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			The summary and analysis in this ebook are meant to complement your reading experience and bring you closer to a great work of nonfiction. This ebook is not intended as a substitute for the work that it summarizes and analyzes, and it is not authorized, approved, licensed, or endorsed by the work’s author or publisher. Worth Books makes no representations or warranties with respect to the accuracy or completeness of the contents of this ebook.
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			Context

			Smarter Faster Better is the follow-up to Charles Duhigg’s 2012 bestseller, The Power of Habit. Like his first book, which focused on why habits form and how they can be changed, Smarter Faster Better weaves recent research in the fields of psychology, neuroscience, and behavioral economics with compelling narratives drawn from a wide range of professional fields to help readers improve their lives. Smarter Faster Better focuses on increasing productivity, which Duhigg defines as “the process of learning how to succeed with less stress and struggle.”

			The Power of Habit and Smarter Faster Better are part of a recent and very popular trend of books based on behavioral science, which is the study of how humans and animals behave. Israeli psychologist Daniel Kahneman helped popularize the field in 2002, when he won the Nobel Prize in Economics for his work exploring how humans make decisions in the face of uncertainty. His book on this subject, Thinking, Fast and Slow (2011), was an international bestseller, and his collaboration with colleague Amos Tversky is the subject of a new book by Michael Lewis, The Undoing Project (2016). Other bestselling and influential behavioral science titles include Blink (2005) and Outliers (2008) by Malcolm Gladwell, Stumbling on Happiness by Daniel Gilbert (2006), Predictably Irrational by Dan Ariely (2008), Nudge by Richard H. Thaler (2008), and Quiet by Susan Cain (2012). 

			Unlike many of the authors in this field, Charles Duhigg writes about behavioral science from a layman’s perspective. He is not a psychologist, a neuroscientist, or an economist, but rather a Pulitzer Prize–winning business reporter and columnist for the New York Times. His engaging prose style and deep connections to the worlds of business and entertainment allow Duhigg to synthesize complex scientific concepts in a clear and concise manner, and to illustrate his points with entertaining and memorable stories. Like many readers of Smarter Faster Better, Duhigg is a busy professional juggling the demands of work and family. In an essay for the New York Times’ “Well” blog, he states that one motivation for exploring the secrets of productivity was to find the time in his busy schedule to eat dinner regularly with his wife and two young sons. He found the answer in the Toyota Production System, a management philosophy developed by the car manufacturer that seeks to locate the simple causes for complex problems by asking “the Five Whys.”

			After interviewing friends, coworkers, professionals, and scientists to understand why some people are more productive than others, Duhigg published Smarter Faster Better in March 2016.

		

	
		
			Overview

			Smarter Faster Better tells the stories of some of the world’s most productive individuals and organizations, from a championship poker player to the creators of the blockbuster Disney film Frozen, in order to reveal the secrets of efficiency in work and in life. In his research, Duhigg identified eight key areas of focus that are essential to improving productivity:

			
					Motivation: A sense of control is crucial to self-motivation. Making choices, even small ones, increases our sense of control, and the closer we can link our choices to larger values and goals, the more motivated we’ll be.

					Teams: To be successful, a group needs its individual members to believe that they have an equal voice and that they can share their honest thoughts and opinions without fear of reprisal. 

					Focus: When we tell ourselves detailed stories about how we expect a situation to unfold, we improve our ability to distinguish between important and irrelevant information and react accordingly.

					Goal Setting: Huge leaps in productivity and innovation can occur when we break big, audacious goals down into the small steps necessary to achieve them. 

					Managing Others: Companies can foster productivity by giving all levels of employees the power to make decisions about the issues with which they’re most familiar. 

					Decision Making: Training ourselves to think about the future as a series of potential outcomes, each of which has certain odds of coming true, leads to better decisions.

					Innovation: There is no secret formula for creativity; however, we can take deliberate steps to improve the creative process by establishing conditions known to help innovation to thrive. These steps include bringing proven ideas into new settings and embracing creative anxiety as a source of inspiration. 

					Absorbing Data: To avoid information overload, we should force ourselves to do something with new data. This can be as simple as explaining what we’ve just learned to a friend, or handwriting lecture notes instead of typing them into a computer. 

			

		

	
		
			Summary

			Introduction

			Charles Duhigg’s interest in the science of productivity began as he was finishing his previous book, The Power of Habit. Overwhelmed with work and personal responsibilities, Duhigg sought the advice of Atul Gawande, a surgeon, New Yorker staff writer, bestselling author, Harvard professor, and adviser to the World Health Organization. Duhigg wanted to know how Gawande managed to accomplish so much. When he learned that the preternaturally busy doctor still found time to attend rock concerts with his kids and go on mini-vacations with his wife, Duhigg became convinced that some people know how to be more productive than others. He set out to discover their secrets, and soon noticed that the airline pilots, military generals, cognitive scientists, and others he interviewed were mentioning a handful of key concepts over and over. The eight most important ideas for improving productivity make up the eight chapters of Smarter Faster Better.

			1. Motivation

			Reimagining Book Camp, Nursing Home Rebellions, and the Locus of Control

			In the late 1980s, French neurologist Michel Habib began studying cases in which people suddenly lost interest and energy for no apparent reason. In one such case, a middle-aged man was stung by a wasp and lost all desire to interact with his family and business colleagues. The neurologist discovered that the apathetic individuals had burst blood vessels inside their striatum. This part of the brain relays commands from the prefrontal cortex, where decisions are made, to the basal ganglia, where movement and emotions materialize. This is where one’s motivation lives.

