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Praise for
THE ART OF QUIET INFLUENCE


“Drawing heavily on the wisdom of sages from the past, Jocelyn Davis’s terrific book boldly asserts that a person cannot gain influence over someone by using position, authority, or power to coerce. These techniques may get you leverage and control, but never influence. In contrast, genuine influence must be earned and won. It is through the quiet strength of caring, trusting, and affirming an individual that this is truly accomplished. A tremendous and relevant read!”


—Stephen M. R. Covey, New York Times and #1 Wall Street Journal bestselling author of The Speed of Trust


“Jocelyn Davis riveted my attention with her first sentence: ‘Command authority is a poor basis for life.’ I found it impossible to put down this captivating and inspirational book, full of stories, models, and wisdom of some of the greatest minds of Eastern philosophy. If you’re open to a message full of hope, acceptance, and influence, spend a few hours with this gift to the world of insightful, true leadership—the ability to lead without authority.”


—Doug Kirkpatrick, US Partner, NuFocus Strategic Group; author, From Hierarchy to High-Performance and Beyond Empowerment: The Age of the Self-Managed Organization


“Blends the timeless wisdom of Eastern sages with contemporary research, stories, and examples, providing both the inspiration and the how-to. A book for anyone who needs to lead without authority—that is, everyone!”


—Rasmus Hougaard, Founder, Potential Project; author, The Mind of the Leader


“Command and control is dead! Which raises the question, What’s next? What’s next is for you to utilize influence as a means of creating optimum performance. How can you make this challenging transition? Let this book be your guide. Note the stories, research, tool kit of more than 75 tactics, plus the wisdom offered by sages such as Rumi, Gandhi, and Confucius. All this offered in the friendly writing style of an established author makes The Art of Quiet Influence a sure winner.”


—Richard Whiteley, author, Love the Work You’re With and The Corporate Shaman


“In The Art of Quiet Influence, Davis uses the power of stories both old and new to illustrate the theory of mindfulness and servant leadership, providing a mind-expanding yet down-to-earth guide for leaders, sales professionals, and influencers of all stripes.”


—Craig Wortmann, Founder and Executive Director, Kellogg Sales Institute, Kellogg School of Management; CEO, Sales Engine Inc.; author, What’s Your Story?


“Filled with memorable examples and stories, The Art of Quiet Influence is a deeply personal yet practical book that offers a roadmap to more mindful, compassionate, and effective leadership. Not only that, Davis does a great job of demystifying Eastern philosophy and showing its relevance to today’s global business world.”


—Karen Blal, CIPD Regional Director Asia


“This is an exceptionally thoughtful and creative book. I love the integration of ancient Eastern thought with modern business practice and situations. The result is a useful and resonant guide to leading in a more conscious, inclusive, and generative way.”


—Court Chilton, Senior Lecturer, MIT Sloan Leadership Center


“Davis does a masterful job of seeing connections between the insights of the ancients, modern thinking about leadership, and the daily practice of leadership. Her reading of Eastern sages is wise, humane, and illuminating. Her concise exposition and good eye for a significant fable have resulted in a book that will give you much to chew on for years. Packed with powerful stories and teachings, this is 12 whole courses on leadership in a single book.”


—Krishnan Venkatesh, Senior Faculty, St. John’s College; author, Do You Know Who You Are? Reading the Buddha’s Discourses


“I found the topic and sage stories so impactful and so vividly expressed that I immediately began to see the implications and applications for myself and others. Be prepared to be inspired and moved to change as I was. A must-read for future leaders.”


—Cynthia Stuckey, Head of Sales Effectiveness Practice, Korn Ferry


“Unleashing the power of quiet influence is a provocative recasting of individual and organizational behavior. On the heels of The Greats on Leadership, Jocelyn Davis once again elegantly weaves diverse cultural perspectives into practical action for improving your influence muscle. Leaders cannot afford to miss this book.”


—Brian J. Miller, VP Talent, Development & Inclusion, Gilead Sciences


“Digitization, globalization, generational shifts: Western ways of managing these forces are insufficient, and there is no reverting to command-and-control as a means of solving them. In her latest, Davis looks out to the East and back to the past to explore a mind-set, skill set, and 12 behaviors that are indispensable to every leader. Through contemporary examples and ancient texts, she reveals how human networks that endure on the strength of influence are structures built not only to withstand but to thrive in the 21st century.”


—Gregory LeStage, Dean, McKinsey Academy at McKinsey & Co.


“Jocelyn Davis’s excellent book connects ancient wisdom with current research and practice, making the power of quiet influence, an intrinsically counterintuitive concept, accessible and actionable. The book is a trifecta: enjoyable, engaging, empowering.”


—John Humphrey, Co-founder, The Forum Corporation; Chair and CEO, Humphrey Companies; Chair, Lifespan Research Foundation


“Combining trust, respect, caring, and demand for achievement in a harmonious way, The Art of Quiet Influence powerfully influences the reader to go beyond and accomplish greater performance.”


—Wesley Luo, VP/COO, Honeywell Building Technologies


“For those who aspire to a higher form of influence, Davis presents a fresh perspective to getting things done without positional authority. Harnessing teachings from 12 Eastern sages, this book lends a fascinating look past the myth of authority at how to exert uncommon influence through calmly aligning words, tone, and body language. These insights and tactics are relevant in and outside of business, on and off the court, and can help us all to raise our game.”


