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INTRODUCTION TO DESIGN FOR BEHAVIOR
CREATING INFLUENTIAL PRODUCTS, SERVICES, AND EXPERIENCES
“I made up my mind that I would never try to reform man… that’s too difficult. What I would do was
to try to modify the environment in such a way as to get man moving in preferred directions.”
R. Buckminster Fuller
The quality of our lives is behaviorally determined. We may not be able to change our current circumstances or the
resources we have available to us. However, we can always choose what we do and the energy and commitment
with which we act on our choices. Although our actions are generally consistent with what we value and believe to
be true, those actions reinforce our values and beliefs. We “act our way into new ways of thinking.” As a result,
our choices create the story about who we are and what we stand for. The choices we make effect our health and
our financial wellbeing, our relationships with family, friends, and society, as well as the value we create and the
impact we have on the world.
The success of organizations is also behaviorally determined. That success is dependent on how the actions of
leaders, at every level, come together to positively influence employees, customers, and other important
constituents. Across industries, the boundaries are blurring between these roles; moving towards a more fluid cocreation of value. Ultimately, the fortunes of these enterprises are based on: deeply understanding the needs of
constituents; creating products and services that attract and engage those constituents; delivering differentiated
value that influences people’s sustained commitment of time, energy, and money; and creating experiences that
are meaningful and inspire storytelling and referrals.
The quality of life and the success of organizations are clearly linked. Organizations thrive by engaging leaders,
employees, customers, as well as investors and other stakeholders in an exchange of both meaning and value. Over
the past 30 years, Customer Innovations has worked on this integration. In the process, we’ve helped hundreds of
leading organizations successfully innovate products, services, and experiences that have transformed performance
by improving the wellbeing of their customers, employees, and other stakeholders.
Our focus has been on the development of Next Generation Experiences that create a breakthrough for both
customers and for the organization. This has included efforts like:
•

Helping the largest financial advisory firm in the world shift from a transactional stock brokerage experience
to a fee-based wealth management experience.

Design for Behavior Intro

© 2018 Customer Innovations. All Rights Reserved

Page 1

•

Reinventing the primary care patient experience for the largest integrated healthcare system in the US,
including the adoption of health care teams, 24 hour service, and electronic medical records.

•

Redefining products, services, and structures for complex business-to-business providers that have needed
to shift from cost-based commodities to value-added, consultative and strategic relationships.

•

Designing a wide range of engaging products, services, and experiences focused on health and hygiene,
financial wellbeing, travel and entertainment, education, and the performing arts.

In these cases and many more, we’ve learned that anytime you move “Beyond Better Sameness,” understanding
and influencing behavior is THE lynchpin. In the financial advisory services example above, success required
influencing clients to embrace a trusted-advisor, financial planning experience and pay the firm based on assets
under management rather than trade-based commissions. It also involved changing virtually everything about the
way the organization delivered that experience, including the behavior of more than 20,000 client-facing financial
advisors and support staff.
The Design for Behavior approach and toolset described in this paper is based on 30 years of practice and
development. It’s also based on a considerable breadth of research on the integration of human-centered design
and the cognitive, affective, and behavioral sciences. That research has focused on the way people have experiences
and how those experiences influence what they think, how they feel, and, most importantly, what they do.
Design for Behavior has also grown from our belief that organizations thrive when they improve the wellbeing of
their constituents. This is not about tricking anyone into doing anything they don’t want to do or anything that’s
not in their best interests. It’s about authentically understanding what makes your audience tick and designing
ways to make it as easy as possible for them to act in ways that align with their own interests.

IKIGAI: ALIGNING AUDIENCE AND ORGANIZATION GOALS
We think a lot about the Japanese concept of Ikigai in our design work and business direction. Ikigai means your
“reason for being.” Breakthroughs for the audience and for the organization are often at the intersection of:
What You Love: What do you or, as appropriate, what the
organization stands for? What are you committed to? Why do
you exist? What drives your energy?
What You Are Great At: What are you differentiated
competencies and assets? In what areas will you continue to
invest in being great?
What The World Needs: What problems are your audience
struggling with in their lives, businesses, and communities?
What capabilities or solutions, if delivered to this audience,
would transform their wellbeing in areas that matter to them?
What You Get Paid For: What breakthrough value is created in
the course of delivering solutions the world needs? How can you
capture a portion of that value in order to generate a profit or to
at least fund the sustained growth of your efforts?