			Further research has revealed that the anticipation of making a choice leads to increased activity in the striatum. However, when a choice is made on a person’s behalf, his or her striatum remains essentially silent. The neurological relationship between motivation and choice indicates that people are more motivated when they believe they are in control. 

			Psychologists differentiate between an internal and an external “locus of control.” People with a strong internal locus believe they control their own destiny, while those with an external locus believe their lives are influenced by forces outside of their control. In an experiment that reveals the motivational power of activating an internal locus of control, a group of students were given a set of hard puzzles to solve. Each student was told they did a very good job. However, half of the students were complimented for working hard, while the other half was complimented for being smart. When a second set of puzzles was given out, the students who believed hard work was key to their success worked longer, did better, and had more fun with the new puzzles than the students who believed intelligence—an innate capacity largely beyond their control—was more important. 

			Fortunately, internal locus of control is a learned skill that can be developed through practice. The US Marine Corps redesigned its basic training program to force recruits to take control of their choices and develop a “bias toward action.” They are deliberately assigned tasks without instructions, which requires them to move beyond following orders and figure things out for themselves. They are taught to help one another through miserable experiences by asking “why” questions—if they can link a difficult chore to a choice they care about, it’s easier to self-motivate. 

			Studies have shown that people with a strong internal locus of control stay married longer, make more money, and have more friends. Seniors who rebel against the rigid schedules and set menus of their nursing homes live longer than those who simply follow the rules. Making choices—even small ones—feels good, and the more meaningful our decisions, the greater the rewards and the easier it is to self-motivate. 

			Need to Know: In order to find the motivation to start an unpleasant or tedious task, it helps to make a choice that allows you to exert control. Pick which section of the assignment—conclusion, bibliography, etc.—you’ll write first, or decide in which room a meeting will take place.

			2. Teams

			Psychological Safety at Google and Saturday Night Live

			In an effort to find out how to create the perfect team, Google’s People Analytics group, part of its human resources division, launched a program called Project Aristotle. Researchers reviewed academic literature on group dynamics, spent more than 150 hours interviewing employees, and gathered as much data as possible, but were unable to find patterns revealing how a team’s composition correlated to its success. Only when they shifted focus from “who” made up a team to “how” it behaved did useful patterns emerge. 

			“Group norms” are the traditions and unwritten rules that dictate how a team functions. Is it okay to interrupt each other? Is gossiping allowed, or does the group prefer to get straight to business? Over time, all groups develop guidelines about appropriate behavior; these norms play a key role in determining how it feels to be a member of the group. According to Google’s Project Aristotle and a Harvard study of two Boston hospitals, the positive group norms consistently associated with productivity share the common trait of creating “psychological safety.”

			Psychological safety is “‘the shared belief, held by members of a team, that the group is a safe place for taking risks.’” A close look at the history of the seminal TV series Saturday Night Live reveals the importance of fostering a sense of togetherness while also encouraging people to take chances. In the show’s first season, cast members and writers, many of whom had limited professional experience and were personal friends with creator Lorne Michaels, sometimes got in bitter disagreements. Cliques formed and reformed, and everyone competed aggressively for airtime and Michaels’s affection. Still, the first season was a big success, and SNL has now become one of the longest-running programs in television history. Much of the credit goes to Michaels, who gives everyone on the show a voice and encourages people to be sensitive enough to listen to each other. 

			By inviting people to speak up, intervening when someone seems upset, and talking about their own emotions, team leaders can model the kinds of group norms that establish psychological safety and foster productivity and creative success. Research has shown that a group of average performers taught to interact the right way will develop a collective intelligence and achieve more than a team of individual superstars.

			Need to Know: The five key group norms established by Google’s Project Aristotle are: clearly defined roles and group objectives; the belief that the group’s work is important; the feeling that the work is personally meaningful; the knowledge that team members can depend on one another; and, most importantly, psychological safety. 

			3. Focus

			Cognitive Tunneling, Air France Flight 447, and the Power of Mental Models

			Two different Airbus planes faced life-threatening situations. The pilots of Air France Flight 447 were overcome by confusion and crashed their plane into the Atlantic Ocean, killing everyone onboard. And yet, despite conflicting information from his onboard computers and the loss of an engine, the captain of Qantas Airways Flight 32 landed his plane safely. What made the difference between life and death?

			Flight 447 had a simple problem—a stall—that had a simple solution—point the nose of the plane down. But the pilots, overwhelmed with information, made a series of errors. Seconds before crashing, they still didn’t know what was happening. Evidence suggests they were suffering from “cognitive tunneling,” a mental error that occurs when our brains are forced to switch suddenly from relaxed automation to panicked attention. The abrupt shift can cause us to become fixated on the most obvious stimuli, or what’s right in front of our eyes, even at the expense of common sense. In the case of Flight 447, the shutdown of the plane’s auto-flight system due to a routine problem caused the pilot to become overly focused on the display screen directly in his line of sight. He kept pulling back on the control stick, pointing the plane’s nose up, causing the stall, even though he knew to do the opposite. 