—Jessica Peña-Castillo, SVP Talent Development Solutions, Lee Hecht Harrison


“After reading The Greats on Leadership I was eager to dive into Davis’s latest, The Art of Quiet Influence. Not only is it full of practical, hands-on advice and ideas, but it is written in a way that engages and, dare I say, influences the reader. If you need to work up, down, and across organizations this book is for you. You’ll find the 12 quiet influence practices a powerful addition to your tool kit, helping you get things done in the short term while building trust-based relationships for the long term.”


—Sylvia Celentano, VP Client Solutions, DoubleDigit Sales


“With a unique focus on the classic wisdom of Japan, China, and India, The Art of Quiet Influence stands out among leadership books. A valuable guide to business and life.”


—Jiro Atsuta, President, Forum Japan


“An insightful new take on the perennial topic of building and sustaining influence. The stories from The Forum Corporation that run throughout make the concepts practical, engaging, and relatable. This is a book anyone can put to immediate use.”


—Bob Stringer, author, Motivation and Organizational Climate and Culture.com: How the Best Startups Make It Happen


“The most effective leadership comes not with imperial commands, but getting things done, and done successfully, without banging your fist on the desk or your head against the wall. This is a book that lays out a more cooperative management style, and it relies on what some call ‘the wisdom of the East.’ But if you’re looking for soft, ‘spiritual’ stuff, look elsewhere. This is a tough-minded book: clearly, invitingly written, and replete with instructive stories. Yes, a good bit of it might seem counterintuitive. But that’s the point, and only adds to its value.”


—John Agresto, author, Rediscovering America and Mugged by Reality: The Liberation of Iraq and the Failure of Good Intentions
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The teacher, if indeed wise,
does not bid you to enter the house of his wisdom,
but leads you to the threshold of your own mind.


KAHLIL GIBRAN


Of the best leader, when his work is done,
the people all say: “We did it ourselves.”


LAOZI


In a gentle way, you can shake the world.


GANDHI









Overview


Influence without Authority


Command authority is a poor basis for life. Whether you’re atop a corporate jungle gym, reaching for the next rung, or off playing in the sandbox, your long-term professional and personal success is a matter of influence, not dominance.


Some consider influence synonymous with persuasion, but in this book, influence is the art of getting things done without coercion. More precisely, it’s the ability to engage and guide others in collaborative work without relying on positional authority. To learn how to build and use influence, we’ll be looking to a unique collection of teachers: twelve ancient sages of the East—from Confucius to the Buddha to Gandhi—plus an assembly of present-day experts from around the world.


Influence is strength without force, requiring neither title nor resources. When exercised at advanced levels, it is both quiet and powerful. A master speaks softly, walks lightly, and has no need of a big stick, yet collective success hinges on the master’s words and deeds, and when the master’s work is done (says the sage Laozi) the people all say, “We did it ourselves.”


What does quiet influence look like in practice? Here’s an example.


Sensei with a Racket


Björn Borg, tennis champion of the 1970s and ’80s, was facing off against the up-and-coming John McEnroe. It was the summer of 1979 (writes Gerald Marzorati for the New York Times Magazine) and the two were meeting for the third time, in an indoor tournament in New Orleans. They were young: Borg was 22, McEnroe, 20. McEnroe, already infamous for his on-court tantrums, was acting true to form, flinging his racket and abusing the officials. “I was getting all worked up and nutty,” he told a reporter afterward. The score was 5-5 in the third and deciding set when Borg beckoned McEnroe to the net. McEnroe thought Borg was going to rebuke him, but instead Borg simply put an arm around his shoulders and said: “It’s OK. Just relax. It’s OK. It’s a great match.” 1


With a few short words and seemingly without effort, Borg undid McEnroe’s tangle of rage and anxiety. It was a turning point for McEnroe; in that moment, he later said, he realized that “if we could keep lifting our games, I didn’t have to worry about the crowd or the linesmen or anything.”2 He went on to win set and match, but the change went deeper: henceforth he was civil with Borg on and off the court, and to this day he refers to Borg as his “great” rival. True, he was still McEnroe, but he was a better McEnroe: a player who would be ranked, with Borg, among the best of all time. His view of the sport, and of himself, had been transformed.


How did Borg do it? Not by force, nor through manipulative tactics. He didn’t craft a scheme or map out a plan to educate his opponent in appropriate court behavior. He didn’t exactly do anything. Rather, he simply was: was focused, was observant, was reassuring, was appreciative, was calm. His words, tone, and body language were aligned, all perfectly suited to the time and all unmoved by McEnroe’s storming. “Rest established in the self,” says the Bhagavad Gītā. No amount of pushing or pulling is more powerful than that sense of rest.


Imagine the effect had Borg used the same words but yelled them at McEnroe from the baseline: “IT’S OK! JUST RELAX!” (To such a display, I think McEnroe would have reacted as my dog Cassie did when she yipped at a house guest and he shouted, “Jesus, relax!” Cassie never relaxed in his presence again.) Imagine, too, what would have happened had Borg put his arm around McEnroe’s shoulders and delivered a solemn lecture about how he needed to stop worrying about the officials, how he should take a few deep breaths, how his game would never improve if he wasted energy on these ridiculous tantrums, and so on. The gesture may have been right, but the words and tone would have been all wrong.


Many can talk the talk. Some can walk the walk. But only a master influencer can—how shall we say?—be the being.


In retirement, Borg seemed to lose some of his equilibrium. He nearly went bankrupt as a result of failed business ventures and in 2006 put his Wimbledon trophies and two of his winning rackets up for auction in an attempt to raise funds.3 Fellow tennis champions Jimmy Connors and Andre Agassi offered, tactfully, to buy the memorabilia in order to keep them together. But it was McEnroe who reportedly made the difference by calling his old friend and rival and confronting him, in as few words as Borg had used in that 1979 match, though in blunter style: “Have you gone mad? What the hell are you doing?”4


After that conversation, Borg bought back his trophies from the auction house.


