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How to Make Friends and Influence Others...
by Hazel McLaughlin
Even when people have formal power, they may not have legitimacy; that
is, others do not recognise their authority. Hazel McLaughlin explains the
different sources of power and how leaders will exercise these in different
environments to achieve a win:win scenario.

Editorial

Power & Influence
Welcome to this edition of The OE.
Power is fascinating. Some people have it, others don’t and some think they have it (but
they don’t). Leaders need power. They must have the ability to persuade others to behave
in a certain way in order to move the organisation forwards. All too often leaders learn
‘how to influence’ but are then surprised their preferred style doesn’t work with a new set
of stakeholders. Too many leaders simply rely on authority to get things done but there
are other, more effective ways to influence…
Is rhetoric now influenced by a new source of power? Recent political campaigns have
been played out on social media platforms with extreme points of view and new
‘alternative facts’. Is social media changing the way we discuss issues and make decisions?
In this edition of The OE we remind you of the ‘three pillars’ of effective persuasion as we
address different perspectives on Power & Influence. We start with ‘Great Conversations
in a Time of Trouble’ - Mark Goodridge reflects on political rhetoric and how important it
is for leaders to engage others through logos, pathos and ethos.
The most effective leaders understand how to use the appropriate mix of these three
modes of persuasion. Toni Marshall introduces OE Cam’s diagnostic tool which can be
used to assess capabilities and preferences and consequently develop a leaders’ ability to
influence.
Gary & I then look at where power lies within the organisation. There is often tension
between Group Centres and Divisional MDs and we look at how this comes about and
what character strengths leaders require to navigate this complex landscape.
In our final article, Hazel McLaughlin explains the different sources of power – personal,
persuasive and coercive and why ‘influence’ is now more important than ‘authority’.
We hope you enjoy this edition and as ever, we welcome your feedback.

martyn.sakol@oecam.com

MARTYN SAKOL
Managing Partner
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Great Conversations in a Time of Trouble
by MARK GOODRIDGE

Rhetoric (noun) rhet·o·ric \ˈre-tə-rik\

the art of using language so as to persuade or influence
others; the body of rules to be observed by a speaker or
writer in order to achieve effective and eloquent expression

- Oxford English Dictionary

LOGOS

2

ETHOS

PATHOS
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The ability to have great conversations, the ones that tackle difficult
issues, that challenge the status quo and strongly held positions by
colleagues are needed even more in a time of discord and strife.

Dove antiperspirant took out two full pages in the press recently.
Page one claimed:
New Dove antiperspirant:
• Increases your IQ by 40 points
• First used by Cleopatra
• Boosts your Wi-Fi signal
• Makes you a really good listener
As ‘alternative facts’...
Page two claimed:
New Dove antiperspirant:
• Cares for your underarm skin like never before

The Need for Recognition and Response
My observations of the conversations that go on in social media
are that they are driven by the need for recognition and
response. In fact, neuroscientists are now saying that when we
get a response in social media (a ‘like’ or a ‘share’) endorphins are
released in the brain that stimulate pleasure and ultimately
become a form of addiction.
So how to get noticed? For many it is through expressing an ever
more stark and extreme point of view. Nuanced, balanced
conversations are difficult, particularly on Twitter, so what you
get is an exchange of sound bites where positions are stated as
absolutes and discussions become highly polarised.

As ‘truth facts’…

The Need for Trust

George Soros 1 once said that his first job (which took him three
years) was establishing his character, by which he meant that
people learned to trust him, he proved himself trustworthy.

Trust in business leaders 2 is higher than for politicians but at
35% it lags a long way behind others:

“I have the heart and stomach of a King”,
Queen Elizabeth 1, Tilbury 1588

• Politicians = 21%
• Business leaders = 35%
• Charity Chief Executives = 47%
• Hairdressers = 69%
• Teachers = 86%
• Doctors = 89%
% Trust to tell the truth

• Dove soap was giving us facts, some verifiable some not
• George Soros was establishing his ethos, his character
• Queen Elizabeth was appealing to emotion
These three pillars of logic, character and emotion, what I’m
going to call logos, ethos and pathos (after Aristotle) are the
three pillars of effective influence and persuasion.
In politics (and maybe deodorant marketing) truth, trust and
meaning are falling apart. Championed by President Trump is
the ‘authentic’ shoot from the hip, say whatever comes into your
head, it’s the anti establishment appeal. Of course, this is itself
rhetoric, it aims to persuade and influence and it has done so
sufficiently to win him the presidency.
What can we learn from all of this about how we persuade and
influence within our businesses?

The Most Trusted Professions, Veracity Index 2015
(Ipsos MORI Social Research Institute)
Without trust, great conversations at work are impossible as is
illustrated by Paul Zak’s ‘Neuroscience of Trust’ HBR article 3 where
staff engagement is strongly linked to individual’s sense of trust
in peers, leaders and the ethos of the organisation. Paul Zak finds
a strong correlation between trust, energy levels, productivity
and improved collaboration.
“If for I want that glib and oily art, to speak and purpose not
since what I well intend, I’ll do it before I speak..”

