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WHAT’S YOUR PREFERRED INFLUENCING APPROACH? 
 
 
As with most interactions between human beings, we’re generally better at observing other people’s influencing 
tendencies than we are our own. We may be very comfortable with some approaches, and oblivious to the existence of 
others. One way of reflecting on your general approach to influencing is to consider which of the following styles sits 
most comfortable with you, both in terms of being influenced and in seeking to influence others. You may even like to 
number them 1-5 in order of which you think you use most frequently.  
 

 Rationalising: Do you use logic, facts, and reasoning to present your ideas? Do you leverage your facts, 
logic, expertise, and experience to persuade others? 

 Asserting: Do you rely on your personal confidence, rules, law, and authority to influence others? Do you 
insist that your ideas are heard and considered, even when others disagree? Do you challenge the ideas of others 
when they don’t agree with yours? Do you debate with or pressure others to get them to see your point of view? 

 Negotiating:  Do you look for compromises and make concessions in order to reach an outcome that satisfies 
your greater interest? Do you make tradeoffs and exchanges in order to meet your larger interests? If necessary, 
will you delay the discussion until a more opportune time? 

 Inspiring: Do you encourage others toward your position by communicating a sense of shared mission and 
exciting possibility? Do you use inspirational appeals, stories, and metaphors to encourage a shared sense of 
purpose? 

 Bridging: Do you attempt to influence outcomes by uniting or connecting with others? Do you rely on 
reciprocity, engaging superior support, consultation, building coalitions, and using personal relationships to get 
people to agree with your position? 

 

REFLECTING ON YOUR INFLUENCING MAP 

1. What are your observations about where you’re already applying an effective approach to influencing? What can you  
    learn from what you’re doing well to improve your influencing tactics elsewhere? 

 

 

 

 
 
2. What are the key relationships or situations in which you need to build greater influence? 
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THE EMOTIONAL BANK ACCOUNT 

 
Stephen Covey’s uses the concept of an “Emotional Bank Account” to describe how our daily interactions with others 
can build either trust or distrust in a relationship. In any given relationship, our bank account opens with a neutral 
balance. And just as with any bank account, we can make deposits and withdrawals. However, instead of dealing with 
units of monetary value, we deal with emotional units. 

Covey’s advice on how to make deposits that collect interest is: 

1. UNDERSTAND THE INDIVIDUAL. Listen intently to what others say, picking up on the meaning behind words, tone 
of voice and body language. Work hard to be in and stay in second position – not only when others are 
speaking, but when you’re thinking about them and identifying their needs and behaviour.  

2. KEEP COMMITMENTS. Turn up on time. Do what you say you will do. Practice what you preach.   

3. CLARIFY EXPECTATIONS. Communicate your expectations to others – this is about being brave enough to 
occupy first position. People’s needs and expectations vary enormously; don’t expect others to read your 
mind.   

4. ATTEND TO THE LITTLE THINGS. Greet people. Show your gratitude for their contributions by thanking them 
explicitly. Get to know them well enough so that you can ask about the things they care about.  

5. SHOW PERSONAL INTEGRITY. Act and speak according to your values, even if no one else is watching. 

6. APOLOGISE. We all make mistakes, but the ability to hold ourselves accountable and apologise sincerely is 
crucial to counteract any damage we have done.  

FOR A STRONG EMOTIONAL BANK ACCOUNT WITH OTHERS: 

 Remember the 5:1 rule: It may take five deposits to make up for one withdrawal. 

 Take the time to understand the other person’s “currency”. What constitutes a deposit to one person may be a 
withdrawal to another (example: public awards and recognition). 

 Practice being sincere and consistent in your deposits. Small deposits over time build large account 
balances. 

Reflecting on your important workplace relationships (particularly those with people who you need to influence), jot 
down any specific ways that you could increase your deposits in these relationships. How might you decrease your 
withdrawals? 
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SOME KEY CONSIDERATIONS IN MANAGING UP 
 
As a line manager in a large organisation, it’s easy to feel that you have very little control over decision-making, 
allocation of resources and even your team’s performance. Managing up is a key skill in overcoming this sense of 
relative powerlessness. Considering either your direct line manager, or someone who is more senior than you are and 
influences your work significantly, respond to the questions below: 

1. How do you accommodate this person’s preferred communication preferences (think about what their DISC  
    profile might be). Think in terms of SPECIFIC actions you take to make sure you’re meeting them at least ‘halfway’. 

 

 

 

 
2. How do you support this person to achieve their goals or perform well? What could you do to increase either the  
    quantity or quality of your support for them? 