The lesson at the net had come full circle. The grasshopper had become, for one phone call at least, the sensei.


The Authority Myth


Authority isn’t the same as power. Power is the might (the ability to make things happen), whereas authority is the right (to rule or lead). The two often overlap, but rarely completely. An effective con artist, for example, has lots of power but little authority. An ineffectual executive has lots of authority but little power. A manager’s title gives us the right to issue orders but doesn’t mean our orders will be carried out as we envisioned—or at all.


“Being the boss means I can execute on my ideas,” we think. “All I have to do is command it, and it will be so.” That’s the authority myth, and our belief in it has a tendency to escalate: “They aren’t doing what I told them, so I’ll issue clearer instructions . . . They still aren’t, so I’ll shout louder . . . What’s wrong with these people? Now I’ll have to punish someone!” And the beatings will continue until morale improves, as the saying goes.


New managers are especially likely to be taken in by the authority myth. In her book Becoming a Manager, Harvard professor Linda Hill follows a few dozen newly promoted sales managers through year one on the job. When first asked about their expectations, most of them said things like this:


[image: image] “The manager is the person in power, the authority, the expert.”


[image: image] “Now, I’ll be the one calling the shots.”


[image: image] “I’m paid to make decisions. The buck stops here.”5


But before too long, says Hill, there arose an unnerving realization. As one manager put it, “[You aren’t] evaluated on your own production but instead on that of the people who report to you.” Another, when asked what she disliked about her new job, said, “The fact that you really are not in control of anything. The only time you are in control is when you shut your door.”6 And a manager with six direct reports said this:




You’re so used to being the only inhibitor. You define your own parameters and your limitations, but the other six define the parameters and motivations, and you try to alter their behavior and get them to increase their ambition, but basically that is real hard to do.7





Hard to do, indeed. I read Hill’s book years before I became a manager, and back then I scoffed at such realizations. “Obviously you can’t just fling orders,” I thought. “How stupid are these people?” When I was promoted to project leader, then later to first-line manager, things seemed to go pretty well, and I flattered myself I had leadership down pat. Then I got another promotion and encountered my first “problem” employee. “Joanne” (as I’ll call her) was a senior consultant, well respected by her colleagues and clients.* With me, however, she seemed to flounder, missing deadlines or handing in work half done. I redoubled my efforts to be clear, supportive, and motivating—to no avail. Finally I found myself trying to be more . . . authoritative. I stopped asking for her thoughts. I demanded weekly status reports.


After about six months, it was time for Joanne’s performance review. I downgraded her on a major goal, a Project X on which she’d been unable to make headway despite lots of helpful (as I judged it) direction from me. In her comments on the review Joanne wrote, “I could not meet this goal because my manager decided to do it herself.”


I was shocked. How dare she excuse her failures by pointing a finger at me?


But upon reflection, I knew she was right. About a month earlier, despairing of ever making progress, I had told Joanne over the phone that I would take on Project X and she could do another, less difficult task. I thought she’d be relieved. I didn’t see it as seizing control in a humiliating way, but of course that’s what it was.


Soon after her review Joanne took a job with another consulting firm, where, I later heard, she did well. So we lost a good employee to the competition. And Project X never did get done; it turned out nobody really wanted it done, so I dropped it, not considering until much later the possibility that Joanne had seen its futility long before I had. Overall it was quite the display of managerial incompetence, spurred on by the authority myth—a myth I had thought myself too savvy to believe.


I’m not saying managers shouldn’t give assignments or that a commanding leadership style is never appropriate. After all, if you have formal authority, people expect you to do something with it. Team members expect their leader to wield authority on their behalf and to their benefit, when possible. And a sense that someone is firmly and legitimately in charge provides confidence in a crisis.


The best leaders, however, don’t rely on command authority, because (as we’ll see) its outcomes are neither as good nor as sustainable as the outcomes of influence. Even benignly exercised authority—such as the “clear direction” I kept giving Joanne—can get in the way of influence. Commands and instructions are unwieldy things. We can issue them with all the vigor and skill at our disposal, but most are like badly served tennis balls: they hit the net or go wide, ending up on the ground, inert.


The Mainspring


In my book The Greats on Leadership, I took a cue from the masterminds of Western civilization (and one or two Eastern thinkers as well) and detached leadership levels from authority levels.8 I linked the former, instead, to the positive impact a leader makes. There are four levels of leadership impact, with the mainspring leader at Level 4.


The mainspring in a clock is the piece that moves the other springs, which in turn move the hands, which in turn cause the clock to tell time. We don’t see or hear the mainspring, but with it, the whole system does its job, and without it, the clock is just an attractive object with numbers on its face. In the workplace, similarly, the mainspring is the person whose efforts are less obvious than everybody else’s but without whom everybody else’s efforts come to naught.


Mainsprings have great power, but chasing after power isn’t the way to become a mainspring. In Chapters 5, 6, and 7, we’ll look at three types of power chaser: barons, who strive for dominance over their perceived enemies; legalists, who use rules and edicts to exert control; and seducers, who, lacking a platform or a taste for direct confrontation, seek to influence by means of personal charisma. We’ll see why each of these approaches, while often temporarily or superficially successful, has hidden costs.


Nor is influence about racking up “credits” to exchange in an “influence market”—a view taken by some contemporary authors.* Research discussed below and in Chapter 1 debunks that idea, finding that favor-trading and mutual back-scratching aren’t what make a strong influencer. Building credit in the sense of good karma is another matter; as Eastern cultures know, influence grows when you contribute to the community, weaving a web of goodwill that benefits you along with everyone else.* And of course there is an element of persuasion to influence in that you want to attract, not repel, potential collaborators.


