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Note: This presentation has been enhanced with
interactive elements. Below is a legend of these items
that you will see throughout the document for quick
reference.

Your Response

A Framework for Member Conversations

The mission of Gartner’s CEB Leadership Councils is to help executives and their teams harness their growth potential by taking
insights from the best companies to save time and make better decisions. When we bring leaders together, it is crucial that our
discussions neither restrict competition nor improperly share inside information. All other conversations are welcomed and
encouraged.
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These materials have been prepared by Gartner, Inc. and/or its affiliates (“Gartner”) for the exclusive and individual use of our
CEB Leadership Council member companies. These materials contain valuable confidential and proprietary information belonging
to Gartner, and they may not be shared with any third party (including independent contractors and consultants) without the
prior approval of Gartner. Gartner retains any and all intellectual property rights in these materials and requires retention of the
copyright mark on all pages reproduced.

Legal Caveat

Gartner, Inc. and/or its affiliates (“Gartner”) is not able to guarantee the accuracy of the information or analysis contained in
these materials. Furthermore, Gartner is not engaged in rendering legal, accounting, or any other professional services. Gartner
specifically disclaims liability for any damages, claims, or losses that may arise from a) any errors or omissions in these materials,
whether caused by Gartner or its sources, or b) reliance upon any recommendation made by Gartner.
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KEY LEARNING ADVISOR SKILL SETS

The Learning Advisor Model

“Traditional” L&D Expertise “Emerging” Business Expertise

L&D Terrain

Knowledge A“sail()illtllscal
L&D SCIieq:_—
Process Bpe_a ic
Skills usiness

Acumen

Source: CEB analysis.
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KEY LEARNING ADVISOR SKILL SETS (CONT.)

The Learning Advisor Model

“Traditional” L&D Expertise

L&D Terrain
Knowledge

L&D
Process
Skills

“Emerging” Business Expertise

Analytical
Skills

Advisory
Capability

Client-
Specific
Business
Acumen

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204




ROADMAP

Why Do What Does
| Need to Be } Influence
Influential? Look Like?
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UNDERSTANDING INFLUENCE

Two Types of Power

Influence (def.):

The ability or power of a given
individual to exert a force or
pressure to compel changes
in the behaviors, actions, and
opinions of others.

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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WHERE DO WE USE INFLUENCE IN L&D?

Asking for Your Thoughts

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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WHERE DO WE USE INFLUENCE IN L&D?

Peer Responses

Conducting needs analysis

Helping the business Consulting on
move strategy forward performance problems

Working with HRBPs Establishing relationships
with the business

Increasing learning application _
among employees Marketing
learning content

Facilitating learning
experiences

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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L&D NEEDS TO BE MORE INFLUENTIAL

Business Leaders’ View on Talent Strategy
Percentage of Leaders Saying L&D Input Valuable
and Effective

73% 27%
Do Not Consider
Consider L&D
L&D Effective at
Effective at Providing
Providing Valuable
Valuable Insight
Insight

n =1519.

Source: CEB 2015 Functional Effectiveness Survey; CEB 2016 L&D Digital
Learner Survey.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

Heads of L&D’s View on Marketing Learning
Content

Percentage L&D Heads Saying Staff
Communicating L&D Content Effectively

78% 22%
Do Not Consider
Consider Their Staff
Their Staff Effective at

Communicating
L&D Content

Effective at
Communicating
L&D Content

n=12.

Source: CEB 2015 Functional Effectiveness Survey; CEB 2016 L&D Digital
Learner Survey.



L&D NEEDS TO BE MORE INFLUENTIAL, (CONT.)

