MANAGEMENT TRANSACTIONS

THE INFLUENCE MODEL: USING
RECIPROCITY AND EXCHANGE TO
GET WHAT YOU NEED
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I have done enough for you, Apollo

I l ow can you influence those
no authority? The short ans

so that you can trade for what you want. Thls key iprocity is the almost universal belief that peo-
influence is based on a principle that underlies all ple should be paid back for what they do—that
human interaction, the Law of Reciprocity. one good (or bad) turn deserves another.? This
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belief about behavior, evident in primitive and
not-so-primitive societies all around the world,
carries over into organizational life. One form it
takes in work settings is, “an honest day’s work
for an honest day’s pay.”

People generally expect that, over time, those
people they have done things for “owe them,” and
will roughly balance the ledger and repay costly
acts with equally valuable ones. This underlying

belief in how things are supposed to work allows

people in difficult orgamzatl
gain cooperation. A classw

vors for the pri
rule infractio
in return for ¢

he 1n1t1ates a joint project that can
steps out of the billing process and save the
manager considerable money. The give and take
of their relationship makes organizational life
better for both.

Give and take can also be negative. The trade
can be a loss of a benefit for lack of cooperation,
or a cost that results from an undesirable response.
Negative trades can be expressed as threats about
what will happen in the future, or can result in
both parties losing.
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EXCHANGE: THE ART OF GIVE AND
TAKE THAT PERMEATES ALL
INFLUENCE TACTICS

There are numerous ways of categorizing influ-
ence behavior. You can influence people by meth-
ods such as rational persuasion, inspirational ap-
peal, consultation, ingratiation, personal appeal,
forming a coalition, or relentless pressure.*

Although it is tempting to think of each of
S| hod

omething is being exct
tional persuasion works use the person per-

ing along with the

se, or that some-
on works because
seness for will-
n. None of these
ceiver does not

work in a given
is giving some-

ity 1s constantly taking
place in orgamzatlonal life. People do things and
get something in return

the process of exchange is more
. When you already have a good rela-
hip with another person, there is no need for
such conscious diagnosis of the situation and think-
ing through the appropriate approach. You just ask,
and if the colleague can respond, he or she will.
This doesn’t mean that our model doesn’t apply. It
does; it just means you are instinctively using it.
But there are other times when it is not so easy
to influence the other person, and a more delib-
erate and conscious approach is needed. That is
why this influence model—a careful diagnosis of
the other’s interests, assessment of what resources
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Reciprocity Naturally Takes Place in Organizational Life

Dr. Stanley Snyder, scientist, inventor, and entrepreneur, is an untenured senior scientist at a
leading Midwestern university. As a maverick and self-described organizational outsider, Dr.
Snyder learned to gain necessary influence through difficult experience. Dr. Snyder had been for
a long time an adjunct member of the biology department, a natural home because he had his
Ph.D. in molecular biology. In that department, he had developed several patented technologies
for the university and paid his own way through royalties and grants. However, he had been a
thorn in the side of the assistant provost for Research, who Dr. Snyder believed had been look-
ing for an excuse to get rid of him for some time

The anthrax scare lmmedlatelyk fe

the FBI as if
leave (a very
Dr. Snyde
orators. He d
this stressful

versity. Dr. Snyder is currently hard at wor pplied research and new inventions.

Exhibit 1. Examples of Reciprocity at Work

YOU GIVE YOU GET

Work that job description calls for Standard pay and benefits

Willingness to work on weekend to complete project Boss praises you, mentions extra effort to higher-ups, suggests
you extend vacation

Support for a colleague’s project at a key meeting Colleague gives you first shot at project results

A difficult analysis requested by colleague not in your area Colleague tells your boss how terrific you are
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Exhibit 2. Conditions Requiring Conscious
Use of an Influence Model

Use an influence model when faced with one or more of the
following conditions:

*  The other person is known to be resistant.

*  You don’t know the other person or group and are asking
for something that might be costly to them.

*  You have a poor relationship (or are part of a group that has a
poor relationship) with the group the other person belongs to.

*  You might not get another chance.

*  You have tried everything you can think
person still refuses what yo

you poSsess, attention to the relationship
can be so valuable. Exhibit 2 lists the cond1t10
ematic way of di

ircumstances.® Let’s look a
el.

are in difficy
parts of the

ally if you work at it. When you ne

from someone who has no formal obhgatlon toi

cooperate, begin by assessing whether you could
form an alliance by discovering where there
might be overlapping interests. Failure to do that
by assuming the other person will be an adver-
sary rather than an ally prevents accurate under-
standing, leading to misperceptions, stereotypes,
and miscommunication, and can create a self-
fulfilling prophecy. Treating the other person as
an enemy produces adversarial responses. This
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same mind-set of assuming the other person is a
potential ally also applies to your manager; if
you assume that managers are partners in the or-
ganization with subordinates, then it is also part
of your responsibility, along with the manager, to
figure out how to make the relationship mutu-
ally beneficial.

