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HOW YOUR PERSONAL IMPACT CONTRIBUTES TO YOUR 
ABILITY TO INFLUENCE 
By Jamie Ripman, Frontline Associate; Co-founder and Director of Practive 
 
The link between your personal impact (how you are perceived by others) and your influence (what others do 
because of you) is now well-recognised and well researched.  It is also, of course, common sense.  Think about it for 
a second.  When was the last time you were persuaded to do anything differently by someone about whom you 
had a negative perception?  OK, so there might be an occasional exception!   
 
This link between personal impact and influence was my theme for a recent session that I ran for the Governor 
Focus Conference in London in May 2017, and, to help me build my case, I asked colleagues at NHS Providers to do 
a short piece of research.  I wanted to ask a range of stakeholders and partners (trust secretaries and fellow 
governors) how they would describe the governors they encounter (that’s the personal impact question) when 
those governors are ‘at their best’ and when they are ‘at their worst’.  We then asked the same people about the 
level of influence achieved by these governors when they were perceived to be at their best and worst. 
 
Here is a snapshot of the responses we got and the links between personal impact and influence. 
 

Personal Impact Influence  

Governors at their best: 
• Informed 
• Clearly understand the issues 
• Clear about the role and the responsibilities of being a 

governor 
• They invest their time in the organisation 
• Proud of the organisation 
• They support each other 
• Open, engaging and willing to listen 
• Constructive in their feedback 
• They ask the more searching questions 
• They are thoughtful, and consider matters holistically and 

without prejudice towards individuals or topics 
• Engaged, positive, enthusiastic 
• Able to think more strategically rather than too focused 

on the detail and on operational matters 
• Inclusive in their discussions 
• Willing to contribute own voice at the appropriate time 
• Engaged with all the paperwork, confident that their 

queries and uncertainties can be expressed without 
derision 

Which results in: 
• Governors can be relied on to make a proper and focused 

contribution  
• Governors are more influential in their work outside of the 

council meetings 
• They give the board of directors and the trust as a whole a 

really effective governance structure 
• It fosters a culture of openness and transparency and a 

willingness to admit when things haven't gone to plan 
• They help improve services 
• Decision making is based on exploration of multiple 

perspectives and collective integrity 
• Decisions are timely and the Council of Governors has 

earned respect from the Trust  
• The role of a governor has wider appeal, ensuring that 

future governors are attracted to the role 
• The public can identify with the Council of Governors as 

being its local voice  
 

Governors at their worst: 
• Mixed up about their role and responsibilities 
• Fixated on a particular issue, site or service 
• Disruptive, with negative criticism and generally unhelpful 
• Unable to see things “in the round” 
• They don’t take into account the complexities of the NHS 

Which results in: 
• These governors tend to drift to the edges of forums 
• They instil a culture of mistrust 
• Fellow governors don’t listen to them and they become 

more isolated 
• Problems escalate 
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such as commissioning, finance and continue to feel they 
are not listened to 

• They might not “buy in” to the strategic direction of the 
organisation and behave in a negative or underhand way 

• They see the Board as “them” rather than the Board and 
Council as “us” 

• They operate in silos, either as small 'pincer movements' 
or as individuals with their own agendas 

• Behaviours that are disrespectful builds division 
• This behaviour can be extremely disruptive for the CoG 

and affects group cohesion and purpose 
• It prevents the CoG effectively engaging in a collective 

purpose, creates internal divisions and potentially destroys 
trust 

• Governors form cliques, certain voices overpower others 
with perceptions of intimidation 

• Confidentiality is breached 
 

 
 
I believe that what this evidence suggests is that a simple way for governors to gain even greater influence is to start 
by addressing how others perceive you. 
 
As you know, the context for your need to influence others is one where you have limited ‘positional power’ or ‘line 
authority’ to get things done.  Your greatest chance of success, it seems to me, is not through strenuously telling 
others why you are right and they are wrong.  A lot of areas that you need to influence have no ‘right’ answers and 
your role is to persuade others to explore what you believe are ‘better’ or ‘improved’ ways of doing things.  As a 
starting point for this type of persuasion, it feels obvious that it will help if others think well of you. 
 
