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A new reality has taken hold that
requires a shift in how we understand
and practice leadership. Leadership and
influence are interconnected. Ultra
leadership creates willing “volunteers,”
influencing people to enthusiastically
and repeatedly engage and contribute.
Real and lasting influence relies on
personal power over positional power.
Leaders able to make this shift will
demonstrate their trustworthiness, win
people over and become masters of
“ultra influence.”
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A new reality.
All leaders face three realities.
First, we cannot succeed without
engaging

others

and

convincing

them to devote time, energy, and
resources to the leader’s objectives.
Second, given the matrixed structure
we have no direct authority over
most

of

the

people

we

are

attempting to engage and convince
to follow. And third, even those
people over whom we do have
direct authority are less tolerant of
a “command and control” way of
being led.
In his book “How,” Dov Seidman
writes,

“The

days

of

leading

countries or companies via a oneway conversation are over. The old
system of ‘command and control’using carrots and sticks – to exert
power over people is fast being
replaced

by

‘connect

and

collaborate’ – to generate power

through people. Now you have to
have a two-way conversation with
your citizens or customers or
employees. (2011)”
Our

new

leadership

with

reality
a

calls
capacity

for

How can we influence others

to
say,
“yes,”
contribute?

engage

and

Get people to say, “yes.”
“the
capacity to have an effect on the
character, development, or behavior
of someone or something, or the
effect itself.” That’s very similar to a
definition of leadership offered by
John W. Gardner and Howard
Gardner (no relation). John Gardner
writes, “Leadership is the process of
persuasion or example by which an
individual (or leadership team)
induces
a
group
to
pursue
objectives held by the leader or
shared by the leader and his or her
followers” (Gardner, 1990). Howard
Gardner defines a leader as “an
individual who significantly affects
the
thoughts,
feelings,
and/or
behaviors of a significant number of
individuals.” (Leading Minds, Gardner
H., 1996)	
  	
  
Influence

is

defined

as

In “Ultra Leadership” (2015) I
defined leadership as the will to
push the limits combined with the
skill

to

get

people

to

willingly,

to

enthusiastically, and repeatedly say

engage others and influence how

“yes,” engage and contribute. To

they direct their time, energy, and

live up to this responsibility leaders

resources rather than command or

must

dictate. There is less tolerance for

leadership development to become

leadership that relies on position or

more conscious, more connected to

engage

in

personal
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and concerned about others. We

people will “voluntarily give their

cannot

best.” People rarely give their best

hope

influence

to

others

engage
without

and

seeking

in

a

‘command

and

control’

and maintaining a real connection

environment. Even if this was once

with them. No matter how you define

the case, current events suggest

them, influence and leadership are
connected.

that that world is slipping away.

Ultra Leadership enables “ultra
influence,” the ability to influence
the

character,

development,

and

Ultra leadership gets people
voluntarily give their best.
Ultra
shared

leadership
field

of

to

maintains

experience

a

with

behavior of others – the ability to

conditions that inspire and enable

get

and

people to “voluntarily give their best.”

Ultra

Those conditions include a clear

leadership is conscious that people

understanding of vision, mission, and

respond to and engage with what
satisfies their needs.

purpose, and responsibilities and

people

engage

to

and

say,

“yes,”

contribute.

the right resources, processes, and

Everyone’s a volunteer.
Everyone

has

a

a culture of trust and effective

choice.

The

people we encounter as leaders
choose to follow and engage or not.
The fact that we have a choice in
each moment to engage or not
means in some sense that we are
all volunteers. We have discretionary
time,

energy,

leaders

we

someone

and

resources.

may

request

devote

discretionary

some

resources
to
importance to us.

As
that

of

their

energy,

and

something

of

time,

Living Company,” (2002) says that a
primary role of leadership is to
the

conditions

communication.

in

which

When

these

conditions are present in the field of
experience we call the workplace,
we can expect people to engage
and perform at a high level.
Seidman writes, “leadership itself
must

shift

…

from

coercive

or

motivational leadership that uses
sticks

or

carrots

to

extract

performance and allegiance out of
people to inspirational leadership
that

inspires

commitment

and

in people.”
When we create the right conditions,
we are inspiring commitment and
innovation and hope and making it
possible for people to voluntarily
give their best.
innovation

Arie de Geus, author of “The

create

accountabilities. Also included are

and

hope
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Is it possible to lead in this way

Coercion

is

the

tactic

most

without “authority?” What gives a

associated with the “command and

person

control”

“authority”

leadership,

to

to

create

provide
the

environment

of

an

right

organizational hierarchy. When we

conditions for high engagement? In

rely on positional power to coerce

short, nothing. Ultra Leaders see

someone

what is missing and work to fill the

direction,

need in order to help people decide

complies. However, there is a high

to “voluntarily give their best.” This

level of resistance associated with

type of ultra leadership is not given;

compliance. They may say “yes,”

it is claimed. This type of ultra

but it is most likely not given willingly
or enthusiastically.

leadership is highly influential and is
not based on “authority” or position.

When we explore ways we can
influence the shared field in which
we lead and work, we find four

follow

our

the

person

perhaps

Coercion as a leadership tactic
most

Influence the field.

to

often

power.

relies

on

positional

Think of a parent telling a

child what to do or a military leader
giving an order. It is useful in some
circumstances. When trying to get

tactics leaders can employ in order

people

to get people to say “yes,” and

enthusiastically,

engage and contribute. These four

positional power has a shelf life,
and it is very short.

tactics are coercion, negotiation,
persuasion,

and

influence.

Each

tactic has its value depending on
the

situation.