			In a world of increased automation—cars that brake automatically, smartphones that finish our words—we’re regularly asked to switch between modes of relaxation and concentration. This can lead to a cognitive tunnel, as well as to the related problem of “reactive thinking.” While reactive thinking helps us to build habits and take advantage of our instincts, when we give up too much control we can override our judgment in emergency situations and end up reacting instead of making informed decisions.

			The crew of Qantas Flight 32 also faced a serious issue—engine failure—that could have led to cognitive tunneling and reactive thinking. But as warning alarms sounded and display monitors flashed too many instructions to process, the captain and his copilots were able to stay calm because they had imagined what to do in an emergency. “Creating mental models” is the phrase psychologists use to describe the habit of forecasting, or telling stories about what might happen. People who build strong mental models—who imagine future conversations in great detail and create mental pictures of how a situation should look and feel—are better at choosing where to focus and what to ignore. In the case of Flight 32, the captain disregarded complicated and often contradictory information and imagined his massive jet was a small Cessna. As a result, he was able to land the plane safely and save the lives of hundreds of people—a feat multiple pilots could not recreate in flight simulators. 

			Studies have shown that people who create robust mental models tend to be more productive and successful than their peers. They get less overwhelmed by the information constantly surrounding them, and are able to make decisions in emergency situations instead of merely reacting. Fortunately, creating mental models is a habit that can be developed through practice. 

			Need to Know: In order to become more focused and productive, it helps to develop the habit of narrating your life. Envisioning your day as you drive to work, imagining how a meeting with your boss will play out, anticipating what your children will say at the dinner table—these practices will sharpen your ability to differentiate between important and insignificant details and direct your attention accordingly. 

			4. Goal Setting

			Smart Goals, Stretch Goals, and the Yom Kippur War 

			In the late 1980s, General Electric was the second most valuable company in America. Executives attributed the company’s success to the SMART goal-setting system—every manager and division was required to set quarterly goals that were specific, measurable, achievable, realistic, and based on a timeline. University psychologists helped develop the system after conducting experiments to determine the best way to set goals. In one such study, the average speed of a group of elite typists increased from 95 lines per hour to 113 in two weeks—a remarkable improvement considering many had been typing at the same rate for two decades. 

			By turning vague aspirations into concrete plans, goal-setting systems like SMART can help people achieve results they didn’t think were possible. But an overly rigid focus on goals can also trigger a personality trait known as “‘the need for cognitive closure,’” or “‘the desire for a confident judgment on an issue, any confident judgment, as compared to confusion and ambiguity.’” In many instances, the instinct to come to a decision and stick with it is a strength. But our desire for the emotional satisfaction that comes with closure can lead to hasty judgments and the inability to reconsider our choices. The Yom Kippur War, in which intelligence officials ignored the build-up of enemy forces on Israel’s borders because they were so committed to the goal of not issuing a false alarm, is a prime example of the dangers of the need for cognitive closure. 

			A study of two underperforming divisions at GE revealed similar concerns about the SMART system. Managers and employees had become fixated on achieving trivial goals; they remained committed to priorities once they’d been set, even if the objectives turned out to be counterproductive. During a trip to Japan, CEO Jack Welch heard a story that helped GE devise a solution. After World War II, Japan embarked on a massive infrastructure program. One key project was the creation of a high-speed train between Osaka and Tokyo. At the time, engineers insisted 65 mph was the maximum safe speed a locomotive could travel. The head of the railway system demanded a train that could reach 120 mph, forcing the team to rethink all aspects of the project. Hundreds of little changes—and some big breakthroughs—resulted in the world’s first bullet train, which helped to spur Japan’s economic growth well into the 1980s.

			GE soon required divisions to set “stretch goals”—objectives so ambitious managers couldn’t describe, at first, how to make them happen. Subsequent studies have revealed that requiring people to commit to audacious objectives can spark huge jumps in productivity and innovation. Stretch goals helped 3M to develop Scotch tape and Thinsulate, and they are crucial to the success of people who lose large amounts of weight or become marathon runners later in life. But stretch goals should be paired with a detailed plan of action, such as the SMART method; otherwise, people can get hung up on the impossibility of the objective and not know where to begin. 

			Need to Know: To make the most productive use of to-do lists, don’t just write down short-term, easy tasks, even though it feels good to cross them off. Start by listing a stretch goal—run a marathon, open your own store, etc.—at the top, then list the small tasks or “proximal goals” that you need to take to achieve the big objective. 

			5. Managing Others

			Solving a Kidnapping with Lean and Agile Thinking and a Culture of Trust

			In 1994, two Stanford business school professors set out to determine how a company’s culture impacted its profitability. Over the next fifteen years, they examined close to 200 Silicon Valley start-ups and determined that most had cultures that fell into one of five categories. 

			In the “star” model, executives hired top talent from elite universities or other successful companies, and gave their employees lots of autonomy and lavish perks. The “engineering” model took a more egalitarian approach and focused on solving technical problems that allowed the firm to grow quickly. The “bureaucratic” and “autocratic” models revolved around clearly defined roles and rituals, and were built on strict hierarchies. In the fifth and final category, the “commitment” model, CEOs prioritized slow and steady growth and aimed to create a company that people would want to work for until they retired. 