Influence, however, is never about getting your way. It’s about co-creating a new way, a better way, our way. To quote McEnroe, it’s about lifting our game. Influence is a form of dialogue, which is different from debate: a debate is for winning, but when we engage in dialogue, says David Bohm (theoretical physicist and guru to management consultants), we partake in a “stream of meaning flowing among and through and between us.”9


You might think the word influence is too suggestive of manipulation, and indeed there are other terms I considered for this book’s topic: collaboration, dialogue, co-creation, and lateral leadership, to name a few. I kept coming back to influence, though, perhaps because of its etymology. The word derives mostly from the Old French influence, meaning “emanation from the stars,” and the original meaning had to do not with political maneuvering but with the great ebbs and flows of the natural world. Influence, per the Oxford English Dictionary, described “the action of water and other fluids, and of immaterial things conceived of as flowing in.” In astrology, it denoted “an ethereal fluid streaming from the heavens and affecting human character and destiny.” Such images suggest that influence is something much larger than us: a cosmic current we might tap, even dive into, but could never twist to petty purposes.


Eastern Guides


The best guides to these currents and streams of influence are found in the ancient East, specifically in China, Japan, India, and parts of the Islamic world.*


To see why, consider the acronym VUCA, coined by the US military, popularized by business consultants, and standing for the supposedly increasing volatility, uncertainty, complexity, and ambiguity of human affairs. When things become VUCA, Western experts say, command-and-control leadership doesn’t work and new approaches are needed. To most Eastern philosophers, however, VUCA is nothing new; it’s simply the way things are and always have been. Instead of volatile, these thinkers would say the world is in motion; instead of uncertain, conditional; instead of complex, contextual; instead of ambiguous, inclusive. In other words, the world of the East is a fluid one. The physical universe consists of fields and forces rather than discrete objects, while the human universe consists of relationships that define individuals rather than individuals who freely enter into relationships. Were the world made of pistachio ice cream, a person of the East would see ice cream; a person of the West, pistachios.


That’s a gross oversimplification, of course, as is the Orientalist myth that all Asians are Zen masters floating serenely above the world’s struggles. Many Eastern leaders, both real and fictional, easily match their Western counterparts in political ambition and ruthlessness; moreover, being Buddhist or Taoist does not automatically make one a nice person. Nevertheless, anthropological studies show that the Eastern perspective is, generally speaking, less atomistic—or focused on discrete elements—than the Western one.* Cases in point: the twelve Eastern sages featured herein (see the Prologue). In their eyes, a leader’s job is to channel the world’s natural flow. Trying to push people around is as futile as trying to push water uphill.


One of my favorite expressions of this watery worldview is found in an ancient collection of Sanskrit hymns. The Rig Veda is the earliest Hindu religious scripture and the first long composition in any Indo-European language. As translated by renowned Sanskrit scholar Wendy Doniger, the “Creation Hymn” of the Rig Veda runs in part as follows:




There was neither non-existence nor existence then; there was neither the realm of space nor the sky which is beyond. What stirred? . . . Was there water, bottomlessly deep?


There was neither death nor immortality then. There was no distinguishing sign of night nor of day. That one breathed, windless, by its own impulse . . .


Darkness was hidden by darkness in the beginning; with no distinguishing sign, all this was water . . .


There was impulse beneath; there was giving-force above.


Who really knows? Who will here proclaim it? Whence was it produced? Whence is this creation? The gods came afterwards.10





Aspiring corporate leaders might think about that last line: “The gods came afterwards.” In the beginning, says the poet, all this was water. Nobody knows what stirred there, but something stirred, with impulse beneath and giving-force above—and not one god had yet appeared. In later Vedic writings we meet many gods, who create and destroy, fight battles, make laws, and demand homage, as leaders do. But in the beginning (and perhaps still today) the world had no need of such authorities. All this was water, and it breathed on its own.


Influence Today


But suppose I want to get better at influence right now, in my work life and personal life. How “spiritual” do I need to be about it? Must I take up residence in a Tibetan ashram and meditate for a decade, or is there an easier way?


Mindfulness meditation is a growing trend in business, and for good reason. Research shows that as we learn to be mindful—that is, present in the moment and able to observe our thoughts and emotions without letting them rattle us—we become more effective as leaders, with improved focus and decision making.* Mindfulness isn’t just for Eastern spiritualists; many senior executives in global companies (Microsoft, Salesforce, and McKinsey, to name a few) are practitioners and swear by its effects. Some contents of this book, especially Chapters 8, 9, and 11, are grounded in the concept of mindfulness.


A well-trained mind, however, isn’t the whole answer when it comes to cultivating influence. We can make an analogy to the physical conditioning of an elite basketball player: fast and strong is essential, but the player also needs ball-handling skills, timing, knowledge of rules and strategy, and rapport with teammates, not to mention the ability to apply it all in actual games. In the same way, would-be influencers need a focused mind but have much more to learn and apply beyond that. And many introverts (like me) need extra help: we who naturally gravitate toward reflection rather than action need a playbook for taking mindfulness out of the gym and onto the field. The Art of Quiet Influence is that playbook.


To construct it, I’ve turned to two sources. The first is those twelve sages of the East mentioned above. The second source is more recent and not quite as profound—hard to compete with the likes of Confucius!—but arguably more practical. It’s the influence research conducted by The Forum Corporation, a leadership and sales training company founded in 1971.* (I was a Forum employee for twenty-three years and was, for the last five of those years, executive vice president of research and development. The company has since merged with another and is now called AchieveForum. From 2015 to 2018, I was in their contractor network.)