Each

has

a

consequence in terms of the level

The

to

say,

more

“yes,”
and

you

willingly,

repeatedly,

rely

on

your

position, the more you become the
“boss” instead of being a leader.

of resistance the person we are

Every time you resort to using your

trying to engage and convince may
exhibit.

position and title to get things done,
you chip away at the other person’s

To coerce another person is to

leadership gets people to willingly,

force them to do something by

enthusiastically, and repeatedly say

threat, law, or authority. The other

“yes” to our requests to engage,

person

follow, and contribute
important work.

is

compelled

by

forcible

action to comply. When we coerce

motivation

to

engage.

Ultra

to

our

someone to follow our direction, we
are

telling

them

what

to

do.
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Influence

Persuasion

Negotiation

Coercion

Self-motivating

Educated Choice

Bargained compromise

Imposed compliance

Resistance Level

Low – Volunteer

There

are

advantages

and

disadvantages to using negotiation
as a tactic in engaging others.
Negotiation

presupposes

a

separation in thought, goals, and
desired outcomes.

We come to

negotiation from our particular silo.
Negotiation results in a bargained
compromise;

so

the

level

of

resistance to the agreement may be
high.

This

is

one

possible

disadvantage. Another disadvantage
is that if the negotiation is seen as
unfair, it may undermine the trust
between parties. We may get a
“yes,” but it may not be given
enthusiastically. And, if the other
person perceives that they are the
loser

in

the

negotiation,

their

willingness to return for a repeat
may not be high.
Advantages to negotiation are
that it demonstrates flexibility, is
collaborative, and can lead to a
more innovative way forward as a
result of open dialogue. Again, it
depends on the perspective and
motivation of the people involved in
the negotiation. It depends on the

High - Objector

field of shared experience in which
the negotiation is occurring.
Persuasion

is

the

ability

to

prevail on another person to accept
a belief or undertake an action by
means of logic, reason, emotion, or
inducement. Persuasion is the art of
making an argument. Of course,
when

we

persuade,

are

attempting

we

are

to

“selling”

something. We may be in a position
to persuade another because we
are a seen as a subject matter
expert or we have something the
other person
information.
When

we

needs

are

such

as

relying

on

persuasion, we must accept that the
level of buy-in will vary. The people
we are attempting to persuade must
make an educated choice as to
whether

or

not

to

accept

our

argument and take action. Their
commitment will depend on the trust
they place in our sincerity, reliability,
competence, and concern for them.
Again, while we may get them to
say, “yes,” we can’t be certain that it
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is given willingly and enthusiastically.

this are the conditions we create

And,

of

that influence others to willingly,

repeatedly having to return and sell
over and over again.

enthusiastically, and repeatedly say,
“yes,” engage and contribute.

we

set

up

a

pattern

When

Ultra influence.
Lastly, there is influence itself.

ultra influence has the
power to produce effects by
seemingly invisible or intangible
means. Where the power of
coercion is many times based in
position or hierarchical authority, the
power of ultra influence is always
based in personal power and
recognized leadership.
Real

or

Our

personal

directly

to

power
our

is

tied

level

of

leadership,

we

influential

and

are

sincere,

experienced
reliable,

as

competent,

open,
and

concerned for others and for doing
important

work.

When

people’s

trust,

we

we
can

earn
wield

tremendous influence. We cannot
underestimate the impact that a
demonstrated concern for others
can have on the willingness to say,
“yes.” When people feel intrinsically
valued, they will be more open to
engage and contribute.
Ultra leadership is recognized
and assessed by how conscious,
connected,

and

concerned

for

others we are. The tangible signs of

manifest

ultra

can

be

very

through

our

leadership enable people to selfmotivate and “voluntarily give their
best.” The result of this type of
leadership

and

influence

is

alignment, engagement, and unified
action. Ultra influence enables us to
connect and collaborate – to
generate power through people.”

“AIM & GO” for ultra
influence.

trustworthiness. Trust is given when
we

we

Many

organizations

have

cultures in the grip of a “ready, fire,
aim” mentality and decision-making
process. Ultra leaders are able to
aim before they fire. To help leaders
develop this ability, I introduce a
simple

mnemonic

device

to

encourage leaders to aim first, then
go

–

“Aim

&

Go.”

The

ultra

leadership mindset and skill set are
reinforced and strengthened when
we remember to aim before we go.
Using Aim & Go as a starting
point, we can frame an inquiry to
help us think more carefully, feel
more

fully,

communicate

more

effectively. When we take time to
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Aim & Go in order to engage, we

influence on this person or

become more conscious and aware

situation?

of our connection to those we hope

•

How might you design and

to influence. When we remember to

convene any necessary

Aim & Go for ultra influence we

conversations?

demonstrate a concern for others
that inspires the willing, enthusiastic,

•

How will you confirm agreement
on any decisions reached?

and repeated, “yes” we are striving
to hear.
Consider these questions to help
you Aim & Go and lead with ultra
influence.
•

What are you trying to achieve?

•

What is your purpose (Why,
WIIFMs)?

•

Who are you hoping to engage
with and influence?

•

What is the current reality?

•

What may be the reason for the
current reality?

•

What are the possible objections
you may encounter?

•

What are your possible
responses?

•

What might you have to let go of
in order to have a more positive

Dr. Greg Giuliano is the author of “The Hero’s Journey – Toward a More
authentic Leadership.” He is Founder and Principal at Giuliano Associates, a
consultancy specializing in executive coaching, leadership development, and
team/organization development.
Connect with Greg on LinkedIn (Linkedin.com/in/greg.giuliano), Twitter
(@ultraleadership) and Facebook (Giuliano Associates).
Info@UltraLeadership.com

UltraLeadership.com
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