			Many Silicon Valley executives considered commitment firms outdated, but the Stanford researchers found they were by far the most consistently successful—they went public faster than their competitors, had higher profitability ratios, and a zero failure rate. While the star model created some of the study’s biggest winners, the category also was riddled with massive failures and corrosive internal rivalries. By creating a sense of trust among workers, managers, and customers, the commitment companies were able to survive inevitable setbacks and inspire the kind of loyalty that leads to long-term success.

			Similar lessons can be learned from an auto factory in Fremont, California. Previously known as the worst auto plant in America, it was transformed under a partnership between Toyota and General Motors. The Toyota Production System, also known as “lean manufacturing,” shifts decision-making to the lowest level employee with direct knowledge of the issue, and builds trust with a commitment to avoid layoffs and to listen to worker complaints. Employees who formerly got drunk on the job and deliberately sabotaged vehicles were given the authority to stop the assembly line when they found a problem—at a cost to the factory of $15,000 per minute—and fix it. Productivity skyrocketed, and the Fremont plant became the subject of a Car and Driver cover story and an exhibit at the National Museum of American History.

			From Silicon Valley to the auto industry to the FBI, productivity and innovation have dramatically increased when employees are given decision-making power and the trust that they’ll be supported even if a chance they take doesn’t pay off.

			Need to Know: Companies built on a commitment culture foster productivity by giving their employees a sense of control and psychological safety—two keys to self-motivation. 

			6. Decision Making

			Forecasting the Future (and Winning at Poker) with Bayesian Psychology

			In 2011, the federal Office of the Director of National Intelligence launched a program to “‘dramatically enhance the accuracy, precision, and timeliness of intelligence forecasts.” Universities were given grant money, which most of them used to recruit teams of foreign affairs experts and to study how they make predictions. The University of Pennsylvania and the University of California–Berkeley, however, decided to see if they could train regular people to become better forecasters. The Good Judgment Project discovered that one particular type of lesson—how to think probabilistically—could improve a person’s ability to make accurate predictions by as much as 50%. 

			Probabilistic thinking envisions the future as a series of possibilities that might occur, not as a predetermined reality that will happen. Each potential outcome has certain odds of coming true; predictions are made by weighing the odds to calculate which outcome is most likely. In essence, probabilistic thinking means learning to question our assumptions and live with uncertainty. Only by imagining all the various and contradictory scenarios that could happen—even those that will disappoint us—can we hope to make an accurate forecast.

			Cognitive scientists have discovered the human brain is remarkably good at making predictions based on very little information. We use our intuition and our experiences to make assumptions that feel right. This ability is known as “Bayesian cognition” or “Bayesian psychology,” after Bayes’ rule, a complicated mathematical formula that involves thousands of statistical models and millions of results. While a computer can take hours to make these kinds of calculations, humans can do them without having to think very hard. But to make accurate predictions we need to start with the right assumptions. 

			To improve your forecasting abilities it helps to expose yourself to a full range of experiences. For instance, most people tend to pay more attention to successes than to failures. We read about start-up companies that sell for a billion dollars, see popular movies, and eat at busy restaurants. As a result, we’re biased toward success and predict positive outcomes too often. Many of the best entrepreneurs, however, obsessively seek out information about failures. Understanding our successes as well as our mistakes is key to making the kinds of realistic assumptions that lead to accurate predictions and good decisions.

			Need to Know: Playing poker and studying statistics are two ways to train yourself to think probabilistically. Another way is to look carefully at past mistakes and ask yourself why the outcome you predicted didn’t happen. Gathering information about failures as well as successes will help you to develop your innate forecasting abilities and make better decisions.

			7. Innovation

			How Idea Brokers and Creative Desperation Saved Disney’s Frozen

			One way to spur creative thinking is to take proven ideas and combine them in new ways. A study of 17.9 million scientific papers revealed that 90% of the material in the most innovative and frequently cited studies had been published elsewhere. The authors of the most creative papers, however, were able to find new applications for conventional concepts. Similarly, Thomas Edison used his knowledge of electromagnetic power from working as a telegraph operator to invent the light bulb, phonograph, and telephone. And the creators of West Side Story combined elements of Shakespeare’s Romeo and Juliet, opera, jazz, classical ballet, and modernist drama to produce one of the most successful Broadway musicals of all time. 

			Sociologists refer to people who transfer knowledge between different industries or groups as “innovation brokers.” There is no specific personality type associated with brokers—anyone can develop the skill by exposing themselves to a variety of settings and ideas.

			Sometimes our creative process gets stuck after we’ve committed to a strong idea. In these cases, we can take inspiration from nature. In forests, pockets of biodiversity are often marked by evidence of a fire or a fallen tree. The disturbance created a gap in the forest that let in sunlight and allowed other species to flourish. In contrast, an area with only one kind of tree often shows no signs of disturbance—once the dominant species took root, it crowded out all its competitors. 

			Oftentimes, a disturbance can spur innovation and get a creative project back on track. In the case of the Academy Award–winning animated film Frozen, adding a codirector at a late stage helped the creators find the right ending after months of trying. Such a shakeup can spark creative thinking and encourage us to “kill [our] darlings,” or set aside our most beloved ideas in order to see if something new and better emerges.

			At Disney, writers are strongly encouraged to take elements from their own lives and include them in their scripts. By endowing cartoon characters with real human emotions and experiences, writers avoid clichés in pursuit of dialogue, characters, and scenes that feel true. The creators of Frozen transformed a failing script into a blockbuster film by drawing on their personal lives to figure out how the main characters, sisters Elsa and Anna, should relate to each other. By thinking about our experiences and paying attention to how things make us feel, we can distinguish between banal ideas and true insights. 