Clarify Your Goals and Priorities. Knowing
what you want from the potential ally isn’t always
easy. The dimensions that affect the choice of how

you.should proceed are:

Are they “must-have”
haves” that can be ne;

not sort personal desires from what is truly nec-
essary on the job, and creates confusion or re-
sistance. For example, if you are overly concerned
about being right at all costs, humiliating the other
person, or always having the last word, your per-
sonal concerns can become central and interfere
‘more important organizational goals.
u rather be right or effective?
Diagnose the Ally’s World: Organizational
Forces Likely to Shape Goals, Concerns, and
Needs. The challenge here is to determine the or-
ganizational situation of the potential ally that
drives much of what he or she cares about. These
forces usually play an even greater role in shap-
ing what is important to them than their person-
ality. If for any reason you can’t ask that person di-
rectly, examine the organizational forces that
might shape goals, concerns, or needs. For ex-
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Exhibit 3. Summary of the Cohen-Bradford Model of Influence Without Authority

powerful effect o
exchange for co

tendency to blame
motives for behavior

the role. Understandin
is under can help you

The Ally’s and Yours. We have name
that people care about “currencies” because tha
equates something of value you have that you can
trade for something valuable they have. Most peo-
ple care about more than one thing (e.g., prestige,
money, being liked). If you can identify several ap-
plicable currencies, you will have a wider range of
possibilities to offer in exchange (see Exhibit 4).
Assess Your Resources Relative to the Ally’s
Wants. 1t is not unlikely that your ally wants some
things that you can’t offer. Therefore, it is impor-
tant to know what resources you command or have

Identify relevant

theirs, yours

currencies,

ghgi
and take

1 person—positive, neutral, or negative?
(2) How does that person want to be related to?

You might have a prior relationship, and if it
is a good one, then it will be easier to ask for what
you want without having to prove your good in-
tentions. If, however, the relationship has a his-
tory of mistrust—whether for personal reasons or
because you represent departments in conflict—
or there has been no prior contact, proceed with
caution. You will need to pay attention to building
the requisite trust and credibility.
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Exhibit 4. Sources of Currencies

SOURCES EXAMPLES
Organizationally Performance, how to behave,
determined reward system

Job-determined Meeting measures, doing

required work well

Personally determined Preferred style, reputation

Each person has pref ed ways of being re-
lated to. Some like you’to brlng ath

person is
Deter
changes.

ally, as wel
teraction

* Your willingness to
what you want

This helps you plan an approach that has the
best chance of being judged on its merits.

Outcomes of Exchange: Task and Relation-
ship Are Both Important. In organizations, all in-
fluence attempts simultaneously contain both a task
and a relationship component. There is the work at
hand and the nature of the relationship: In addi-
tion, people seldom interact without past experi-
ence or knowledge of each other somehow shaping
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the discussion. (In fact, it isn’t even necessary for
you to have actually interacted with someone to
have your reputation from other interactions be a
factor in how the person will deal with you.) Fur-
thermore, ideas about the results for the relationship
in the future are likely also to affect the discussion.
Ignoring the future risks winning the battle but los-
ing the war. You can choose to ignore the history,
or the consequences of your exchange attempts on
the relatlonshlp, but that could be a problem ifyou

ulating or interested in i
sonal benefit rather than
they will be wary, resistan
retahate later. In this way, i

rganizational work,

ng, self-seeking
me, but eventu-

a'way to make relatlonshlps before they are
needed. Suppose you want a special analysis from
a colleague in order to proceed with your new
product planning. If the relationship has been
strained, you may first need to relieve the strain
and reestablish the relationship. This will ease the
conversation about the information you need and
aid in finding a basis for getting the help you want.

Finally, a discussion of what you want and the
quality of the relationship are always concurrent.
Pay attention to the process of discussion about ex-
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change. If you focus only on the task outcome—
getting your way—you may not only harm future
dealings but also lose the deal.

Making many relationships and creating a pos-
itive reputation means that your credit will be
good, and you will have longer to pay back the
help received. Having a good reputation is a form
of saving for a rainy day, like making a goodwill
deposit in a bank, so that you have the capacity for
drawing on it later. Try not to mortgage the fu-
ture; you never know when you will | t0 ¢
in your chips.
Exchanges Can Be Positivét

something beneficial
something that is of val

requests since yo
Note two for
plicit or explicit 1
what might happe
person’s responses;
in which both sid

changes are even
latory exchanges are
only as a last resor
veloped the kind
self-striving gets re
People who care a

ded, it suffers and declines.
the organization’s objec-

ative consequences that will res)
cepting it. If compliance will r n
benefit, there is always the underlylng posc“ )t
that not complying will lead to negative results
for both parties. You can make clear or leave un-
said how you will repay refusal with a compara-
ble future refusal to cooperate, or a willingness
to inflict something negative. “If you help me I
will give you my undying gratitude,” can also
mean, “If you do not help me I will not give you
any gratitude (and may even be upset).” Similarly,
“If you can loan me that chemical engineer, I can
complete this essential project,” implies that fail-

ure to comply will stop the project and something
valuable will be lost. Finally, you can use negative
exchanges to gradually up the ante, making it in-
creasingly undesirable not to cooperate.

Being overt about the possibility of a negative
exchange can be useful in moving things along,
putting teeth into the request. It shows seriousness
and can be a powerful way to move others—if the
threat is real and the other person cares about it.

at of negative consequences
is a less friendly way. make exchanges, it
may be necessary in difficult situations.

hile the threat of negative ¢ nsequences is

bugh negative exchanges cai
encers, we encourage beg1u; 1ing with the pos-
itive side of exchange. There are some people who
find it more difficult to-get tough when necessary,
but we believe that ‘positive emphasis will ex-
and the influence repertoires of most people.

Taking a negative approach may create its own
form of reciprocity, one in which the other per-
son feels compelled to oppose you. You create a
self-fulfilling prophecy. Threatened people often
automatically start to fight fire with fire, increas-
ing their resistance. The person becomes more
difficult, reinforcing your negative opinion, which
induces you to be tougher. The negativism esca-
lates until each of you is irritated and unlikely to
bend. Even worse, if you gain a reputation for the
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negative, some potential allies will take a negative
posture toward you before you do anything to
them. The potential threat of your setting fires
causes them to burn you first.

