
Why Oh Why Did They Do That?

Keys to Motivation and Behavior Change, 
and How To Maximize Engagement

Mark Zollitsch, M.Ed. 
Wellness Consultant

Texas Association of Counties



Agenda

1. Context;

2. Understanding Human Motivation and Behavior;

3. Drive Maximum Engagement From an Employer 
Perspective;

4. Why Leadership and Culture Matter; and

5. Conclusions.

Agenda



Context
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Wellness or Health Promotion
= 

Risk Management for 
Health/Medical Claims
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Presenter
Presentation Notes
Group Ex: 2-3 people: What are biggest risks or problem areas in your county?



Annual Worker & Employer Contributions
to Premiums for Family Coverage

Source: https://www.kff.org/interactive/premiums-and-worker-contributions-among-workers-
covered-by-employer-sponsored-coverage-1998-
2018/#/?compare=true&coverageType=worker_contribution&coverageTypeComp=worker_contri
bution.



Protected From Costs and Consequences

A healthcare “wedge” that protects most consumers from 
the direct cost of their care and consequences of their 
lifestyle choices is a major factor that limits motivation to 
participate in wellness programs.

The more generous the health benefits plan the bigger 
“wedge.”



Four Truths We Must Abide By

Truth #1 - Change is not easy;

Truth #2 – Change is possible; 

Truth #3 – Wellness participation is voluntary; and

Truth #4 – It takes 80+ days to form a complex habit.*
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*Source: Michael Kim, Ph.D.  Presentation at Art and Science of 
Health Promotion Conference, March, 2018



UNDERSTANDING HUMAN MOTIVATION 
AND BEHAVIOR

UNDERSTANDING HUMAN 
MOTIVATION AND BEHAVIOR



Science-based Models of Behavior Change

• Transtheoretical Model of Behavior Change (Prochaska);

– Stages-of-Change;
• Behavior Analysis (B.F. Skinner);

– Operant Conditioning;
– Small steps/shaping;

• Persuasion Technology –B.J. Fogg, Stanford;
• Motivational Interviewing (Miller & Rollnick) ;

• Positive Psychology (Seligman & Csikszentmihalyi; Peterson); and

• Aspects of self-efficacy (Bandura).



Health 
Promotion 

Needs 
Science-Driven 

Behavior 
Analysis



Stages of Change Theory
Pre-

Contemplati
on

Contemplati
on

Preparatio
n

Action

Maintenanc
e

RelapseSuccess!

*Also called the 
“Transtheoretical Model of 
Behavior Change.”
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Presentation Notes
Pre- No Intention of changing behaviorCon- Aware something needs to change, but not committedPrep – intent on taking action,  planning stepsAction – Active modification of behaviorMaintenance – Sustained change, new behavior replaces oldRelapse – Fall back into old patternsUpward Spiral – leanr from each relapse



How Do Training, Incentives and Culture Affect 
Stages?

Success!

Pre-
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Inspiring Wellness 
Trainings, Incentives and 

Culture

Inspiring Wellness 
Trainings, Incentives and 

Culture
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How Do Stages Effect Incentives Uptake?



Incentives, Reinforcement & Punishment 
(technical terms vs. common language)

• Incentives mostly drive ongoing participation in a program 
or programs; 

• Reinforcement increases the behavior they immediately 
follow; 

• Punishment aims to reduce undesirable behavior.

Presenter
Presentation Notes
In wellness we tend to use “Incentives” to mean all three



Reinforcement and Punishment Translated

Add / Remove Stimulus Behavior

Positive 
Reinforcement add pleasant enhance 

desired

Negative 
Reinforcement remove unpleasant enhance 

desired

Positive 
Punishment add unpleasant deter undesired

Negative 
Punishment remove pleasant deter undesired

Presenter
Presentation Notes
Examples:



The Premack Principle:

FIRST do your homework, 

THEN you can play outside.



Graph of a Single Subject – Studying After 
Reinforcement

http://images.flatworldknowledge.com/price/price-fig10_004.jpg



Considerations: Consequences Are Individualized

• Profit and Loss or Cost Benefit Analysis;

• Choices usually made by relative comparisons; and

• What acts as a reinforcer or punisher can often be 
different from person to person.