 

 

 
 
 

3. When this person doesn’t meet your needs and preferences, what do you do about it? If you tend not to do anything  
    but feel frustrated, how could you take action to widen your circle of control or influence? 

 

 

 
 
 

 

4. What do you think is the single biggest action you could take to increase your influence with this person?  
 
 
 
 
  
 

 
“… we do not actually control much of anything, but we do have the ability to influence 

many things ... Managing a system is therefore more and more about managing its 
transactional environment, that is, managing upward. Leadership is defined as the ability 

to influence those whom we do not control.” 
– Jamshid Gharajedaghi.  
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REFLECTIONS FOR INFLUENCING 
 
1. Think about a specific idea, project or challenge in which you need to exert influence, and a particular individual you 
need to influence (possibly your line manager). Briefly describe the situation below: 

 

 

 

 

 
 

2. What resources/power does this person have that makes them worth influencing?  

 

 

 

 
3. How do they currently perceive the issue you want to influence? How much do they know? What are their key  
    sources of information? How do they FEEL about the issue (use your second position skills here!).   

 

 

 
 
 

3. Will your idea conflict with any of this person's interests? What can you do to mitigate any adverse effects? What  
    might you be able to give in return for support? 

 

 

 
 
 
 

4. What specific commitment are you asking for? Permission to write up a proposal for a decision-making group?     
    Resources (money, people, space, time)? Advocacy in a meeting or further up the hierarchy? 
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INFLUENCING CURRENCIES 

 

Inspiration-Related Currencies - provide meaning to the work that a person does. 

Vision Being involved in a task that has larger significance for unit, organisation, 
customers/clients, or society 

Excellence Having a chance to do important things really well 

Moral/ethical/value drivers Doing what is ‘right’ by a higher standard than efficiency 

Task-Related Currencies - impact a person’s ability to perform tasks, or to the satisfaction that arises from  them. 

New resources Obtaining money, budget increases, personnel, space, equipment, etc. 

Challenge/learning Getting to do tasks that increase skills, ability, knowledge or confidence 

Assistance Receiving help with existing projects or unwanted tasks 

Organisational support  Receiving overt or subtle backing or direct assistance with implementation 

Rapid response Getting something more quickly 

Information Obtaining access to organisational or technical knowledge 

Position-Related Currencies – enhance a person’s position in the organisation, and perhaps their career 

Recognition Acknowledgment of effort, accomplishment, or abilities 

Visibility The chance to be known by more senior or powerful people (both within and 
external to the organisation) 

Reputation Being seen as competent, committed 

Insiderness/Importance A sense of centrality, of being valued in one’s role 

Contacts Opportunities for linking with others 

Relationship-Related Currencies – strengthen relationships 

Acceptance/inclusion Feeling of closeness and belonging 

Understanding Having concerns and issues listened to 

Personal support Receiving personal and emotional backing 

Personal-Related Currencies – enhance the individual’s sense of self and security. 

Gratitude Appreciation or expression of indebtedness  

Ownership/involvement Ownership of and influence over important tasks 

Self-concept Affirmation of values, self-esteems, and identity 

Comfort Avoidance of hassles 

Source: Cohen, A.R. and Bradford, D.L. 2005. “The Influence Model: Using Reciprocity and Exchange to Get What You 
Need.” in Journal of Organizational Excellence. Vol 25, No 1. pp 57-80. 
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SIX STEPS TO SUCCESSFUL INFLUENCING 

 

1. ASSUME EVERYONE IS A POTENTIAL ALLY  

 Don’t write someone off as your adversary prematurely. 
 Start with a positive approach, assuming that everyone (including managers and directors and other people in  
    authority positions) has the potential to be your ally if you work at it.  
 Where do your interests overlap? How can this relationship be mutually beneficial?  

 
2. CLARIFY GOALS AND PRIORITIES 

 Make sure  you can describe precisely what outcome you’re aiming for, and what you need from the other  
   party. 
 What will benefit your organisation? Is this a critical need? What are the short- and long-term priorities?  

 
3. DIAGNOSE THE WORLD OF THE OTHER 

 What will it cost someone to cooperate with you? Do they risk losing anything (reputation, etc.)?  
 How can you minimise these costs?  
 What is important to them? What forces might shape their goals, concerns, and needs?  
 Understanding the pressures that someone is under can help you avoid blaming, and start seeing them as 
   an ally. 

 
4. IDENTIFY RELEVANT CURRENCIES 

 Give thought to what resources you have that your ally desires.  
 Remember that your ally will value more than one currency – think broadly. 
 Also consider what resources your ally commands. 