Continued overleaf...
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GREAT CONVERSATIONS IN A TIME OF TROUBLE

The ability to have great conversations, the ones that tackle
difficult issues, that challenge the status quo and strongly held
positions by colleagues are needed even more in a time of
discord and strife. This article was inspired by Mark Thompson’s
book, ‘Enough Said’ 4. Now CEO of the New York Times and an
ex Chief Executive of the BBC, Mark has gone back to the
Greeks to help us understand what’s happening in the decay of
political discussion and debate. In this article I am using some
of his work to ask whether in the sphere of work we are
encountering the same problems.

Politics and Social Media: Anonymous Rhetoric
Social media provides the opportunity for citizens to engage with
one another without having to go through the official channels of
councillors, MPs and the processes of representative democracy.
So too in organisations, where staff can communicate far more
effectively than before without having to go through formal
leadership or official communication channels.

So much of leadership is down to words – what do you say, what
do you say you do? There are few leaders now who are physically
at the front of the fight for new customers so much of our
leadership currency is words or rhetoric. As a leader. how do you
seek to persuade your colleagues of a course of action that takes
your business forward?

The Three Pillars of Persuasion: Logos, Ethos
and Pathos
Rhetoric is the study of persuasion and much of our thinking
goes back to Aristotle. He saw three pillars of persuasion: logos,
ethos and pathos. To persuade others you need to deploy all
three unless you are a demagogue, in which case you may just
need two!

One MD I coach keeps a close eye on Glassdoor where his staff
comment on his actions and behaviour. Much of the comment is
anonymous so it provides the same opportunity to ‘dish the dirt’
as does broader social media. His boss seems to have too strong
an interest in what staff are saying about his team. The problem
is that many social media platforms do not provide the medium
for a good conversation; it is mostly statements without any
substantiation.
Words, meaning, facts, alternative facts, lies - we all have our
views on the conduct of the political debate, some of the trends
are marked. For example, the move away from debate and
discussion to slinging ever more exaggerated positions that will
attract the attention of our press, media and most of all our
following on social media that has been dumbed down into 140
character slogans.

There are few leaders now who are physically at the front of the fight for new
customers so much of our leadership currency is words or rhetoric.
4
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Great conversations move within this triangle. They are built on trust
and mutual respect; they need to use hard data and problem solving
and to emotionally engage all parties.

1. Logos is your rationale
You set out the opportunity, the evidence of the
problem, the causes of the opportunity, the criteria
for decision-making, you may suggest alternative
solutions, you will argue for and against and explain
the conclusion you have reached.
You are appealing to the rational, perhaps the appeal
may also be to your or others self interest, there may
be a carrot and the stick or an appeal to a nobler
cause, but the emphasis is on the facts and the logic.

2. Ethos is your credibility
It’s who you are, your character, and your reputation.
The level of trust you have built up, your credibility,
are you truthful or prone to act like the worst of our
politicians? It is your values and ethics, the trust you
have built up with your colleagues and business
associates.
If I rate your credibility highly, I’m much more likely to
listen to your logic.
Your ethos is your authenticity (or not).

3. Pathos is your spirit, your emotion,
and your empathy with others
We respond to passion, the emotion, the stories and the
narrative.
Much has been written on storytelling as part of the
leadership art. We humans respond to stories, they give
us context (real or imagined) they appeal to our notions
of good and evil, pleasure and pain, success and failure.
Pathos is also about your ability to tune into others’
feelings, your emotional intelligence.

Continued overleaf...
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GREAT CONVERSATIONS IN A TIME OF TROUBLE

Great Conversations

Sloppy Words, Degrading Conversations

Great conversations move within this triangle. They are built on
trust and mutual respect; they need to use hard data and
problem solving and to emotionally engage all parties.

We all resort to clichés and routines that on the surface seem
convincing but don’t really stand up to inspection. In fact, they
degrade conversations into power plays and games that
demoralise and alienate.

Daniel Kahneman 6 reminds us of our two-speed thinking, the
spontaneous and thoughtless and the slower and more
deliberative. Social media encourages instant reactions, many
almost autonomous reactions, unthought-of and emotive. We
see less and less of the deliberative conversation in social
media and more and more of positional statements.
How do you move around this triangle in your attempt to
persuade and convince? Are you conscious of the need to
deploy all three? Where are your preferences and where are
your blind spots?
We at OE Cam have created a development tool to help
managers navigate the triangle. Sometimes we are not
conscious of how we address different situations, all logic or all
emotion and are we credible anyway?

Here are a few rhetorical slogans:
• Calling the silent majority to your side – “everybody knows
I’m right” and hence “you are wrong”. There is often no logos
here just pathos falsely appealing to be on the side of the
majority.
• Splitting, catastrophising. “It’s all (my point of view) or
nothing”(your point of view). “You’re either for me or against
me, there is nothing in between”. If you don’t agree then I’ll
throw my bricks out of the pram/resign/and this will be the
end of the world as we know it.
• It’s obvious and common-sense. No logos given, all
reasonable people would agree with me. The obvious and
the common sense is how it appears to me. To suggest that
a different view isn’t, suggests that the other is either
uncommon or stupid.
• “People like you would say that, there you go again, we’ve
heard it all before...”

We all resort to clichés and
routines that on the surface
seem convincing but don’t really
stand up to inspection. In fact,
they degrade conversations into
power plays and games that
demoralise and alienate.

