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Note from the Author

This book focuses on your influencing skills and how you apply them
at work when handling a range of colleagues and co-workers. In writ-
ing the book, I am not seeking to advise you, the reader, on how
to handle your workplace relationships, but rather to offer you my
experience and know-how as someone who has coached and worked
with hundreds of clients on these issues. In addition to reading this
book, you might want to seek the services and professional advice of
a coach, business psychologist or consultant, each of whom should
be able to offer you tailored, detailed and impartial counsel on the
more challenging inter-personal and influencing issues you might face
at work.
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Overview

WHAT THIS BOOK IS ABOUT

This book is about personal influence at work: what it is, how to gain
it, how to retain it, and how to use the influence you have already
attained to get things done. It is about your ability to acquire and sustain
influence with colleagues with whom you have some shared values and
some things in common, as well as being about building and retaining
influence with colleagues with whom you have no shared values and
very little in common.

The book examines how to build influence with the colleagues you
meet every day in your team or department, as well as how to build
influence with your organization’s opinion-formers and decision-
makers, colleagues with whom you might meet infrequently and for
short intervals only. The book will help you to understand your own
values as an influencer, and enable you to recognize the links between
‘having influence,” ‘having power’ and ‘having responsibility.” It con-
siders how to position your influencing arguments with colleagues who
have different values from you and who won’t be influenced by the
factors which readily influence you. It examines how to build influ-
ence with irresponsible colleagues and with colleagues who want you
to behave in ways that conflict with your wishes. It explores effective
ways of raising your profile outside of your department, and effective
ways of building influence with internal clients and senior managers.
It will equip you with strategies, tactics, techniques and know-how
so that you can learn how to consistently use behavior that proves
persuasive with all your colleagues and workplace contacts.

The book is written for people at work at any level of an organi-
zation in any part of the world. The book outlines the principles for
creating and maintaining influential relationships at work, and those
principles are relevant across the board. So, whether you work for a
small, medium or large organization and no matter which continents
you work in, this book should help you to become a more influential
member of your organization’s workforce.
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Overview

WHY I WROTE THIS BOOK

I wrote this book for the very many of you who go to work and need
to get things done in tandem with others in order to be effective in
your roles. The main sets of skills you need to be effective day in,
day out are influencing skills. You can’t use authority to get things
done when you work with your peers or your managers, and it isn’t
considered wise to do so with your team members except when you
really need to. On a day-to-day basis you will have to find another
way to get done the things you need to get done. You need to go to
work every day and establish and maintain effective, influential con-
nections with your colleagues, some of whom you may not naturally
like or want to work with, but with whom you need to gain and
retain influence if you are to succeed.

In many organizations it’s the unofficial connections between people
that determine what decisions get made, which projects receive fund-
ing and support, which ideas receive sponsorship, who gets promoted
and even who gets hired and fired. Learning how to build and retain
influential relationships with your colleagues is a key component of
organizational life, but most people have to work out for themselves
how to do it effectively. It’s not part of the induction program. I
wrote this book for those of you who want to speed up the process
of gaining influence with key colleagues, as well as for those of you
who want to know how to retain the influence you already have
and use it to help you achieve the goals and objectives that matter
to you.

I wrote the book out of a firm conviction that being technically
able at your role often isn’t enough to build a reputation at work. It’s
OK as a starting point, but is no more than that. I believe that most
frequently it’s the quality of the relationships you build with your
colleagues that will determine how effective you are perceived to be.
And many people working in organizations today have had very little
or no development in the influencing and people-handling skills they
need to enable them to engage productively with and work effectively
alongside a range of colleagues and co-workers. Without the ability
to build influential relationships with your colleagues, retain influ-
ence with them and use the influence you do have to get things done,
you may well not be seen as an influential member of the workforce
even if your knowledge base and technical skills might suggest you

could be.
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BUILDING INFLUENCE AT WORK

If you want to have influence in the workplace it is vital that you
develop and hone an effective set of influencing skills, tactics and strat-
egies from which to select when handling different people, issues and
personalities. Your suite of influencing tools needs to be sufficiently
well developed that you have options when interacting with, inter-
preting and responding to the many different people around you. It
needs to provide you with choices for handling managers more senior
than you, colleagues who are your peers and those who work at a
more junior level to you.

