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Introduction 
Most people's jobs require them to influence other people a lot of the time. This could include 
convincing your boss you deserve a raise, inspiring your team to finish a project, cajoling a colleague to 
do a presentation for you, getting someone to see your point of view in order to have their support at 
a meeting. 
 
Influencing can also involve persuading other people to be your champions, so they will, in turn, be able 
to provide access to areas you don't have any direct route to now. We call this 'expanding your spheres 
of influence', and it can be key to making your presence felt without appearing out of line. 
 
You may try to exert your influence through coercion and 
manipulation. You might even succeed in getting things 
done, but that isn't really influencing; that's forcing people 
to do what you want, often against their will. You won't 
have succeeded in winning real support. 
 
Real influencing skills are far subtler and fairer than that: 
they require good interpersonal and communication skills 
and an ability to get other people to want to support you. 
 
An interesting point about people who use their influencing skills well is that other people like being 
around them. There's an exciting buzz, or sense that things happen when they're about.  
 
Why is that? Well, think about it for a second or two: they don't sit around wishing things were different 
while moaning there's nothing they can do about it. They also don't sit around blaming others or 
complaining about what needs fixing that will make things better. They just get on and fix stuff. 
 
And sometimes the most influential person in a company isn't the one at the top - it's the one who 
knows how to get to the one at the top. 
 

Influencing Others in Business 
 
“Effective Influence is the skill and ability to achieve results with and through other people, whilst 
maintaining effective working relationships.” 
 
To be effective we need: 
 

 To choose the right behaviour or behaviours for each influence situation. 
 To have the skill and flexibility to delivery each behaviour as we intend it. 

Only productive influence behaviours are appropriate for long term, positive influence relationships.   
However, we need to know how to avoid unproductive behaviours and how to handle them when 
others use them. 

As junior leaders, we must constantly resolve conflicts over schedules, resources, priorities, roles and 
other important issues.  We must balance our needs with the needs of others and reach agreements 
that are acceptable to all parties.  In today’s climate, we must also do more with less – to get better 
results with the help of fewer people, in less time, and with fewer resources. 
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When influencing others, we must: 

 Meet personal objectives 
 Maintain or build productive working relationships 

Effective influencers use a variety of personal influence styles to achieve these two goals.  In one 
situation, they might use a logical approach by offering facts and data to support a position or to justify 
a proposal.  In other situations, they might gain the involvement of others to identify problems and 
generate solutions.  Different situations require different approaches. 
 
Influencing skills are the best tools for negotiating agreements when you and the other person have 
conflicting interests or when a range of options exists.  We define influence as the personal power we 
have within us to act on a situation to achieve a result. 
 
Positive influence is the ability to achieve results while building or maintaining positive working 
relationships.  Used well, an influence strategy can help you produce better quality agreements that 
last and improve rather than disrupt working relationships. 
 

The 7 Influencing Strategies 
 
Reason:   The use of facts and data to support the development of a logical argument. 
Friendliness:  The use of impression, flattery and the creation of goodwill. 
Coalition:  Teaming up to achieve individual goals. 
Bargaining:  The use of negotiation through the exchange of benefits. 
Assertiveness:  The use of a direct and forceful approach. 
Higher Authority: Gaining the support of higher levels in the organisation to back up requests. 
Sanctions:  The use of organisationally derived rewards and punishments. 
 
 
 

 When people are influenced by 
peers and superiors 

When people are influenced 
subordinates 

1 Reason Reason 

2 Coalition Assertiveness 

3 Friendliness Friendliness 

4 Bargaining Coalition 

5 Assertiveness Bargaining 

6 Higher Authority Higher Authority 

7  Sanctions 
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Influencing Styles 
We start using influencing techniques from the first moment of existence.  They are essential for 
survival.  Every interaction with other people is an exercise in influencing.  We develop preferences for 
dealing with others depending on what works for us.  By the time we reach mid-career, we are likely to 
have found consistent and predictable habits of persuasion. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Push and Pull Influencing Styles 
 
Assertive: 
The simplest and most common form of influence is assertion.  It works because it expresses conviction.  
It challenges the other person to react.  As in the game of tennis, it puts the ball in their court, and 
demands a response.  It gets attention and when the stakes are low for the other person involved, or 
when supported by authority, power or another means of intimidation, assertion often succeeds.  This 
is a ‘push’ technique. 
 
