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Expanding Your Influence 

INFLUENCE. Its origins can be traced 
back 2,500 years. Aristotle devoted 

his time in ancient Greece to teaching 
the c i t i zenry h o w to p e r s u a d e a n d 
c o n v i n c e o the rs on mat ters ranging 
f r o m d e b a t e s of right and w r o n g to 
government issues. 

Aristotle's rhetoric is still relevant to-
day; influence is a matter of practicing 
s o u n d logic, nur tur ing relat ionships, 
and developing personal credibility. In 
today's downsized, reengineered, and 
cost-conscious organizations, p e o p l e 
find themselves managing many rela-
t ionsh ips—bosses , their boss 's boss, 
p e e r s , e m p l o y e e s , cu s tomer s , t e a m 
members, and contractors. 

At work w e all face a variety of sit-
uat ions in which w e must inf luence, 
p e r s u a d e , or c o n v i n c e o the r s . H o w 
d o you—regardless of organizational 
posi t ion—inf luence others in a posi-
tive way to get resul ts and increase 
your credibility? 

Posit ive in f luence is coopera t ive , 
not manipula t ive . W h e n used effec-
t ively. all p a r t i e s ' vo ices a re h e a r d 
and all parties may benefit . 

Strategies for positive 
influence 
Fol lowing a r e s e v e n s t ra teg ies thai 
h a v e p r o v e n to be s u c c e s s f u l w i t h 
employees , managers , and executives 
in a variety of organizations. There is 
no one strategy that works best. Influ-
encing others is a complex process of 
d iscover ing w h a t works for the par-
ticular person or persons you are at-
tempting to influence. 
I. Determine where the influence lies in 
your o rgan iza t ion . T a k e t h e t ime to 
discover w h o is influential in your or-
g a n i z a t i o n . W h o a b o v e , b e l o w , o r 
next 10 you has the ability to influ-
e n c e h ighe r -ups , p e r s u a d e a g r o u p 
to his or her thinking, and get things 
accomplished? 

There are several ways to learn w h o 
are the influential people in your com-
pany. Listen to the organizational sto-
ries you hear, make a point of going to 
lunch with others at least twice a week, 
a n d a t t end m e e t i n g s and s emina r s . 
Asking your boss if you can attend key-
m e e t i n g s o r a c t i n g a s a " s t a n d - i n " 
when he or she can't attend is another 

way to detemiine where influence lies. 
During these meetings, be observant 
and take note of w h o listens to whom. 
Take note of the strategies that people 
use. What works? What doesn ' t? Is it 
what they say, how they say it. or both? 

The next s tep is to seek out oppor-
tunities to deve lop relationships with 
influential p e o p l e in your o rgan iza-
tion. Invite them to lunch. Ask them 
for advice. Model their behavior. 
2. C rea t e a personal advisory board. I 
have w o r k e d with several managers 
w h o have ei ther intentionally or un-
consciously deve loped their o w n per-
sonal advisory board . T h e idea is to 
deve lop relationships with a g roup of 
peop le you trust, w h o have your best 
interest at hear t , and w h o can of fer 
advice and sugges t ions and act as a 
s o u n d i n g board. Inc lude individuals 
throughout your organization, as well 
as peop le outside the organization. 

Then, before your next presentation 
to a s e n i o r m a n a g e m e n t t eam, talk 
t h rough your idea wi th a co l l e ague 
from your "board." Get input on your 
a p p r o a c h o r s t rategy. Ask your col-
league to question and challenge your 
a p p r o a c h , ideas , a n d a s s u m p t i o n s . 
That strategy will help ensure that your 
ideas are well-thought-out and tested 
before they're formally presented. 
3. Practice the "foot-in-the-door" tech-

nique. This is a classic sales technique 
based on t he idea of starting small. By 
o b t a i n i n g a small c o m m i t m e n t up -
f ron t f r o m s o m e o n e , y o u i n c r e a s e 
your chances of gaining a larger com-
mitment in the future. 