			Need to Know: The stress and anxiety we feel as we try to create something is not a sign that everything is going wrong. If embraced, “creative desperation” can force us to find new applications for old ideas, to look to our own lives for sources of inspiration, and to take a critical look at what we’ve already done—techniques known to foster innovation. 

			8. Absorbing Data

			Turning Information into Knowledge in Cincinnati’s Public Schools

			Over the past 20 years, the amount of information we can access in our day-to-day lives has dramatically increased. We can measure precisely how many steps we take each day, how much money we spend on cab rides, and how many hours we sleep. But our ability to absorb that data has not kept pace; we often feel overwhelmed and unable to make good decisions. “Information blindness,” or the inability to take advantage of data as it becomes more plentiful, occurs because our brains have evolved to learn by breaking new information down into smaller and smaller pieces. This process is known as “winnowing” or “scaffolding” and involves placing data into mental folders and subfolders. We transform information into knowledge by learning which folders to consult in a given situation. But if we’re given a lot of information and no clear way to organize it, our brains are compelled to make a binary choice—try to make sense of this data or simply ignore it? 

			We can overcome information blindness by forcing ourselves to do something with the data in front of us. By “creating disfluency,” or inventing work, we can make a mass of information easier to digest. A study found that college students who handwrite their notes better remember the content of a lecture than students who take notes on their computers. Writing by hand involves more labor and records fewer verbatim phrases, and yet adding disfluency into how they processed information helped those note takers to learn more. Similarly, a Cincinnati elementary school that had been deemed an “academic emergency” made a dramatic turnaround once teachers started manipulating the information they received about their students by hand. Previously, teachers had been given access to online dashboards and spreadsheets that tracked every student’s attendance, test scores, homework, and classroom participation. But it was only when they were forced to transcribe the test scores, etc., onto index cards and graph paper that they began to engage with the information and use it to experiment with their classroom techniques. In one year, student performance improved so much that the school received an “excellent” rating from state officials. 

			Coming up with hypotheses and testing them is another way to create disfluency. The “‘engineering design process’” is a problem-solving system that involves precisely defining the dilemma, collecting information, brainstorming possible solutions, conducting experiments, measuring results, and repeating the steps until a decision can be made. Students in a Cincinnati high school who took a class on the engineering design process were encouraged to apply the method to problems in their personal lives. By breaking a big decision down into smaller steps, they were able to subvert their brains’ desire for binary choices. Gathering information from their previous experiences also helped the students to evaluate their lives more objectively, offsetting the emotions and biases that can color our decision-making.

			Need to Know: In order to learn from new information, force yourself to do something with it. You’ll remember more of the article you’re reading if you put it down and describe the main ideas to a friend. If you’re looking to shed a few pounds, and you plot your weekly weight measurements on a piece of graph paper, you’ll be more likely to choose the healthier option at lunch.

			Appendix

			A Reader’s Guide to Using These Ideas

			After two years of interviewing experts, reading academic papers, and researching case studies, Duhigg was ready to start writing Smarter Faster Better. He thought his newfound knowledge about productivity would make the writing process easy, but soon realized he was wrong. He kept choosing to focus on smaller, easier-to-accomplish tasks rather than sitting down to start writing. Only when his editor suggested that he apply the principles he learned in reporting the book to his own life did Duhigg start to make real progress. 

			Tortured by the number of unanswered emails stacking up in his inbox, Duhigg applied a lesson from the chapter on motivation—he took control. He hit the reply button on two dozen emails and typed one sentence into each message as quickly as he could. The fast typing encouraged him to say what he really meant, which gave him a sense of control, and getting one sentence on the screen made it easier to complete the reply. In 35 minutes, he cleared out his inbox. 

			Writing a book is such a big objective that Duhigg sometimes found it difficult to wrap his head around all the steps he needed to take. But he became much more productive when he set both stretch and SMART goals for himself. To research chapter 3, for instance, Duhigg started a to-do list with a stretch goal of finding a case study about an airline emergency in which pilots used mental modeling to avert disaster. He then outlined the SMART goals that would help him achieve the big ambition, including using Google searches to locate aviation experts, clearing his morning schedule in order to make phone calls, and calling four experts every morning for a week until he found the right one. 

			To stay focused on his stretch and SMART goals, Duhigg got into the habit of visualizing what would happen when he sat down at his desk each morning. Mental modeling made it easier for him to decide what to do when the inevitable distractions arose. Probabilistic thinking also helped him to make the right decisions, as when he was offered the chance to help develop a TV show. Imagining the potential outcomes—doing a lot of work and having the show go nowhere, spending a modest amount of time on the show and having it turn out to be a hit—and gathering data from friends in television helped Duhigg to come to the right decision about whether or not to take the opportunity. 

			Behind all the lessons Duhigg applied to his own life, as well as those detailed in other chapters of the book, lies one key concept: “Productivity is about recognizing choices that other people often overlook.” We may not realize it, but we choose how to think about our experiences, what stories to tell ourselves about the future, what goals to set, and how to manage information. Becoming smarter, faster, and better means learning how to make these decisions and others differently.