This area of personal impact is one that I have been working on with Philippa Williams and other colleagues for over 
two decades and we have created a simple framework that we think summarises both a helpful process and some 
areas to focus on if you want to keep developing your impact.  Here it is: 
 
 

 
 

The outer circle of this simple model describes a continuous process for developing your impact as a leader.  It 
invites you to consider the following: 
 

• For everything you do as a leader, you have an intention.  However, when that action is performed it has an 
impact on the receiver, which may or may not be what was intended.  For example, it seems unlikely that 
governors who are perceived as “unable to see things in the round” would have had an intention of being 
perceived in this way.  This process encourages leaders to become interested in why it is that, despite their 
positive intentions, their impact is not always what they would want it to be.  It also invites them to be honest 
with themselves about any contribution that is driven by negative intentions and the impact they have because 
of that!   
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• So, by actively seeking feedback (and through self-reflection), you gain greater awareness of your impact on 
others, which gives clarity as to what component of your impact you need to refine… 

 
In our experience, this is an essential process that you need to keep repeating if you want to develop your impact 
quickly. And, at the heart of this process, is the need for regular feedback.  Put simply, if you want to find out how 
you are perceived by others, you need to ask them.  You also need them to share their honest perceptions with you, 
so how and when you ask for feedback is vitally important. 
 
The inner circles indicate the areas that, through our experience and research, we’ve identified as the four key 
components of a leader’s impact.  Of course they don’t just work in isolation, sometimes our impact is created by a 
combination of these components as can be seen from the above feedback we collected about NHS governors. 
 
Knowledge – this is not just your technical knowledge but also what you know about the situations and the people 
you are leading.  Feedback that ranges from “informed” and “clearly understand the issues” to “mixed up about their 
role and responsibilities” is largely a knowledge issue, and can be fixed easily by getting to know more about the 
role and what is required of you. 
 
Strategy – what are your strategies and tactics for creating appropriate impact, and how do others perceive them?  
“Willing to contribute own voice at the appropriate time” indicates that the governors who create this impact have 
created helpful strategies for making their contributions.  Whereas governors that are perceived to “… operate in 
silos, either as small 'pincer movements' or as individuals with their own agendas” have probably not considered the 
impact of these strategies.  
 
Behaviour – are your behaviours always congruent with your intentions?  As you can see, when at their best, 
Governors were getting feedback such as “Open, engaging and willing to listen” which will undoubtedly include 
some observations of their behaviours.  As will, on the ‘at their worst’ side, feedback like “disruptive, with negative 
criticism and generally unhelpful”.  Of course, there are also probably elements of helpful and unhelpful strategy and 
mindset contributing to this feedback as well. 
 
Mindset – are your values, attitudes and beliefs supporting your intentions?  Feedback such as “proud of the 
organisation” and “engaged, positive, enthusiastic” indicate a positive and helpful mindset at play.  On the other 
hand “They see the board as them rather than the board and council as us” will definitely require a shift in mindset 
to change that negative feedback. 
 
Although these components sometimes combine to create our impact we think it’s helpful to identify them 
separately.  In any continuous development process we need a place to start.  Sometimes it’s with something 
obvious (that we have put off, or are avoiding) and sometimes it’s with something less immediately clear to us. 
 
In our recent work with NHS Providers we have used this model at a number of sessions recently with both 
governors and non-executive directors.  At the end of the session we have asked participants to name some things, 
in each category, that they could go back to their boards and try immediately, here are a few of the practical ideas 
they came up with: 
 
Knowledge: 
• Get more clarity on my role and responsibilities 

• Subscribe to NHS blogs and circulars to learn the language of health care as this will increase my effectiveness 

• Read one report more per fortnight (e.g. Health Foundation; King’s Fund). 
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Strategies 
• Always let the chair know in advance when I plan to speak 

• I will try to look at my decisions by standing first in one person’s shoes and then somebody else’s and then 
maybe a third person’s. 

• Feels like there is a lot to do and change.  I need to do this in an incremental way that will be more palatable to 
others and, therefore, have a more positive impact. 
 

Behaviours 
• I’m going to reflect more in meetings why I am behaving in the way I am (my reactions to the conversations; 

reflection-in-the-moment) 

• Determine what impact I am seeking before I ask my questions rather than what intention or information I am 
seeking 

• My natural demeanor is to look very serious; I shall make a conscious effort to smile when engaging with others 

• As an extrovert (!) my questions can be rambling.  I aim to formulate my questions clearly to help anyone trying 
to answer them. 
 

Mindset 
• Put yourself in other’s shoes before responding 

• Plan more clearly a new approach to others – think about what I sometimes feel about them and recalibrate 

• Enhancing my emotional intelligence – and deploying it! 

• Attend meetings with an open mind.  Without prejudice – and be aware of differences around the table. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