6

• Taking the extreme as the reason not to do the majority
condition. Examples of extreme benefit fraud used to justify
doing away with social benefits.
• Rage and anger, emoting at every opportunity, your honour
has been compromised, you are hurt (all pathos)
• Gross exaggeration where everything has become absolutely
awesome or irredeemable.
For a more complete list have a look at ‘Straight and Crooked
Thinking’ by Robert Thouless 7.
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I’ve just read Tom Bower’s biography of Tony Blair 8. He
contends that there was a lack of Cabinet conversations
throughout his time as Prime Minister. He reports that many of
the big issues his government faced were left undiscussed by
his cabinet and dealt with through one to one conversations.
This led to confusion at best and hostile division at worst.
The great conversation works with each of these three
dimensions. Difference is mediated through balanced argument
and deals with probabilities not certainties. Such conversations
don’t believe that debate gets in the way of action – it’s when
you act without proper debate that you get bogged down.

Achieving Great Conversations
“Argument without character is lifeless, the crowd drifts away –
ignore the mood of your audience and they’ll ignore you”
(Mark Thompson).

OE Cam run Power and Influencing
Programmes that hone your ability
to have great conversations with
great outcomes. Our diagnostic tool
builds awareness of your own
preferred styles and gives you the
framework to build a stronger
impact as you use your logos, ethos
and pathos to get things done.

The great speeches of history have navigated the triangle of
logos, ethos and pathos and have built trust and the social
capital to get things done. Few leaders now manage through
big speeches except at the annual management conference.
The art of persuasion is carried out in small groups, individual
conversations and through the communications media.
In a recent book of the experiences of notable students who
studied at Trinity College Dublin 9 I spotted:
“(the university)….caused me to never to accept an assertion,
however palatable, and no matter the stature of the authority
making it, without creatively seeking evidence to support it”
(Louise Richardson, Vice-Chancellor of University of Oxford).
But however well crafted, we need to keep our critical faculties
alive both with regard to our own rhetoric and that which is
coming from our leaders. Ultimately, this is it what builds the
trust and confidence to have great conversations with great
outcomes.

mark.goodridge@oecam.com

1. George Soros, Open Society Foundations (www.georgesoros.com)
2. The Most Trusted Professions, Veracity Index 2015, Ipsos MORI Social Research Institute
3. ‘The Neuroscience of Trust’ by Paul J Zak, Harvard Business Review (January-February 2017)
4. ‘Enough Said: What’s gone wrong with the language of politics?’ By Mark Thompson, published by Bodley Head, September 2016
5. King Lear, William Shakespeare
6. ‘Thinking, Fast and Slow’ by Daniel Kahneman, published by Penguin (10 May 2012)
7. ‘Straight and Crooked Thinking’ by Robert Thouless, published by Hodder & Stoughton (29 April 2011)
8. ‘Broken Vows: Tony Blair the Tragedy of Power’ by Tom Bower, published by Faber & Faber (3 March 2016)
9. ‘Trinity Tales: Trinity College Dublin in the Nineties’ edited by Catherine Heaney (1 October 2016)
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The Power Adaptor: from Diagnostic to Development
by TONI MARSHALL

My colleagues have persuasively described their thoughts
and reflections on the current situation we find
ourselves in when it comes to fully understanding and
effectively utilising ‘power’. If recent political and social
changes have taught us anything, it is that the pace of
change grows ever faster, often with unforeseen
consequences. This speed of change can make it difficult
to know how to maintain power; how to effectively
persuade and how to influence others. The landscape
shifts, and those of us not adept enough to move with it
can be left as relics of the ‘old ways’ within the blink of an
eye.
A misquoted Darwin states that;
“It is not the strongest of the species that survives, nor the most
intelligent that survives. It is the one that is most adaptable to
change”
I hate to misquote, but the sentiment of the statement seems
particularly apt…
The key is to adapt quickly to maintain our power.

8

Adapting to Loss of Power – A Case Study
A small, successful, family-owned retail business has been
running for over 30 years. The current manager knows his
products inside out. He knows the pros and cons of all brands
and products, the best way to use them and the potential
alternatives. He has always been open and honest in providing
advice and guidance to his customers and as a result, has created
a successful business built on a reputation for being an expert in
his field. However, in recent years he has found it more difficult to
influence his customers. More often than not his disgruntled
conversations now include the phrase …“if another customer
comes up to me and tells me that my advice isn’t what it said on
Google…”.
This is a classic example of those with a source of power failing to
adapt to the changes around them. As we all know, gone are the
days where only the most senior and experienced hold the
greatest perceived knowledge. If we relate this situation back to
Mark Goodridge’s three-pillar approach to persuasion, the
manager’s natural preference might be to rely heavily on Ethos,
based on expertise and knowledge. However, as his environment
evolves and the expectations and resources of those he wishes to
influence change, his attempt to influence and maintain power
needs to shift around the three pillars to retain his power for the
future.
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At OE Cam we acknowledge that power is key to effective
leadership in organisations. Not only do leaders need to
understand differing sources of power, they also need capability
in adaptability. This guides the way we work with clients to
develop their senior leaders, the factors that we explore with
them and the areas we focus on developing.

Diagnosing Where Your (Natural) Power Lies
Successful development programmes provide a language and
framework to allow leaders to navigate preferences and
landscapes effectively. OE Cam is currently developing a
diagnostic tool that allows leaders to understand where their
natural preference may lie in regards to the differing pillars of
persuasion, as well as assess which type of persuasion will best
influence in a given situation. Providing leaders with a platform
for assessing a situation quickly aids the speed of adapting from
one style to another, and as previously stated, it is this
adaptability which is key.