Another reason for accentuating the positive
is that peers and superiors may be stronger; they
may have at least as many resources available to
retaliate as you do, which heightens the potential
dangers from getting into a spitting contest. They

stage of the model, whether or not the'pe
aware or conscious of using it. Either the person
desiring influence manages to make things worse,
gives up prematurely, or doesn’t even try in frus-
tration from anticipated failure. Exhibit 5 lists
the most common ways that people block their
own effectiveness at each stage; these can serve as
warning alerts to monitor yourself as you try to
make things happen at work.

Barrier: Not Assuming the Other Person Is
at Least a Potential Ally. Failure to think in a pos-
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may salivate at the chance to show who is tougher.

_a thing, whether ¢

Exhibit 5. Common:S

itive way about people who are difficult to influ-
ence is perhaps the deadliest of self-created traps.
It usually starts with a request that is turned down.
You want something that to you is clearly impor-
tant, and well within the capacity of the other per-
son to deliver. Sometimes this is followed by a
second request and, if you are really determined,
a third. Few people can be turned down two to
three times without walking away from the inter-
action convinced that there is something funda-

rd.”” “A numbers-
” “A soft-headed

countant who doesn’
ictuary.”), but it get
The problem 1

re a jerk!” The
the person is a
d a big enough

hé neon sign.
Separate your frustra at the moment
(which is real) from the conclusion that this per-

If-Created Barriers to

Influencing

ot assuming other person is at least a potential ally.
Not clarifying your goals and priorities.

Not diagnosing ally’s world: Organizational forces likely to
shape goals, concerns, needs.

Not determining the ally’s currencies.

Knowing but not accepting the ally’s currencies.

Not assessing your resources relative to the ally’s wants.
Not diagnosing your relationship with the potential ally
(and fixing it if necessary).

Not figuring out how you want to make trades—and
making them.




The Influence Model 65

son could never be an ally. Even though he or she
may think there is a rational reason for opposi-
tion, search for some common ground. Try not to
write off anyone, no matter how difficult they ap-
pear. If after all efforts you fail, there is plenty of
time to be dismissive.

Barrier: Not Clarifying Your Goals and Pri-
orities. You may be tempted to build up a long list
of what you desire, especially from someone you
haven’t had success with or anticipate resistance

Classic Joke on the Hazards of
Assuming the Worst of Someone You
Want to Influence: The Story of the Jack

A man was driving an unfamiliar coun-
try road late at night, when his tire blew.
He intended to change the tire, but discov-
ered that he had no jack in the trunk. After
fuming a while, he decided that his only
choice was to walk until he found a farm-

mixing it into thQ
reaction to the n

tense personal need
do the other in, to st
ahead, and so on—g¢
son being sure th
tion to get the work
sonal trlumph S0 imp:

e more than a victory. Is per-
tant that you are willing to

uation they are in, especially within organizations
A major source of failed influence is that people
in another department are measured for different
accomplishments than you are, and they are there-
fore unwilling to do what is requested. Instead of
trying to accommodate to what they inevitably
see as very important, you just push them harder
to do what you know is important to the organi-
zation, and to you.

Barrier: Not Determining the Ally’s Curren-
cies. Even more fundamental is the common fail-

a jack. As he walked, he
it-it was late, dark, and

ore concerned about the llkely
verson he would be wa

soccer enthusiast trying to sell the game to a bas-
ketball or American football fan by raving, “It’s
such a subtle game of skill and tactics that there is
very little scoring, and if you watch long enough,
you will see how beautiful it is!” That argument
hasn’t worked yet, though some keep using it.
Another common major barrier is failing to
recognize the possible range of currencies that
people can value, assuming that everyone likes
only what you like. It isn’t only Henry Higgins of
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Example of Failing to Take into
Account Organizational Forces Driving
Resistant Behavior at an International
Software Company

A product manager is frustrated because
the country manager in France won't push
his salesforce to try an important new prod-
uct. But it turns out that the country man-
ager is measured by total country sales and
it is much more work for his
explain and sell a new, low |

tant currency, and whe
that, you are stuck, as v
product manager and the Fre chcot
in the sidebar on organizational for
everyone has a valued portfolio of currencies, and
even though some are more valued than others,
trade-offs are often possible.

Barrier: Not Accepting the Ally’s Currencies.
Sometimes the influencer does understand what
the other person cares about, but doesn’t accept
those as desirable currencies. It is one thing if
what the other person wants violates deeply held
values or ethical principles, but often it is just dif-
ferences. A go-getter with entrepreneurial skills
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can have difficulty accepting the colleague who
focuses on structure and procedures, leading him
to want to change the colleague instead of ac-
commodating to what is important to him. Influ-
ence by exchange is about giving what the other
person wants in return for what you need, not
about changing what the person wants.

Barrier: Not Assessing Your Resources Rel-
ative to the Ally’s Wants. The biggest barrier here
is fa111ng to recognize that many of the desired

nsfer of budget dol-
> a budget for your

lars and you do not yet ha:
proj ject, you might be at a de

can block mak-
usted, it can be
tner to take any
desiring influ-

s of transactlons
the last minute, ¥

of attempting influenc
mpulatlve creat ing distrust in the process. No
vorks well when the person using it is
elved as only self-interested. Our influence
model doesn’t work when it is used in a way that
appears to be only about the influencer’s benefit,
and not at all about the organization’s true needs.
This problem is compounded by Machiavellian
game players who cloak all requests in the “it’s-
good-for-the-organization” mantle, as if no one
notices their self-orientation.
Barrier: Not Figuring Out How You Want to
Make Trades—And Making Them. Again, failure
to create trust is a major barrier to influence. Com-
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ing across as a person who makes everything into
a tit-for-tat exchange—a wheeler-dealer or a com-
pulsive exchanger who can never rely on mutual
goodwill and liking—can cause even attractive
deals to get turned down. Occasionally, an influ-
encer goes too far in the other direction, presum-
ing that past positive exchanges and a decent re-
lationship should cause the person being asked
for cooperation to completely go against self-
interest, and then gets angry at the ally who says
that the request is too much. The ange ‘
terferes with the relationship, and future as well as
present influence is lost.
Another common barrie
your style of interacting to o
tential ally. This can
blindness in which,

r example, you don’t no-
on likes concise solutions

- own preference

. matter of per-

ing model to help him determine action.

