
 

 

 

Find Your Change Influencers Exercise 

Who influences you? Who has the most influence in a change? 

Every stakeholder impacted by a change will have some level of influence on the other stakeholders. 

Understanding the level of influence can be helpful to create a change plan that will impact each 

stakeholder in a useful way.  For some, this may mean enlisting their help in getting the message out.  For 

others, it may be addressing their concerns so that they can support the change or at least not hinder it.  In 

every case, an active approach to working with the more influential stakeholders is crucial to a successful 

change effort. 

There is one important caveat with this work.  There can be a fine line between managing influencers and 

manipulating influencers.  There is no yardstick to measure this.  There is only ethics.  An ethical leader 

engaged in implementing a change is one that moves forward from a base of truth not only a desire for the 

end result.  That truth may be uncomfortable and inconvenient and even in the way, but maneuvering 

people away from the truth is both a losing strategy and unethical.  This tool helps to map the influencers 

so that the group leader and change leader can better understand with whom they need to work and how 

much.   
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1: Organization Chart Drawing 
 

The organization chart is a measure of the connectedness and authority of any person in an organization 

as well as the strength of that connection and authority.  In addition to local organizational connections 

and authority, it can be useful to understand bodies of authority that have an influence on the 

organization, both near and far.  For example, a near influence group may be Internal Audit while a far 

influence group could be the IRS or a regulatory agency. 

 
Use the space below to draw the organization chart of your work team. 
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2: Strength of Connection Scoring System 
 

Answer the questions below for each person on your organization chart. 

1.  Proximity: What is the proximity of each person to you in your workplace? 

1 - Very far, e.g., 
you almost never 
see this person and 
never meet 

2 - Far, e.g., you’re 
rarely in the same 
area or in the same 
meeting 

3 - Varies, e.g, some 
weeks you’re in 
close proximity and 
sometimes not at all 

4 - Pretty close, 
e.g., your often in 
the same room or in 
the same meeting  

5 - Very close, e.g., 
you sit near  each 
other fairly 
regularly or nearly 
always in meetings 

 

2.  Personality: How strong is each person’s presence felt by you? 

1 - Not felt at all  2 - Rarely felt  3 - Varies  4 - Presence 
strongly felt 

5 - Presence very 
strongly felt 

 

3.  Interaction: What is the frequency of your interaction with each person? 

1 - Never, e.g., you 
never interact 

2 - Rarely, e.g., 
you’re rarely 
interact 

3 - Varies, e.g, some 
weeks (months) you 
often interact, some 
not at all 

4 - Frequently e.g., 
you often and 
regularly interact 

5 - Constant, e.g., 
your almost always 
interacting 

 

4.  Dependency (You): How dependent are you on each person to be successful in your role? 

1 - Not at all 
dependent, e.g., 
you never need 
their work, 
approval or 
agreement to 
succeed in your role 

2 - Rarely 
dependent, e.g., 
you rarely need 
their work, 
approval, and/or 
agreement to 
succeed in your role 

3 - Sometimes 
dependent, e.g, you 
sometimes need 
their work, 
approval, and/or 
agreement to 
succeed in your role 

4 - Frequently 
dependent, e.g., 
you often need 
their work, 
approval, and/or 
agreement to 
succeed in your role 

5 - Constantly 
dependent, e.g., you 
almost constantly 
need their work, 
approval, and/or 
agreement to 
succeed in your role 

 

5.  Dependency (Others): How dependent is each person on you to be successful in their role? 

1 - Not at all 
dependent, e.g., 
they never need 
your work, 
approval or 
agreement to 
succeed in their 
role 

2 - Rarely 
dependent, e.g., 
they rarely need 
your work, 
approval, and/or 
agreement to 
succeed in their 
role 

3 - Sometimes 
dependent, e.g, 
they sometimes 
need your work, 
approval, and/or 
agreement to 
succeed in their role 

4 - Frequently 
dependent, e.g., 
they often need 
your work, 
approval, and/or 
agreement to 
succeed in their 
role 

5 - Constantly 
dependent, e.g., 
they almost 
constantly need 
your work, 
approval, and/or 
agreement to 
succeed  
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6.  Reaction: How often do you wait to see how each person reacts before expressing your opinion? 