Three Pillar Approach
Diagnostic - identifying
where the current
preferences are

At OE Cam we acknowledge
that power is key to effective
leadership in organisations. Not
only do leaders need to
understand differing sources of
power, they also need
capability in adaptability.

Individual coaching understanding personal
preferences and
situational
requirements

Group development
sessions focusing on
specifics of the three
pillars

Diagram 1: A process for developing powerful leaders

Continued overleaf...
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THE POWER ADAPTOR: FROM DIAGNOSTIC TO DEVELOPMENT

This diagnostic enables an initial understanding of an individual
leader’s preferences in terms of power and influencing styles.
We are then able to work with the client to continue
development via two differing mediums:

The content of group development programmes will focus on
capabilities within each pillar of persuasion and the language
required to effectively apply each:

1. Individual coaching to encourage leaders to take
the time for self-reflection and holistic analysis of their
environment

audiences, effective decision-making and holistic analysis for
effective problem solving. For example; encouragement of
teams or individuals to consider a holistic view of their power
systems within their given organisation and the preferences
within these power systems to ensure effective influencing. In
addition, the exploration of scenario planning skills to increase
adaptability with problem solving and decision-making.

The use of individual coaching may not be new as a concept,
however the diagnostic provides us with new areas of focus
and takes us away from dealing with the transactional to a
greater focus on effective persuasion. The underpinning values
of organisations are utilised to fully understand and analyse the
optimum balance of ‘persuasion pillars’ which are best suited to
the specific environment. Enabling leaders to be agile,
adaptable and easily able to understand the type of persuasion
and skills required ensures that they maintain power and
influence over time. Failing to provide leaders with this
capability can lead to the situations described in the example
above, when persuasion and power remains stagnant and
therefore eventually ineffective.
This individual focus of coaching also allows the consideration
of the detriments of over-use of each pillar. As with all
behaviours, extreme use or excessive preferences in one area of
behaviour can have negative impact, with leaders often failing
to consider the perspectives of others. When we see this in the
three-pillar approach, behaviour falls into the ‘negative zone’.
Helping leaders out of the negative zone, should be done
individually and with finesse and care to avoid the perception
of simply paying ‘lip-service’ and thus undermining the attempt
to re-engage power. For example, should the manager in my
previous example suddenly change his behaviours to show
extreme emotive decision-making after 30 years of factual,
straightforward behaviours, the approach may appear forced
or unnatural. Instead the changes should be developed
naturally through use of effective language and integration of
the natural preference for Ethos styles.

2. Development programmes addressing the specific
areas outlined within the diagnostic
Enabling leaders with the knowledge as to what type of
persuasion they should utilise to maintain power is all well and
good, however the time should be taken to ensure that the
capability within the differing persuasion pillars should also be
taken. Programmes that focus on specific areas can be utilised
with leaders to ensure that they have a complete capability set
to allow them to adapt effectively.

10

Logos – focusing on creating an effective argument for differing

Pathos – focusing on the utilisation of emotional intelligence
and the language of building effective stories. The focus of such
workshops would be presentation style and communication
skills utilising emotion and personal stories. For example,
increasing skills in “2 minute communications” and “elevator
pitches” which build in the perceptions and values of others.
Ethos – focusing on building trust quickly and identifying and
communicating personal values. The importance here is the
speed to which trust is built and the authenticity that leaders
have when expressing their personal values. In order to enable
this, the workshop would focus on ensuring that personal values
are understood and compared with those of the specific
organisation. An understanding of how these values might
impact language and influence would also be addressed and
built into an effective and powerful narrative.
The outcome of such development programmes is a cadre of
leaders who are resilient and who, unlike the manager in my
previous example, understand and are capable of shifting their
balance of the persuasion pillars to suit their environment.
Therein lies the key to maintenance of power.

toni.marshall@oecam.com
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Corporate Leadership – Where does the power lie?
Navigating the power relationships between Divisional MDs and Group Centre

by GARY ASHTON & MARTYN SAKOL

Within large corporates, there can exist an uneasy power
relationship between the Group Centre and its
Divisional MDs. The Group Centre holds the investment
purse strings, but the divisions are held to account to
bring in the profit upon which Group relies.
The Divisional MDs may balk at being told what to do by
“non-accountable functionaries” at the Centre. Meanwhile, the
Directors in the Centre, who may have originally led a division,
despair at how uni-dimensional the MDs see the world and how
focused they are on their own division, at the expense of the
benefit of the corporate whole.
So who should have what power, and how should it be
exercised? To understand this fully, it is useful to first learn how a
Group Centre comes into being, and how that affects the power
dynamics of today.

Continued overleaf...
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CORPORATE LEADERSHIP – WHERE DOES THE POWER LIE?

The Birth of a Group Centre
A typical journey is one of a single integrated business realising
that in order to survive and flourish, it needs to diversify into
adjacent or new revenue streams. And it does that through
acquisition and the creation of new divisions, with each focused
on a particular market.
To begin with, the acquiring business leaders attempt to manage
the core business, whilst also oversee the newly acquired. But
over time this can prove unsustainable, and so they start to carve
out a Group Centre, that oversees a set of divisions.
As they diversify further into more divisions, they need to decide
on how much involvement Group has with each division. This
can range from being very heavy hands-on, to being very light
touch, as seen in diagram 1. Overall, the trend is usually to move
from the heavy left to the lighter right:

CORPORATE
POWER

HIGH FORMAL POWER

So who should have what power,
and how should it be exercised ?