FOR MORE INFORMATION ON ORGANIZATIONAL BEHAVIOR
This paper is primarily focused on understanding and influencing the behavior of external entities: customers,
audience members, donors, intermediaries, etc. The application of Design for Behavior to organizational behavior
is based on the same underlying concepts but is covered in a separate paper.
Design for Behavior
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FROM IDEA-DRIVEN TO OUTCOMES-DRIVEN DESIGN
It is exceptionally easy to make unprofitable investments in human-centered design. We believe this is because
most design and innovation efforts are Idea-Driven rather than Outcomes-Driven. Idea-Driven efforts start with
well-intentioned empathic research and identify potential design concepts and/or improvements. In the course of
developing and testing these concept, they attempt to identify, quantify, and justify the business results that might
be expected from these improvements, as well as the costs associated with achieving those results.
This involves forcing forward from left to right on the illustration below. Based on the design and innovation tasks
on the left, designers develop concepts which will, hopefully, influence the audiences’ experience in the form of
what they think, how they feel, and, most importantly what they do. When launched, these concepts only really
pay off when they significantly influence what the audience DOES. Do the audiences’ actions improve their
wellbeing and, in the process, achieve outstanding results for the organization? Do they buy and consistently
replenish the product? Adopt and consistently engage in the services? Do they actually influence others to engage
with what you offer?

IDEA DRIVEN VS OUTCOMES DRIVEN DESIGN

Experiences

Behaviors

Outcomes

What do people
think and feel?

What actions do
people take?

What are the desired
outcomes?

Results

Innovation

IDEA-DRIVEN DESIGN

OUTCOMES-DRIVEN DESIGN
We’ve seen too many very creative and well-intentioned design efforts deliver “better sameness” rather than
fundamental improvements in the wellbeing of the audience and breakthrough results for the organizations behind
these effort. We’ve also seen too many of these efforts hit the wall when it comes to developing a business case
and align the executive support for launching and operationalizing these designs. In many of these cases, great
work ends up being relegated to expensive “shelf ware.”
We believe the prevailing Idea-Driven approach is flawed. It’s better to work backwards; from outcomes to ideas.
This Outcomes-Driven approach starts with the desired business outcomes, often defined in terms of revenue
growth, profitability, or some other important business performance metrics. These outcomes can be things like:
“increase revenue from $650M to $1B in three years,” “drive adoption of $150M in 24 months,” or “double
membership in 36 months.” The Outcomes-Driven process then works from right to left to identify, prioritize, and
address the specific audience behaviors required to achieve those organizational outcomes. As a result, OutcomesDriven design efforts are laser-focused on influencing the behaviors that matter most. In the process, the business
case and executive commitment are managed from the start rather than encountered at the end.
Design for Behavior
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DESIGN FOR BEHAVIOR: THREE STEP APPROACH
Design for Behavior enables a more outcomes-driven approach to design. Once you are clear on organizational
outcomes and the behaviors that drive those outcomes, you need to know what’s important to your audience, the
natural pathways they follow to address their needs, as well as the conscious and subconscious factors that
influence the choices they make along the way. The following three-step approach ensures that products, services,
and experiences are designed to be easy for people to accomplish what matters to them and to be positively and
profitably influential for the organization:
1. Behavioral Outcomes. The first step is to define and prioritize the specific behavioral outcomes essential
for driving significant results. Behavioral outcomes are generally determined across a range of
constituencies that include customer, employees, as well as intermediaries such as agents, brokers,
retailers, operators, prescribers, integrators, as well as regulators and other influencers.
2. Influence Profiles. The second step leverages a rigorous toolset for identifying, understanding, and
articulating the specific triggers that influence the behavior of your target audience(s). This toolset is an
integration of leading edge research in cognitive, affective, and behavioral sciences and includes structured
tools for profiling peoples’: experiential preferences, goals and desired states, sense-making and choice
framing mechanisms, intuitive behavioral pathways, emotional states, and influence triggers.
3. Influence Playbook. The third step, involves the development of a comprehensive set of individual, social,
and structural design interventions focused on generating the desired behavioral outcomes. In many cases,
these interventions are designed collaboratively with members of the intended audience(s). In all cases,
recommendations are carefully refined and rigorously tested prior to launch, helping to ensure ease and
effectiveness of implementation.

THE THREE-STEP DESIGN FOR BEHAVIOR APPROACH

This paper provides an overview of a rigorous toolset for defining Behavioral Outcomes, developing Influence
Profiles and designing an Influence Playbook for influencing your target audiences.
Design for Behavior
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ALIGNING MOTIVATORS, ENABLERS, AND TRIGGERS
In general, people act when there is a triggering event or pressing need accompanied by sufficient motivation
necessary to overcome whatever level of effort is required to achieve outcomes they desire. In other words, people
act when there is an alignment of Motivators, Enablers, and Triggers. Influencing behavior involves influencing that
alignment based on a deep understanding of the audience.

What Matters?
What are people’s goals, priorities and
desired states? What pressing problems
are they trying to solve? What burning
questions are they trying to answer?

