
Intelligent influence (6 hours)
For troubleshooting during delivery, contact the office on 02 6247 2225.
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1. Purpose
This 6-hour workshop builds participants’ ability to influence decisions, particularly with stakeholders external to the Digital Transformation Agency. Participants will develop practical skills to communicate with impact, anticipate challenges, manage resistance and shape outcomes using a structured approach.
2. Learning objectives
After attending Intelligent influence, participants will be better able to:
use frameworks and tools to influence strategically and intelligently
identify who they 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. 
Note: points related to learning objectives are bolded in the activity descriptions.
3. Participant profile/who should attend
This workshop is suited to senior executives and managers who want to strengthen their ability to influence effectively.
4. Participant resources
Workbook, handouts
4. Key facilitator resources
PPT, whiteboard, poll, handouts
5. Facilitator checklist
Link to LMS course overview page




Run sheet and facilitator guide (Session 1)
	Duration
	Timing
	Activity title
	Notes

	5 min
	9.30–9.35 / 13.30–13.35
	Quick introductions
	

	15 min
	9.35–9.50 / 13.35–13.50
	1. What is influence and what makes an intelligent influencer? 
	

	20 min
	9.50–10.10 / 13.50–14.10
	2. What are DTA’s influencing roles and responsibilities?
	

	25 mins
	10.10–10.35 / 14.10–14.35
	3. Understanding your stakeholders

	

	25 min
	10.35–11.00 / 14.35–15.00
	4. Stakeholder status and mapping

	

	Short break (15 min)

	25 min
	11.15–11.40 / 15.15–15.40
	5. Communicating with clarity

	

	25 min
	11.40–12.05 / 15.40–16.05
	6. Principles of persuasion (ethos, pathos, logos)
	

	25 min
	12.05–12.30 / 16.05–16.30
	7. Reframing for your audiences
	

	End of first session





	1. What is influence and what makes an intelligent influencer? (15 min)
Whole group activity: participants consider what influence really means. They identify a person and a communication (speech or publication) that was influential in their lives or work. Participants break down what made that person or communication influence intelligently and strategically, and how this differs from being persuasive.
Key messages or takeaways
Influence can be defined as ‘the capacity to have an effect on the character, development, or behaviour of someone or something, or the effect itself’.
Persuasion is only one of many methods of influence. Persuasion can be defined as ‘inducing (someone) to do [or believe] something through reasoning or argument’. 
Persuasion is transactional, short-term and risks becoming adversarial. Influence is inclusive, based on common goals and values, and underpins productive working relationships.
Tools
Whiteboard and Teams chat
Options
Activity can be either breakout or whole-of-group activity.
	2. What are the DTA’s influencing roles and responsibilities? (20 min)
Whole group or break-out groups with wrap up discussion: participants consider the influencing roles and responsibilities that the DTA has in leading the Australian Government’s digital transformation efforts. They share views on the frameworks and tools they use to influence stakeholders in the APS. 
Key messages or takeaways
Approaches to and outcomes of influence differ in different contexts. 
Influence produces buy-in, ownership and support of your message and position by other APS departments and agencies.
DTA needs to positively influence other APS departments and agencies to achieve its purpose and mission.
Effective influence = being able to explain technical aspects in a plain language way to a non-expert audience or stakeholder.
Options
Facilitator should make this a breakout group activity. If participant numbers are low, would also work as a whole-of-group activity.

	3. Understanding your stakeholders (20 min)
Individual activity followed by small group discussion: participants consider the range of factors that may motivate stakeholders. They share views on how understanding stakeholder motivations can assist them to anticipate challenges and manage risks more effectively.
Key messages or takeaways
Stakeholder motivations can vary significantly and encompass organisational, cultural, financial and political factors as well as risk appetite.
In seeking to drive digital transformation the DTA needs to understand stakeholder perspectives and use that understanding to influence stakeholders more intelligently and effectively. 
Encourage participants to consider not only what stakeholders say they want, but also the underlying drivers influencing their behaviour.
Tools
PPT slides: importance of stakeholder analysis; understand your stakeholders.
Teams chat
	4. Stakeholder status and mapping 
(25 min)
Small groups: Participants map 2-3 stakeholders from the previous activity according to their current level of influence and disposition towards an initiative. They discuss how stakeholder status can affect project outcomes and identify practical strategies to strengthen support, increase influence, or reduce resistance among key stakeholders.
Key messages or takeaways
An important part of intelligent influence is making sure all key stakeholders are identified, consulted and feel involved.
Stakeholders appreciate a proactive approach to engaging and influencing them.
Tools
Workbook: Stakeholder mapping matrix; PPT shifting stakeholder positions.