Along this journey, Corporates experience growing pains from
moving between a single integrated business to a heavily managed
set of Divisions, and then onto a more lightly managed Group.

MIX OF FORMAL & INFORMAL POWER

HIGH INFORMAL POWER

CONGLOMERATE
MULTIPLE

MONO-LINE
BUSINESS
Single
Business

• Single focused exec
• Single culture
LOW

HIGH

HEAVILY
MANAGED
DIVISIONS
Multiple businesses
managed by a Group
Centre:
• Mandatory policies
• Managing synergies
• Strong support services
• Clear management
processes

LIGHTLY
MANAGED
DIVISIONS
Multiple businesses
overseen by a Group
Centre:
• Sharing knowledge
• Building skills
• Advising Divisions
• Diverse business
cultures

Collection of separate
businesses

• Management of an
investment portfolio
• Possible talent
oversight

LOW

DEGREE OF CONNECTEDNESS BETWEEN DIVISIONS

Diagram 1: Power across different corporate types
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From a single integrated business to heavily
managed divisions
A corporate with heavily managed divisions arises when there
is a belief that hard synergies can be gained between the
businesses. These could be operational synergies, when the
divisions run similar processes, or corporate service synergies
such as Finance, IT and HR, where the transactional services
can be centralised and provided for each division. In this
scenario, the Centre has a stronger influence over the
performance of the divisions. It has ‘hard’ power, with
executive accountabilities for the delivery of part of the
division’s value chain.
On top of their informal power, there can be additional power
and influence owing to the people put into the Group Centre
roles still acting as if they are managers of a single division,
having a dominant logic on how the divisions should be run.
This can lead to a set of disenfranchised Divisional MDs.

Risk of disenfranchising your Divisional MDs
In the early days, the Group Centre is typically made up of the
ex-leaders of the original core business. Given that they have
often been successful in running that business, and they are
the acquirer of a new business, their dominant logic in how the
new divisions should be run is to be in the same way as the
core business.
So the Group Centre leaders may carry on behaving in the
same way as they did when running the original core business,
and use the same management techniques for running the
new Divisions.
In short, they find it difficult to adjust their mindset from being
full hands-on managers, to allowing the Divisions a degree of
independence.

So a power struggle ensues. The leaders of the acquired
Divisions, who may have previously had the freedom of
running their own business, may have the shock of being
‘managed’ by its new owner, making them feel inhibited and
constrained. And yet, the MDs of the Divisions see themselves
as the value creators. A feeling of inequality and resentment
can then arise.
The tension increases further when the Group Centre pushes
for centrally-identified synergies between the divisions.
However, these potential group synergies may sub-optimise
the performance of individual Divisions, who are primarily
measured (formally or informally), on their individual
profitability.
And so a power battle ensues, between the Centre and the
Divisions, on who has the dominant say – the Division or Group.

It’s a matter of perception
OE Cam has observed that the degree of power-play that takes
place in part relates to the perception that the Divisional MDs
have of how much freedom they have. In some cases, we have
seen Divisional MDs feel oppressed or inhibited by the Group
Centre, when in reality, they have a relatively good level of
freedom. In others, we have seen MDs quite happy with their
relationship with the Centre, when in fact they have relatively
low levels of freedom. As one Group CEO once put it – it is the
art of giving them illusion of freedom – that they are the kings
of their land when in fact much of the strategic and synergistic
decisions are actually out of their hands.

Moving from heavily managed divisions to
lightly managed divisions
At some point in a corporate’s history, they might realise that it
is better to shift towards a lighter form of management. This
can occur when they realise that mandating synergies
between Divisions does little to make it happen. And indeed
much of the synergies have been found wanting. So instead
they adopt a more ‘consenting adults’ approach, providing
more accountability to the Divisional MDs, allowing them to
decide if they want to collaborate or not between businesses.

the degree of power-play that takes
place in part relates to the perception
that the Divisional MDs have of how
much freedom they actually have.
Continued overleaf...
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Meanwhile, the central functions such as Strategy and Human
Resources became more advisory – again allowing the MDs to
make the final decision with less interference from the Centre.
To succeed, the Group Centre needs to shift from relying on
hard power to using more soft power, where Group Corporate
Services has to balance:
• Defining policies and frameworks to which the divisions are
to conform
• Providing advisory services but allowing the divisions to
make the decision
• Being a transactional service provider to the divisions - their
internal customers
This requires strength in softer skills - being highly influential
with strong communication and interpersonal skills. They need
to be a thought leader, with excellent stakeholder management
ability, be able to build strong relationships with key internal
customers, and be emotionally intelligent with the ability to
influence and drive through their ideas.

Risk of a disenfranchised Group Centre

So how to ensure a healthy Group / Divisional
relationship? - Reaching a new settlement
As a Corporate grows its portfolio of Divisions, how best to avoid
these risks, and instead develop a healthy relationship between
Group and Division? In our experience, at certain times in the
development of a Corporate, OE Cam can help re-establish a
new settlement between Group and Division on the best way to
run the business:
• Building a common agreement of where value is or can be
created - with Group as lead or Division as lead, and with
cross-divisional collaboration
• Being clear on the different roles played by Corporate and
Divisional leaders
Linking these to Mark Goodridge’s lead article, this is
establishing the logic of how decisions will get made in the
Corporate – the ‘logos’. Then to build on this, there is the need to
develop the ’ethos and pathos’ – the character and emotional
intelligence of the leaders in order for them to navigate the
divide between Group and Division.