AN ALL-TOO-COMMON EXAMPLE OF
FAILED INFLUENCE—AND HOW USING THE
INFLUENCE MODEL COULD HAVE HELPED

Bill Heatton is the director of research at a $:
million division of a large West Coa
names in this example are disguised, bu
real). The division, which makes exotic te ecom:
munications components, has many technical ad-
vancements to its credit. In the past several years,
however, the division’s performance has been spotty
at best. Despite many efforts to become more prof-
itable, it has racked up multimillion-dollar losses in
some years. Several large contracts have been big
money losers, causing each part of the division to
blame the others for the problems. A major cause
of the problem, Bill feels, is Roland, a program
manager in marketing.

e to yourself.”

Note Bill’s frustrations as he talks about his ef-
forts to influence Ted Lowry, his peer and the di-
vision’s director of marketing. Ted is the direct
supervisor of Roland, who has been given the re-
sponsibility for an important new contract that
marketing and research (along with production)
will work on together:

Another program’s about to come through. Roland,
th m manager, is a nice guy, but he doesn’t
andnever will. He was responsible for
our last b1g loss, and now he’s going to be in charge
again. I keep fighting with his manager, Ted Lowry,

en overruled my o
ho we should asé

etting any response from them.
- to resolve this. If they disagre
go for a tit-for-tat strategy. I co

atistaction 1'd get from sticking it to Roland.
Ted, Roland’s manager, is so much better than the
guy he replaced that I hate to ask that he be removed
as director of marketing. We could go together to
our mutual manager, the general manager, but I'd
really hate to do that. You’ve failed in a matrix or-
ganization if you have to go to your manager. [ have
to try hard before I throw it in his lap.
Meanwhile, I’'m being forced into insisting that
Ted get rid of Roland, but I’'m afraid it’s in a de-
structive way. All I want to do is yell. I don’t want
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to wait until the program has failed to be told I’ve
blown it!

Bill was clearly angry about the situation and
frustrated about his inability to influence Ted Lowry.
He found himself behaving in ways he didn’t feel
good about. Bill’s failure to use the Law of Reci-
procity lies at the heart of his inability to influence
Ted. Because Bill believed he had gone out of his

s not cooperatlng, Bill narro
531b111tles by seeing Ted, his

his sense of }
tentlal ally, a

worthwhlle ally; and he saw his manager “the
eral manager, only as a court of last resort rather
than as a possible resource for problem solving.

Thus, Bill isolated himself from potential allies
and felt incapable of effecting any mutually sat-
isfying solution.

Failure to Clarify His Own Goals and Pri-
orities. Bill had a lot of trouble sorting out his
goals and priorities. He wanted to get rid of
Roland, but that was actually a means to a more
important end: improving the project management
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process and reversing the division’s current slump.
Bill wanted Ted to acknowledge his needs; but he
focused on one particular response, not joint prob-
lem solving. He wanted revenge, but he didn’t
want to harm the organization. He wanted the
problem resolved, but he didn’t want to involve
the general manager because that would look
weak. No wonder Bill was unable to muster in-
fluence; he had not figured out exactly what mat-
tered most to him. As a result, he was unable to de-
plan of action.

jagnose Ally’s World and Re-
. As aresult of the very human

sulting Currencies

tendency to focus on self-interests, Bill missed
seeing the issue from h

potential ally’s world
and point of view. For example, Bill did not think
about what costs Ted would incur if he were to re-
move Roland from the proj
determined these inter-

utside attacks.

ut diagnosis, Bill
 following ques-

better?

oes Ted fear he will seta precedent by al-
lowing R&D to determine his staffing?

Bill was so intent on telling Ted that he should
get rid of Roland that he never bothered to assess
what Ted’s perceptions might be or to consider
how it would affect Ted to go along.

Finally, Bill never even asked Ted why he had
not responded. Perhaps Ted was being measured
by different criteria or pressured by the general
manager in some way that made it impossible to
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respond to Bill’s request. Instead of fuming and
dreaming of revenge, Bill might have set out on
a fact-finding mission to learn what he could do
to fashion an exchange worthwhile from Ted’s
point of view as well as from his own.

Bill might have approached Ted in a friendly,
nonthreatening manner and said, “Ted, I'm really
baffled. It seems to me that you are reluctant to ad-
dress my concerns about Roland. Obviously, my
view of him is different from yours, so help me un
derstand where you are on this.” Such a ﬁrs
might have at least broken the ice. W
edge of the potential ally’s worls
pinpoint what would produce the desired respons :

missed many p0s51b111tles
he beheved that he acted

area, thereby creatin
clear that Ted reali
requests, or that Ted g

with him and Ted, not as the ﬁnal arbl‘ et b
problem-solving consultant?

Furthermore, Bill appeared to have only two
styles of interaction: nice or nasty. When nice did
not work, he thought only of turning to nasty.
More moderate styles—inquisitive, calmly insis-
tent, or speculative—did not seem to occur to him.
With a scientific background, Bill probably was ca-
pable of calling on such alternative styles, but he
did not look carefully enough at his behavioral
options to get any use from them. Thus, he had
far less impact than he could have had.