	5. Communicating with clarity (25 min)
Individual work with wrap up discussion: participants review an example of a vague opinion becoming a structured argument. They then use the principles of key messages and plain language to develop their own argument (line of reasoning) about an issue relevant to their work. Participants learn how this approach is a useful tool to influence intelligently.
Key messages or takeaways
Effective communication brings the most important points up front.
Key messages need to be communicated quickly and clearly. The relevant detail/background follows.
The more well-structured and well-developed an argument is the more compelling it will be.
People aren’t influenced by something they don’t understand. Use clear language to support clear understanding.  
Tools
Inverted pyramid; PASSER
Options
If participants cannot come up their own vague opinion, use ‘Australian Government agencies should welcome digital transformation’.

	6. Principles of persuasion (ethos, pathos, logos) (25 min)
Small group or whole group: participants are introduced to Aristotle’s 3 aspects of persuasion: ethos, pathos and logos (credibility, emotional appeal and logic). They discuss approaches to establishing ethos and pathos and analyse an article using these strategies. Participants learn how these principles allow them to communicate with impact to persuade decision-makers and internal stakeholders.
Key messages or takeaways
Ethos is how the writer/speaker builds trust
Pathos appeals to feelings – used to create empathy, urgency, or motivation.
Logos appeals to the audience’s rational side.
How do we balance empathy, urgency and motivation in a highly sensitive environment? 
Tools
Persuasive communication handout.
Activity could include role play if time permits.
Options
Ask: which dominates in APS vs public comms?
Ask: when and how do you apply these principles?

	7. Reframing for your audiences (20 min)
Individual work followed by group discussion: Participants look at tone, voice and key messages from the perspective of different stakeholders. They identify how they would adjust their delivery for different cohorts, departments and agencies.
Key messages or takeaways
‘How’ can be just as important – if not more – than ‘what’ we communicate.
Clarifying the focus and using the appropriate tone and voice can land your message – missing the mark can lose you your audience.
Aligning your tone and voice with your message and audience will avoid confusing your stakeholder and allow you to tailor your messaging.
Tools
Tone and voice diagram; PASSER
Options
Facilitator can make this a whole-of-group activity.
Rotate perspectives (DTA exec / APS agencies)
Stretch: ‘same message, 2 audiences in 1 min’

	END SESSION 1
If 2-day session can prompt participants to consider their topic for a quick pitch ahead of the next session.


Run sheet and facilitator guide (Session 2)
	Duration
	Timing
	Activity title
	Notes

	20 min
	9.30–9.50/ 13.30 – 13.50
	8.  Active listening

	

	25 mins
	9.50–10.15 / 13.50–14.15
	9. Preparing a quick pitch

	

	25 mins
	10.15–10.40 / 14.15–14.40
	10. Leveraging questions and critiques

	

	15 min
	10.40–10.55 / 14.40–14.55
	11. Negotiation principles and styles

	

	Short break – 15 min

	25 min
	11.10–11.35 / 15.10–15.35
	12. Resistance mapping

	

	25 min
	11.35–12.00 / 15.35–16.00
	[bookmark: _Toc236986611]13. Planning a stakeholder engagement meeting

	

	15 min
	12.00–12.15 / 16.00–16.15
	14. Creating an influencing culture

	

	15 min
	12.15–12.30 / 16.15–16.30
	15. Protecting influence under pressure

	

	End of 6-hour workshop 



	8. Active listening (20 min)
Individual or small group followed by wrap up discussion: participants identify active listening techniques used to understand stakeholder perspectives, build trust and communicate more effectively. They consider which active listening practices can strengthen their ability to influence stakeholders and decision-makers.
Key messages or takeaways
· Active listening uses several techniques including: observing non-verbal body language; hearing what is meant as opposed to what is said; using the paraphrasing model to reflect back a message to avoid misunderstanding.
· The paraphrasing model is a valuable tool in intelligent influence – it ensures stakeholders feel that they are heard. 
Tools
· PPT slides on the principles and practices of active listening.
Options
Debriefing questions:
· Which listening techniques came up most often?  
· Which techniques are easiest for you to use?  
· Which techniques do you tend to overlook?  
· What gets in the way of listening well when conversations become challenging?

	9.  Preparing a quick pitch (25 mins)
Individual activity: participants practise applying influential techniques to a quick idea pitch. This will help participants to communicate with impact and influence decision-makers and stakeholders.
Key messages or takeaways
Clarity is primary, completeness is secondary – land the core message first.
Influence = relevance to audience + clear next step.
Early testing and rehearsal strengthens the final pitch.
An effective pitch is short, sharp and to the point.
Tools
3‑part pitch: context → insight → ask
PASSER as a tool to make sure your pitch is on track.
Options
Can also have pairs work together to develop the quick pitch.