For some Group Corporate Directors they find balancing these
three roles very challenging, especially if they have been used
to operating within a heavily managed corporate structure.
And if they had been previously been promoted out of a
business with the promise of greater authority, to a role that is
now more advisory rather than directory, with no ownership of
any meaningful processes then the new role is not particularly
attractive for them.
In that case, the Corporate Directors may respond in one of two
ways: either to continue telling and directing rather than
advising and providing a service (as described in Hazel
McLaughlin’s article as hanging on to coercive power), and so
enflame the power struggle with the divisions; or they don’t
feel this role, with softer rather than harder power, is for them
and so become disenfranchised, stop contributing, or leave.
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Outstanding leadership to navigate the divide
So, what makes leaders outstanding in their delivery against
individual P&L accountability requirements, whilst at the same
time being outstanding at getting the best from, and giving the
best to, the corporate centre? And, what makes Group
Functional Directors outstanding in their interface with business
divisions? We believe part of the answer is in defining the right
set of character strengths that best fit the business that will
allow them to deal with the inevitable power tensions within a
Corporate.

this is establishing the logic of
how decisions will get made in
the Corporate - the logos...
Character Strengths
OE Cam has recently defined the character strengths of leaders
for one FTSE 100 corporate to help them maximise the
effectiveness of its leaders in their interface between the
corporate centre, and business divisions, so that “the whole
will be greater than the sum of its parts”. In other words, we
defined those dimensions that make leaders outstanding in
navigating the relationship between the Centre and the
Divisions.

OE Cam enhanced assessment methodology
to identify the character strengths needed to
thrive in a Corporate
OE Cam has developed an enhanced and evolved
assessment methodology that builds on the
competency based methodologies of the past. It
explicitly focuses on profiling an organisation for its
defining character strengths and then identifying and
assessing the “DNA” of an individual’s character
strengths, against that profile. In this way, we can
identify the best leaders, and develop the skills needed
– both Corporate and Divisional – to thrive within a
particular operating model.
OE Cam’s enhanced process is thorough and incisive. It
comprises both leading edge methodologies to
identify a core set of business-critical character
strengths, and, the ERCONICTM personal history semi
structured interview methodology focused on
understanding and identifying individual motives and
drivers. This is combined with the use of psychometric
tools. These are then mapped onto and compared with
the desired character strengths. This combines to help
build as full a picture as possible of what makes them
distinctive.
It is an assessment we make benchmark against
numerous business leaders across a variety of business
contexts, to help them differentiate, navigate and
thrive in a corporate setting.

Character strengths differ from the traditional definition of
competencies, in that they describe attributes, attitudes,
aptitudes and personality variables that do not easily lend
themselves to assessment by traditional competency based
methodologies. These methodologies have been important in
providing benchmark comparisons of capability, but it is
unlikely that they have captured the essence of character
strengths.

gary.ashton@oecam.com
martyn.sakol@oecam.com
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How to Make Friends and Influence Others…
Building Power in Your Organisation
by HAZEL McLAUGHLIN

How do we make friends and influence people and
does it matter how we do it?
There is a plethora of literature on leadership and influence with
many leaders actively developing their influencing skills in order
to gain buy-in to their vision for the organisation. But what is
behind this? How are decisions made and how can people use
different sources of power to drive the agenda?
All too often people assume that they need to have responsibility
for the resources and the people to ensure that the right
decisions are made and implemented. In this way, they will use
their authority to achieve objectives. However, the world is
changing. In a VUCA world (volatile, uncertain, complex and
ambiguous), organisations need to be more nimble and people
have the opportunity to make a difference in many cases without
the formal power of position and authority. Even when people
have formal power, they may not have legitimacy; that is, others
do not recognise their authority. In those situations, there is a
need to supplement their formal power with informal means to
gain commitment from others.
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The World Economic Forum at Davos highlighted leadership
priorities for 2017 1. They indicated that leaders must be
responsive and receptive to signals and must couple this with a
strong vision based on authentic values. Trust is vital; especially
given that not everyone respects the automatic power of the
leader. This is particularly true with respect to the millennial
generation. Millennials do not always recognise or value the
opinion of the leader simply because of their position, but
instead look for people they can trust, respect and who have a
clear sense of purpose.
Today’s economic, technological, environmental and social
challenges can only be addressed through global private and
public collaboration. In this context, the way leaders behave is
fundamentally different. Increasingly there is a need to involve
others beyond our own sphere of influence. The same is true in
a business context. Increasingly leaders must operate beyond
their silos and functions and therefore they need to influence
people over whom they have no direct authority.
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Increasingly leaders must operate beyond their silos and
functions and therefore they need to influence people
over whom they have no direct authority.
How to Enhance Influence
We all recognise situations when we do not have direct control
over our resources and we need to gain commitment from
other people. There is a wealth of data and advice about how
to influence others and to persuade our colleagues to harness
their resources to meet the overall objectives.
We know that some people are naturally more persuasive than
others and that social confidence and an engaging style can
enhance impact. Furthermore, many managers and leaders
invest in learning the skills that will enhance their influence
and impact. There is a skills component to the art of persuasion
but the most effective influencers also use empathy and
emotional intelligence to understand the perspective of the
other person and therefore how to position their arguments.
We can readily enhance our impact by thinking about win:win
scenarios and by creating a narrative that is persuasive and has
high impact. This is when rhetoric becomes increasingly
important. We want to appeal to the emotions of the audience
(the pathos), to present logical and cohesive arguments (the
logos) and to focus on the values that support or criticise our
decision to act (the ethos). My colleague, Mark Goodridge picks
up on these ‘three pillars of persuasion’ in his article.