 
5. DEAL WELL WITH RELATIONSHIPS 

 Good relationships are the foundation of all influence. They are the means by which we get things done.  
 What is the nature of your relationship with the person you are trying to influence? Is it positive, negative, or  
   neutral? Do you have a history of working with this person? Is there any damage that you have to try to repair  
   before moving ahead?  
 How does this person want to be related to? Try to relate to them in the way that they prefer (DiSC comes in  
   very handy here). 

 
6. INFLUENCE VIA GIVE AND TAKE 

 Using all of the information you have gathered, you can determine your approach and begin trying to make  
    exchanges.  

 Try to plan an approach that has the best chance of being judged on its merits, and remember that both the task  
    and the relationships are important.  
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INFLUENCING PREPARATION 
 

Why is this a good idea? (top 3 
reasons)  

(1) 
 

 

(2) 
 

 

(3) 

 
 

What are likely arguments against 
your position?  

 

What are the potential costs to the 
other party? (real costs AND perceived 
costs) 

 
 

 

What are the potential benefits to the 
other party if this is successful? 

 
 

What are important interests, needs, 
priorities, and fears to consider?  

 
 

What would success look like? 
(Examples, indicators) 
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STEP 1: REFINE YOUR IDEA 
 

People often make the mistake of attempting to share their ideas too broadly before they’re fully formed. While it’s great 
to have a colleague or associate with whom you can toss ideas around, you need to make sure that you choose the 
right person for this role. In particular, avoid engaging with anyone who you’ll have to pitch your idea to at a later date. 
Here are some of the things you need to think through before attempting to sell your idea: 

1. What problem does this idea solve?  
 

 

 

 

 
 

2. What evidence is there that the problem is real, and important enough to solve?  

3. What are the toughest challenges implied by the idea, and how will (or would) you solve them? 

4. Why is now a good time to solve the problem?  

 
“Ideas not coupled with action never become bigger  

than the brain cells they occupied.”  
– Arnold Glasgow  
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STEP 2: IDENTIFY YOUR “BUYER/S” 
 

Consider the various people to whom you may need to sell your idea. Sometimes there may be only one ‘buyer’ (e.g. 
your line manager), and sometimes there may be a whole series of buyers who you need to consider. If you need 
others to do your selling for you, it’s worth considering the ‘purchasing chain’ from the outset. 

1. WHO IS YOUR FIRST BUYER, AND WHY ARE YOU TARGETING THEM? DO THEY: 

 have the positional and personal power to help your idea bear fruit? 

 have the time and energy to support your idea and influence others? 

 the capacity to delegate support/influence for your idea? 

 
2.  WHAT SPECIFIC COMMITMENT ARE YOU ASKING FOR FROM THIS BUYER? HOW WOULD YOU PHRASE YOUR REQUEST? 

 permission to write up a proposal for a decision-making group 

 resources (money, people, space, time) 

 your buyer to sell your idea further up the hierarchy 

 your buyer to support you in a meeting/forum. 

 “Focus on your buyers and your buyers’ problems.” 
– David Meerman Scott 
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STEP 3: TAKING SECOND POSITION  
 

1. HOW DOES YOUR BUYER PERCEIVE THE PROBLEM OR OPPORTUNITY THAT YOUR IDEA AIMS TO ADDRESS? 

 First and foremost ask ‘What’s in it for them?’ 

 What is this person’s existing beliefs about your idea and related problems/ people/environments? 

 What evidence/information can you provide to influence his/her existing beliefs and perceptions to  
                support your idea?  
 

2. WHAT IS THE 5-SECOND VERSION OF YOUR IDEA, THAT YOU CAN USE AS AN INTRODUCTION? 
     Try to summarise your idea in fifteen words or less, framing it in terms that will appeal to your buyer.  

3. WHAT IS THE 5-10-MINUTE VERSION OF YOUR IDEA, BASED ON SELLING TO THIS PARTICULAR BUYER? 

4. WILL YOUR IDEA CONFLICT WITH ANY OF THIS PERSON'S INTERESTS? 
How might your idea impact adversely on your buyer? What can you do to mitigate adverse effects?  If your idea 
conflicts with his/her interests, what might you be able to give in return for support? 
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STEP 4: SCOPING YOUR PITCH  
 
 
 
 

 
 

 
 
 
 
 

 

 
 

 
  

YOU, THE SPEAKER (‘ETHOS’) 

 How can you establish your credibility with this  
    audience speaking on this topic? (You may be able to  
    put in some work beforehand) 

 What do you need to consider in terms of your  
    appearance and voice? 

 How can you strengthen your credibility and your  
    relationship with your buyer regardless of the outcome  
    of your pitch? 