	10. Leveraging questions and critiques (25 min)
Pairs: participants practise responding to stakeholder questions and critiques in a paired influence exercise. They deliver a short pitch, actively listen to concerns to address challenges constructively. Through reflection and discussion, participants explore how effective responses can build credibility, strengthen influence and turn potential conflict into productive dialogue.
Key messages or takeaways
How we listen and respond to questions impacts how we are perceived and how much others trust and want to hear us.
The most important thing is having the ‘right’ answer but listening, acknowledging and being willing to find the answer if you don’t know it. 
In listening, recognise that an insightful question may prompt you to re-examine your position and reveal a blind spot you were not aware of.
Tools
3‑step response: listen → reframe → respond
Bridging phrases (‘what matters here is…’)
Options
If pairs worked on a pitch in the previous activity they should work with other pairs for the delivery and feedback roleplay.
	11. Negotiation principles and styles (15 min)
Small group or whole group: participants explore the principles and styles of effective negotiation as a method for intelligent influence. They consider the pros and cons of taking a hard or a soft approach to negotiations and discuss when to be positional and when to be principled.
Key messages or takeaways
Negotiations need to be tailored to circumstances and individuals.
Negotiations often benefit from the principles approach which first focuses on points of agreement then progresses to points of disagreement – this helps to create a positive common ground.
In negotiations always be aware of what compromises you can make and what are absolutes for you (these are known as ‘red lines’).
Tools
Options
Facilitator could make this a breakout group activity or a whole-of-group activity using the chat function to share ideas.

	12. Resistance mapping (25 min) 
Return to breakout groups from activity 4: participants explore resistance as a valuable source of information rather than a barrier to influence. They identify where resistance may be emerging, distinguish between visible and hidden forms of resistance, and consider the underlying concerns, risks or competing priorities driving stakeholder behaviour.
Key messages or takeaways
Resistance is not always visible. It may be expressed directly through disagreement or criticism, or indirectly through silence, delays, lack of engagement or passive non-compliance.
Different forms of resistance require different engagement and influence strategies.
Responding with curiosity rather than defensiveness can strengthen relationships and build support over time.
Resistance is information, not opposition. Understanding the basis of resistance allows you to address underlying concerns or roadblocks.
Tools
· PPT slides
· Participant workbook (Resistance Mapping table)

Options
Facilitator prompt: ‘what is the risk behind resistance?’
	13. Planning a stakeholder engagement meeting (25 min)
Small groups: In breakout groups participants plan and prepare for a difficult stakeholder engagement meeting. Participants practise how to anticipate challenges and manage risks more effectively. They also plan how to influence strategically and intelligently while working through stakeholder resistance to resolve and transform conflict into positive outcomes.
Key messages or takeaways
When planning stakeholder influence and engagement try to anticipate concerns and counter-arguments – develop contingencies to address these.
Consider factors such as: venue; time of day; who should attend; who should lead on which topics.
Tools
PPT slides


	14. Creating an influencing culture (15 min)
Individual or small group activity with wrap up discussion: drawing on the frameworks, tools and techniques explored throughout the workshop, participants reflect on how their team currently approaches stakeholder engagement and influence.
Key messages or takeaways
Teams benefit from sharing commonly accessible frameworks and tools to help them to influence others.
These frameworks and tools contribute to creating and maintaining team cultures that support shared understanding of influencing techniques and practices.
Encourage participants to think beyond training and consider everyday practices that reinforce influence skills. 
Draw connections to frameworks and techniques covered throughout the workshop, including stakeholder mapping, active listening, pitching and responding to resistance.

Tools
PPT slides.

	15. Protecting influence under pressure (15 min)
Individual reflection and action-planning activity, followed by debrief discussion: participants consider how stress and competing demands can impact the effectiveness of their influence, leadership and communication. This self-awareness is an important tool to maintain the ability of participants to influence strategically and intelligently despite circumstances.
Key messages or takeaways
Stress and fatigue can adversely affect your ability to influence, lead and communicate.
Self-awareness is an important influence skill. Recognising when pressure is affecting your judgement, communication or relationships helps you respond more effectively.
Maintaining influence during challenging periods requires deliberate strategies that support clear thinking, constructive communication and effective stakeholder engagement.
Supporting others to remain effective under pressure contributes to stronger team relationships and better outcomes.
Tools
· Participant workbook: action plan.
Options
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