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[bookmark: _Toc236992178]Workshop objectives
After attending Intelligent influence, you will be better able to:
use frameworks and tools to influence strategically and intelligently
identify who you need to influence
develop skills to communicate with impact and influence decision-makers and stakeholders
anticipate challenges and manage risks more effectively
resolve and transform conflict into positive outcomes.


[bookmark: _Toc236992179]What is influence and what makes an intelligent influencer?
	What is influence? Reflecting on your own experience, think of:
a person who has had a positive influence on you or your work
a communication (speech or publication) that has influenced you.
Then consider:
What made them influential?
How is being influential different from being persuasive?


Notes
	




[bookmark: _Images_and_alt][bookmark: _Toc236992180]What are the DTA’s influencing roles and responsibilities?
	The APS Integrated Leadership System identifies ‘Communicates with Influence’ as a core leadership capability. Across senior leadership levels, this includes communicating clearly, adapting messages to different audiences, anticipating reactions and concerns, building stakeholder support and negotiating mutually beneficial outcomes. 
Thinking about your role and the work of the DTA, discuss the following:
How important is influencing in the work of the DTA?
To what extent does influencing play a part in your own work?
What are your experiences communicating complex and technical information to non-expert stakeholders and audiences? 
Do you use any influencing frameworks or methods to achieve purpose and create outcomes?


Notes
	


[bookmark: _Toc236992181]Understanding your stakeholders
	Stakeholder analysis helps you identify and understand the people, groups and organisations who may be affected by, interested in, or able to influence your work.
For your work area, or a project you are working on, use the table on the next page to identify:
your key internal and external stakeholders
what they want 
any external pressures that may be influencing their stance (eg. media, policy environment, competing interests).
Then, working in groups and reflecting on your own stakeholder engagement experiences, discuss:
· Do you need to take a different approach with internal vs external stakeholders?
· Which stakeholders are most important to influence if you want to achieve your objectives, and why?


Notes
	




Internal stakeholders
	Stakeholder name
	What they want
	What influences them

	
	
	

	
	
	

	
	
	

	
	
	


External stakeholder
	Stakeholder name
	What they want
	What influences them

	
	
	

	
	
	

	
	
	

	
	
	



[bookmark: _Toc236992182]Stakeholder status and mapping
	Stakeholder status is determined by factors such as level of influence, interest and the ability to affect outcomes. It is not fixed and can change over the course of an initiative.
Understanding and mapping your stakeholders’ status will help you determine the level of attention, communication and engagement they may require throughout an initiative.
Following the instructions below, map the status of 2–3 of your stakeholders from the previous activity. Then consider what would need to change to increase your chances of successful influence.
Try to come up with concrete, tangible strategies for moving negative or uninfluential (but positively disposed) stakeholders to more desirable positions.


Instructions
1. The attitude or ‘X’ axis represents your stakeholders’ view or disposition towards your initiative. The influence or ‘Y’ axis represents stakeholders’ influence or power in relation to your initiative.
2. Consider the questions below for each axis and write the name of your stakeholder(s) in their current ‘status’ position.
For the ‘X’ axis, consider: 
What is their likely view of the initiative?
Are they likely to support, oppose or remain neutral towards the proposed actions?
For the ‘Y’ axis, consider:
How much influence does this stakeholder have over the success of the initiative?
How important is their support to achieving the desired outcomes?
3. Put an ‘X’ where you would like each of your stakeholders to be, or underline those that are in the right spot already.
4. For those you want to move, draw an arrow from their current position to a more desirable position.


Figure 1. Stakeholder mapping matrix
	Influence
Low                                                                                                     High

	
	

	
	
	

	
	Negative                                                                                                           Positive
Attitude


Strategies to move your stakeholders into a more desirable position
	




[bookmark: _Toc236992183]Communicating with clarity
	[bookmark: _Hlk150241177]Review the example below and on the next page, in which a vague opinion becomes a structured argument. 
Thinking about a topic relevant to your work, use the table on page 10 as a template to help you build an influential argument. 