Your suite of influencing skills also needs to enable you to handle
people with whom you share objectives and values as well as those
people who want different things from you and whose methods of
getting things done are very different from yours. It must also help you
handle those colleagues skilled at appearing to be productive while
not achieving very much at all, as well as managing those colleagues
who want you to supply the energy, ideas, or strategies they subse-
quently pass off as their own.

This book will help you to become more accomplished at all these
things. It will equip you with the insight, self-awareness, know-how,
skills and knowledge that will enable you to:

B Recognize and manage the impact of your influencing style on
other people.

B Read other people’s influencing styles effectively.

B Select and apply the most useful and effective influencing
strategies and tactics in a range of key situations.

MY BACKGROUND AND WORKPLACE EXPERIENCE

I am a Chartered Psychologist. I began working as a business
psychologist in the late 1980s. During the following five years I
worked for three consultancy firms before deciding to work as an
independent business psychologist in early 1994. I made this move
because I wanted to spend the greater part of my time working
directly with clients, rather than managing colleague relationships.
Some of my initial projects were carried out as an associate to smaller
consultancy firms. Then, in January 2000, I set up Oade Associates
to design and deliver bespoke executive coaching programmes,
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tailored professional skills workshops and custom-made conference
scenarios.

In this work I combine business psychology with the skills of
professional actors. We create real-life scenarios that reflect the
leadership and influencing, negotiating and conflict-resolution,
political management and people-handling issues that my clients deal
with in their day-to-day work. Since starting Oade Associates, I have
run hundreds of executive coaching programs and professional skills
workshops for managers and leaders working in the United Kingdom,
Europe and North America. Many of these projects have involved
working with clients on the reality of building, retaining and using
influence at work.

In my coaching programs and workshops I ask clients to step
back from their day-to-day work and workplace experiences. I ask
them to reflect on the quality of the influencing behavior they use
when things are going well for them, and to compare that with what
they do when they are under pressure. Then, with the help of my
professional actor colleagues, I recreate the very meetings clients find
most challenging, meetings that they mishandle or in which they
lose influence or credibility, and help clients to revisit these meetings
using different and more productive influencing behavior, skills and
tactics. I coach them to understand the links between their intra-
personal world — their values, character and personality — and their
inter-personal behavior: the influencing tactics, skills and strategies
they use with other people. Clients practice their new influencing
approaches until they are satisfied that they can go back to work
and use them straight away. As a result of working in this way
clients perform better in their roles, have greater influence in their
key workplace relationships and demonstrate sustained behavior
change.

In addition to working one-to-one and with small groups I also
work with conference audiences. In this case I develop a series of
custom-made sketches which my actor colleagues subsequently enact
live on stage. Audience members discuss and debate the action at
round tables, so that they can learn from one another’s experiences of
handling similar instances, and decide which inter-personal skills and
tactics work well in particular situations and which don’t. Scenarios
have focused on managing the boundaries between colleagues’
personal and private lives, handling under-performing colleagues and
responding to perceived harassment and sexism at work.

This book comes out of my experience of helping hundreds of clients
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to develop the influencing skills they need to perform effectively in
their roles, and out of my belief that it is the quality of a person’s
people-handling skills that largely determines who will gain and retain
true influence in the workplace.



How To Use This Book

WHO THIS BOOK IS FOR

I wrote the book for those of you who want to understand what
practical actions you can take to become a more influential member
of your team, department or organization.

Some of you simply may not know how to go about gaining

influence. In this case you may be someone who:

Has excellent technical knowledge but lacks the people-handling
skills you need to develop your reputation beyond your immediate
team.

Knows your stuff but struggles to get senior, more influential
people to listen to your ideas and proposals.

Knows what needs to be done, but has difficulty convincing other
people to sponsor your plans or take on board what you are saying.
Has great ideas but doesn’t know how to sell the merits of your
proposals to your colleagues, and may sadly fail to get the level of
profile your suggestions deserve.

Works very hard but does not get the opportunities or rewards
that your skill, effort and commitment merit.