Because he had no model of how to influence,
and therefore no useful way to organize a diagno-
sis, he could only stew in his own frustration. He
didn’t know what to ask Ted or how to initiate a di-
alogue about Roland that could guide him to a
workable strategy. This is an apt illustration of so-
cial psychologist Kurt Lewin’s maxim, “There is
nothing so practical as a good theory”—or we
might add, so impractical as the lack of a good one.

for somethmg thati
determme what you

t can be ex-
uiring influ-

encies represent resources |
ged, they are the basis for

FREQUENTLY VALUED CURRENCIES

To make trades, you need to be aware of many
things people care about and all the valuables you
have to offer. At least five types of currencies are
at work in a variety of settings:

1. Inspiration-related
2. Task-related
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Exhibit 6. Currencies Frequently Valued in Organizations

INSPIRATION-RELATED CURRENCIES
Vision

Excellence

Moral/ethical correctness

TASK-RELATED CURRENCIES
New resources
Challenge/learning

Assistance Receiving help w1th existin

Organizational support
Rapid response

Information

POSITION-RELATED CURREN

Recognition Acknowledgment of effort ac
Visibility The chance to be known by h
Reputation Being seen as competent, ¢ f
Insiderness/imp

A sense of centrahty, of belo
Contacts for lin]

Gratitude
Ownership/in
Self-concept
Comfort

thalmng access to organizational or technical knowledge

lishment, or abilities
ups or significant others in the organiz
d

Being involved in a task that has larger significance for unit, organization, customers, or society
Having a chance to do important things really well
Doing what is “right” by a higher standard than efficiency

Obtaining money, budget increases, personnel, space, and so forth
Getting to do tasks that increase skills and abilities
rojects or unwanted tasks

ce with implementation

sive and is somewhat arbitrarily
venience, it does provide a broader :
sible currencies than many orgamzauonal
members conventionally think about. Having this
framework can alert you to possible currencies
valued by others or available to you to offer. Ex-
hibit 6 summarizes our starter list of currencies.

Inspiration-Related Currencies. Inspiration-
related currencies reflect inspirational goals that
provide meaning to the work a person does. They
are increasingly valued by people at all levels of
organizational life.
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Vision. Vision is perhaps the grandest of cur-
rencies. Portraying an exciting vision of the com-
pany’s or department’s future and imparting a
sense of how the ally’s cooperation will help reach
it can be highl tivating. You can help over-
nal objections and inconvenience if
spire the potential ally to see the larger
51gn1ﬁcance of your request.

Excellence. The opportunity to do something
really well and pride in having the chance to ac-
complish important work with genuine excel-
lence can be highly motivating. In this sense,
craftsmanship is not dead; it is only in hiding,
waiting to be tapped. There are many people who
want to do high-quality, polished work, and
knowing how to offer a chance to do that can be
a valuable currency.
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Moral/Ethical Correctness. Probably most
members of organizations would like to act ac-
cording to what they perceive to be the ethical,
moral, altruistic, or correct thing to do. But they
often feel that isn’t possible in their job. Because
they value a higher standard than efficiency or per-
sonal convenience, these people respond to requests
that let them feel they are doing what is “right.”
Their self-image is such that they would rather be
personally inconvenienced than do anything the
think inappropriate. This lets them feel good about

in organizations w
ficult to obtain, on
cies is the chance:

or may not be dir
clude the loan o

Challenge.
provide a challe
widely valued cu
life. Challenge is
in surveys of wha
ees about thelr _]O )

they could in-
equipment.

k on tough tasks. In many
, it is a running joke that the
elf 80 hours a week on a

technical organizations,
reward for killing y

tant project. For those peopl ;
is its own reward. ‘

It is usually not difficult to ﬁgur 1
offermg challenge. Asking your potentlal

join in the problem-solving group or passing along’

a tough piece of your project for him or her to
work on are ways you can pay in the currency of
challenge (and, if the person is at all competent,
probably get back more than you expected).

If your boss values challenge, it would be sen-
sible to share information about tough issues you
are facing, go to him or her with tough decisions
to talk over, or suggest major issues that he or she
could tackle with colleagues or higher-ups. (The

boss who hates challenge, however, will value
being protected from dealing with complex issues.)

Assistance. Although large numbers of people
desire increased responsibilities and challenge, most
have tasks they need help on or would be glad to
shed. Perhaps they personally dislike those tasks,
are swamped by the current difficulties they face, are
in unreasonably demanding jobs, or for some rea-
son have decided to disinvest in the organization.
ver the reason, they will respond particularly
: ne who can provide relief.

The chance to work at tasks that provide a

trying to gain approval for _project or plan can
be greatly aided by havin, friend in court.” A
positive word dropped at the right time to the right
person can be elpful in furthering some-
jectives. This kind of support 1s
most Valuable when the person receiving it is
under fire and a colleague takes a public stand in
support of the person or the project.

Rapid Response. It can be worth a great deal
for a colleague or boss to know that you will re-
spond quickly to urgent requests. Managers in
charge of resources that are always needed “yes-
terday” soon discover that helping someone avoid
the waiting line builds valuable credit that can be
drawn on later. Sometimes, people in this posi-
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tion get carried away and try to make it seem that
they’re always doing the other person a big favor,
even when they have spare capacity. This tactic
works only as long as those with urgent requests
don’t know the true backlog; a secret that is likely
not to be secret for long. Be careful; overdoing
your burdens not only depreciates a valuable cur-
rency but also builds mistrust.

