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LEADERSHIP REQUIRES INFLUENCE

If you want to lead another person, you need influence.

But what is influence, really? And how can you develop it?

Influence is creating a desire in another person to act.
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There was a time when people relied less on influence and more on position or title to lead others. That’s no surprise, since at one time hereditary leadership positions were handed down from one generation to another. Princes became kings, and their decisions were law—for good or for bad.

Those days are gone. And we are better for it.

Today you must earn influence. Fewer people act out of duty. Or obligation. Or coercion. People do what they want.

The question is:

Do they want to follow you?

Even if you possess a title or position of authority, you still need influence to lead people. Any position you have is little more than a starting place, a chance to earn influence.

When you join the army, you become a recruit and must earn rank and the respect of your fellow soldiers.

When you land a job, you may receive a title or a job description: laborer, salesperson, waiter, clerk, accountant, manager. But you must prove yourself.

When you have children, you have the position and title of parent. But the older your children get, the more you need influence if you want to help them grow into happy, healthy, productive adults.

“ALL THE LETTERS BEFORE OR AFTER A NAME ARE LIKE THE TAIL ON A PIG. IT HAS NOTHING TO DO WITH THE QUALITY OF THE BACON.”

—Claude Winninger

Developing influence is both art and science. Some people influence others naturally. They have so much charisma, personality, beauty, or talent that people want to follow them.

But you don’t need to possess those things to develop influence or lead others. You can follow a formula:


• Prove yourself.

• Earn relationships.

• Make your team successful.

• Help people reach their potential.


Does the word formula sound cold or impersonal? It doesn’t have to. You’re not going to treat people as numbers or objects. You’re just taking the right steps in the right order. With each step, you help others. At the same time, you accomplish the tasks needed to gain influence with the people you’re working with.

This is how you gain influence. This is a formula anyone can follow. If you earn influence with someone, then you can lead them.

“NO MAN IS A LEADER UNTIL HIS APPOINTMENT IS RATIFIED IN THE MINDS AND THE HEARTS OF HIS MEN.”

—Infantryman’s journal (1954)

Don’t think of influence as a noun, something that’s been completed. Think of influence as a verb. It’s active. It’s ongoing. It’s something you must do every day with the people you desire to lead.

“SHOW ME WHAT YOU CAN DO; DON’T TELL ME WHAT YOU CAN DO!”

—John Wooden

As an active influencer, you never arrive. Neither do the people you’re leading. Good leaders are always working to take people somewhere worthwhile. They aren’t static. If there is no journey, there is no leadership.


“You can buy a man’s time, you can buy a man’s physical presence at a certain place, you can even buy a measured number of skilled muscular motions per hour or day. But you cannot buy enthusiasm… you cannot buy loyalty; you cannot buy the devotion of hearts, minds, and souls. You have to earn these things.”

—Clarence Francis



Don’t take influence lightly.

In an age of social media, when people seek clicks to boost their numbers, develop your influence for a positive purpose. Influence people so that you can lead them—not for your benefit, but theirs. And for the team. Lead people where they need to go so that they can accomplish their dreams.


“Half of the harm that is done in this world is due to people who want to feel important. They don’t mean to do harm… they are absorbed in the endless struggle to think well of themselves.”

—T. S. Eliot



The bottom line is that an opportunity to lead people is an invitation to make a difference. Good leadership changes individual lives. It forms teams. It builds organizations. It impacts communities. It has the potential to impact the world. But never forget that influence is a responsibility. Use it wisely.

“LEADERSHIP IS AN OPPORTUNITY TO SERVE.”

—J. Donald Walters







STEP 1

PROVE YOURSELF

Can you influence others without accomplishing anything yourself? Yes, to a degree. You can interest them. You can make them your fans. You can get them to like you.

But can you take them anywhere? If people do nothing more than click Like, can you lead them where they need or want to go?

Probably not.

Leadership is influence, but not all influence is leadership.

Influence without action isn’t leadership.
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The ability to produce results has always been the separation line for success. It is also a qualifying line for leadership. It creates credibility.

That’s true in any community. If you can produce results, you prove yourself. And you start to develop influence.

“THERE ARE TWO TYPES OF PEOPLE IN THE BUSINESS COMMUNITY: THOSE WHO PRODUCE RESULTS AND THOSE WHO GIVE YOU REASONS WHY THEY DIDN’T.”

—Peter Drucker

To prove yourself, don’t worry about your position or status. Stop asking yourself:


What are my rights?

Is my authority clear?

Where am I on the organizational chart?

How do I compare to others?

How can I climb the ladder?

Who do I need to know?

What’s the next step in my career path?


Forget about all that. Instead, get to work.

You can’t fake productivity. Either you’re producing for your team and adding to its bottom line (whatever that may be), or you’re not.

Does producer describe you? Are you self-motivated and productive? Do you make your team better, stronger? Do you help create momentum? Do you help create an environment of success?

If you’re a positive asset, people will respect you.