		

	
		
			Cast of Characters

			James Baron and Michael Hannan: Stanford business school professors whose multiyear study of corporate cultures created the most comprehensive database of the histories, organizational structures, and human resources programs of Silicon Valley technology firms. They discovered that most companies had one of five cultures: star, engineering, bureaucratic, autocratic, or commitment. Corporations with commitment cultures were by far the most consistently successful.

			Laszlo Bock: Former head of the People Operations department at Google and the author of Work Rules! He led the Project Aristotle program that identified five key group norms that help teams be productive and successful.

			Edwin Catmull: Cofounder of Pixar Animation Studios, current president of Walt Disney Animation Studios, and coauthor of Creativity, Inc. He modeled the “Pixar method” on the Toyota system of giving decision-making power to the lowest level employee who is closest to the issue. 

			Richard Champion de Crespigny: Captain of Qantas Airways Flight 32. His practice of mental modeling helped him to envision the severely damaged Airbus A380 as a single-engine Cessna and land the plane safely, saving hundreds of lives. 

			Annie Duke: The world’s most famous female poker player. She left the cognitive psychology PhD program at the University of Pennsylvania after being hospitalized during an anxiety attack and started playing professional poker under her brother’s guidance. She used her knowledge of probabilistic thinking and Bayesian psychology to win the Tournament of Champions and set a record for World Series of Poker profits. 

			Chad Fulgham: Former technology executive at Lehman Brothers and JPMorgan Chase who was hired by the FBI to get the Sentinel system connecting dozens of internal databases and analytical engines back on track. His approach was inspired by the Agile methodology created by a group of software developers in 2001.

			Dr. Michel Habib: French neurologist whose study of apathetic patients revealed that they all had tiny pinpricks of burst blood vessels in their striatum, the part of the brain that relays commands from the prefrontal cortex to the basal ganglia.

			Nancy Johnson: Cincinnati teacher whose fourth-grade students tested well below average on state proficiency exams until the Elementary Initiative forced her to work with data in new ways. By transcribing test scores, attendance, grades, etc., on index cards and testing theories based on the information on the cards, she gained a more nuanced understanding of each student’s strengths and weaknesses. Eight months after the Elementary Initiative began, her students nearly doubled their average scores on state tests and in 2010 Johnson was named Cincinnati’s Educator of the Year. 

			Charles C. Krulak: Marine Corps commandant who redesigned the basic training program in order to force recruits to take charge of their choices and develop a “bias toward action.”

			Jennifer Lee: Screenwriter of Frozen who was named second director in an effort to shake things up and help the filmmakers find the right ending for the movie. Her ability to articulate the film’s central theme of love versus fear led to the movie’s powerful final scene in which Anna sacrifices herself to save her sister and Elsa learns how to use her powers for good. 

			Edwin Locke and Gary Latham: University psychologists who helped develop the SMART system of goal setting after conducting a series of experiments analyzing the best ways to set goals. In one such study, they found that SMART goals could help a corporation’s most productive and experienced typists significantly improve their typing speeds in just one week.

			Bobby Lopez and Kristen Anderson-Lopez: Husband and wife creators of the hit song “Let it Go.” By analyzing their own emotions and imagining themselves as Elsa, the main character of Frozen, they were able to write an Academy Award–winning song that helped to change the entire creative direction of the film.

			Lorne Michaels: Cocreator and executive producer of Saturday Night Live, one of the longest running shows in American television history. Much of the show’s success has been credited to the collaborative environment Michaels fosters, in which all cast members and writers have a voice and are made to feel that it’s safe to take creative risks.

			Jerome Robbins: Choreographer who cocreated the Broadway musical West Side Story with Leonard Bernstein and Arthur Laurents. He had the idea to set Romeo and Juliet in modern-day New York City and to combine elements of opera, jazz, classical ballet, and experimental theater. A five-time winner of the Tony Award, he also choreographed The King and I, Gypsy, and Fiddler on the Roof, and won two Academy Awards for the film adaptation of West Side Story.

			Jack Welch: Chief Executive of General Electric from 1981 to 2001. On a trip to Japan in 1993, he heard the story of the first high-speed bullet train and decided that GE needed a similar institutional commitment to audacious or “stretch” goals. 

			Eli Zeira: An Israeli general and the head of the Directorate of Military Intelligence who underestimated the risk of an attack on Israel on the eve of the Yom Kippur War. His commitment to the goal of reducing public anxiety by not issuing false alarms created an intense cognitive need for closure that caused him to misread the clear signals being given by Egyptian and Syrian military leaders. 

		

	
		
			Direct Quotes and Analysis

			“‘When you ask creative people how they did something, they feel a little guilty because they didn’t really do it, they just saw something. It seemed obvious to them after a while. That’s because they were able to connect experiences they’ve had and synthesize new things.’”

			Apple cofounder Steve Jobs believed that the best designers are those who have thought more about their experiences than other people. Creativity is often the result of finding new applications for old ideas; Modern bike helmets, for instance, are created from the same materials used to build boat hulls. We become innovation brokers when we apply experiences and emotions from our personal lives to our creative endeavors. And when we pay close attention to how things make us feel, we’re better able to distinguish true insights from clichés. 

			“Models help us choose where to direct our attention, so we can make decisions, rather than just react.”