Heads of L&D’s View of Key Stakeholder
Management

Percentage of L&D Leaders Saying Staff Effective
Building Relationships

43%
Consider L&D
Staff Effective

at Building
Relationships

57%

Consider L&D
Staff Effective
at Building
Relationships

n = 501 L&D staff.
Source: CEB 2012 L&D Staff Effectiveness Survey.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

HRBP Respect for L&D Authority
Percentage Staff Saying HRBPs Trust Their
Learning Decisions

42%
of L&D Staff
Believe HRBPs

58%
of L&D Staff
Believe HRBPs

Trust Their Trust Their
Learning Learning
Decisions Decisions

n = 501 L&D staff.
Source: CEB 2012 L&D Staff Effectiveness Survey.
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ASSESSING YOUR INFLUENCE

Diagnostic

1. Do | regularly convince others to change their

opinions?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

o Yes
o No
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ASSESSING YOUR INFLUENCE a

Diagnostic

o Yes

2. Do | use knowledge specific to my role in arguments

to support my positions? o No

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 '|8



ASSESSING YOUR INFLUENCE

Diagnostic

3. Do others replicate my behaviors, habits, or attitudes?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

o Yes
o No



ASSESSING YOUR INFLUENCE a

Diagnostic

4. Do other’s seek out my advice or assistance when O Yes
dealing with matters related to my role? o No

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 20



ASSESSING YOUR INFLUENCE a

Diagnostic

o Yes

5. Am | regularly asked by senior leaders to
communicate change or news to my peers? o No

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 21



Result

If you selected “NO” for
many of these questions,
then let’s get started.



LESSONS ON INFLUENCE FROM DR. CIALDINI

Dr. Robert Cialdini

“Science of Persuasion”

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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https://www.youtube.com/watch?v=cFdCzN7RYbw

THE SIX LEVERS OF INFLUENCE

Dr. Cialdini’s First Lever

People repay in kind.

!

4 \

Reciprocity Scarcity
Liking Consistency

Source: https:/hbr.org/2001/10/harnessing-the-science-of-persuasion.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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Consensus
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THE SIX LEVERS OF INFLUENCE

Dr. Cialdini’'s Second Lever

People value what is scarce.

!

4 \

Reciprocity Scarcity
Liking Consistency

Source: https:/hbr.org/2001/10/harnessing-the-science-of-persuasion.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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THE SIX LEVERS OF INFLUENCE

Dr. Cialdini’s Third Lever

4 \

Reciprocity Scarcity
Liking Consistency

Source: https:/hbr.org/2001/10/harnessing-the-science-of-persuasion.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

People defer to experts.

l
X

Authority

l’-‘l

Consensus
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THE SIX LEVERS OF INFLUENCE

Dr. Cialdini’s Fourth Lever

4 \

Reciprocity Scarcity
Liking Consistency

1

People like others who
are similar to them.

Source: https:/hbr.org/2001/10/harnessing-the-science-of-persuasion.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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THE SIX LEVERS OF INFLUENCE

Dr. Cialdini’s Fifth Lever

7

Reciprocity

3

Liking

\

Scarcity

v

Consistency

1

People fulfill verbal and
written commitments
and agreements.

Source: https:/hbr.org/2001/10/harnessing-the-science-of-persuasion.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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THE SIX LEVERS OF INFLUENCE

Dr. Cialdini’'s Sixth Lever

4 A\

Reciprocity Scarcity
Liking Consistency

Source: https:/hbr.org/2001/10/harnessing-the-science-of-persuasion.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

X

Authority

I’-‘l

Consensus

1

People follow the lead of
others similar to them.
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WHOSE EAR DO YOU HAVE?

Instructions: Complete the table and list the five stakeholders you seek to influence. Then, identify
if influence is direct or indirect, and what lever of influence you will use.

Stakeholder Title Direct or Indirect Influence? Which Influence Lever Will You Use? How?

or Position

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 30



ROADMAP

How Do
| Apply What Can |
Why Do What Does Influence Expect When
| Need to Be Influence Th h Buildin
Influential? Look Like? roug 9
Needs Influence

Analysis?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 3'|



Needs analysis is a
critical moment for
influence building.



INFLUENTIAL NEEDS ANALYSIS

The Four Keys

Poato W et W et

Communicate
L&D Methodology

Understand the
Business Challenge

Identify the Best
Fit Solution

Get Buy-In

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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FOUR KEYS TO INFLUENTIAL NEEDS ANALYSIS

Using Six Principles of Influence

Communicate Understand the Identify the Best

L&D Methodology Business Challenge Fit Solution Get Buy-in

Dr. Cialdini’s six principles of influence can be used across these steps.

