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A recent Pharmacy Management

Academy workshop was about influence.

What is influence and how do we do it?

Let’s start by considering what influence

is not!   

Three types of authority      

Influence is not synonymous with

authority. Typically, we can recognise

three types of authority: 

1) Traditional (Hierarchical) authority.

This is the authority that is

bestowed upon an individual,

usually by virtue of their rank or

status within an organisation.

Generally speaking, the further up

in the organisation you sit, the

more traditional authority you

have.

2) Legal authority. This is the type of

authority that is bestowed upon

individuals or groups of individuals

by the state. Typically, the police,

lawyers and traffic wardens have

legal authority. You may have

certain types of legal authority

within your organisation such as

the legal authority to ‘sign off’ on

job offers.

3) Personal (Charismatic) authority.

This is the authority that certain

individuals appear to have in

abundance. These individuals

exude charisma and seem to be

able to influence those around

them effortlessly. We can all do

this. For some of us it takes a little

bit more effort than for others.

The challenge with using the first two

types of authority is that they tend to

produce compliance. The third type

(personal) tends to produce commitment

and this is far more powerful and longer

lasting than the first two. Indeed, using the

first two can lead to resentment and long-

term damage to relationships and

organisations. The best individuals in any

walk of life rely predominantly on their

personal authority and use this to influence

others, regardless of how much traditional

or legal authority they may have.

Win -Win       

Think win – win. Whenever we try to

influence someone, we are trying to get

him or her to do something that benefits

us. But what’s in it for them? What can

you offer them that will make it worth

their while to help you? If you are asking

a colleague for help on a certain project,

what could you help them with either

now or in the future? This is often

referred to as the ‘law of reciprocation’. If

you do something for me, I automatically

feel indebted to return the favour at

some point in the future. You may have

to offer your time, advice, expertise, etc

to influence the other person to help you.

Better still, why not help them before you

need them? This will start to develop

what is often referred to as a ‘Good Will

Account’ and, at some point, you will be

able to make a withdrawal from the

account you have built with the other

person.

Get them saying ‘yes’

from the outset        

Psychologically we are more inclined to

keep saying ‘yes’ if we have agreed on

general principles or areas of common

ground from the outset. There is a

technique called a ‘Yes Set’ that is very

powerful in helping us to do this. A ‘Yes

Set’ works by getting the other person

(or people) to say ‘yes’ three or four times

at the start of a conversation, meeting or
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presentation. Try to find three or four

areas of common ground that you know

you agree on. For example, imagine you

were presenting to a multi-disciplinary

team to propose a new way of working

together. You could start by saying

something like:

● “Thank you for coming today, I

appreciate you giving me your time as

I know how busy we all are.”

Subconsciously the audience will

agree with this. Who isn’t busy these

days? There’s your first yes!

● “I want to discuss a new way of

working together that will benefit all

of us and our patients. Something I

think we all agree would be

beneficial.” Again, who wouldn’t

want to explore a new way of

working that is beneficial to them and

the patient? There’s your second yes.

● “So, I would like to work through the

agenda I sent out in advance and stick

to the timings so that we can have a

very productive meeting and finish on

time.” Nobody wants meetings to be

unproductive and over-run, so there is

your third yes!

Once you have these three or four

‘yeses’, it is easier to keep getting

agreement as you attempt to influence

the other person or people.  

Talk the same language      

We may all be taking in English (assuming

we are) but the potential to

miscommunicate is massive. In previous

Pharmacy Management Academy

workshops we have looked at the art of

flexible communication and this is a vital

skill to have when trying to influence

others. Communication is made up of

three basic elements. Words, tone and

body language. Surprisingly, words are

the smallest part of the message we

deliver. Words accounts for 7%, tone

38% and body language 55%.

So how you say what you say is more

important than what you actually say.

Communication style       

When attempting to influence others, be

aware of their communication style;

Do they use lots of words or say very

little, are the words they use detail focused

or very top line? Do they talk quickly and

animatedly, or do they talk slowly and give

little away with their hand gestures, facial

expression and body language? As we

notice these traits in others, we can start to

mirror them to a certain extent. This should

help to build rapport more easily and, once

we are in rapport, it is a lot easier to

influence someone. Think about the

people you have good rapport with. You

probably feel more comfortable with them,

even when you are disagreeing or

discussing difficult topics. It is easier to

influence (and be influenced by) people we

feel comfortable with. A few tweaks in our

communication style could make a massive

difference to the other person and allow us

to influence them more effectively.

One final thought       

Remember - we are talking about

influence and not manipulation. When

we manipulate a person or a situation,

we are doing it for our sole benefit.

When we influence a person or a

situation, we are doing it for both (or all

of) our benefits. None of us likes being

manipulated, but we probably don’t even

notice when we are being influenced!
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