			Mental models are pictures in our mind of how we expect a given situation to unfold. People who visualize their days with more specificity than the rest of us do are better at choosing where to focus and what to ignore. When reality clashes with the detailed story they’ve told themselves, they pay close attention to the discrepancies and make better adjustments. With regular, detailed forecasting, we can avoid reactive thinking and cognitive tunneling, two mental glitches that can occur when an emergency forces us to go from a relaxed state of mind to panicked attention. 

			“Welch had given his aircraft manufacturing division a stretch goal of reducing errors by 70 percent, an objective so audacious the only way to go about it was to change nearly everything about (a) how workers were trained, (b) which workers were hired, and (c) how the factory ran.”

			After learning about how a team of Japanese engineers pushed themselves to develop the world’s first bullet train, General Electric CEO Jack Welch decided that every executive and department in the company needed “to identify a stretch goal—an aim so ambitious that managers couldn’t describe, at least initially, how they would achieve it.” The division manufacturing airplane engines announced that their stretch goal would be to reduce defects by 25%; Welch gave the division 3 years to reach a 70% reduction. In order to achieve a goal so outlandish, employees had to totally rethink their most basic assumptions and reinvent how airplane engines were manufactured from the ground up. Stretch goals disrupt complacency and foster new ways of thinking, but often need to be paired with something like the SMART system in order “to turn a far-off objective into a series of realistic short-term aims.”

			“No one can predict tomorrow with absolute confidence. But the mistake some people make is trying to avoid making any predictions because their thirst for certainty is so strong and their fear of doubt too overwhelming.”

			Studies have shown that training in probabilistic thinking can improve the accuracy of a person’s predictions by as much as 50%. By thinking of the future as a series of potential outcomes that might occur, not as a predetermined reality that will happen, we’re able to better weigh the odds and make educated guesses. The best poker players admit to themselves all the things they don’t know about a given hand and make bets based on those uncertainties. In our own lives, we sometimes make predictions based on biases and incorrect assumptions, or avoid making predictions altogether. In order to improve our forecasting abilities and make better decisions, we need to imagine all the various and contradictory outcomes that might occur, even those that will disappoint us. 

			“To teach ourselves to self-motivate more easily, we need to learn to see our choices not just as expressions of control but also as affirmations of our values and goals.”

			Each decision we make reinforces the sense that we’re in control, and the human desire for control is so strong that infants, once they’ve learned to feed themselves, will resist their parents’ attempts to take charge of the feeding process, even if it means the parents are more likely to get food into their mouths. To improve our ability to self-motivate, we can connect our choices to things we care deeply about. In Marine Corps basic training, recruits are told by their drill instructors to ask each other questions that begin with “why.” By forcing themselves to explain why they were going through basic training, the Marines were able to link miserable chores to something meaningful in their lives. As a result, it was easier to get through the task. 

			“The biggest thing you should take away from this work is that how teams work matters, in a lot of ways, more than who is on them.”

			When Laszlo Bock presented the results of the Project Aristotle study at Google, he started with an underlying principle of productive teamwork. A group of average performers can be more successful than a team of superstars if they establish the right group norms—the unwritten rules and traditions that govern how the group behaves. The most important group norm, the condition that researchers found in every successful team, from the cast of Saturday Night Live to a hospital nursing staff, is psychological safety. When teammates are sensitive to each other’s needs and emotions and believe they can have an honest discussion without fear of reprisal, they develop the high level of collective intelligence necessary to make the group greater than the sum of its parts.

		

	
		
			Trivia

			
					The title, Smarter Faster Better, bears an interesting resemblance to Daft Punk’s famous song “Harder, Better, Faster, Stronger.” Elements of the song were used in Kanye West’s hit single “Stronger.”

					Annie Duke, the famous poker player mentioned in chapter 6, finished second on the 2009 season of Celebrity Apprentice, hosted by Donald Trump.

					The subtitle of the hardcover edition is “The Secrets of Being Productive in Life and Business.” For the paperback edition, the subtitle has been changed to “The Transformative Power of Real Productivity.”

					Frozen was inspired by the Hans Christian Andersen fairytale The Snow Queen. In addition to winning two Academy Awards, it is the highest grossing animated film of all time. 

					Although 120 mph was once seen as an impossible target, bullet trains have since reached a stunning 375 mph in test runs. 

					It took nearly two years to recover the bulk of the wreckage, including the black box, from Air France Flight 447. Prior to the disappearance of Malaysia Airlines Flight MH370 in 2014, it was one of the longest recovery operations ever conducted. A few small pieces from the Malaysia Airlines plane have washed ashore, but the bulk of the wreckage remains missing. 

					Former Saturday Night Live cast member Mike Myers has admitted that the “Dr. Evil” character in the Austin Powers movies is based on his impersonation of Lorne Michaels. Dana Carvey has alleged that the character is actually a rip-off of his impersonation of Michaels. Other cast members who have impersonated the creator of SNL include Jimmy Fallon and Bill Hader. 

					Fremont Assembly, the notorious General Motors auto plant that was transformed under a joint partnership between GM and Toyota, is now the principal production facility of Tesla Motors, the electric car company owned by Elon Musk. 

			

		

	
		
			What’s That Word?

			Bayesian cognition: The human ability to intuit patterns and make predictions based on very little data. Derived from Bayes’ rule, a complicated mathematical formula that involves running thousands of models simultaneously and comparing millions of results.

