgsof high-frequency
40 Hz ogdllations (gammawaves) in the brain appearing
jud prior to moments of indgght. Thisocillation iscon-
dudive to creating links across many parts of the brain.
Thesame gudy found theright anterior superior tempo-
rd gyrus bang activated. This pat of the bran is
involved in percdving and processng musc, Pdid and
gructurd rdations (such asthosein abuilding or pant-
ing), and other complex agpectsof the environment. The
findings auggest that & amoment of indght, a complex
& of new connections is beng crested. These connec-
tionshave the potentid to enhance our mentd resources
and overcome the bran® resstance to change But to
achieve this result, given the bran® limited working
memory, we need to make addiberae effort to hardwire
an indght by paying it repeated atention.

That iswhy employees need to @wnOany kind of
change initiative for it to be succesful. The hdp-dek
derk who sess cusomers as children won®change the
way he or she ligens without a moment of indght in
which hisor her mentd maps shift to sseing cugomers
& experts Leaders wanting to change the way people
think or behave should learn to recognize, encourage,
and despen thar tean@indghts

Attention Density Shapes ldentity

For ingghtsto be ussful, they need to be generated from
within, not given to individuds as condusons Thisis
truefor severd reasons Hrd, people will experience the
adrendinelike rush of indght only if they go through

the process of making connettions themsdves The
moment of ingght iswdl known to be a postive and
energiziing experience This rush of energy may be
centrd to fadlitaing change It hdps fight agang the
internd (and externd) forces trying to kegp change
from occurring, induding the fear reponse of the
amygdda

Sacond, neurd networks are influenced moment to
moment by genes experiences and varying patterns of
atention. Although dl people have some broad func-
tionsin common, in truth everyone hasaunique brain
architecture Human brainsare so complex and individ-
ud tha thereislittle point in trying to work out how
another person ought to reorganize hisor her thinking.
It isfar more effective and dficient to hdp otherscome
to thar own ingghts Accomplishing this feat requires
«df-obsarvation. Adam Smith, in his 1759 maderpiece
TheThexy o Maral Smtiments referred to thisasbeng
@he pectators of our own behaviour.O

The term attention densty is increesingly used to
ddfinetheamount of atention paid to aparticular men-
td expeience over a gecific time The greater the con-
centration on a gedific idea or menta experience, the
higher the atention densty. In quantum physicsterms
atention dengty brings the QZE into play and causes
new brain drcuitry to be gabilized and thus devdoped.
With enough atention densty, individud thoughtsand
actsof themind can becomean intringc part of an indi-
vidua® identity: who one is how one perceives the
world, and how one®brain works The neurosdientis®
term for thisis "f-direded neurgplagidty.

Youdke probably had the experience of going to a
training program and getting excited about new ways of
thinking, only to redize later that you can®remember
what the new ways of thinking were. Were the idess no
good in thefird place?Or did you jud not pay enough
atention?A 1997 gudy of 31 public-sector managersby
Baruch College ressarchers Gardd Olivero, K. Denise
Bane, and Richard E. Kopdman found that atraning
program done increesad productivity 28 percent, but
the addition of follow-up coaching to the training
increasad productivity 88 percent.

Further resserch is needed to hdp us better under-
gand how much atention isrequired to fadlitate long-
term change and in wha kind of format the requidte
training can be ddivered to foder beter peformance
For chronicdly lae people habits like carying two
timepiecesN onefagt and the other accurate N o rou-
tindy trying to arrive 20 minutes early to mestings may



be effective precisdy because they focus constiousaten-
tion on the improved result. With an attention modd,
learning becomes possble through many media, not
jug in a dasyoom. Also, given the andl cgpadity of
working memory, many smdl bitesof learning, digested
ove time may be more effident than large blocks of
time ent in workshops The key is getting people to
pay suffident atention to new idess something the
@learningOindusry has sruggled with.

Martin SHigman, founder of the postive psychol-
ogy movement and former presdent of the American
Psychologicd Asodiation, recently dudied 47 sverdy
depressed individuds The gudy involved two unusud
components Frd, participants focused ther atention
on things that were proven to increase happiness N
gedficdly, an exerdse cdled the three blesings in
which people wrote down three things that had gone
wdl tha day N ingtead of on the source or nature of
ther unhappiness which iswhere many mentd hedth
interventions focus Second, communities were alowed
to form, which encouraged people to pay atention to
the happinessinducing exercises Depresson in 94 per-
cent of the participantsdropped dgnificantly, from din-
icdly svere to dinicdly mild-to-moderate symptoms
Theimpact wasdmilar to the efects of medication and
cognitive thergoy combined. Perhaps any behavior
change brought about by leaders managers therapids
tranes or coachesis primarily afunction of ther abil-
ity to induce othersto focusther atention on pedfic
idess dosdy enough, often enough, and for a long
enough time.

Mindful Change in Practice
How;, then, can leaders efetively change ther own or
other people®behavior?

