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Background

Achieving sustainability goals at either a global or institutional level can only done if we all change the way we behave. However, encouraging people to change behaviour, maintain it and be aware that we will need to carry on changing in the future can be very difficult. To help behaviour change occur effectively requires people to lead in a way that recognises ideas, encourages new initiatives and supports the maintenance of people’s efforts to change.  Good leadership is about working in teams to build a case for change, encourage the change in people’s perceptions and then assist those people to become more active in changing themselves and others.  Change must be a joint effort.  We can all be behaviour change leaders and fortunately there is some helpful guidance and information to help us.
Introduction to Behaviour Change

Don’t underestimate how hard any change is – if you doubt this 
‘Try changing the position of the waste bin in your kitchen. Better still, get someone else to change it for you. And then count how many days it is before you stop going to the wrong place to deposit your waste; and how many times you curse whoever it was suggested the experiment’ (Jackson - www.sd-research.org.uk/post.php?p=126 ).
However, it can be done. One  key thing to think about is that not all behaviour change requires huge organisation and planning and might be achievable by providing subtle ‘nudges’ (http://nudges.org/). Though be aware, changes that occur amongst groups of people that have real desire and motivation to do so, will always be the longest lasting.  Most behaviour change programmes will need a range of approaches and lots of experimenting to get the right mix.
Why change?

[image: image1.jpg]The list of reasons for not changing to more sustainable behaviour is long, such as acceptance of the status quo, short-termism, beliefs that nature can be exploited, economic interest, and lack of control, disinterest or outright denial of any problems. Perhaps more importantly than any of this, is that people generally don’t like big changes and will often feel anxious when asked to do so.  In fact, as we go through the stages of changing behaviour we can feel a range of emotions that may lead at various points to, paralysis, scepticism and confusion well before any benefits are felt. (www.changecycle.com/changecycle.htm).  
 How can we change?
Psychologists suggest a number ways that people generally attempt to encourage behaviour change. Some of these methods relate to things people do ‘automatically’. These types of behaviours can be changed by; 

· Providing a range of alternatives to a current behaviour

· Enforcing and/or regulating a change

· Providing some kind of economic reward or imperative

These methods generally relate to simple changes to behaviour that people can make often without any real thought or attachment - for example, enforcements like those imposed on drivers to wear seat belts or rewards like grants for fitting solar panel.  More automatic behaviours can often be encouraged successfully by making small affects or what’s commonly referred to as ‘nudges’.  An example of this would be by making it easier for people to make the ‘right’ choices by removing ‘bad’ alternatives.
Communicating the need to change

All change campaigns will require good communication of information.  Futtera offer some practical research led advice for explaining your behaviour change initiatives to people, they are worth remembering when you plan your change programme;
· Make messages personal, clear and direct.
· Make it relevant and tie in with local issues.

· Emphasise what’s been lost by current behaviour, 

· Use powerful visuals where possible, 

· Deliver the same message many times and in different ways, 

· Vary communications with events that provide a ‘larger’ experience. 

· Consider the timing for messages for change, people maybe more open to consider ideas when other changes are also occurring. 

· Don’t overdo the burden of change, make it enjoyable.

· Don’t ask for larger changes at first, break it down in to steps. 

Source: (www.futerra.co.uk/downloads/NewRules_NewGame.pdf
Ideas to help more difficult behaviour change 

Psychologists also point out that when change is more difficult and complicated, for example things we don’t want to stop doing occur or in groups rather than individually, it will require people to accept some kind of shift in thinking.  Here change can be encouraged by; 
· Using social models to influence change

· Encouraging organisational wide changes 
· Changing values
Just providing people with information alone is unlikely to lead to change on its own. Some ideas have been developed that might help here;
· Develop a business case or at least a money saving/generating argument for the change.

· Create ‘exemplars’, these are words or pictures that are a short powerful example of the types of behaviours or changes you would expect to see.
· Fully investigate and understand what the barriers and boundaries to change are going to be and help people to cross or remove them.  Don’t assume you know. 