I wrote this book for those of you who identify with any or all of
these situations. I also wrote this book for those of you who don’t
know how to take advantage of the opportunities to influence that
you already do have. You may:

Struggle to select and use behavior which proves influential with
key senior colleagues or key peers when you meet with them.

Be unable to actively manage the perceptions you create in the
minds of your key workplace contacts and fail to secure their good
opinion even when you have something valuable to say.

Not recognize the negative impact that your current influencing
style has on some of your colleagues.

Fail to select and use the most influential arguments in the ad hoc
or more formal meetings you have with senior people, where what
you say is just as important as how you say it.

Xii
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WHAT THIS BOOK WILL DO FOR YOU

This book will take you through a process of stepping back from your
day-to-day work and considering how you go about influencing key
colleagues in the workplace. It will help you to reevaluate how you
initiate and respond to opportunities to exert influence at work, and
encourage you to reassess how you build influence with your key
workplace contacts.

The book will introduce you to a series of case studies and smaller
examples, each of which mirrors realistic workplace influencing
dynamics. These case studies and smaller examples will illustrate the
pitfalls, mistakes, oversights, and errors of judgment that can lose you
influence and harm your credibility. They will also provide a blueprint
for how to go about maximizing the influence you could have in a
range of key workplace situations.

As you read the book you will be encouraged to step back from
your day-to-day work and:

B Review how you currently seek to influence a range of your key
workplace contacts.

B Identify your areas of strength and your areas for development as
an influencer.

B Make decisions about what to do to improve the way in which
you set about influencing your key workplace contacts.

Periodically, the book contains a series of questions for you to consider
and answer in relation to your experiences of seeking to build influence
at work. Each question is followed by a space in the text so that you
can jot down your answers to it if you want to. These questions will
provide you with an opportunity to apply the key points from the
previous sections of the book to your working life, helping you get the
most out of the process of reading the material.

THE CASE STUDIES AND SMALLER EXAMPLES

From Chapter 1 onwards, the book will introduce you to a series of
case studies and smaller examples. Each of these scenarios mirrors
realistic workplace influencing situations. A few of the scenarios are
based on real-life dynamics. In each of these instances the details of
the characters, the setting of the events, and the specific details of the
scenarios have been fictionalized to protect the identities of the people
involved.
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How to Use This Book

Following an outline of the key facts of the case study or smaller
example, you will find each of the following four sections.

The opportunity to influence. This section takes you behind the
facts and specific detail of the action to identify the exact nature of the
opportunity to influence presented in the scenario.

Handling the personalities. Here we take a deeper look at the
personality of the characters with whom the main character wishes
to build influence. We identify those factors that would or would
not prove persuasive with that particular character’s personality.
This section gets behind a character’s actions, words, and behaviors
to understand their motivations and intentions and identify the best
ways to handle them and build influence with them.

The outcome. This section describes the outcome of the main
character’s attempts to build influence in the scenario given their
influencing style, the personality they are dealing with and the skills
and tactics they employ.

Conclusions. In this last section we draw key lessons from the
example.

THE NARRATIVE CASE STUDY

The final chapter of the book takes the form of a narrative case study.
The narrative follows the progress of an employee who switches
industry and needs to find his feet in his new job. The case study
describes how the main character adjusts to the culture of his new
employer over a ten-month period. It examines what influencing
strategies he uses and when, how he evaluates the success of these
strategies, how he builds influence with a range of colleagues, and
what lessons he assimilates from making errors of judgment while
trying to do so.

The narrative case study illustrates all the key learning points from
the previous chapters of the book. It highlights realistic workplace
influencing dynamics and explores a range of factors that the main
character needs to take into account as he seeks to gain and retain
influence in his new place of work.

WHAT YOU WILL NOT FIND IN THIS BOOK

This is a practical book which focuses on how to build and retain
personal influence at work. It does not include discussions of
organizational influencing strategies or the theoretical tactics of
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influence. Nor does it explicitly discuss issues of demeanor, dress sense,
or body language, although it does refer to them from time to time.
Instead the book focuses on which behaviors prove influential and
which do not prove influential in a range of key influencing situations
in your workplace.