Internal (Intrinsic) Motivation – the End Goal

• Connection to a value;
– I want to see my daughter get married;
– I believe deeply that…;

• Physical or emotional feeling;
– “I feel better, I have more energy”;
– “I feel better about myself, I like looking good!”;

• Achievement;
– “I want to finish this triathlon; I want to get 10k steps 

in”;
• Identity.

– “Being healthy and fit is part of who I am.”
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External (Extrinsic) Motivation (Incentives)

• Most of us need a boost to get to the 
place of experiencing internal 
motivation;

• Personal stake - What’s in it for me? 
(WIFM);
– Perceived value lost or gained;
– Potential loss = stronger motivator;

• Immediacy; and
• Understanding and perspective.
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Small (Tiny) Steps are Important

From Behavior Analysis
1. Overly large learning steps provide easy opportunities 

for failure;
2. Many do not come to us with the habits or mindsets 

they need to succeed;
3. Small steps provide the opportunity for many “wins” 

(reinforcements); and
4. Get to the missing 50% to 65% who need coaching.
It’s ironic that we spend so much time trying to break 

habits that we forget how hard it is to form them.



Interesting Examples (Relative Comparisons)

Ordering Choices for News Subscription:
1. Online subscription $59
2. Print Subscription $125
3. Online and Print $125

• Most choose combo, getting something for free; 
• Take away print only, most choose online; and
• We need context of relative value.



Interesting Examples

• Why do people pay more for a BMW than a Ford? 
• Really smart people are trying to establish the value of 

something in the mind of consumers;
• Cost of Healthy food vs. medications and medical care?
• How often do we put our wellness in a context for people?
• How do we establish the value of a wellness program in the 

mind of our members?

Good Resource Books:
-“Predictable Irrational” by Dan Arielly; 
-“Drive” by Daniel Pink.

Presenter
Presentation Notes
Anchoring effects-Math test, reminded Asian vs female;We live up to our self identity – obese children told obese;Now vs later – procrastination;Study - Fewer options are better;



DRIVE MAXIMUM ENGAGEMENT FROM 
AN EMPLOYER PERSPECTIVE



So What’s Your and Our Job in the Behavior Training 
Loop?

• Develop and stabilize healthy individual behavior;

• Instill a culture of health that fosters sustainable 
healthy actions in more of your employee population;

• Promote value based plan design that lowers barriers 
to entry; (Naturally Slim free to members, Airrosti at co-pay) 

• Work with leadership to promote culture of health;

• Implement Specific Incentives; and

• Peer recognition programs.



Key Components of 
Maximum Engagement

Leadership 
Onboard

Wellness 
Incentives

Coordinator 
& Committee

Culture 
Change & 

Communicati
on



Do Financial Incentives Change Behavior? 
…..YES!

• Comprehensive meta-analysis, only 15/350 studies 
met criteria to include in meta;

• Cash equivalent for behavior change, adults in real-
world U.S. settings, randomized, controlled studies 
only;

• Smoking 2.48 x more likely to quit;
• Vaccination 1.92 more likely; and
• Combined 1.62.

Source: 2014 Mar 11;9(3):e90347. doi: 10.1371/journal.pone.0090347. eCollection 2014 



Impact of Incentives on Fitness 
Participation

• Randomized design, continued incentives, discontinued 
incentives, control group;

• Up to $310(discontinued) or $470 (continued) for up to 
107 gym visits;

• Increased compliance from 13% to 62%(continued) 
or 64%(discontinued); and

• However, no significant impact on intrinsic motivation.