Information junkies will go out of thei.
way to help anyone who can give
fix of insider informat ven if it does

not help them ‘immediate tasks.

Information. Recognizing that knowledge i

knowledge and isw
values this kind o

throughout the organizati
your ear to the ground will pr
extra-valuable currency to offer to the mforma on
hungry boss. Paradoxically, the higher a person’s
position, the less likely he or she is to be aware of
what is really going on in the organization and the
greater the gratitude for being kept informed.
Position-Related Currencies. These curren-
cies enhance a person’s position in the organiza-
tion and, thereby, indirectly aid the person’s abil-
ity to accomplish tasks or advance a career.
Recognition. Many people gladly will extend
themselves for a project when they believe their con-
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tributions will be recognized. Yet, it is remarkable
how many fail to spread recognition around or with-
hold it for only very special occasions. It is proba-
bly not a coincidence that virtually all the managers
identified in a major research study as having suc-
cessfully accomplished innovation from the middle
of their organizations were very careful to share the
credit and spread the glory once the innovation was
in place.® They all recognized the importance of pay-
ing people off in this valuable currency.

lity to Hzgher— Ups. Ambltlous em-

promotions. That is why, for example, task force
members may fight over who will be allowed to
present the group’s recommendations to top de-

rtant to have on
. A talented per-
1 a nominally im-
d or not asked for
1ake a real differ-
only partially re-

because few have direct
actual capacmes Accur ‘

ften people at lower levels, who think they
have very little clout, don’t realize how much they
can do to influence the reputation of a manager
who has more formal power. Speaking well or ill
of the manager can make an enormous difference
in reputation and, therefore, effectiveness. Aware
sales personnel go out of their way to be nice to
secretaries or other support staff members. They
realize that a nasty comment about them from a
secretary to the boss can create a bad impression
that is difficult to overcome.
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Insiderness. For some members, being in the
inner circle can be a most valued currency. One
sign of this currency is having inside information,
and another is being connected to important peo-
ple. The chance to be included in important events,
tasks, or plans can be valuable in itself. Some peo-
ple gain their own sense of significance from being
close to the action and extend themselves to ob-
tain that kind of access.

Importance. A variation on the currency of n-

A Contact-Creation Master

Our friend, Alice Sargent, an organiza-
tional consultant, was the world’s greatest
contact facilitator. Alice’s address book—
built through expertise; a friendly, open
style; willingness to extend herself; and a
profession that put her in the position of
meeting many new people—was at the ser-
vice of hundreds of people, mcludmg us,

side knowledge and contacts is the ch
important. Inclusion and informati
of that, but just being ackno eﬂged as an im-
portant player counts a lot for the large
of people who feel their value is under-rec .

Contacts. Related to many of the previous cur-
rencies is the opportunity for making contacts,

actions. Some pe
pacities to build saf
they have access. Th

tating introductions.
Relattonshtp J

ing as currencies. Whi
closeness over other,

not preface serious task discussions with warmth
and acceptance.

Understanding/Listening/Sympathy
leagues who feel beleaguered by the demands of
the organization, isolated, or unsupported by the
boss place an especially high value on a sympa-
thetic ear. Almost everyone is glad at times for a
chance to talk about what bugs him or her, espe-
cially when the listeners seem to have no axe to
grind or are not too caught up in their own prob-
lems to pay attention. Indeed, sympathetic listen-
ing without advice is a form of action that many
managers do not recognize because, by the nature

ew someone we should

desire to be
grateful for

thbed,
ight
decide

ven on her unfairly premature
till searching for st t

ney the :Value most. When a colleague is feel-
mg stressed, upset, vulnerable, or needy, he will
doubly appreciate—and remember—a thought-
ful gesture such as dropping by his desk to in-
quire how he is doing, a kind word, or a hand on
the shoulder. Some people are intuitively brilliant
at figuring out just the right touch with a colleague
in personal stress, sensing who would appreciate
flowers, who would like to be asked home to din-
ner, and who would respond best to a copy of a
meaningful article or book. The item itself is far
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less important than the gesture, no matter how
awkwardly it might be expressed.

Unfortunately, such personal gestures could
miss the mark or be misconstrued as signs of more
intimate interest or personal friendship than might
have been intended. An invitation to dinner at your
home, for example, could come across as an in-
trusion to a very private person. Although caution
is in order, genuinely kind gestures usually tran-
scend misinterpretation.

Personal Currencies. Thes
form an infinite list of idiosyn

his is a tricky curr
desire it, it 1s easil

itude for
a similar

thinking about currencies
is to include those that are
son’s image of himself or herself Payments
not always have to be made by someone else. They
can be self-generated through action consistent
with your idea of who you are and awarded to your-
self to fit personal beliefs about being virtuous,
benevolent, or committed to the organization’s wel-
fare. You might respond to another’s request be-
cause it reinforces your cherished values, sense of
identity, or feelings of self-worth. Payment is still
interpersonally stimulated, generating this kind of
self-payment by asking for cooperation to accom-
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able change

plish organizational goals. But the person who re-
sponds because “it is the right thing to do” and
feels good about being the “kind of person who
does not act out of narrow self-interest” is printing
currency (virtue) that is self-satisfying.
Rosabeth Kanter, a leading researcher on
change, discovered a number of innovative mid-
dle managers who had worked long and hard to
make significant changes that they knew would
not be rewarded ? Several had been punished
0 ization for fighting through valu-
that upset cherished beliefs or key
executives. Furthermore, they had been aware

‘ted in advance-
their job with a
them a valuable

Exhibit 7. Common Negative Currencies

olding Payments
Not giving recognition
Not offering support
Not providing challenge
Threatening to quit the situation