Vague opinion: Australians should install more solar panels.
Table 1. Structured argument
	[bookmark: title_1]Structural element 
	Example

	Claim
	Increasing solar panel installation to 45% of all Australian homes will help the Australian Government achieve its emission reduction targets.

	Supporting reason 1
	Over the last decade Australians have already demonstrated strong willingness to install solar panels in their homes.

	Supporting reason 2
	Domestic solar panels provide significant financial benefits for Australian households.

	Supporting reason 3
	Australia’s photovoltaic manufacturing sector is very small and would benefit from an increase in demand for solar panels.

	Evidence
	As of May 2025, 37% of Australian homes have solar panels installed. Increasing this coverage by a further 8% will decrease Australia’s greenhouse gas emissions and stimulate the photovoltaic manufacturing sector in Australia.

	Counterpoint and rebuttal
	Counterpoint: Solar panels are inefficient and only work when the sun is shining!
Rebuttal 1: The cost of electricity per watt generated by solar panels has decreased by 32% since 2016.
Rebuttal 2: Solar panels do not need direct sunlight to work. Improvements in photovoltaic cell design mean that solar panels are more efficient than ever.

	Conclusion/
call to action
	A commitment by the Australian Government to lift the installation of solar panels to 45% of all Australian homes will benefit householders and the environment.


More installation of solar panels in Australia - structured argument
Increasing solar panel installation to 45% of Australian homes should be a national priority because it would reduce emissions, lower household energy costs, and stimulate growth in Australia’s photovoltaic manufacturing sector. 
Australians have already demonstrated a strong willingness to adopt solar technology, with approximately 37% of homes having solar panels installed by May 2025, making Australia one of the world’s leaders in rooftop solar uptake. This widespread adoption shows that households recognise the value of renewable energy and are prepared to invest in it. Expanding installation rates from 37% to 45% would build on this success and further accelerate the transition to a cleaner energy system. 
A second reason is the significant financial benefits solar panels provide to households. By generating their own electricity, families can reduce their reliance on the grid, shield themselves from rising power prices, and lower their ongoing energy bills. These savings can accumulate over many years, improving household financial security while also contributing to national emissions reduction goals. 
Third, increased demand for solar panels would strengthen Australia’s photovoltaic manufacturing sector. Higher domestic demand would encourage investment, support innovation, create skilled jobs, and help establish a more resilient local renewable energy supply chain. 
Critics often argue that solar panels are inefficient and only work when the sun is shining directly; however, these claims are increasingly outdated. The cost of electricity generated by solar panels has fallen by approximately 32% since 2016, making solar power more cost-effective and competitive than ever before. Furthermore, solar panels do not require direct sunlight to produce electricity; they can continue generating power under cloudy conditions and through diffuse sunlight, although at reduced output. 
Given Australians’ demonstrated enthusiasm for solar energy, the substantial financial benefits for households, and the economic opportunities for the photovoltaic industry, increasing rooftop solar penetration to 45% of homes represents a practical and achievable policy objective that would deliver environmental, economic, and social benefits across Australia. 
Disclaimer: this activity text was drafted with assistance from Microsoft Copilot using publicly available sources:
Australian Energy Council 2025, Solar report: quarter 1 2025, Australian Energy Council
Clean Energy Council 2025, Clean Energy Australia 2025, Clean Energy Council, Melbourne
Department of Climate Change, Energy, the Environment and Water (DCCEEW) 2025, Australian energy statistics: renewables, Australian Government


Your vague opinion: 

Table 2. Your structured argument
Tip: People aren’t influenced by something they don’t understand. Use clear language to support clear understanding.
	Structural element 
	Example

	Claim
	

	Supporting reason 1
	

	Supporting reason 2
	

	Supporting reason 3
	

	Evidence
	

	Counterpoint and rebuttal
	

	Conclusion/call to action
	




[bookmark: _Toc236992184]Principles of persuasion (ethos, pathos, logos)
	More than 2,000 years ago, Aristotle identified three persuasive strategies –ethos, pathos and logos – that are used to influence people and shape opinions. While these strategies work in different ways, they are often used together to make a message more convincing and effective.
Working together, read the text below and discuss:
how the author establishes credibility (ethos)
what evidence or reasoning (logos) is supplied
where pathos (emotional appeal) is used.
Then, consider the following:
Is there a place for emotional appeals in government communication?
Why or why not?