Forum was one of the inventors of influence training. In the late 1970s, large organizations put their new and midlevel managers through workshops focused on the skills needed to supervise direct reports: assigning work, evaluating performance, and so on. Managers seen as executive material would be sent to business schools to learn about strategy and finance. The typical company structure was rigidly hierarchical, with work passing up and down the chain of command, rarely from side to side; managers, therefore, needed to learn how to wield top-down authority.


Then Japanese cars hit the market. They were better built, and they were built under a business philosophy called kaizen, continuous improvement.* Kaizen was about breaking down a company’s vertical silos: instead of needing to seek approval for every action from on high, Japanese employees made many decisions together, in cross-functional teams. Western manufacturers took note of the approach, and some (though by no means all) were eager to adopt it. Companies in that era were also expanding internationally, necessitating a new structure—“matrix management”—whereby a marketing director in France (for example) would report both to the country head in Paris and to the vice president of marketing in New York. These changes, amplified by a baby-boomer culture enamored of liberation and skeptical of authority, sparked a new concern for managers: How do I work with all these people who don’t report to me?


Forum’s clients started asking for training on the topic. After a few years of experiments, the firm launched a research study that identified 23 observable behaviors, or practices, correlated with influence and overall job effectiveness. Out of this research came, in 1982, a three-day seminar titled “Influence: Building, Using, Sustaining.” Participants received a feedback report with colleagues’ averaged ratings of how well they demonstrated the practices. Forum delivered this seminar in standard and customized form to thousands of employees of large companies over the next three decades. A second research study in the early 1990s yielded revised practices and an updated training program but confirmed the essential concepts.*


Forum’s Influence program “defined a type of relationship previously unrecognized,” says Christie Jacobs, who directed the original program’s rollout. Mike Maginn, who led the development team, recalls:




We realized there were some values here that were very different from the values of the hierarchical world: sharing power, building trust, support. At the core of Influence was a new way of thinking about how you relate to people in a work environment, or any environment. Having these values at the center was a revolution in the training world. Before, it was all behavioral: do these nineteen things. This was very different. The Influence model was about becoming part of a community, creating mutuality, and recognizing that you have to give in order to get.





Those values were the bedrock of the program, but there were also plenty of tools and tactics, which brought utility to the topic. When we add Eastern philosophy to the mix, the result is a body of knowledge both pragmatic and profound.


For this book I interviewed 24 influence experts, many of whom are Forum alumni (see Acknowledgments). Their insights appear throughout and are highlighted in the “Influence in Brief” section that appears in each chapter. And each chapter begins with an anecdote from my time at Forum; together these anecdotes form a case study of an influence culture.


A Map for Influencers


In the 1990s, as working in teams became the norm, various group development models entered the corporate argot. The most popular of these models was, and still is, Bruce Tuckman’s forming-storming-norming-performing. Tuckman described how a new group’s members start out behaving independently as they get to know one another (forming). Then they go through a phase rife with conflict and doubts about one another’s motives (storming). Sometimes a group gets stuck in storming, but usually members work out their differences and come to adopt group goals as their own (norming). Finally group norms and roles are well established, and members, with a sense of common purpose, can succeed together at a high level (performing).11


Sociologists and psychologists tinkered with Tuckman’s model over the years and conducted more research studies to validate and enhance it. Some came up with different names for the stages; at Forum, we chose membership-control-cohesion. Tuckman himself later added a fifth stage, adjourning.12 No matter the terminology, the purpose is the same: to tell us what to expect at each stage in the life of a team. What these models aren’t terribly clear about, however, is what we should do at each stage.


To help answer the “what to do” question, I’ve devised a Quiet Influence Map (see Figure 0.1). Along the bottom are the stages of group development; I’m using membership-control-performance, which I think best captures the issues that occupy groups as they evolve over time. On the left and flowing across the map (picture bands in a jar of colored sand) are the quiet influence core practices: 1) inviting participation, 2) sharing power, and 3) aiding progress.*


All three core practices are needed at each stage of group development, but to varying degrees. In the Membership stage, our main concern should be to invite participation. In the Control stage, which is where groups are most likely to get stuck, we need above all to share power. And in the Performance stage, we should focus on aiding progress.


One important note: while we’d all like to increase our own feelings of participation, power, and progress, the best way to build influence is to ensure others feel these things. How did Borg make McEnroe feel when he spoke with him at the net? Probably as if he belonged, had power, and was on the right track. How did I make Joanne feel when I assigned her a useless project, hectored her on how to do it, and finally took it out of her hands? Probably as if she didn’t matter, had no power, and was going nowhere. Borg changed McEnroe’s outlook and earned his lasting respect; after Joanne left the company, I never heard from her again. It’s clear who the better influencer was.


For this book’s framework, including twelve specific influence practices and twelve typically Western mistakes, see Figure 0.2, “Quiet Influence Practices and Pitfalls,” here. For tactics that support each practice, see Appendix A. And for answers to some questions you may have about the overall approach, see Appendix B.
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Figure 0.1: Quiet Influence Map


Bill the Answer Guy


Tracy Hulett is a business executive and consultant who taught Forum seminars in the 1980s. Much of her work was with a top manufacturer of cellular phones, and in one of the Influence classes she delivered at that company there was an engineer—let’s call him “Bill”—who received horribly low scores from his associates on all the practices in his feedback report.