Responsive: 
The responsive style works by relying on the basic principle that people do things for their reasons - not 
ours.  The aim is to draw the individual into participating in the search for resolution.  It generates 
awareness, responsibility and commitment.  On the surface, the responsive style provides less control 
of situations - but they result in stronger and more lasting commitment.  This is a ‘pull’ technique. 
 
Push 70% of attempts to influence consisted mostly – if not entirely – of Push efforts. 60% of those 

failed – even with positional advantages! 
 
Pull Of the 30% that were pull attempts less than 25% failed completely. The majority achieved 

most of the objectives. 
 
Observations showed that commitment to (or compliance with) a push demand may not last for very 
long after the pressure is removed.  Inner conviction, which is a typical result of pull strategy, tends to 
be more effective. 
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The results show that what we do most naturally does not produce acceptable results.  Why do we 
keep doing it?  When asked, those using the push strategy tended to make comments such as: 
 

 “It was the obvious way to present the issue.” 
 “I knew what I was talking about” 
 “Their perspective was wrong” 
 “It was necessary to keep the issue clear and simple, not get into details” 
 “There wasn’t time to go the long way round” 
 “Anyone could have seen my solution was the right thing to do” 
 “Why waste time?” 

 
The Component Elements of the well-rounded influencer 
 
Asserting is when you are working from your own agenda. You are attempting to get something 
achieved that you want. Your prime concern here is achievement of the task. Building strong 
relationships is of secondary importance to you here, although if done well, the relationship will still be 
maintained. It is generally short term, gaining compliance rather than commitment 
 
Persuading is when you are attempting to convince others about you and your ideas. Again, it is using 
Push energy as you are attempting to convince them of something you want. 
It is not as strong a Push as Asserting because you are trying to get people to make their own mind up 
about you and the issue. It is a medium-term approach, gaining some compliance and some 
commitment. 
 
Relationship building is when you are primarily paying attention to the Influence relationship that you 
have. Your aim is to draw others out, to work on their agenda to allow them to play a full part in the 
decision. By achieving good Influence relationships then you are much more likely to be able to 
influence on single issues as they arise.  It is a long-term influence approach and therefore particularly 
useful in situations where you are having regular contact, or contact over a period of time. 
 
Drawing others towards  This approach is where people are drawn towards you or your ideas of their 
own volition. It is the style that is primarily used by leaders. When done well people are drawn into your 
ideas hopes and inspirations because it has ‘touched a nerve’ for them – it means something to them 
as well as you. It is therefore a pull approach – drawing people towards you. It is a medium to long-
term approach. 
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Productive Influencing Styles 
 

Assertive Responsive 
Stating Wants & Needs 
Tells others what you want/need/expect from 
them in clear unambiguous terms.  States 
standards required. 
 
Outlining Consequences 
Strengthens position after stating 
expectations when necessary.  Tells others 
what the benefits of fulfilling the expectation 
would be or the negative consequences of not 
doing so, in order to gain compliance. 
 
Giving feedback 
Tells others what they need to continue to do 
or can do differently, using concrete 
examples, and expresses feelings to make it 
clear what impact their behaviour has. 
 
Persuading Logically 
Uses reasoning and facts to present 
arguments convincingly, and backs up own 
position with facts and data to present a 
counter argument to others when necessary. 
 
 

Positive Listening 
Listen to others without offering solutions 
so that they are able to talk through a 
problem or issue and explain their opinions 
and feelings.  Listening is done actively to 
show understanding. 
 
Skilled Questioning 
Using questions skilfully to ensure that the 
necessary information, thought, and feelings 
are elicited. 
 