[bookmark: _Toc208235411][bookmark: _Toc208235510][bookmark: _Toc208307872][bookmark: _Toc208414935][bookmark: _Hlk150242013]Cyber-attacks hit vital services: can Australia’s new laws keep up?
Australia’s critical infrastructure – our energy grids, water systems, transport networks and hospitals – is facing a growing wave of cyber threats. In 2023–24, 11% of all reported cyber incidents targeted these essential services, with the energy sector alone accounting for nearly a third of those attacks. The stakes are high: a successful attack could disrupt power, delay medical care, or paralyse supply chains.
In response, the Australian Government has introduced sweeping reforms under the Security of Critical Infrastructure Act (SOCI Act), including mandatory risk management programs and enhanced cyber obligations for ‘systems of national significance’. These measures are backed by the Trusted Information Sharing Network (TISN), which facilitates collaboration between government, industry, and experts.
But not everyone is convinced the balance is right.
[bookmark: _Toc208235412][bookmark: _Toc208235511][bookmark: _Toc208307873][bookmark: _Toc208414936]Complexity, compliance burden, and coordination gaps
Some industry stakeholders argue the regulatory framework is overly complex and difficult to navigate. The SOCI Act applies to 11 sectors and 22 asset classes, with overlapping obligations for owners, operators, and service providers. Smaller operators, in particular, have raised concerns about compliance costs and the lack of clarity around their responsibilities.
Others point to coordination challenges. While the National Coordination Mechanism has improved crisis response, past reviews have highlighted gaps in federal–state collaboration and the need for clearer roles during emergencies.
[bookmark: _Toc208235413][bookmark: _Toc208235512][bookmark: _Toc208307874][bookmark: _Toc208414937]A collaborative, evolving model
Despite these concerns, the government’s approach has been shaped by extensive consultation. The 2024 Cyber Security Legislative Package was developed with input from over 2,000 stakeholders, and the Parliamentary Joint Committee on Intelligence and Security found ‘broad support’ for its intent and design.
Moreover, the government has committed to a phased implementation, with guidance and support for industry. The reforms are not static – they are designed to evolve with the threat landscape and technological change.
[bookmark: _Toc208235414][bookmark: _Toc208235513][bookmark: _Toc208307875][bookmark: _Toc208414938]Tangible results: emergency management in action
Australia’s emergency management strategies are already delivering results. The National Coordination Mechanism, first activated during COVID-19, has since been embedded as a permanent tool for crisis response. It has proven effective in coordinating across sectors during cyber incidents and natural disasters alike.
[bookmark: _Toc208235415][bookmark: _Toc208235514][bookmark: _Toc208307876][bookmark: _Toc208414939]Imperfect, but necessary
No regulatory system is perfect. But in the face of escalating threats, Australia’s approach—grounded in partnership, adaptability, and shared responsibility—offers a credible path forward. The challenge now is to ensure that regulation continues to support, not stifle, the innovation needed to protect the systems we all depend on.
Disclaimer: this activity text was drafted with assistance from Microsoft Copilot using publicly available sources:
Australian Signals Directorate (ASD) 2024, Annual Cyber Threat Report 2023-24: Cyber Threat Trends for Critical Infrastructure, Australian Signals Directorate.
Cyber and Infrastructure Security Centre (CISC) 2025, Security of Critical Infrastructure Act 2018, Department of Home Affairs.
Cyber and Infrastructure Security Centre (CISC) 2025, Trusted Information Sharing Network (TISN) Sector Groups, Department of Home Affairs.
National Emergency Management Agency (NEMA) 2025, National Coordination Mechanism, Australian Government, Canberra, viewed [date], <https://www.nema.gov.au/ncm>.
Parliamentary Joint Committee on Intelligence and Security (PJCIS) 2025, Review of the Cyber Security Legislative Package 2024: Report, Parliament of Australia.
Department of Home Affairs 2025, National Coordination Mechanism, Australian Government