Reciprocity Scarcity Authority

Liking Consistency Consensus

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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COMMUNICATE L&D METHODOLOGY

Setting Expectations for Success

Initial L&D-Line Meeting

Line L&D
Leader Consultant

Source: SRA International Inc.; CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 35



COMMUNICATE L&D METHODOLOGY (CONT.)

SRA’s Learning and Development Consulting Process

L&D Expectation L&D Expectation L&D Expectation L&D Expectation
Understand the As a group, identify Propose solution Monitor solution’s
real business nature of the and show how success.
challenge; do not needs, consider it will impact

jump to a solution. potential solutions, business outcomes.

and determine if
investment should
be prioritized.

Line Expectation Line Expectation Line Expectation Line Expectation
Help L&D Be available for Ask questions Provide feedback
understand root any follow-up when unsure of to L&D as to the
cause of challenge. guestions. how the proposed solution’s success.

solution will solve
the articulated
challenge.

75% of the L&D-line interaction occurs early in the process because the activities with
the greatest business impact take place prior to solution identification.

Source: SRA International Inc.; CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 36



COMMUNICATE L&D METHODOLOGY

L&D’s Key Talking Points

= Establish L&D as a Business Parther—Just as the line has a project
management methodology for their business projects, L&D has its own
methodology to ensure delivery of high-quality solutions.

® Focus on the Upfront—Activities that have the highest impact on the
success of a solution occur in the steps prior to identifying a solution.

m L&D’s Role—The emphasis of L&D’s role is on listening, analyzing, and
collaborating to enable the creation of a business-oriented solution.

m Line’s Role—The line leader must help L&D understand his or her challenge
and any unigue factors of the team that L&D needs to consider when
identifying a solution.

Source: SRA International Inc.; CEB analysis.

Ask Yourself: Does the leader understand exactly what | will be doing to solve their
business challenge?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 37



UNDERSTAND THE BUSINESS CHALLENGE

Key Principles

® Phrase questions about the challenge in the language of the business.
® Ensure your two-way dialogue is about the challenge, not the solution.

m Understand the context of the person you are speaking with.

®m Ask probing and clarifying questions to go beyond the articulated challenge.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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UNDERSTAND THE BUSINESS CHALLENGE

Sample Questions and Tips

Needs Analysis Questions to Understand the
Challenge

® \What is the issue you are facing and what challenges
are you, the team, and the business feeling as a
result?

® What is needed to change the issue, address the risk,
or support employee development?

® How do you know that a learning solution will solve
this issue? Could it be a communication or will issue?

® \WWho are the employees that face this challenge?

Source: CEB analysis.

Asking Probing Questions

®m Check to see if you have a
right answer in mind. If so,
remove the judgment, or
don’t ask it.

m Refer to the line manager’s
original focus. What did
she or he ask for your help
with?

® Try using verbs: What
do you want? Assume?
Expect?

Ask Yourself: Do | have all the information | need to understand the challenge?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204



IDENTIFY THE BEST FIT SOLUTION

Key Principles
m Understand if the challenge is a knowledge, skill, motivation, or an
environmental issue.

® |dentify if there are any existing L&D solutions or if this requires a new
solution.

®m Use your L&D team to pressure test how you are thinking about the solution.

® Partner with others to design a comprehensive solution that takes into
account the L&D and non-L&D components.

40
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IDENTIFY THE BEST FIT SOLUTION

Matrix Exercise to Identify Solution Ownership

L&D Responsibility

Knowledge

= |s the performance issue due
to a lack of knowledge?

= |s it a lack of knowledge of
the target audience or of
other individuals as well?

Skill

= |s the performance issue due
to a lack of skills?

= |s it a lack of skills of the
target audience or of other
individuals as well?

Motivation

= |s the performance issue due
to a lack of motivation?

= |s it a lack of motivation of
the target audience or of
other individuals as well?