Directly Undesirable
Raising voice, yelling
Refusing to cooperate when asked
Escalating issue upwards to common boss
Going public with issue, making lack of cooperation visible
Attacking person’s reputation, integrity
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repercussions you don’t want, but they are some-
times potent or necessary. Negative currencies
come in two forms:

1. Withholding payment of a known valu-
able currency
2. Using directly undesirable currencies

Insofar as a currency is valuable to an ally, its
absence or threatened removal can also be moti-
vating. Because too many people think. onl
the possible negative effects when
ence, we have stressed the positive side of cur-
rency use; but it would be n edlessly self-li
to overlook the power of wi
currency you control
recognition, challen

, OT support can move an
1n the right situation, the

or more of them, ¢
you to move the o

The danger is
You don’t want to enrage a
mmunition than you do or
OWn 1n flames whlle drag-

to retaliate when you least expe :

Therefore, it is the better part of val
when employing the negative Varlatlon of‘cur
rency exchange, to look for a positive way to frame
the currency. “I know you wouldn’t want to be
left out” probably will get a more positive response
than “If you don’t cooperate, I'll see that you’re left
out.” In both cases, however, it is the absence or
withholding of the currency that is being used as
exchangeable merchandise. If you have to directly
use a negative currency, try to tie it to a future,
more desirable state in which the negatives won’t
be necessary.

king 1nﬂu-‘

USING CURRENCIES: COMPLEXITIES AND
RESTRICTIONS

Even if you do not underestimate the number
of currencies you have available, there are still
complex issues around implementation.

Establishing Currency Exchange Rates: How
to Equate Apples and Oranges. 1f it is true that
everyone expects to be paid back in one form or
another, then 1t is 1mportant to address the ques-

A useful way of conceptu »121ng what is im-
portant to potential allies is to examine the goods
and services they trade in. What do they seem to
care about? Wha y signal by their language?
o they talk about first when explaining why
they do not want to cooperate? Does your analy-
sis of their world and how they are measured and
rewarded help? Can you ask directly—in a col-
laborative way, aimed at finding ways to help them
so they can help you? Be careful not to load your
own weights for their currencies. It isn’t how you
value the goods and services, it is how they do.
Occasionally, members of organizations know
exactly what they want in return for favors or help
at work, but more often they will settle for very
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rough equivalents—provided there is reasonable
goodwill. It may, therefore, be more important to
identify the currency the potential ally likes to
trade in and offer to pay with goods that you have
translated into that currency than it is to deter-
mine the exact right amount. In other words, think
about the nature (quality) of the currency in each
transaction before you worry about the quantity.

. .the same currency that is successful

ed differently. The value of a c
of the beholder. Whi

translatable into several dzﬁferen
cies. To the receiver, it may be a perfor-
mance currency (“When I have the report,
I’ll be able to determine which products to
push.”); a political currency (“Getting the
report will help me look good to my divi-
sion president.”); or a personal currency
(“Although getting the report certainly
won’t hurt my decision making, more sig-
nificant is the fact that it really shows you
recognize my importance.”). The same
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good may be valued for different reasons by
different people—or by the same person.
*  One currency can be paid in many differ-
ent forms. For example, you can pay in ap-
preciation by verbal thanks, praise, a pub-
lic statement of support at a meeting,
informal comments to peers, or a note to
the person’s boss.
»  The changeable nature of the value of cur-
rency makes it even more necessary to un-
1 nd as much as you can about what

izational, Not Just
have discussed

1t. When an em-
the Welfare of his

changes that pr0V1de a ben

than to the individual can b
At the same time, the

chological satisfaction ¢

al person is indeed a powerful

forr ny This is a potent payoff to them,
'when at first glance what they must give does
not appear to be in their self-interest.

In fact, in some organizations, the acquisition
of a reputation for being willing to do things that
are not of immediate personal benefit is precisely
what develops an influential, positive reputation.
These are the kinds of organizations in which al-
truism reigns supreme. We have watched a large
number of upper middle managers at Blue Cross
Blue Shield of Massachusetts, for example, focus
on what the organization can do for members and
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the uninsured and resist talk of narrowly construed
self- or departmental interests. Managers who can
think creatively about helping customers are lis-
tened to and valued.

In such situations, a strategy of encouraging
the potential ally to cooperate for personal gain
is a serious breach of etiquette. That the person’s
reputation will be enhanced is considered a by-
product, one not to be overtly touted.

Although there may be a few situations where
blunt, “I’ll do this if you will do that,” trades ar

thing like, “Your a
of the product, and that will aid your group’s get-

deserves for its outstand-

guage—words whose connotati
people whose support is most n
priate language can convert what mlght have bee
valuable to a potential ally into undesirable cur-
rency. One of the authors remembers vividly get-
ting completely tuned out at the old, polite
Hewlett-Packard for talking to human resources
people about “ways to get clout.” They wanted to
shape managerial practice, but clout sounded far
too crude. (And they were too nice to tell him
until after easing him out of the program.)

Make Long-Term Investments. 1t is all too easy
to forget about the future when you are focusing on

your current job and all the ways you need more in-
fluence. But try to think longer term, anticipating fu-
ture currencies of relevant colleagues (or possible fu-
ture colleagues). If your job, for example, interfaces
with operations and you are aware that your organ-
ization is facing cost pressures and will need to con-
sider outsourcing some activities to India or China,
you might want to learn something about the diffi-
culties of outsourcing even though no one has asked
you‘ to. If you build knowledge in advance, you

umped with the problem,
that will serve you later.

Rare technical knowledge?
Organizational information

ses for your products that might be of in-
terest to other customers? Potential clients
who are not being attended to now?