What Makes it Easy?
What would radically reduce the
mental and physical effort required
to act on people’s desired states,
the problems they need to solve,
and questions they need to
answer?

Mo#vators)

Inﬂuence)
Levers)

Enablers)

What Stimulates Action?

Triggers)

What creates a compelling, immediate
pull to action? For each small step,
what external triggers (e.g., alerts,
prompts, reminders, extrinsic rewards,.)
and internal triggers (e.g. intrinsic
rewards, emotional reactions, )
reinforce action?

What are our audiences’ Motivators? Who are these people? What is important to them? What are they trying
to accomplish? Design for Behavior is focused on helping people accomplish the outcomes they desire.
•

It’s easiest to start with existing motivators. How can we remind them and show them the concrete benefits
of the things they already care about?

•

People have motivators that conflict with each other. The desire to get to the gym in the morning conflicts
with the desire to sleep in and enjoy a large breakfast. The desire to go shopping conflicts with the desire
to save money. How you help people resolve this conflict can make a difference in their ultimate wellbeing.

•

People have a difficult time understanding and clearly articulating their own desired outcomes. They’re
often unfamiliar with the behaviors required to achieve those desired outcomes. The experience you design
can help make these clearer.

•

People are often so used to making compromises that they can’t envision a better state of being or other
ways of doing things. Sometimes, we must show them what’s possible in a way that taps into their own
deeper desires and capability to execute.

How can we Enable people to act on their motivators? People often have desires or intentions without taking
action. What’s getting in the way? Design for Behavior is focused on understanding and eliminating every barrier
to action.

Design for Behavior
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•

Do they have the resources, time, physical ability, mental ability, and knowledge? How can we remove
these barriers? Can we provide resources, reduce complexity, do it for them, make it a default?

•

How does our audience make decisions? How do we influence their choices in the direction of the desired
behaviors?

•

Engaging in any new or unfamiliar behavior is almost always difficult. Are the tasks well defined and
specific? How can we make it radically simple and easy to get started? Amplify familiarity?

•

It’s easy to underestimate the complex series of steps that are involved in taking action. Can we remove or
radically simplify steps? Can we break complex behaviors into a compelling sequence of “baby steps”? How
can we amplify the motivators and triggers for each baby step?

•

People are creatures of habit and routines are comfortable. Are there existing behaviors that get in the
way of or are inconsistent with the desired behavior? If so, can we replace the old behavior with the new?
If not, can we anchor new behaviors to something their already doing?

What Triggers will create a compelling and immediate pull to action? Design for Behavior is about creating and
leveraging ways to reinforce taking action.
•

What reminders, prompts, measurements do they need? How can we design these to amplify action?

•

What triggers are they already responding to? What does this tell us about how to create a pull to act?

•

Do they need to do it now? What are the consequences if they don’t?

•

What benefits and rewards do they expect before and experience during or after?

•

What public or private commitments, social pressure, expectations of others reinforce their taking action?

•

Are there any obvious or hidden disincentives to act? If so, how do we eliminate them?

SOUNDS SIMPLE; DOES HARD
Although this perspective may sound simple and straightforward, we’ve found that in practice, the organizations
we’ve worked with
•

rarely have a sufficient understanding of their audiences’ motivators

•

don’t recognize the differences between the behavioral profiles of different types of audience members

•

dramatically underestimate how difficult it is for the audience to engage in the desired behaviors

•

make naïve assumptions about just how big a leap they’re asking people to make

•

don’t create triggers that fit with how people act

In addition, decision makers and designers tend to rely too much on what they believe to be true about their
audience. They have a hard time setting aside this knowledge and really experiencing the situation from the
perspective of the audience.
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THE INFLUENCE PROFILING TOOLSET
Customer Innovations’ Influence Profiling Toolset integrates an array of research-based, analytic techniques that
provides a holistic basis for describing situation-specific behavior as well as an effective means of identifying levers
for influencing that behavior.
These tools are:
1. Experiential Portrait: an instrument that measures individual preferences across several domains and
describes the diverse ways people are attracted to and engage with products, services and experiences.
2. Goal Space Mapping: a projective technique for understanding the deeper desired states and situation-specific
goals that influence behavior.
3. Metaphor Elicitation: an image- and story-based projective technique for surfacing the underlying physical
framework people use to make sense of, evaluate and act on their experiences.
4. Construct Elicitation: an approach to identifying the distinguishing characteristics people apply in recognizing,
categorizing, and forming expectations about product and service experiences.
5. Behavioral Pathways: an approach to mapping and simplifying the end-to-end activities and choice points
people follow in pursuit of their goals, including the unwritten rules and automatic behavioral scripts they apply.
6. Emotional Mapping: a graphically and linguistically assisted projective process designed to surface the
conscious and subconscious emotional states that influence peoples’ actions.
7. Trigger Identification: a tool for identifying levers that influence current behavior as well as levers that can be
employed in a new or redesigned product or service experiences.
These tools correspond with the Motivator, Enablers, and Triggers as follows:

Goal Space Mapping
Metaphor Elicitation

Mo#vators)

Construct Elicitation

Experiential Preferences

Trigger Prioritization

Inﬂuence)
Levers)

Enablers)

Behavioral Pathways

Triggers)

Emotion Mapping

These tools are described in more detail in a paper titled “Design for Behavior” which is available on request.