A human resources director I work 
with used the foot - in- the-door tech-
nique to make a major change in her 
w o r k s chedu l e . In o rde r to ba lance 
her work and family responsibilities, 
she wanted to work at home two days 
a w e e k , and three days at the office. 
She k n e w the v ice p res iden t wou ld 
not agree to this, at least nor in the be-
ginning. So, she decided to start small 
by asking her boss if she could work 
at h o m e on Thursday mornings . She 
sugges ted that s taying h o m e w o u l d 
h e l p her focus on a p ro jec t that re-
quired uninterrupted t ime and atten-
tion. and she would dedica te Thurs-
d a y m o r n i n g s s p e c i f i c a l l y t o t ha t 
project. Her boss agreed. After several 
weeks and a successful completion of 
the project, the HR director requested 
permiss ion to w o r k at h o m e all day 
on Thursdays. Again she provided jus-
tification for h o w she would use her 
time. Her request was approved. Over 
time, the HR director 's ult imate goal 
w a s a c h i e v e d — s h e is n o w w o r k i n g 
two full days from home. 
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works . However , each success story 
d e p e n d s o n one critical factor— justi-
fication. Individuals w h o are success-
ful in obtaining their ultimate request 
a re ab le to just ify and exp l a in w h y 
the request is warranted. 
4. Seek input ahead of t ime. Don't sur-
prise peop le in meet ings and expect 
t h e m to m a k e impor t an t dec i s ions . 
Get t hem on board ahead of t ime by 
asking for their input or giving them 
snippets of information to think about 
before coming into the meeting. 

Linda, a director at a large health-
care o rgan iza t ion , l ea rned f i rs thand 
the benefit of seeking input ahead of 
time. Linda is responsible for prioritiz-
ing her company 's multimillion dollar 
projects and presenting this informa-
tion m o n t h l y to the sen io r m a n a g e -
ment team. The prioritization is con-
t rove r s i a l b e c a u s e e v e r y p r o j e c t 
should be at the top of the list. In the 
p a s t , Linda c a m e to e a c h monthly-
meeting and put up an overhead de-
picting the priorities. This led to much 
discussion and d e b a t e and very lew-
decisions. Linda left every meeting dis-
couraged and without direction or de-
cisions in order to move forward. 

After several months of frustration 
and little progress , Linda dec ided to 
take a different approach . O n e week 
before a meet ing w a s scheduled, Lin-
da ca l led each of the pro jec t s p o n -
sors. She informed them w h e r e their 
p ro jec t fell in the pr ior i t izat ion and 
a sked if they a g r e e d . If they d idn ' t , 
she p robed for more information and 
a s k e d t h e m to spec i f i ca l ly e x p l a i n 
w h y they saw it differently. That ap-
proach gave Linda more information 
and , at t imes, r equ i r ed a c h a n g e in 
priori t ies . H o w e v e r , Linda w a s sur-
prised to find that the majority of the 
project sponsors agreed with her ini-
tial assessment. The result: Linda left 
e ach mee t ing with spec i f ic s t eps to 
move the project fo rward and busi-
ness milestones were achieved. 
5. Practice effective meeting behaviors. 
In business, meetings are w h e r e ideas 
are shared , decis ions are made , and 
i m p r e s s i o n s a re f o r m e d . At tend all 
mee t ings with the mindse t of be ing 
"on s t age . " W e o f t e n th ink of ou r -
selves on s tage w h e n w e m a k e pre-
sen ta t ions to a g r o u p . Whi le this is 
t rue , you a r e no t " o f f s t a g e " w h e n 
you sit in a meeting. People, fairly or 