L&D/Line Responsibility

Source: Thomson Reuters; CEB analysis.

Environment

= |s the performance issue due
to an environmental barrier?

= What types of barriers are
causing this performance
issue?

Line Responsibility

Ask Yourself: Is L&D or another group best suited to address this challenge?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

THOMSON REUTERS
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GET BUY IN

Ways to Combat Resistance

Prepare for Resistance

Sample Resistance Preparation Checklist

[[] Do | have solid data and facts that tie the
selected solution to the business challenge?

[] Have | anticipated any pushback | may receive?

[[] Have | pressure tested my proposed solution
with others?

Recognize Subtle Signs of Resistance

Does the Client...
[[] Ask for more and more details?

[[] Disagree with facts or the methods used to
collect them?

[[] Defend their actions?

Understand Reasons for Resistance

Sample Strategies to Gain Acceptance

[[] Only discuss issues in areas the client has
control.

[[] Clearly present and discuss alternatives,
including not doing anything, and the
consequences of each approach.

[[] Collaborate with others who will be impacted

to shape the solution.

Gain Acceptance

Does the Client...
[] Avoid making a difficult choice?
[] Avoid taking an unpopular action?

[] Avoid losing control of a situation?

Source: CEB analysis.

Ask Yourself: Do all stakeholders understand the next steps, future checkpoints, and success

metrics?

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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EXPECT TO FACE DIFFICULT CONVERSATIONS

Situation in Context

You may experience pushback when:

® Communicating a different point of view about the problem
® Standing firm on strategic objectives

® Suggesting a non-learning solution

®m Asking the leader to invest time or resources

® Pushing back on the time required to deliver a solution

But most line leaders want you to challenge them:

70% of line leaders want L&D staff
to challenge them on talent decisions.

n =350.
Source: CEB analysis; CEB 2012 L&D Team Effectiveness survey.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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APPLYING INFLUENCE TO NEEDS ANALYSIS

Training Request Scenario

The Scenario

“What is the problem
you are experiencing?”

L&D
Professional

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

“l really need you to come in and do a

training for my software developers.
They mostly need to learn to better
communicate across locations.”

Business
Leader
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APPLYING INFLUENCE TO NEEDS ANALYSIS

Training Request Scenario

The Traditional Approach

“How quickly do we need to
build out a program for them?”

L&D
Professional

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204

“Preferably in the next six months,

particularly given how we are
increasing our global footprint.”

Business
Leader
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APPLYING INFLUENCE TO NEEDS ANALYSIS

Training Request Scenario
The Learning Advisor Approach

“Based on my work with other business
units and functions on these type
of challenges, there can be many
different contributing factors. So, I'd love
to hear more about the communication
problem you are experiencing. When
does it manifest itself?”

“That makes sense. The
communication problem...”

L&D Business
Professional Leader

Source: CEB analysis.

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204
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BUILDING INFLUENCE ACTION PLAN a

Instructions: Follow the steps below to discover opportunities to apply the six levers of influence
to line conversations in the near future.

Step 1: List of Upcoming Line Conversations

Review your calendar and identify 2-3 opportunities where you can demonstrate and apply your improved
influence skills.

Opportunity Date People Involved Purpose of Conversation

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204



BUILDING INFLUENCE ACTION PLAN (CONT.) a

Instructions: Follow the steps below to discover opportunities to apply the six levers of influence
to line conversations in the near future.

Step 2: Prepare to be Influential

For each of the identified opportunities, determine which levers of influence are most appropriate and what
guestions you will ask.

Opportunity Date People Involved Purpose of Conversation

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 49



BUILDING INFLUENCE ACTION PLAN (CONT.) a

Instructions: Follow the steps below to discover opportunities to apply the six levers of influence
to line conversations in the near future.

Step 3: Identify Opportunities to Apply Business Acumen

For each of the conversations identified in first step, list possible areas of resistance and how you can
address them.

Opportunity Date People Involved Purpose of Conversation

© 2012-2018 Gartner, Inc. and/or its affiliates. All rights reserved. LDR180204 50
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