» Political information such as who is un-
happy, planning to leave, on the rise, or
close to key higher-ups?

What do you control that requires no permis-
sion from anyone to “spend”? As suggested ear-
lier, sometimes people who feel impotent have
been thinking too narrowly about what resources
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Exhibit 8. Checklist for Avoiding Currency Traps

Don 't underestimate what you have to offer. What do your training and experience give you?

YOUR RESOURCES

QO  Technical

O Organization information
QO  Customer knowledge

0 Political information

What do you control that requires no permission to spen
Reputation

a

O Appreciation
Q  Visibility

O Gratitude

0 Recognition
0 Respect

a

Your personal help on tasks

Don’t exaggerat
a  Canyou

WHO WOULD VALUE THE RESOURCE?

posal 1f you cast your net wide enoug: :
Pay in the Currency the Other Values, Not Just
What You Would Value. This is a completely un-
derstandable trap because it is both easier to know
what you like and to assume that because it is so
valuable to you, everyone else must want the same.
Sure, there are some universals that almost every-
one wants—self-worth, recognition for good work,
connection—but even for those, it is tricky. Many
people like positive attention and gratitude, but some
do not like the spotlight or being thanked for favors
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just want to be left alone. Bu

that they f'their job. Others
en worse, people
often are so preoccupied with what they want that
they don’t pay close attention to or totally ignore
the signals the other is sending about what matters
to him or her. These signals are heard as excuses or
barriers or are just plain

We have any people, even at high lev-
els, who-are so certain that it would be impossi-
e to influence their manager that they completely
miss something as obvious as the manager’s de-
sire for proposals to be made in writing. For ex-
ample, the subordinate wants early feedback, but
she is so sure that the boss won’t like her idea that
she doesn’t bother to put it into a concise memo
and send it ahead before the meeting. Creating a
memo is within the subordinate’s control, but she
never sees how crucial that is to her reflective and
busy boss, so she fails to take a simple but effec-
tive step to gain influence.
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Nonconvertible Currencies

The founder-chairman of a high-tech company and the president he had hired five years ear-
lier were growing more and more displeased with each other. The president, a Harvard MBA,
was committed to creating maximum shareholder value—the currency most precious to him. He
predicted that the company's line of exotic components would soon saturate the market, and risky
major research investments would be needed to make the strategic move to end-user products.
Accordingly, he concluded that the company was in a perfect position to cash in by squeezing ex-
penses to maximize profits and then going public.
The chalrman was unmoved however because he Valued a dlfferent currency, the fun of

[/l interested in the $10

they resent ambit
than work with it
get ahead. Reme

right!” There are certainly principles not wort!
violating but “It’s not my job” probably isn’t one
of them. Think of it as building a line of credit
that you might want to draw on someday, or think
of'it just as being effective. If it is in the organi-
zation’s interest for you to figure out what oth-
ers need to cooperate, then eventually it will also
be in your interest.

A Word of Warning: Beware False Advertising.
As discussed, the language that you use to de-
scribe your offers can increase the chances that

goods or services
r party, that is, add:

be false, or
damage your

ns. As we have tried to mak undantly clear,
ur reputation is a precious commodity in orga-
nizational terms. Protect that valuable asset even
as you press the boundaries to complete impor-
tant exchanges:
Word: Some Currencies Really Are Not
Convertible. Another warning is in order: Not
everything can be converted into equivalent cur-
rencies. If two people have fundamental differences
in what they value, it may not be possible to find
common grounds. Open, honest exploration guar-
antees only that if there is any possibility of mutu-
ality, it will be discovered and the relationship prob-
ably won’t be damaged by the failure to find a deal.
But sometimes, currencies do not convert. Know
when to fold ’em—and do it graciously. ll
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NOTES

1. This inscription from a statue called Mantiklos Apollo was cited by Janet Tassel in Mighty midgets, Harvard Magazine, May—June 1989.

2. A. Gouldner, The norm of reciprocity: A preliminary statement, American Sociological Review (1960), 25.

3. G. M. Sykes, Society of captives: A study of a maximum security prison (New York: Atheneum, 1969).

4. G. Yuki & J. B. Tracy, Consequences of influence tactics used with subordinates, peers, and the boss, Journal of Applied Psychology (1992), 77, 525-35

5. The concept of exchange is central here. Some of the classic literature on which we draw are G. C. Homans, Social behavior as exchange, American Journal of Soci-
ology(1958), 63; P. M. Blau, Exchange and power in social life (New York: John Wiley & Sons, 1964); P. M. Blau, Bureaucracy in modern society (New York: Random
House, 1956); and P. M. Blau, The dynamics of bureaucracy, 2nd ed. (Chicago: University of Chicago Press, 1963).

6. By their very nature, models are simplified abstractions from reality, highlighting what is important and what to pay attention to. Reality is usually messier, espe-
cially when people are involved with their differing perceptions, feelings, and assumptions. In any given instance, you may have to make adjustments and infer-
ences, but a good model helps sort things out. Our i I t previously:been treated by social scientists as descriptive—the presence of
reciprocity among people—and makes i stiptive and proactive. Combined with our research in organizations, the model breaks into steps what often is just
taken for granted or feels overwhelming.

7. We use our version of attribution theory. The theory was reported in H. H. Kelley, Attribution in social interaction (Moristown, NJ: General Learning Press, 1971) and
F. Heider, The psychology of g

8. R.Kanter, The change ]

9. Kanter, The chan

10. P. M. Blau found.this in his classic study of tax collectors in Exchange a in social life (New York: John Wiley & Sons, 196 e expert who gave help in re-
turn for thanks saon found that he got so many requests he could barel n work, and the “thank-yous” became devalued. '
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