There is a skills component to
the art of persuasion but the
most effective influencers also
use empathy and emotional
intelligence to understand the
perspective of the other
person and therefore how to
position their arguments.

The latest research by Rolf Hoefers and Sandy Green, at INSEAD
and California State University 2, highlights that rhetoric is not
a one way communication, it is dependent on the audience.
They suggest that arguments shape people’s reasoning and
judgement because they reflect a direct appeal to pathos,
logos and ethos. They highlight the importance of the
interaction between the speaker and the audience. This
shapes how the arguments are presented by the speaker and
then interpreted by the audience. Indeed, the more the leader
understands their audience the better, as he or she can adapt
their style and use a combination that will resonate with the
audience.
This is something we have observed in our OE Cam coaching
practice. It is not uncommon for us to encounter leaders who
have learned to use a specific influencing style but then find
that it does not always work with new teams or other
stakeholders. We support them to re-learn their skills and to
widen their capability to influence using different approaches
and to take into account the preferred style and receptivity of
the stakeholders. For some people, the relationship is
all-important so an appeal to their values will strike a chord.
They need to feel trust and mutual respect. For others, logic
and facts are paramount and they find it frustrating when
argument alone does not work. For some, pathos is important
as they primarily react to the emotional impact of the
argument. This can be driven by how they feel and how much
the argument reinforces and upholds their position.
For example, we frequently coach Finance Directors whose
training, background and inclination will be to stick to the
facts, data and logic when trying to convince others. In a
recent coaching session, the FD was explaining how he had
been ‘very clear’ with the Commercial Director but was making
no headway with him. As we explored the situation, it was
clear that the Commercial Director operated more on his
intuition and that he had an emotional reaction to the facts
presented by the FD. Additionally he felt that the FD was
stopping progress and not listening to his point of view. The
Finance Director was able to find different ways to influence
the Commercial Director. He built trust and showed his
appreciation of the Commercial Director’s needs. The
outcome was that both worked together more effectively. In
the long term, the Finance Director was able to use his
influence and informal power to shape the outcome.

Continued overleaf...
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Sources of Power
When we reflect on power we often think about powerful
people in a political context. We can all think of examples of
absolute power such as North Korea’s president Kim Jong-Un
or politicians who have used their power for common good,
e.g. Abraham Lincoln. In the business context, much has been
written about the roles of the CEO or the Executive Board in
creating the vision, mission and direction and in building
culture and values that guide and direct the whole
organisation.
The research highlights different sources of power and how
different leaders will exercise these in different environments.
In fact, when we look at collective bargaining there is a clear
power relationship between the parties. In this context, we
can think about three key perspectives on power: personal,
persuasive and coercive. In situations where people want to
achieve a win:win scenario a combination of these three power
sources is most productive.

We want to appeal to the
emotions of the audience (the
pathos), to protect logical and
cohesive arguments (the logos)
and to focus on the values that
support or criticise our decision
to act (the ethos).

Personal power

Persuasive power

Coercive power

This is the power that comes from
personal ability and credibility. This
links to ethos. The more the
individual has personal credibility
the better for them to exercise
informal power and to influence
others. Indeed, if this is missing, then
gaining buy-in and commitment
from others can be problematic. We
find that in a business context, the
credibility and personal power is
very important even when the
individual does not have direct
control over resources. So, those
people who have personal power
and are credible will be listened to
by others. This makes the job of
getting others on-board that much
easier. Good examples of this can be
seen in matrix management
organisations where respect from
others and credibility enables
directors to achieve their goals and
vision across the organisation.

This is about the force of the
argument and the strength of the
case that is presented. This combines
both pathos and logos. People with
persuasive power know how to
present the information and what
information will work for which
audiences. This is fundamental in a
bargaining situation when you need
to get others to shift their position
and to agree to a course of action that
may not be their preferred way
forward.

This is derived from the ability to
force a favourable settlement
through threats and sanctions. This
comes from more formal power. At
times, this is a useful way to achieve
objectives, at least in the
short-term, but ultimately other
forms of power gain more buy-in
and longer-term commitment to
action.
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Bargaining power is the ability to gain acceptance of a
preferred position. It depends on the styles, approaches and
bargaining positions of both parties. In a negotiation, the
balance of power shifts and wanes and the overall aim is to
achieve a win:win.
For most leaders, they may use bargaining and negotiation and
on a day-to-day basis they are trying to influence stakeholders
to follow their lead and to focus on their core priorities. These
stakeholders will have competing demands on their time,
loyalty and resources. In these situations, understanding how
best to influence the person is a critical factor. If the leader can
build trust and respect and they can position the arguments
with that unique combination of ethos, logos and pathos then
they will be onto a winning combination.
The most adept leaders can shift between styles and
approaches to maximise each situation. Therefore, agility,
emotional intelligence combined with a savvy approach to
influencing people will win the day. Getting the right balance is
not always easy and takes practice.