· Understand who the ‘opinion formers’ in your organisation or community are and target those people as key to getting across your ideas.  Behaviour guru Gladwell (www.gladwell.com/tippingpoint/index.html) suggests some key characters you should recognise and get help from, to get your message across.
1. Mavens 
people who are respected experts in their field 

2. Connectors 
people know lots of other people

3. Salespeople 
people with strong powers of persuasion

· Convince a range of these people and they will become more involved and provide ‘social proof' and support to those who have yet to change. You will go a long way to creating an environment where those who lag behind or wait to see what others will do, start to ‘get it’.  
· Help and encourage people to make some form of spoken or written agreement to undertake a certain change. People prefer to believe we act in line with our beliefs, if we make a concrete statement, it will increase the chance we will follow up with the behaviour.
· Reward those who change and label them positively but ‘blame the sin not the sinner’ is useful to remember here. Building negative stereotypes of people who are not changing will foster feelings of being ‘insiders’ or ‘outsiders’ or ‘them’ versus ‘us’. This is always counterproductive, once in place stereotypes are very hard to dislodge.
· Keep people well informed, especially during change programmes - it is easy for rumours and concerns (sometimes unfounded) to undermine morale, damage performance and make change more difficult.
· Consider the 4 E’s model as a guide for ensuring you have considered the whole mix of possibilities;
· Enable by removing barriers and providing alternatives

· Engage through communities and opinion formers

· Exemplify through leadership 

· Encourage by using reward and penalties 
(View in full at www.scotland.gov.uk/Publications/2011/02/01104638/10)
How do people change?
If we are asking people to make changes then we should be aware of what this means to them. In general it is considered people tend to pass through various stages both at an individual and organisational level when experiencing change.
	· Status Quo At this early stage any behaviour change is not even considered. The challenge here is to create an environment or message that can bring change to an individual’s attention. 

	· Start to become aware At this stage something triggers awareness. Perhaps friends or colleagues have made a change or an argument for change is being considered. Here change becomes a possibility. If perceived negatively feelings of loss may arise and inactivity and resistance may set in. At the very least expect confusion. 

	· Prepare for change At this stage, if people accept the idea of change we will gather information, consider if we have the skills in place to change, think about when the change should begin and what others feel about the change.  If people have no or previous poor experience of change then cynicism may take hold. Expect many questions or withdrawal by people who doubt the message. Take on cynicism; it can be an opportunity to improve the changes.

	· Take action Here people have accepted the need for change and will become energised and focussed towards it.  People will begin to act on developing the change making decisions, based on skills, motivation and experience of previous change. It is important for the availability of skills to carry out any change behaviour and the provision of training. 

	· Keep it going Once benefits are realised people will no longer consider the change as change and it will become part of life. However, any new behaviour must be practiced and embedded overtime. 


How can we lead and support change?
· Create a vision of the future Change should be portrayed as exciting, within reach and with direct benefits for those you are speaking with. To establish personal change people often need to undergo a ‘felt need’, the more vivid the need/benefits, the more likely this will be.  

· Provide ideas and work together Any major change will mean people need to be encouraged to challenge key things about the way we work.  Ask people to help define the key problem and challenges as well as finding a good solution. This involvement will give people the confidence needed to make the change. 
· Make group goals All groups and organisations encourage certain ‘normal’ ways of behaving. Understand the behavioural norms of the organisation or environment you are working with.  We all look to others to understand if our own behaviour is acceptable.  When people see others changing this will make them question their own actions. Try where possible, to establish change within small groups and teams. In particular, develop group goals. Goals keep people together and provide focus.
· Communicate high expectations People’s performance repeatedly improves when expectations of them are high.  If the bar is set too low then people are likely to respond similarly. People will respond to the levels of confidence shown in them to achieve any desired change.
· Model behaviour Role modelling is acting out the behavioural changes you would like to see. Lead by example and personal demonstration. Any difference between words and deeds will foster cynicism. 
· Supportive leader behaviour People are more likely to feel valued and not give up in achieving behaviour change if supported by leadership and a supportive environment. Ensure skills and resources are available. Celebrate success and reward good practice. Day-to-day progress is often hard to perceive, so compare the present with 5, or more, years ago:
      
What are people thinking? How has this changed?
      
What are people doing? What is different?
      
What are the priorities? Which are crucial today?
Recommended sources of further reading

EAUC guide to behaviour change www.eauc.org.uk/bcmp_resources
Futerra practical research-led tips for introducing behaviour change www.futerra.co.uk/downloads/NewRules_NewGame.pdf
The Scottish Government approach to climate change behaviour shift www.scotland.gov.uk/Resource/Doc/175356/0103706.pdf
Wide ranging report on behaviour change in Scotland with ‘ten key messages’ www.scotland.gov.uk/Topics/Research/by-topic/environment/social-research/Remit/events/Behaviour-Change
Information on ‘how the together we can’ programme is addressing behaviour change www.defra.gov.uk/sustainable/government/publications/uk-strategy/documents/Chap2.pdf
Portal for all information on the economics based ‘Nudge’ approach – small changes making big impact on behaviour http://nudges.org/
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