The book mainly concerns your relationships within your workplace
with your colleagues and co-workers. In other words it focuses on how
to build influence with your peers, senior managers, team members and
internal clients. It does not feature chapters on how to build influence
with clients or customers external to your organization, although some
of the techniques and ideas in the book may well provide you with ideas
on how to build more influence in these relationships too. Those of
you who would like a book on building and sustaining influence with
your clients might like to know that one of my forthcoming books will
be Handling Clients Effectively: How to Initiate, Sustain and Retain
Long-Term Customer Relationships. The book will be published by
Palgrave Macmillan.

YOUR INFLUENCING BEHAVIOR

This book is written for you, the reader, and it comes with a note of
caution. In my experience, when someone tries to have influence in a
certain situation at work, and finds that they either don’t build much
influence at all or, at some point, manage to lose the influence they
had previously secured, there are usually very specific reasons for this
failure. It is often because they did not think deeply enough or clearly
enough about the factors that matter most to the other key players
in the situation. They may have only considered some of the issues,
or all of them but only from a certain perspective. Or they may have
only seen things from the point of view of some of the key players or
themselves and not considered all of the alternative points of view.
They therefore select ineffective influencing strategies, or worse, self-
defeating ones, and suffer the consequence of receiving a dent to their
reputation.

My wish is that, with the help of this book, you will avoid these
pitfalls more often than not and that the input from this book will
enable you to:

B Become more skilled, more effective and more productive at sizing
up situations and reading them effectively before seeking to build
influence in them.
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B Act in ways that will gain you the degree of influence you would
like to have in the situations that matter most to you.

B Retain and nurture the influence you do gain until you have a
healthy, effective network of influential workplace relationships to
draw on.
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What is Workplace Influence?

Let’s begin this book by considering what the terms ‘influence at
work” and ‘having influence in the workplace’ might mean. We will
define them and then examine why some people are able to acquire
influence and sustain it over a period of time, why others struggle to
build any influence in the first place, and why others again manage
to attain a degree of influence but then subsequently lose it. We will
explore the influencing dynamics in your workplace and examine
what might be involved in you acquiring greater influence at work.
Then we will start to look at some of the possible confusions between
‘having influence’ and ‘having power.’

WHAT IS INFLUENCE AT WORK?

So, what does the phrase ‘influence at work’ conjure up for you? You
might like to take a few minutes to jot down in the space below any
phrases and words that come to mind when you consider the term
‘influence at work’:

Whatever you have written, and however much you think that having
influence at work is about a person’s knowledge or interpersonal
attributes or simply about whom they know, you may have had
difficulty describing it with any degree of certainty. You might think
that ‘influence at work” has an intangible quality to it and is somewhat
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difficult to pin down. Or you may have found that, as you considered
the qualities that contribute to one or other colleague having influence
in your workplace, they may not be present in the character of a third
or fourth colleague whom you consider to be influential.

Influence at work is a highly individual issue. What influences
one person — you, for instance — will not automatically influence
another person. What influences one of your senior managers may
not influence a different manager. In my work I have found that
people who have acquired a degree of influence in the workplace
have done so by having more than one strategy. They have a range
of strategies and know which one to apply to the particular person
they are dealing with in any given situation. So, is one of the main
attributes possessed by a person who is perceived to have ‘influence
at work’ the ability to select an effective strategy for influencing each
specific person whose thinking they want to impact?

HAVING INFLUENCE IN THE WORKPLACE

Consider the list of words and phrases you developed to describe
‘influence at work’ and compare them with the points below. These
points, while not intended to be an exhaustive list, outline some of the
commonly cited responses. You might like to add some of your own:

B Being able to affect decisions within your areas of expertise.

B Being an opinion-former or touchstone for other people on your
subject matter.

B Having the knowledge and skill to change or develop other
people’s perceptions.

B Knowing how to sway a discussion or decision.

B Knowing how to get the buy-in you need to take your plans
forward.

B Having the ability to extend your influence beyond the area in
which you could reasonably expect to hold sway given your
hierarchical position.

B Being referenced at a meeting as opposed to merely attending or
participating in a meeting.

B Being adroit at handling other people’s agendas and working with
them reasonably.

B Knowing how to say ‘no’ to colleagues without alienating them
and thereby creating issues for yourself when you bring your next
issue to the table.