Design for Behavior

© 2018 Customer Innovations. All Rights Reserved

Page 7

DESIGN FOR BEHAVIOR EXAMPLES
The following case examples illustrate the Design for Behavior approach and describe design interventions focused
on specific organizational and behavioral outcomes.
Leading Security Services Provider
•

Designed and implemented product, service, and relationship
interventions to add $350M in annualized revenue by INCREASE customer
retention with price increases and CLOSE new business with enhanced
margins.

•

Design interventions enabled a transformational shift from a service
quality experience to a proactive value management experience. This
included new client collaboration platform, value management tools, and
the implementation of a new “Client Value Manager” role.

•

Developed product and service interventions focused on intentionally
DECREASING revenue per visit by 10% in order to enable an INCREASE in
visit frequency by 40% and a resulting INCREASE in same store sales of 12%.

•

Design interventions included: the development of new visit occasions, the
expansion of referrals to other providers, friends and family discounts /
pricing, as well as changes in manager and employee training and incentive
structures.

•

Conducted in-depth research with clients and brokers in order to develop
specific interventions that would INCREASE client case renewal and
INCREASE share of business with high-producing brokers. These
interventions generated a $100M increase in revenue in the first year.

•

Design interventions included: radical simplification of renewal packages
from 50+ pages of complex alternatives to 4 simplified choices, process and
timing changes in the renewal timeline, and the design of a “renewal
specialist” role to supplement the existing structure.

•

Conducted behavioral research into the gift shopping and giving
experience for male gift givers to design specific interventions focused on
INCREASING visit frequency, repeat purchases, and word of mouth.

•

Interventions repositioned the experience around the theme The Perfect
Gift, Guaranteed that helped the male gift giver select, romance the gift
and “come home a hero.” It included redesigned greetings, service
interactions, a signature return / exchange process, and an unconditional
guarantee. The project integrated changes in the employee experience
including hiring, training, communications, and incentives.

Automotive Services Chain

Small Group Health Insurance

Luxury Jewelry Retailer

Design for Behavior

© 2018 Customer Innovations. All Rights Reserved

Page 8

National Moving Company
•

Developed a comprehensive set of experience design interventions
focused on INCREASING the close rate on quoted business, INCREASING
revenue per customer by offering innovative value-added services and
INCREASING word of mouth.

•

Conducted in-depth research focused on innovating the end-to-end family
move experience. Designed service interventions focused on simplifying
key stress-points in the family move experience. This included the design
of an innovative Zero-Cost Move offering that helps people organize and
sell off enough of unneeded possessions to pay for the move. It also
included differentiated services focused on preparing and establishing the
family in their new location.

•

Worked with the provider of complex outsourcing and technology-based
services to identify levers for INCREASING service revenue penetration
with existing customers and REDUCING the risk of client defection.

•

Interventions included changes in strategic account management structure
and processes and the adoption of a more client-collaborative account
planning approach. It also included implementing a closed-loop client
feedback and issue management process that integrated action planning
and results management. Within 6 months of adoption, these changes
contributed to an additional $80 million INCREASE in revenue with the
provider’s largest client.

Business Services Provider

Property and Casualty Insurance Carrier
•

Structured and orchestrated an enterprise-wide customer experience
initiative focused on INCREASING automotive customer acquisition and
retention. This effort also included targeted service behaviors for captive
agents.

•

Influence Playbook interventions included: innovative design of a
Vanishing Deductible feature to replace traditional safe driver discounts,
improvements in the new customer welcome experience, automatic
discount finder paired with a semi-annual customer review, as well as
replacing complex renewal choices with simpler default options.

•

Childhood dental caries is one of the most prevalent communicable
diseases with about 80% of caries occuring in the most underserved 20%
of the population. Customer Innovations conducted in-field research to
identify and prioritize specific behavioral outcomes that would REDUCE the
incidence of tooth decay in the target population.

•

Interventions included comprehensive publc will building, education,
communications, and community outreach programs focused at the most
influencible participants at the most influencible moments – pregnancy
and early parenthood for young woman and pediatric care providers.

Dental Health Foundation
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