When Bill saw the feedback, he was floored. “But I’m the answer guy,” he said. “Everyone comes to me because I’m the best at what I do.” Tracy had been observing his behavior in the session, however, and while he was clearly intelligent, she could see he was also an arrogant jerk. He would set himself up to be the person people had to ask, and when they did ask, he would humiliate them. During a group drawing activity, he actually grabbed the marker from another participant because he didn’t like what she drew. Far from coming to him for help, the others in the class avoided him.


On the second afternoon, Tracy gave Bill some coaching in private. Referring to the marker incident, she said, “Do you see how people might react badly to that?”


Bill said, “I had no idea. I’ve always been the smart one. I thought that was enough.”


“Smart is good,” Tracy said, “but it is not enough.”


Bill was somewhat quiet for the rest of the session.


A few years later, Tracy was asked to return to that same cell phone plant and teach the Influence seminar again. She found to her surprise that not only was Bill reattending the program, he was now the program sponsor and a leader of the plant’s quality efforts. His whole way of operating had changed. His feedback scores, formerly in the single digits, were now in the 90s. His transformation was legend throughout the company.


“He was incredibly respected,” says Tracy. “Everyone sought his advice.”
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WESTERN PITFALL









	
~ Core Practice: INVITING PARTICIPATION ~









	1. Be Humane

	Confucius (Analects)


	Demonstrating care for colleagues

	Relying on reciprocity






	2. Applaud Anguish

	the Yoga Vasiṣṭha

	Encouraging others to express objections and doubts

	Assuming causes instead of conditions






	3. Create Delight

	Zhuangzi

	Exuding appreciation and good cheer

	Expecting everyone to sing “Kumbaya”






	4. Practice Patience

	Rumi (“The Night Air”)

	Taking time to develop a shared outlook

	Learning about rather than from







	
~ Core Practice: SHARING POWER ~









	5. Walk with the Devil

	the Mahābhārata

	Converting adversaries to allies by aligning interests

	Seeing foes to be crushed instead of allies to be cultivated






	6. Follow the Leaders

	Sima Qian (Records of the Grand Historian)


	Backing those who take the lead

	Using rules and edicts to exert control






	7. Fight Softly

	Murasaki Shikibu (The Tale of Genji)


	Finding ways to be effective in the face of aggressions

	Collecting admirers






	8. Rule Yourself

	Mahātmā Gandhi (Hind Swaraj)


	Managing your own emotions and behavior

	Believing power is happiness






	
~ Core Practice: AIDING PROGRESS ~









	9. Establish Mindfulness

	Gautama Buddha

	Doing the daily work with persistence and focus

	Regarding mindfulness as purely personal






	10. Tend the Soil

	Mencius

	Attending to upstream factors more than downstream results

	Obsessing about the short-term future






	11. Be Present

	Zen Master Dōgen (“Instructions for the Tenzo”)

	Staying engaged when things get heated

	Running from shame






	12. Leave Well

	Ibn Tufayl (Hayy Ibn Yaqzān)


	Walking away when influence is no longer possible

	EASTERN PITFALL: Going with the crowd









Figure 0.2: Quiet Influence Practices and Pitfalls


Few of us will ever receive the kind of wake-up call Bill the Answer Guy did. The truth is, most of us don’t need one. What we do need when it comes to influence are three things: first, encouragement to raise the tone and lift the game, in whatever role we occupy; second, theoretical and practical know-how to support our efforts; and third, assurance that our efforts will bear fruit. This book aims to provide all three necessities—encouragement, know-how, and assurance—for becoming a quiet influencer.









Prologue


Twelve Sages


They weren’t the well-paid ministers who kept the people in line. They weren’t the hard-boiled consultants, sought for their advice on realpolitik.


These twelve Eastern sages were mavericks.1 Most were marginalized or simply ignored by the establishment of their time and rediscovered centuries later by seekers of a better way. Some presented an orthodox face to society. Some remain anonymous, known today only by their writings. But they were all, in some fashion, proponents and practitioners of quiet influence: strength without force, mindfulness in action. Allow me to introduce them.
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It’s the sixth century BCE. “Who are we?” “What is everything made of?” “How should we live?” “How should we lead?” “How can we deal with suffering?” These questions and more are emerging all over the world, fueling intellectual endeavors from the Hundred Schools of Thought in China to the philosophic discourses of Athens to the recording, in India, of the longest story ever told.


Our whirlwind tour (see “Sages at a Glance,” here) begins with that Indian story. Ten times the length of the Iliad and Odyssey combined, the Mahābhārata is a family saga (its name means “great tale of the Bhārata dynasty”) interwoven with myths, legends, spiritual guidance, cosmic musings, and trippy fantasies. “Whatever is found here—on law, on profit, on pleasure, and on salvation—is found elsewhere,” states the famous line, “but what is not here is nowhere else.”2 The Bhagavad Gītā, “Glorious Song” of the Lord Krishna, is one short chapter in the epic. Traditionally attributed to the legendary sage Vyāsa but undoubtedly the work of many anonymous bards, the Mahābhārata begins to take shape orally in the ninth or eighth century BCE and begins to be transcribed sometime in the fifth century BCE.*


Now is also the time of the first Upaniṣads, Sanskrit texts commenting on the Vedas, which are the earliest scriptures of the religion that will eventually become known as Hinduism.† Their authors are expounding concepts such as Brahman (ultimate reality), māyā (perceived reality), ātman (the self or soul), and mokṣa (spiritual liberation). The Upaniṣads and the Mahābhārata together are fueling the rise of Hindu literary and religious culture. Political leaders are already wondering whether they should ban the books as subversive.