			Cognitive tunneling: A mental glitch that can occur when our brains are forced to switch suddenly from a relaxed, diffuse state to panicked attention. We focus on the most obvious stimuli directly in our line of sight and ignore more pertinent information. 

			Creating disfluency: The act of improving our ability to process and learn from new information by forcing ourselves to work with the information in some way. 

			External locus of control: The belief that our life is primarily influenced by events outside our control. People with a strong external locus of control have a harder time self-motivating than those with a more robust internal locus of control. 

			Group norms: The unwritten rules and traditions that define how a group behaves. 

			Information blindness: A psychological term that refers to our brain’s tendency to stop absorbing information when there’s too much of it to take in.

			Internal locus of control: The belief that we can influence our fate through the choices we make. People with a strong internal locus of control earn more money, have more friends, and live longer than those with a more developed external locus of control.

			Mental model: A visualization or story we tell ourselves about how a given situation will unfold. People who practice mental modeling are better able to distinguish between relevant and irrelevant information in emergency situations. 

			Need for cognitive closure: The preference for a confident judgment on an issue, as compared to confusion and ambiguity. 

			Psychological safety: The belief that group members are able to share their honest opinions and feelings without the fear of reprisal. Studies have shown that psychological safety is the most important norm a group needs to establish in order to become more productive. 

			Reactive thinking: A mode of thinking that helps us to build habits. Instead of deciding what to do next, we rely on our instincts and proceed automatically. The danger occurs when our habits become so automatic they override our judgment. 

			SMART goals: Goals that are specific, measurable, achievable, realistic, and have a timeline. The SMART goal-setting system was developed by a pair of university psychologists in the 1970s and has been credited with fostering productivity and innovation at General Electric. 

			Stretch goals: Audacious objectives that are, at least initially, impossible to foresee achieving. Setting stretch goals, especially when they are paired with something like the SMART system, can disrupt complacency and promote huge leaps in innovation and productivity.

			Striatum: The part of the brain where motivation lives. It relays messages from the prefrontal cortex, where decisions are made, to the basal ganglia, where movement and emotions materialize.

		

	
		
			Critical Response

			
					A New York Times bestseller

			

			“His writing is smart, measured, and fun. In Smarter Faster there are even little cartoons to illustrate some of his ideas. He uses the Malcolm Gladwell model of shaping academic studies into hacks but applies a less excitable tone and a more cinematic style.” —Bloomberg Businessweek

			“Duhigg knows his stuff—the book is packed with an intimidating amount of knowledge and research. However, this research only complements and supports his larger, more relatable lessons. Duhigg takes our most subtle habits and breaks them down in a way that’s obvious and digestible.” —Lifehacker

			“Duhigg is a pleasure to read. Unlike a lot of contributors to this genre, he’s a journalist, not a professor, and it shows in his prose” —The New York Times

			“Eventually, I stopped trying to figure out where we were going and gave myself over to the stories: of the Air France plane that crashed and the Qantas flight that didn’t; of the cast of the US television show Saturday Night Live and the creators of West Side Story; of the nervous wreck who taught herself to become a champion poker player; of the Israeli military intelligence chief who swore to his colleagues that the Yom Kippur war was not about to happen; of the security consultant who opened the door to strangers holding a clipboard and was kidnapped for no obvious reason, leaving the FBI and its Sentinel computer system to find him. Duhigg is a terrific storyteller, and a master of the cliffhanger.” —Financial Times 

		

	
		
			About Charles Duhigg

			Charles Duhigg is a Pulitzer Prize–winning newspaper columnist and New York Times bestselling author of The Power of Habit: Why We Do What We Do in Life and Business and Smarter Faster Better: The Secrets of Being Productive in Life and Business. Born in New Mexico, Duhigg graduated with an undergraduate degree in history from Yale and later received an MBA from Harvard Business School. From 2003–2006, he was a staff writer for the Los Angeles Times. He began working for the New York Times in 2006 and was one of several writers awarded the Pulitzer Prize for coverage of the business practices of Apple and other technology companies. He currently writes the “Adventures in Capitalism” column in the New York Times and serves as a senior editor. Prior to his career in journalism, Duhigg worked in private equity. He lives in Brooklyn, New York, with his wife and two sons. 

		

	
		
			For Your Information

			Online

			“5 Priceless Lessons in Collaboration, Risk Taking, and Motivation.” Fast Company, April 2016.

			“A Q&A with Charles Duhigg, Author of Smarter Faster Better.” Scientific American.

			“Making Your Team Work Smarter Faster Better: An Interview With Author Charles Duhigg.” Heleo.

			“Procrastinate Better.” The Atlantic.

			Books

			Predictably Irrational: The Hidden Forces that Shape Our Decisions by Dan Ariely

			Business Adventures: Twelve Classic Tales from the World of Wall Street by John Brooks

			The Power of Habit: Why We Do What We Do in Life and Business by Charles Duhigg

			Grit: The Power of Passion and Perseverance by Angela Duckworth

			Peak: Secrets from the New Science of Expertise by Anders Ericsson

			Superbosses: How Exceptional Leaders Master the Flow of Talent by Sydney Finkelstein

			Outliers: The Story of Success by Malcolm Gladwell

			Chaos: Making a New Science by James Gleick

			Originals: How Non-Conformists Move the World by Adam Grant

			Thinking, Fast and Slow by Daniel Kahneman
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