not, will evaluate you on your behav-
iors a n d in te rac t ions wi th o the r s in 
meetings. Positive meet ing behaviors 
include the following: 
l Listen actively. 
I Make eye contact with the speaker 
and others in the meeting. 
I T a k e n o t e s w h e n a p p r o p r i a t e 
(avoid tak ing t oo m a n y no tes—th i s 
will limit both your eye contact and 
involvement). 
• Maintain good posture. 
» Be aware of your physical space . 
Research suggests that powerful peo-
ple take up more physical space. Ob-
serve this behavior at the next meeting 
you attend. Confident and competent 
p e o p l e a r e no t hes i t an t to t a k e u p 
space by leaning forward, putting their 
h a n d s o n t h e t ab le , a n d s p r e a d i n g 
their papeiwork out on the table. 
I O f f e r y o u r o p i n i o n a n d i d e a s . 
Don't wait to be asked. 
I Ask good questions. 
» If m e e t i n g wi th an asser t ive and 
talkative group, practice the art of in-
terrupt ion. Use your nonverba ls (for 
example , leaning forward) combined 
with a "verbal starter." A verbal starter 
is a quick, short phrase which allows 
you to get into the conversation even 
w h e n t h e s p e a k e r n e v e r p a u s e s or 
t a k e s a b r e a t h . E x a m p l e s of verbal 
starters include: "My perspec t ive on 
tha t is..." "I'd l ike t o add to J o h n ' s 
point..." "Another perspect ive is..." "1 
agree, and I'd like to add...." 

By demonstrat ing your conf idence 
and c o m p e t e n c e in meetings, o the r s 
will look to you for advice and input. 
T h e s e pos i t ive b e h a v i o r s will carry 
over into o ther interaction and have 
the potential to increase your span of 
influence in the organization. 
6. Understand what you can change and 
what you can' t . Stephen Covey popu-
larized the idea of Circles of Influence, 
a c o n c e p t t ha t s a y s w h i l e w e can 
c h a n g e or i n f l u e n c e cer ta in th ings , 
t h e r e a r e severa l t h ings w e c a n n o t 
change. The innermost circle, the cir-
cle of control , inc ludes t hose things 
that w e can change—our attitudes, our 
goals, our dreams. The middle circle, 
the circle of influence, includes those 
t h i n g s w e c a n a f f e c t o r i n f l u e n c e 
t h r o u g h o u r c o m m u n i c a t i o n , dec i -
sions, and behavior . While w e can' t 
change a boss, a colleague, or even a 
spouse , w e can affect them with ou r 

actions and communication. The out-
ermost circle, the circle of concern, in-
cludes those things that may affect us, 
but w e can do very little, if anything, 
to c h a n g e . W h e n work ing with o n e 
federal agency, 1 found that Congress 
and President Clinton were cited often 
as examples of what fell into the feder-
al employees ' circle of concern. 

As peop le w h o choose to work for 
a par t i cu la r o rgan iza t ion , t he re a re 
ce r t a in o r g a n i z a t i o n a l rea l i t ies w e 
canno t c h a n g e — t h o s e things in ou r 
circle of concern . Successful p e o p l e 
have the ability and willingness to say 
"1 r e a l i z e I c a n n o t c h a n g e th is . " 
The re fo re , "I am go ing to focus my 
energy on those things I can change 
or in f luence . " Spend your time and 
energy on your circles of control and 
in f luence a n d you' l l be surpr ised at 
how much you can accomplish. 
7. Become resilient. O n e of the most 
difficult positive influence strategies is 
r e s i l i ency . Res i l iency r e f e r s to t h e 
bounce-back ability we have when w e 
try something more than once, or even 
twice. Resilient people are those w h o 
d o n ' t g ive u p if s o m e t h i n g d o e s n ' t 
work the first time. For example, if you 
ask your colleagues for their support 
on a key project be fo re the meet ing 
and they agree, and then once in the 
meet ing your col leagues waiver and 
say they need more information, don't 
give up! Instead, ask yourself , w h a t 
could have happened or changed be-
tween the time they gave their support 
and w h e n the meet ing occurred? Or, 
what didn't I d o at the meeting to get 
the decision I wanted? Resilient indi-
v i d u a l s a r e a b l e to t a k e s u c h inci-
dences and turn them into learning ex-
per iences . D o c u m e n t your learning, 
bounce back, and uy a new strategy! 

Positive influence is a skill that can 
be learned, no matter what organiza-
tional position you hold. To influence 
o the rs in a posi t ive way t akes time, 
ene rgy , c o n f i d e n c e , and resi l iency. 
After 2,500 years, individuals are still 
learning about the complexi ty of in-
f l u e n c i n g o t h e r s . E x p e r i m e n t wi th 
these strategies and watch your span 
of influence increase. 
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