1 - Never, e.g., you 
almost never wait 

2 - Rarely, e.g., you 
rarely wait 

3 - Sometimes, e.g, 
you sometimes wait 

4 - Frequently, e.g., 
you frequently wait 

5 - Constantly, e.g., 
you almost 
constantly wait 

 

7.  Adjustment: How often do you change your thinking based on each person’s point of view? 

1 - Never, e.g., you 
almost never 
change your 
thinking based on 
their point of view 

2 - Rarely, e.g., you 
rarely change your 
thinking based on 
their point of view 

3 - Sometimes, e.g, 
you sometimes 
change your 
thinking based on 
their point of view 

4 - Frequently, e.g., 
you frequently 
change your 
thinking based on 
their point of view 

5 - Constantly, e.g., 
you almost always 
change your 
thinking based on 
their point of view 

 

8.  Respect: How much respect do you have for each person’s work, experience or role? 

1 - Polite degree of 
respect  

2 - Moderate 
degree of respect 

3 - Somewhat high 
degree of respect 

4 - High degree of 
respect 

5 - Very high 
degree of respect 

 

9.  Anticipation: How much time do you spend preparing to communicate your ideas to each person? 

1 - Never dedicate 
a lot of time, e.g., 
you never prepare 
before talking or 
presenting to this 
person 

2 - Rarely dedicate 
a lot of time, e.g., 
you occasionally 
prepare before 
talking/ presenting 
to this person 

3 - Sometimes 
dedicate a lot of 
time, e.g, you 
prepare sometimes 
and others hardly at 
all 

4 - Frequently 
dedicate a lot of 
time, e.g., you 
usually but not 
always spend time 
preparing 

5 - Regularly 
dedicate a lot of 
time, e.g., you 
always prepare 
significantly before 
talking/presenting 

 

10.  Disagreement: How difficult is your job when you disagree with each person? 

1 - Never difficult, 
e.g., you have no 
relationship issues 
to work through 
with this person 
when you disagree 

2 - Rarely difficult, 
e.g., you rarely 
experience 
relationship strain 
when you disagree 
with this person 

3 - Sometimes 
difficult, 
sometimes not, e.g, 
you sometimes 
experience a large 
amount of stress 
but you're able to 
work through the 
relationship 
difficulties pretty 
quickly 

4 - Frequently 
difficult, e.g., you 
often experience a 
large amount of 
stress and spend 
extra time to work 
through the 
relationship 
difficulties  

5 - Extremely 
difficult, e.g., you 
experience  a large 
amount of stress 
and spend a lot of 
time working 
through the 
relationship 
difficulties 
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Influencer Scoring Sheet 
 

Name:  Score 
(1-5) 

Proximity   

Personality   

Interaction   

Dependency (You)   

Dependency (Others)   

Reaction   

Adjustment   

Respect   

Anticipation   

Disagreement   

Sum:   

   

Name:  Score 
(1-5) 

Proximity   

Personality   

Interaction   

Dependency (You)   

Dependency (Others)   

Reaction   

Adjustment   

Respect   

Anticipation   

Disagreement   

Sum:   

 

 

Name:  Score 
(1-5) 

Proximity   

Personality   

Interaction   

Dependency (You)   

Dependency (Others)   

Reaction   

Adjustment   

Respect   

Anticipation   

Disagreement   

Sum:   

   

Name:  Score 
(1-5) 

Proximity   

Personality   

Interaction   

Dependency (You)   

Dependency (Others)   

Reaction   

Adjustment   

Respect   

Anticipation   

Disagreement   

Sum:   

 

 

Name:  Score 
(1-5) 

Proximity   

Personality   

Interaction   

Dependency (You)   

Dependency (Others)   

Reaction   

Adjustment   

Respect   

Anticipation   

Disagreement   

Sum:   

   

Name:  Score 
(1-5) 

Proximity   

Personality   

Interaction   

Dependency (You)   

Dependency (Others)   

Reaction   

Adjustment   

Respect   

Anticipation   

Disagreement   

Sum:   

 

Note: The higher the score the more influence the person has. 

5 www.thechangedecision.com 



 

3: Influencer Interview Questions 
 

Answer the following questions to think about the impact an influencer has. 

 

1. What would happen to the team if they were 

a. promoted to the next level? 

b. to take over the group and were in charge? 

c. to decide to take another job? 

d. fired? 

e. given more people to report to them? 

 

 

 

 

2. How much does the person dominate conversations in meetings? 

a. How does the person express disagreement? 

b. How often does the team want to hear how this person reacts before they react? 

 

 

 

 

3. How inhibited or open is the team in their presence? 

a. How do they exercise control over the team? 

b. How do they empower the team? 

 

 

 

 

4. How much do their words match their actions? 
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5. How well do they live the stated values? 

 

 

 

 

6. Are they an energy-drainer or an energy-booster of others?  Who do they impact the most? 

 

 

 

 

7. How much does the team wait for this person to make decisions? 

a. How many people wait? 

b. How significant are those decisions? 
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Want to dig deeper? 
 

As you build your skills, it will be useful to 

zoom in on what’s in the way of giving 

feedback. Here are some questions to 

contemplate: 

● What pain will be experienced if you 

do not discover the major influencers? 

What opportunities or barriers are you 

overlooking? 

● What behavior are you tolerating by 

not engaging with influencers?  What 

behaviors are you not reinforcing? 

● How will others react to influencers 

whose negative behavior is not 

resolved?  How will others react if the 

behavior repeats? 

● What are the old stories you’re telling 

yourself about you (the situation, 

others) that no longer serve you well? 

● What will get in your way and what 
will you do now to make sure that 
does not happen? 
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