Sart by leaving problem behaviorsin the padt; focus
on identifying and cregting new behaviors Over time,
these may shgpe the dominant pathways in the bran.
Thisisachieved through a solution-focused quegtioning
goproach that fadlitatesHf-indght, rather than through
advice-giving.

Let®go back to Mike, our pharmaceuticd CEO.
One of MikeSdirect reports Rob, has hired only three
of histargeted sx new team membersthisyear. If Mike
aks Rob why he didn®reach the god, he will focus
Rob®atention on the nonperformance. As a result of
this attention, Rob might make new cognitive connec-
tions (a0 known asressons) asto why hedidn®find the
new people. For example, @\l theredly good peopleare

taken by other companiesOor @ don®have timeto do
thekind of recruiting we nesd. OAlthough these reasons
that people were not hired might be true, they do little
to support or foser any change

A more uggful place to focus Rob@atention is on
the new drauits he needsto cregte to achieve his objec-
tivesin the future Mike could ak Rob, QWVhat do you
need to do to resolve chalenges like thisOMikeSques-
tioning might provoke Rob to have an indght that he
nexds to remind himsdf of his annud objectives more
regularly, to keep hiseyeson theprize If Mikeregularly
asked Rob about his progress it would remind Rob to
give this new thought more atention.

In aworld with 0 many digractions and with new
menta maps potentidly beng created every second in
the brain, one of the biggest chdlengesisbeng aleto
focus enough atention on any one idea Leaders can
make a big difference by gently reminding others about
ther usful indghts and thus didting atention that
otherwise would not be paid. Behaviorigs may recog-
nize this type of reminder as Qostive fesdback,Oor a
ddiberate dfort to reinforce behavior that dready
works which, when conducted illfully, isone agpect of
behavioriam tha has beneficid cognitive dfect. In a
brain that isads congantly pruning connections while
making new ones podtive fesdback may play a key
functiona roleas@signa to do more of something.OAs
neuroientis Dr. Thomas B. Czarne notes (The
encouraging sounds of §es good, that®itChdp to mark
agynapse for presarvation rather than pruning.O

At the organizationd levd, Mike wants to change
the way thousands of people think. A common
approach would be to identify the current atitudes
across the group through some sort of culturd survey.
The hope would be that identifying the source of the
problem would hdp slve it. Based on what we now
know about the brain, a better dternative would be for
Mike to paint abroad picture of being more entrepre-
neurid, without specificdly identifying the changesthat
individuaswill nesd to make. MikeSgod should befor
his people to picture the new behaviors in ther own
minds and in the process devdop energizing new men-
td maps that have the potentid to become hardwired
areuitry. Mike would then get his team to focus their
atention on thar own indghts by fadlitating discus
sons and activities that involve beng entrepreneurid.
After that, Mike® job would be to regularly provide
@entle reminder) o tha the entrepreneurid maps
become the dominant pathways dong which informa
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tion, ideas and energy flow. He d nesdsto catch the
team when they gat Sdetracked and gently bring them
back. The power truly isin the focus and in the aten-
tion that ispad.

Perhgpsyou arethinking, O hisal soundstoo essy.
Istheanswer to dl the chdlengesof changejud to focus
people on olutionsingead of problems let them come
to ther own answers and kesp them focusad on ther
indghtsOApparently, tha®what the brain wants And
some of the mog successful management change prac-
tices have this type of principle ingrained in them.
@D pen-book management,Ofor example, hasbean cred-
ited with remarkable gainsa companieslike Soringfidd
Remanufacturing, becauseit repestedly focuses employ-
eeCrttention on the company®finanda data. Toyota®
production sysem, smilarly, involves people a every
levd of the company in devdoping afine-grained avare-
ness of tharr processss and how to improve them. In
both of these gpproaches in workplace ssssons that
occur weekly or even dally, people sygemaicdly tak
about the meansfor making thingsbetter, traning ther
brains to make new connections If you took
an fMRI <an of a Soringfidd or Toyota employee
when that person joined the company and again dter
10 yearson thejab, the two scansmight reved very dif-
ferent patterns

Few managers are comfortable putting these prind-
ples into practice, however. Our management modds
are based on the premisetha knowledgeis power. This
@rangmisionO gpproach to exchanging information
(exemplified by lectures and textbooks where knowl-
edge is GranamittedOto a passve recdver) has aways
been the prevaling teaching method in academia
induding the busness sthools tha many managers
atend. Snce many executives assume tha the teeching
methods they endured are the only teaching methods
that work, it&no smal matter to condder trying a dif-
ferent goproach in our workplaces For many executives
leading others in such a new way may be a bigger
change, and therefore chdlenge, than driving on the
other dde of the road.

As Pater F Drucker sad, Qe now acoept the fact
that learning is a lifdong process of kegping adresgt of
change And the mog pressng task is to teach people
how to learn.Oin the knowledge economy, where people
arebeing pad to think, and with congant change, there
is more presure than ever to improve how we learn.
Perhaps these findings about the brain can gart to pull
back the curtan on a new world of productivity

improvement: in our ability to bring about postive, lag-
ing change in oursdves in our families in our work-
places and in sodidy itdf. +
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