“THE OUTSTANDING LEADERS OF EVERY AGE ARE THOSE WHO SET UP THEIR OWN QUOTAS AND CONSTANTLY EXCEED THEM.”

—Thomas Watson

SET THE BAR HIGH FOR YOURSELF


• Be successful before you try to help others be successful.

• Hold yourself to a higher standard than you ask of others.

• Make yourself accountable to others.

• Set tangible goals and then work to reach them.

• Accept responsibility for personal results.

• Admit failures and mistakes quickly and humbly.

• Ask from others only what you have previously asked of yourself.

• Measure your success by results, not intentions.

• Remove yourself from situations where you are ineffective.


TO PROVE YOURSELF, KNOW YOURSELF

Human nature seems to endow people with the ability to size up everybody in the world but themselves. So, what are you to do? Become a student of yourself.

Self-knowledge is foundational for being productive and influencing others.

What are your strengths and weaknesses? What is your temperament? What are your work habits, your daily, monthly, and seasonal rhythms?

If you’re not sure about these things, ask others who know you and who will be honest with you.


“Hard experience has taught me that real leadership is about understanding yourself first, then using that to create a superb organization… Most obstacles that limit people’s potential are set in motion by the leader and are rooted in his or her own fears, ego needs, and unproductive habits. When leaders explore deep within their thoughts and feelings in order to understand themselves, a transformation can take shape.”

—D. Michael Abrashoff



It’s very difficult to be self-deluded and successful at the same time. You will be productive and prove yourself only if you see yourself clearly, acknowledge your weaknesses, and work in your strengths.

To prove yourself, you must be yourself. To be yourself, you must know yourself.

“LOOKING BACK, MY LIFE SEEMS LIKE ONE LONG OBSTACLE RACE, WITH ME AS ITS CHIEF OBSTACLE.”

—Jack Paar

KNOW YOUR VALUES

Your values will become the soul of your leadership. They inform how you interact with others. They drive your behavior. Before you seek to influence others, gain a clear understanding of your values and commit to living them consistently.

What are your…


Ethical Values: How do you define right and wrong, and what lines will you never cross?

Relational Values: How will you treat people, and what behaviors are out-of-bounds?

Success Values: How do you define success, and what won’t you do to achieve it?


If you know your values and live by them, you can work and lead with integrity.
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TO PROVE YOURSELF, IMPROVE YOURSELF

There are many things you can’t change about yourself. Where and when you were born. How you were raised. Your height. Your natural wiring.

Accept them.

There are lots of things you can change about yourself. Work hard to improve them.


“He who has so little knowledge of human nature as to seek happiness by changing anything but his own disposition will waste his life in fruitless efforts and multiply the grief which he purposes to remove.”

—Samuel Johnson



Too often we look outside of ourselves for the source of our problems. The reality is that many come from inside us. Work on those.
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BE THE KIND OF PERSON OTHERS WANT TO FOLLOW

In a survey by Opinion Research Corporation for Ajilon Finance, American workers were asked to select the one trait that was most important to them in a leader.



	RANK
	CHARACTERISTIC
	PERCENTAGE



	1
	Leading by Example
	26%


	2
	Strong Ethics or Morals
	19%


	3
	Knowledge of the Business
	17%


	4
	Fairness
	14%


	5
	Overall Intelligence and Competence
	13%


	6
	Recognition of Employees
	10%




The good news is that these are choices you can make as a leader. You can choose to be a good example. You can choose to embrace ethics and have good morals. You can choose to learn the business. You can choose to be fair. You can choose to improve your competence and even to increase your intelligence. You can choose to recognize the people you work with.

Make these choices, and people will respect you and begin to follow you.

HOW WILL YOUR LEADERSHIP LOOK?

As you do your work and prepare to lead others, think about what kinds of habits and systems you will consistently practice. What will you do to organize yourself? How will you start your day when you arrive at work? What spiritual practices will you maintain to keep yourself on track? How will you treat people? What will be your work ethic? What kind of example will you set?

You determine what kind of person and leader you will be. It’s up to you to define yourself. The earlier you are in your career, the greater your potential to positively influence others by doing the right things in the right ways.


“My best lesson in leadership came during my early days as a trial lawyer. Wanting to learn from the best, I went to see two of the most renowned litigators in San Antonio try cases. One sat there and never objected to anything, was very gentle with witnesses, and established a rapport with the jury. The other was an aggressive, thundering hell-raiser. And both seemed to win every case. That’s when I realized there are many different paths, not one right path. That’s true of leadership as well. People with different personalities, different approaches, or different values succeed not because one set of values or practices is superior, but because their values and practices are genuine.”

—Herb Kelleher



As you gain influence, how will you use it? As people begin to follow you, what kind of leader will you be? You can develop whatever style of leadership you want as long as it benefits others and is consistent with who you are.


“Leadership is much less about what you do, and much more about who you are. If you view leadership as a bag of manipulative tricks or charismatic behaviors to advance your own personal interest, then people have every right to be cynical. But if your leadership
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