The Impact of Incentives on Intrinsic and Extrinsic Motives for Fitness-Center Attendance in College 
First-Year Students;  American journal of health promotion: AJHP 29(3):192-9 · January 2015 with
89 Reads    DOI: 10.4278/ajhp.140408-QUAN-135 · Source: PubMed

https://www.researchgate.net/journal/0890-1171_American_journal_of_health_promotion_AJHP
http://dx.doi.org/10.4278/ajhp.140408-QUAN-135
https://www.researchgate.net/deref/http:/www.ncbi.nlm.nih.gov/pubmed/25559252


Incentive Activities That Move the Needle

Wellness Incentives – Engaging employees 
in meaningful change:

1. Annual Physicals – 22% lower cost 
(HEBP Pool 2016) or about $450/year, 
and saves lives;

2. Condition Management Coaching –
Closing gaps in care saves $13.03 
PEPM ;
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Talking PointsContact  your wellness consultant to discuss how to structure a wellness incentive that’s right for your county



Incentive Activities That Move the Needle (cont.)

3.Fitness – fit men and women are 8x less 
likely to die of cardiac event than unfit 
people (independent of weight); and

4.Tobacco Cessation – positive changes 
start happening immediately, even with 
reduction.



Summary of Incentives

• Incentives do increase compliance short and 
medium term;

• Long term change: requires continued 
incentives or internal (intrinsic) motivation to do 
it;

• Health tends not to be a passion for most 
people until it’s gone; and

• Initial compliance may become intrinsic 
over time, but requires cultural alignment.



WHY LEADERSHIP AND CULTURE 
MATTER



Creating a Culture of Wellbeing

A Culture of Wellbeing supports External Motivation 
(Incentives) and helps foster and drive Internal Motivation 
which both lead to ACTION.
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An Effective Workplace Strategy: 
Incorporates wellness into 

County mission, vision and 
values
Modifies strategies to articulate 

“culture of health”
Translates vision into clear 

action steps and measures
Aligns across the County by 

engaging leaders at all levels(Slide borrowed from BCBSTX Wellness Consulting Presentation)

Leadership and Culture MATTER

Leadership Engagement at All 
Levels: 
 Shapes workplace climate
 Drives employee  participation
 Inspires personal accountability
 Promotes sustainable success

66%
of organizations with 
strong leadership support 
report improvements in 
employee health risks

Presenter
Presentation Notes
~~~~~~~~~~~~Leadership  engagement and support at all levels help shape workplace climate and effect worker wellness – physically, emotionally and sociallyLeaders who visibly participate in wellness programs and activities serve as role models and drive healthy behaviors within the organizationEffective leadership communication and wellness policies promote a healthy work environment and shape organizational norms (behaviors)Leaders that leverage their roles to support the �value of workplace health and wellness as an organizational priority, drive participation, inspire personal accountability, and promote sustainable success~~~~~~~~~~~~Discuss the importance of leadership.  Provide examples of role models in leadership positions that have made a difference.  Talk about the impact a long term wellness strategy has when leaders at the top are committed and place a strong sense of value on wellness.  Consider placing wellness within a mission statement so that all employees know the value and share the same message.  Leadership can often drive the mission of a company and help communicate norms that will shape an organization.  Leadership also become important in the community and how other organizations see your company.  Your company wants to be a place that individuals want to work.  Read bullets and provide working examples below.66% of organizations with strong leadership support for wellness report improvements in employee health risksOrganizations with support from the top are more likely to participate in biometric screenings, 53% versus 38% Senior leadership commitment to improving employee health increased from 6% in 2009 to 42% in 2010. Results in a true shift to a culture of health.



• Full leadership support;
• Leaders participate and lead by 

example;
• Develop Environment and Policy;
• Healthy Vending machines;
• Flex Time to accommodate fitness;
• Employees walking on breaks;
• Computer kiosks set up for 

employees; and
• Fruit of Culture: Employees start 

creating own challenges.

Create a Culture of Wellbeing



CONCLUSIONS



Conclusions

1. A carefully designed behavioral engineering system 
that counteracts the healthcare wedge should play 
a greater role in employer programs if the true goal 
is behavior change and cost control; and

2. Incentives can be helpful, but only when culture and 
strategy are emphasized and aligned;

3. Incentives in the absence of those things can 
backfire;

4. Incentives, programs and strategies, when planned 
and executed well, can help control health care 
costs.

Source: 
https://www.lockton.com/whitepapers/Behavior_Economics_and_Wellness.pdf 
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