Meanwhile, China is experiencing a golden age of philosophy. The so-called Hundred Schools of Thought—Confucianism to Taoism, Legalism to Yin-Yang, and a host of other theories about politics, strategy, ethics, manners, and nature—arise in the sixth century BCE and go on to vie with one another for ages after. The school with the most enduring effects is Confucianism, whose father is China’s first great teacher and moral thinker. Mencius, born a century after Confucius’ death, is a pupil of Confucius’ grandson; he synthesizes and develops his inspirer’s ideas, earning himself a place in history as the best-known Confucian.


Another important school is Taoism, whose two main originators are the legendary sage Laozi (“Old Master,” still known in the West by his romanized name, Lao Tzu) and the slightly better-documented but equally mysterious sage Zhuangzi (“Master Zhuang,” also known as Chuang Tzu).


Chinese rulers of this era like to hire itinerant scholars to advise them on government, war, and diplomacy. The sages named above, however, have mixed success at that game. Confucius is invited to several kings’ courts but in each case is soon asked to leave, Mencius teaches at a state academy but quits in disappointment at his failure to effect change, and any self-respecting Taoist prefers a hermit’s life to a political career.


Living in India at roughly the same time as Confucius is a young man named Gautama (later to be revered as “the Buddha”) with ideas that will become the platform for the world’s fourth largest religion.* He’s a contemporary of the first Upaniṣad writers, but his sermons and discourses will not be committed to writing until at least a hundred years after his death. These earliest Buddhist scriptures, known as the Pāli Canon, recount Gautama’s search for enlightenment and his dissatisfaction with the elaborate paths to mokṣa advocated by Hindu teachers, paths that typically involve intensive study and painful austerities: consuming only water, standing on one foot for a week, that sort of thing.* The brahmins are the Hindu priestly caste, the educated elite, who present themselves as holding the keys to salvation. Gautama declares, in contrast, that salvation’s keys are available to anyone who will follow his teachings.


Despite their deep differences, Hinduism and Buddhism continue to flourish side by side in India for centuries to come. There are six orthodox schools of Hindu philosophy, all of which accept the Vedas as authoritative; among them are Yoga and Vedānta. Philosophies that reject the Vedas include Buddhism and Jainism. The two principal branches of Buddhism are Theravāda (literally, “school of the elder monks”) and Mahāyāna (a more inclusive version, arising in southern India). Mahāyāna Buddhism spreads north to Nepal and Bangladesh and then to points east, eventually taking hold in China, Korea, Japan, and parts of Southeast Asia.


Meanwhile back in India, all these strands of thought go on stretching and clashing and combining, sometimes within one text, and the apotheosis of this process is the Yoga Vasiṣṭha, a vast compendium of stories and teachings presented by legendary sage Vasiṣṭha to the young prince Rāma in an effort to lift him out of existential despair. The Yoga Vasiṣṭha is said to be the third longest book ever written, behind only the epics Mahābhārata and Rāmāyana. Like the Mahābhārata, its precise dates are impossible to pin down, but it takes shape gradually between the ninth and thirteenth centuries CE, eventually displaying traces of all Indian philosophies tumbled together and glittering as in a cosmic kaleidoscope.


And now, 2,500 miles to the northwest, Islamic thought is in its heyday. Caliph al-Rashid of Baghdad launches the Islamic Golden Age with his House of Wisdom (eighth to thirteenth centuries CE), to which he summons the world’s scholars in order to translate classical knowledge—particularly that of Ancient Greece—into Arabic. The philosopher al-Kindi is explicit about the aim of the project: “first to record in complete quotations all that the Ancients have said on the subject; secondly to complete what the Ancients have not fully expressed.”3 These scholars’ translations of and commentaries on the works of Plato, Aristotle, Euclid, and other classical thinkers eventually find their way into the libraries of Muslim Spain (aka Andalusia), where they await rediscovery by Christian clergy who have followed the Crusaders to the cosmopolitan centers of Toledo, Lisbon, and Cordoba.4


The famous political theorists of Islam are al-Farabi, Avicenna, and Averroës, but our attention will go to two figures more spiritually inclined. The first is Ibn Tufayl, an Andalusian Muslim polymath who in the early twelfth century writes the philosophical novel Hayy Ibn Yaqzān—which translates literally as Alive Aware-son but is usually rendered as The Self-Taught Philosopher. Often compared to Robinson Crusoe, it’s the story of a child alone on an island, growing up and learning about the world unaided by human society. The second thinker, Rumi, is a jurist and theologian from Persia, another center of Muslim culture. In midlife he meets an itinerant holy man named Shams, spends 40 days in his company, and consequently gives up everything to become an ascetic and write lyric poetry. Both Ibn Tufayl and Rumi are practitioners of Sufism, the mystical aspect of Islam.


Back to the Far East. All this time Buddhism has been spreading from India, over the steppes and mountain ranges of China, over the Korean Peninsula, and at last across the sea to Japan, where it mingles with Taoism and other Chinese influences. The Japanese Heian period (eighth to twelfth centuries) sees poetry and literature reaching their height, especially at Japan’s imperial court. Around 995, the empress invites a woman with a reputation as a fine writer to serve as lady-in-waiting there. Outwardly conventional but with a taste and aptitude for the Chinese classics (traditionally off-limits to females), Murasaki Shikibu continues her writing at court, eventually producing The Tale of Genji. Today’s critics debate whether Genji is the world’s first novel, the first modern novel, or the first psychological novel; there is no disagreement, however, on its status as a literary masterpiece.