[bookmark: _Toc236992185]Reframing for your audiences
	Tone is how you express ideas – your word choice, structure and level of formality.
Voice is the personality behind the content. It can range from formal and institutional to personal and friendly, depending on what best suits the content.
Consider a project or program related to your work. Then, using the table on the next page, identify 3 different external stakeholders you must communicate with about this work. For each stakeholder/audience, note:
the tone you use to communicate these messages
the voice you use with this audience
the key messages.
How do your tone, voice and key messages change across audiences? 



Table 3. Reframing for your audiences
	Audience 
	Tone 
	Voice
	Key messages

	
	
	
	

	
	
	
	

	
	
	
	



[bookmark: _Toc236992186]Active listening
	Active listening is a powerful method for effective influencing and communication. It helps you understand stakeholder perspectives, expectations and concerns. It also demonstrates respect and helps build trust.
Think about a recent workplace conversation where you successfully understood the perspective or position of a colleague, stakeholder, customer, or team member.
Using the table below, identify the active listening techniques you used and the effects they had.
Be prepared to share your thoughts with the wider group.


Table 4. 
	Active listening technique 
	Your work example
	What effect did it have?

	Clarifying questions
	
	

	Summarising
	
	

	Paraphrasing
	
	

	Acknowledging concerns
	
	

	Checking understanding
	
	

	Observing body language
	
	

	Other
	
	




[bookmark: _Toc236992187] Preparing a quick pitch
	Imagine that you have a very limited time to pitch an idea to influence a stakeholder, gain support for an idea, or secure a decision.
A simple way to structure a concise and compelling message is the 3-part pitch: 
Context – What is happening and why does it matter? 
Insight – What have you observed, concluded, or identified?
Ask – What would you like the stakeholder to do?
Think of a current workplace issue, opportunity, proposal, or improvement that you would like support for. Then use the template below to prepare a 2–3 minute pitch for the next activity.


Context: What situation, challenge, or opportunity does the stakeholder need to understand?
Key points:



Insight: What is the key observation, recommendation, or idea you want to communicate?
Key points:



Ask:What would you like the stakeholder to do, approve, support, or consider?
Key points:





[bookmark: _Toc236992188] Leveraging questions and critiques 
	When seeking to engage and influence others, it is rarely enough to simply communicate your idea. Stakeholders often ask difficult questions or raise concerns before they commit to supporting a proposal.
Working in pairs, follow the instructions below to take turns being the influencer and stakeholder.


Quick pitch and active listening instructions
Person A (Influencer)
Deliver your quick pitch from the previous activity.
Person B (Stakeholder)
After listening to the pitch:
Summarise the key message you heard.
Ask one challenging question or provide one critique.
For example:
This proposal is too expensive given our current priorities.
We've tried something similar before and it didn't work.
How does this align with our current strategic priorities?
What evidence supports this recommendation?
What impact will this have on the team?
Person A
Respond using the 3-step response:
Listen: Clarify or summarise the concern.
Reframe: Identify the underlying issue, opportunity, or shared goal.
Respond: Address the concern and move the conversation forward.


[bookmark: _Toc236992189] Negotiation principles and styles
	Each negotiation is unique. Success in a negotiation will depend – in part – on being able to read circumstances and respond to the other party/parties.
How do you decide how firm your position will be (on a spectrum from hard to soft)?
When should you take a positional approach (competing over a fixed outcome which can lead to conflict) 
When should you take a principled approach (which is collaborative and focuses on mutual benefits and interests)?
How do you identify ‘like to haves’, ‘must haves’ and those things you cannot accept (‘red lines’)?