 

 

YOUR AUDIENCE (‘PATHOS’) 

 Who are they and why are you talking to them? 

 What are their current feelings/perspectives/knowledge/ 
    opinions about this topic? 

 How will you connect with their emotions/intellect/values? 

 How do they like information to be presented (you may be able  
    to research this or you may have to guess)? 

 What expectations will they have about your pitch? Do you want  
    to meet these expectations or surprise them? 

 What questions/arguments are they likely to pose? How will you  
    respond to them? 

 What do you want from them and how will you go about getting it? 

YOUR IDEA (‘LOGOS’) 

 What problem does this idea solve? 

 What are the key points you want this particular individual to understand and remember? 

 What information is necessary for this particular buyer and what information can you omit? 

 How is this information best presented – facts, statistics, case studies, visual aids, anecdotes, hand-outs,   
    powerpoint etc.? 

 

THE CONTEXT 

	

“Persuasion is achieved by the speaker's personal character 
when the speech is so spoken as to make us think him credible … 

Secondly, persuasion may come through the hearers, 
when the speech stirs their emotions … 

Thirdly, persuasion is effected through the speech itself 
when we have proved a truth or an apparent truth by means 

of the persuasive arguments suitable to the case in question.” 
          – Aristotle 
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STEP 5: PLANNING YOUR PITCH 
 

The structure and content of your pitch are the most critical elements in ensuring that you connect all three corners of 
your triangle. 

THE INTRODUCTION 

 Use your introduction to highlight the connections between the three points of Aristotle’s triangle for your 
audience – why you are speaking to them about this topic.  

 In particular focus on creating personal rapport and helping them identify an emotional connection to the topic.  

 Keep it brief; using humour or a ‘hook’ (see over) can establish a rapport more quickly than a straight 
explanation of why you’re there.  

THE BODY 

There are a number of ways in which you can structure the body of your pitch depending on your topic and your buyer. 
Some possibilities are: 

 Chronological order 

 Order of importance 

 A narrative sequence 

 Ascending order of complexity 

 Problem Solution Pattern – define and illustrate a problem, then describe a solution, providing details  

 Balance structure – present 3 or 4 solutions to a particular problem, saving your preferred option for last. Then  
   demonstrate how your option is the only one in which the positives outweigh the negatives. 

 

Whichever structure you choose, remember that you need to: 

 present the facts (statistics, scientific evidence, supporting logic, testimony from credible sources) that support  
  your position. 

 select compelling, brief, relevant and simple forms of evidence; if you inundate your audience with information  
   they’re likely to a) stop listening and b) perceive that you’re desperate to prove your point.  

THE CONCLUSION 

1. Briefly summarise your message – not the content of your presentation.  

2. Tell your buyer  explicitly what you want them to think or do. 

3. Finish with a strong ‘hook’. 
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STEP 6: REFINING YOUR PITCH  
 

While well-considered structure and content are enough to ensure that you have a well-balanced triangle, there are a 
number of ‘hooks’ that strengthen the relationship between the three corners. They include: 

1.  RHETORICAL TOOLS 

 Rhetorical tools give your pitch its style – and can make the difference between developing rapport with your 
audience and leaving them cold. They include: 

 Analogies – useful for explaining abstract concepts 

 Stories or anecdotes – either personal or ‘I once heard ...’ 

 Examples that illustrate your message 

 Inspirational, funny or insightful quotations (make sure you acknowledge the source correctly) 

 Acronyms – often used to inject humour and especially useful if you need to refer to something frequently 
throughout your pitch 

 Surprising facts or statistics.  

2.  NON-VERBAL (USUALLY VISUAL AND AUDITORY) AIDS 

Using a variety of media can increase the impact of your message and help sustain audience interest and attention. 
Think about how you can represent information using:  

 Pictures, photographs or video-clips 

 Music or sound  

 Cartoons or simple drawings  

 Graphs, charts and diagrams 

 Visual representations of models, frameworks or ideas. 

3.  REMEMBER TO LISTEN AS WELL AS TALK 

If your audience raises objections or doubts about your idea, hear them out; talking at people rarely results in a sale. 
Once you’ve heard their point of view, you’re in a better position to address any concerns. 

4. YOUR PERSONAL PRESENTATION 

 Posture should be erect but relaxed 

 Decide how much you’re going to move, if at all 

 Rehearse your gestures if you think you may ‘freeze’ or feel awkward 

 Practise using your voice appropriately, varying pitch and tone 

 Think about what initial image you want to create and what that means for your appearance. 
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NOTES 
 