Giving positive Support 
Tells others that they are valued and 
appreciated and shows warmth and 
enthusiasm for others’ contributions and 
company.  Seeks others out, and offers help 
when it is needed. 
 
Being Open 
Gives others information about the facts of 
a situation or feelings in a way that helps 
them to make decisions or operate more 
effectively and with all the necessary 
information. 
 
Finding Commonality 
Looks for areas of interest or knowledge in 
common with others and draws attention to 
areas of agreement or mutual benefit. 
 
Creating a Compelling Vision 
Give others an exciting and positive image of 
the future and articulates the possibilities.  
Uses words and images to capture others 
imagination. 
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Unproductive Influencing Styles 
 

Aggressive Submissive 
Interrogating 
A hostile form of questioning that causes 
others to react defensively, being asked in 
either quick succession, or giving little time 
for proper responses, or to demonstrate 
that others are in the wrong. 
 
Patronising 
Treats others in a condescending way, 
letting them know they are inferior and that 
their opinions, feelings and contribution are 
of limited value. 
 
Showing contempt 
A more extreme form of patronising, 
demonstrates a complete disregard for 
others, tending to be scornful and 
demeaning, making it known that their 
views and values are of no importance. 
 
Attacking (physical or verbal) 
Overtly hostile behaviour which includes 
physically harassing or assaulting others or 
making personal remarks and statements, 
often with a raised voice, which is intended 
to wound or damage others. 
 

Over accommodating 
Giving up something that is really important or 
wanted, prematurely or unnecessarily in order 
to fit in with others needs or wants 
 
Self put-down’s 
Makes repeated remarks and declarations 
about self-incompetence, or inability, which 
have little or no foundation in facts. 
 
Self-pitying 
Makes constant apologies for lack of 
competence / time / resource in a way which is 
self-demeaning and evokes pity in others. 
 
Avoiding 
Takes steps to avoid any form of confrontation 
and ignores problems or issues by simply 
withdrawing or being unavailable for discussion 
in the hope that the issue will resolve itself. 

 
Unproductive Influencing Behaviours 
 
What are they?  Behaviours which do not result in: 
 
“The achievement of results with and through other people, whilst maintaining effective working 
relationships.” 
 
Aggressive behaviour is triggered by the fight response, a physical reaction designed by nature to help 
us survive by attacking. 
 
Submissive behaviour is triggered by the flight response, a physical reaction designed to help us survive 
by running away. 
 
The fight and flight responses both stem from fear and insecurity.  The use of these behaviours is 
habitual and outside of our awareness. The first stage to us changing these behaviours is to become 
aware of how we use them.  The next stage of changing these behaviours is for us to accept that we do 
it and to want to change them.  
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The results of using Unproductive Influence 
 

Aggressive behaviour on your part: 
 
Can destroy others’ confidence and 
competence. 
 
Creates unnecessary resistance or 
results in mere compliance. 
 
Provokes retaliation, direct or 
covert, which can easily escalate. 
 
Creates stress (often for the 
influencer as well as their target). 

Submissive behaviour on your part: 
 
Denies you the opportunity to 
contribute. 
 
Can lead to a steady decline in 
confidence and in some cases leads 
to depression. 
 
Usually prevents you from achieving 
your objectives. 

 
Overuse of assertive behaviour can lead to you being seen as aggressive.   
 
Overuse of responsive behaviour can lead to you being seen as submissive. 
 

 

 
Dealing with Unproductive Behaviour in others 
 
Aggressive Behaviour is caused by one of two reasons: 
 

 The other person is upset 
 The other person is attacking you 

 
When the aggressive behaviour is because the other person is upset, emphasise Responsive behaviour 
to calm and reassure the other person so that they stop  being aggressive. 
 
However, when the other person is intent on attacking you, emphasise Assertive behaviour to show 
the other person that their aggressive behaviour is unacceptable, an S1 technique. 
 
Submissive Behaviour is often a result of low self-confidence. If you need to influence someone to 
behave less submissively, the answer is to use responsive behaviour in combination with giving 
(positive) feedback, a mixture of S2 and S3 techniques. 
 
 