Dōgen, another original thinker of Japan, is born just after the end of the Heian period. Initially a monk at the headquarters of the powerful Buddhist Tendai School, at age 23 he grows disillusioned with the institution’s internal politics and sets out to find a more authentic way. He travels through China training with various masters, and upon his return to Kyoto begins to promote the practice of zazen: sitting meditation. Later he breaks with the religious establishment altogether. Moving to the countryside, he founds a new monastery and a new Buddhist sect, the Sōtō school. Today, when people “meditate,” they are following the path to enlightenment prescribed by Zen Master Dōgen.


Two more sages are left to mention. One lived recently; he is Mohandas Gandhi, who led India’s liberation from the British Raj in the 1940s. Known worldwide as Mahātmā (“great-souled”), he has retained his stature as a folk hero. Less appreciated is his stature as a political theorist: his book Hind Swaraj, or Indian Home Rule, lays out the principles of nonviolent resistance that have underpinned nearly every major civil-rights movement since the mid-twentieth century. Though no saint—like many great leaders, he held some bigoted views and exhibited some doubtful behavior in his personal life—Gandhi is certainly one of the most influential individuals of all time.


Our final sage lived in the distant past and, having been a biographer of the influential rather than a man of influence himself, is little known today. Sima Qian was a gentleman of ancient China who, as the son of a court scribe and astrologer, had a ringside seat on the political action of the era. Father and son together planned an ambitious project: a history of the entire world as the Chinese then knew it. Sima Qian took up the work upon his father’s death, and some years later, after being convicted of a political offense and receiving a death sentence, he chose castration rather than suicide so that he might complete his 130-chapter Shi Ji (“Records”), including 12 accounts of the earliest emperors, 30 annals of noble families, and 70 biographies of individual rulers, ministers, rebels, and warlords. With his massive work, Sima Qian invented the genre of world history*


OEBPS/Text/nav.xhtml






Contents





		Cover



		Title Page



		Copyright Page



		Praise for The Art of Quiet Influence



		Dedication



		Contents



		Epigraph



		OVERVIEW



		PROLOGUE



		PART I PARTICIPATION



		1. Be Humane ~ Confucius



		2. Applaud Anguish ~ the Yoga Vasiṣṭha



		3 Create Delight ~ Zhuangzi



		4 Practice Patience ~ Rumi









		PART II POWER



		5 Walk with the Devil ~ the Mahābhārata



		6 Follow the Leaders ~ Sima Qian



		7 Fight Softly ~ Murasaki Shikibu



		8 Rule Yourself ~ Mahātmā Gandhi









		PART III PROGRESS



		9 A Establish Mindfulness ~ Gautama Buddha



		10 Tend the Soil ~ Mencius



		11 Be Present ~ Zen Master Dōgen



		12 Leave Well ~ Ibn Tufayl









		EPILOGUE



		A. Quiet Influence Tactics



		B. Q&A



		Acknowledgments



		Endnotes



		Index











Page List





		i



		ii



		iii



		iv



		v



		vi



		vii



		viii



		ix



		x



		xi



		xii



		xiii



		xiv



		1



		2



		3



		4



		5



		6



		7



		8



		9



		10



		11



		12



		13



		14



		15



		16



		17



		18



		19



		20



		21



		22



		23



		24



		25



		26



		27



		28



		29



		30



		31



		32



		33



		34



		35



		36



		37



		38



		39



		40



		41



		42



		43



		44



		45



		46



		47



		48



		49



		50



		51



		52



		53



		54



		55



		56



		57



		58



		59



		60



		61



		62



		63



		64



		65



		66



		67



		68



		69



		70



		71



		72



		73



		74



		75



		76



		77



		78



		79



		80



		81



		82



		83



		84



		85



		86



		87



		88



		89



		90



		91



		92



		93



		94



		95



		96



		97



		98



		99



		100



		101



		102



		103



		104



		105



		106



		107



		108



		109



		110



		111



		112



		113



		114



		115



		116



		117



		118



		119



		120



		121



		122



		123



		124



		125



		126



		127



		128



		129



		130



		131



		132



		133



		134



		135



		136



		137



		138



		139



		140



		141



		142



		143



		144



		145



		146



		147



		148



		149



		150



		151



		152



		153



		154



		155



		156



		157



		158



		159



		160



		161



		162



		163



		164



		165



		166



		167



		168



		169



		170



		171



		172



		173



		174



		175



		176



		177



		178



		179



		180



		181



		182



		183



		184



		185



		186



		187



		188



		189



		190



		191



		192



		193



		194



		195



		196



		197



		198



		199



		200



		201



		202



		203



		204



		205



		206



		207



		208



		209



		210



		211



		212



		213



		214



		215



		216



		217



		218



		219



		220



		221



		222



		223



		224



		225



		226



		227



		228



		229



		230



		231



		232



		233



		234



		235



		236



		237



		238



		239



		240



		241



		242



		243



		244



		245



		246



		247



		248



		249



		250



		251



		252



		253



		254



		255



		256



		257



		258



		259



		260



		261



		262



		263



		264



		265



		266



		267



		268



		269



		270



		271



		272



		273



		274













OEBPS/Images/9781473687639.jpg
“A tremendous and relevant read!”
—Stephen M. R. Covey, New York Times and #1 Wall Street Journal
bestselling author, The Speed of Trust

JOCELYN DAVIS

TIMELESS WISDOM
FOR LEADING WITHOUT
AUTHORITY





OEBPS/Images/common.jpg





OEBPS/Images/p17.jpg
Core Practices

.o a
- PROGRESS

inviting i
PARTICIPATION |-

Membership Control Performance
Stages of Group Development e





OEBPS/Images/bullet.jpg





OEBPS/Images/logo.jpg
NICHOLAS BREALEY
PUBLISHING

BOSTON + LONDON