Making the most of Collaboration but
Retaining Accountability
An area where informal power and influence is critical is in
enabling effective organisations at both a local and global level.
For example, there is often a trade-off between local short term
objectives and longer term global goals. Leaders in situ take
accountability for local results but need to also collaborate with
and influence global leaders. Similarly, the global leaders have
accountability for overall product streams, technologies or
functions. They both need to work together as neither can
achieve their goals without the co-operation of the other. The
local manager is responsible for his or her financial targets but
wants to influence global policy and priorities whilst the global
leaders need an appreciation of the local markets and to get
them on board with global perspectives. Often there are
cultural differences to add to the mix.

In this case, each is directly responsible for their team’s results
but has accountability for the whole process. Only by working
together can the overall vision be realised. Both sets of leaders
need to collaborate but also need to influence each other. So,
the power relationships are critical to the final outcomes as both
the country managers and the global leaders work to achieve
their goals and that of the organisation. They will use a
combination of formal and informal power depending on their
natural styles, their influencing capability and the styles and
approaches of the people around them. Our work with global
clients in the Pharma industry and elsewhere has shown this in
practice. Through an awareness of strengths, preferred styles
and drivers we have worked with leaders to develop strategies
that work effectively at both the local and the global level.

Conclusion
In this article, we have explored the power relationship within
different business situations. It is not enough to just focus on
formal power where the leader has control over the resources
and can make the ultimate decisions. It is also important to
reflect on situations where leaders do not have the immediate
remit to make decisions and drive the agenda.
As organisations become more integrated across functions and
geographies, it becomes increasingly important for managers
and leaders to work across silos and to make the most of the
matrix approach. In these situations, leaders need to be more
aware of the subtle influencing skills and the power relationship
between themselves and the people that they seek to influence.
Collaboration and a focus on accountability will support cross
silo working and if this is coupled with an appreciation of the
other person’s style and needs, then the leader can more readily
shape the agenda and achieve decisions and outcomes that
enable the organisation to grow and to succeed. As Ken
Blanchard says: “The key to successful leadership today is
influence, not authority”. Make the most of your influence and
informal power to drive the vision for your thriving organisation.

hazel.mclaughlin@oecam.com

1. World Economic Forum, Davos, January 2017 (www.weforum.org)
2. “A Rhetorical Model of Institutional Decision Making: The Role of Rhetoric in the Formation and Change of Legitimacy
Judgments” by Rolf L. Hoefer, INSEAD and Sandy E. Green, California State University Northridge (January 2016)
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Organisation Effectiveness Cambridge (OE Cam LLP) is a specialist firm of business psychologists and consultants
who maximise the effectiveness of individuals, teams and organisations.
We believe that organisational effectiveness can only be improved through tackling the ‘hard’ with the ‘soft’. We
view your organisation from multiple perspectives – the behavioural, the structural, the cultural and the economic
so that we get to the essence of your challenge and deliver bespoke, feasible and sustainable solutions.
Our clients span industry sectors and international boundaries and include: AB Foods; AB Agri; BBC; Body Shop; City
& Guilds; The Coal Authority; Coller Capital; Connect Group; Daiichi Sankyo; E.ON, Department of Health; Goodwood;
Greene King; Internet Watch Foundation; Odeon Cinemas; Primark; PRS for Music; Ryder; Simmons & Simmons;
SuperGroup; Terra Firma; Travis Perkins, University of Cambridge and Virgin Active.
We see organisation effectiveness as a combination of organisation development and talent management:

Talent Management
• Executive Assessment - we identify “disruptive talent” and deliver individual and team assessments to give you
confidence to make strategic people investments, including succession planning, recruitment and pre/post
M&A due diligence
• Leadership Development – we define and build leadership capability to deliver your strategy. We create
learning experiences that impact the bottom line and facilitate executive teams for performance improvement
and business growth
• Executive Coaching – we have considerable experience of coaching senior managers, often in quite sensitive
situations. Through our work we know and understand the business environment, the cultures and the business
pressures. This enables us to relate to demands and uncertainties often felt in post, across different sectors,
disciplines and organisations
• Performance Management and Reward – we create the processes and skills for managers to set objectives and
measures and ensure that feedback is constructive and that achievements are properly recognised and
rewarded.

Organisation Development
• Board Development - we review and develop board effectiveness and work with executive teams on governance
and organisational impact
• Organisation Design – we create aligned, accountable and agile organisations by assessing how coherent your
organisation is now and developing options for where and how it can be improved
• Organisation Improvement - we analyse before delivering interventions that will make the business work as
intended, build collaboration and communities whilst retaining accountability and performance. We work with
teams to grow businesses, build your strategy, increase capability and implement change
• Culture Audit and Development - we change cultures to become more innovative, customer centric and
performance orientated. Using both quantitative and qualitative tools we can assess organisational and
leadership culture; compare and contrast cultural synergies, variances and determine the extent of cultural
‘entropy’. We develop systems, processes and capability to deliver cultural change.
We are a boutique consultancy, which means that your experience with us will be a personal one. We will invest the
effort to get to know you and your organisation to jointly deliver the outcome you are seeking. We are proud to be
an employee-owned company.
For more information please visit www.oecam.com or call us on +44 (0)1223 269009.
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