Notes
	





[bookmark: _Toc236322587][bookmark: _Toc236992190] Resistance mapping
	Resistance is often treated as a problem to overcome, but it can also provide useful information about concerns, risks, competing priorities and barriers to implementation. Some common types of resistance are outlined below. What would you add to this list?
Building on the stakeholder mapping activity from earlier in the workshop (activity 4), consider the stakeholders you analysed and the kinds of resistance they may present.
Use Table 5 on the next page to identify:
where resistance may be occurring
whether the resistance is visible or hidden
what may be causing the resistance
practical actions you could take to respond.


Table 4. Types of resistance
	Visible resistance
	Hidden resistance

	Open disagreement
	Silence

	Criticism
	Passive non-compliance

	Delays
	Lack of engagement

	
	

	
	



Table 5. Mapping stakeholder resistance
	Stakeholder
	Where resistance is
	Visible or hidden
	Possible causes
	How you could respond

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



[bookmark: _Toc236992191] Planning a stakeholder engagement meeting
	When meeting with stakeholders it’s important to consider and plan for potential concerns, resistance and opportunities to influence.
What objections do you anticipate and what contingencies could you put in place? 
How might the logistics of the meeting influence the outcome? 
If the stakeholder resists, what can you learn from their response?
Working in small groups, prepare for a stakeholder engagement meeting using the scenario below. A template is provided on the next page to guide your planning.


Scenario
Your organisation is introducing a new project delivery framework that requires teams to adopt new planning frameworks, governance processes and reporting requirements.
You have been asked to meet with a manager whose team will be heavily affected by the change. The manager is influential, respected by colleagues and has a track record of challenging organisational initiatives they believe create unnecessary red-tape.
Your goal is not to gain immediate agreement, but to secure their support to participate in a pilot implementation.
Potential stakeholder concerns
increased workload
change fatigue
loss of autonomy
doubts about the benefits
previous negative experiences with similar initiatives. 


Stakeholder engagement meeting plan
Desired outcome
· What does success look like?
· Are you seeking a decision or particular action?
Likely concerns
· What objections might the stakeholder raise?
· What is influencing their objection?
Response strategy
· How will we address those concerns?
Meeting design
· Who attends?
· Who leads?
· How long will it be?
· What setting would be most effective?
Listening opportunities
· What questions will we ask?
· What do we need to learn from the stakeholder?
Risks and contingencies
· What could derail the conversation?
· How will we respond?

[bookmark: _Toc236992192] Creating an influencing culture
	Influence becomes more effective when teams share common approaches, language and tools. Effective leadership requires more than influencing others directly. It also involves helping colleagues develop their own influencing capability so they can build support, navigate resistance and contribute to shared outcomes. 
How do you ensure your team works together to create such a culture? Thinking about your own team identify:
2–3 areas where your team could strengthen its ability to influence stakeholders
2–3 practical actions you could take to address them.
Be prepared to share and discuss your ideas with the wider group.


Areas and actions to strengthen influence
	


[bookmark: _Toc236992193] Protecting influence under pressure 
	Stress and fatigue can affect our ability to listen, think clearly, communicate effectively and respond constructively to others. Being influential during challenging periods requires intentional strategies to maintain personal effectiveness.
How do you maintain your own ability to influence, lead and communicate during difficult periods?
How do you assist others in your team to do the same? 
How could a difficult period impact your influence in the longer term?
Reflecting on your own work and your key takeaways from this workshop, complete the action plan on the next page to record how you will strengthen your ability to influence under pressure.




What happens to my influence when I am under pressure?
	E.g. I interrupt more often/ listen less, I become more defensive, I rush conversations, I avoid difficult conversations, I focus on advocacy rather than understanding.
· 
· 
· 


What helps me remain effective?
	List 2–3 strategies that work for you.
· 
· 
·  


How can I support others?
	List one thing you can do to help a team member maintain their effectiveness during a demanding period.
· 


The influencing skills I most want to strengthen after today's workshop are:
	


One action I will take in the next two weeks is:
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