
How to Persuade at Work 
A Marketer’s Guide To Achieving Results — Fast 

Persuasion is a skill of effective communication, it’s even called 
an art. Some people have natural charisma and the ability to 
persuade other people with ease, but many people struggle to be 
effective persuaders. The good news is - these skills can be 
learned. 

There are eight steps to the perfect persuasion and these all 
involve understanding the other person’s point of view. In your 
role you have to persuade many stakeholders across the 
organisation to achieve results. 

1) Ask Who? 

Any persuasion— getting your team to work together or getting 

your boss to give you a pay rise — starts with one question: who 
are you trying to persuade. There’s no standard form of words 
that will persuade everyone to do everything. Persuasion is 

personal. You have to find the words that will work for that one 
person. 

This seems obvious. But look around you, what seems like 

common sense is not common practice. Too often people decide 

what they think are good reasons that someone else should do 
something and then get frustrated when the person will not do 
what they want. For example, what will work with one team 

member will not necessarily work with another. 

So, start by thinking about the one person you want to persuade. 

What do they like and what do they dislike? What are their 
interests? What do they care about?   

Armed with your first answers, is there some way of connecting 

what you want with what they like or with their interests. You 

can also consider if what you want them to stop doing is 
connected to what they don’t like. 

Seek first to understand,  

then to be understood! 

St Francis 

If you are thinking : 
Why can’t I just tell them what to do. Well, you can; but 
will it work now and will it work when you are not around? 
If you can get someone to agree to do what you want, then 
they are more likely to do it willingly and more likely to 
keep doing it.  

2) Ask What do you want them to do? 

Often people get caught up with people’s attitudes. For 

example, I want him to stop being sullen. The difficulty with 
attitudes is they depend on what is going on between the 
persons ears and you can’t see this. So, you start interpreting all 

kinds of facial expressions and words to presume you know 
what’s happening in their brain. This is just too hard.  

Let’s keep things simple. What do you want the other person to 

stop doing or to do. Identify a behaviour. Something you can 

see, something you can see is or is not done. (Leave changing 
attitude to someone with more time and more patience) 
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57% of people talk to people more online than 
they do in real life … 

But persuasion works best face-to
-face 

By Gary Peacock 

International Author  
& Expert in Persuasion  



3) Create choices 

Now you know who you want to persuade and what you want 

them to do, what next? If you think there is only one way you 
can get what you want, … “Its my way or the highway” then 
you need to pray they agree this is the only way. I’ll let you in on 

a secret, this rarely works. Because everyone wants to feel like 
they have choices and have some control over what they do. 
Not many people like being told what do. So you will be more 

effective if you give the other person some choices in how they 
can do what you want. 

But people don’t like too many choices, three is a good number. 

Now can I confess, there is another reason to create choices. It’s 
to change your mind too. If you have only one choice you can 

quickly fall into right/wrong thinking. You know there’s one 
way and you are right. When they disagree, as will happen often, 

then they are wrong. With this thinking, you are more likely to 
get into a disagreement instead of a discussion. A wise 
negotiator once told me a proposal beats an argument. So, 

propose some choices rather than argue that one way is right or 
wrong. 

4) Understand Consequences 

What happens when the person you are persuading says yes? 

What happens when they say no?  Thinking about the 
consequences for the other person can often help you 
understand why they keep saying no. If they say yes, to your 

request for a pay rise then the other 19 people in your 
department will ask for a pay rise. If they say yes, they have to 
go and argue your case with their boss and the HR Manager. If 

they say no, no one else will ask for a rise, they don’t have the 
hassle of arguing with their boss and HR. Based on this you can 

understand why they say no. 

If you look at the consequences and find that the consequences 

do not work in your favour, then what should you do? Can you 
change the consequences? Can you stop doing something? Can 
you start doing something? 

There are neither rewards nor punishments; 
there are consequences. 

Robert Green Ingersoll 

8 steps to the perfect persuasion 

5) Ask Questions 

The easiest way to persuade people is when you can connect 

what you want with how they see things. The easiest way to find 
out how they see things is to ask questions. And then listen! 

If you listen, really listen, then you’ll start to understand how 

they see the situation and what’s important to them. 

Understanding how they see the situation will give you clues 

how to present to them in a way that is more likely to persuade 
them to do what you want.  

Now, anyone can ask questions. To ask good questions, you 

need to prepare the questions before you meet with a person. 
Even the most skilled persuader, finds it tough to come up with 
good questions in the middle of a discussion. Also, all questions 

are not equal. Some questions are far better than others to 
uncover how the other person sees the situation. Some good 
questions are given on the next page. 
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Until you believe you have options,  
you’ll continue to feel stuck. 

Sean Stephenson 

Often a powerful question to ask yourself is, what are the 

consequences if they do nothing and don’t make a decision to 
say yes or no to your options. If the answer is: when they do 
nothing, then nothing happens. Then guess what will happen: 

nothing. 

You want a manager to submit his monthly report on time 
by 5pm Friday. Instead of two days late at 9am Monday. If 
he says yes, the consequences are he will have to do what 
he thinks is hard work—write the report in a few hours 
instead of two days—and stop doing something else dur-
ing the working week. If he says no (or more likely just 
ignores your request), then he does not have the hard 
work. Guess what he will do? 

Change the consequences: can you offer to help him get  
something from another department and can you refuse to  
process any travel requisitions submitted without all re-
quired signatures. Use different consequences to make 
him more inclined to say yes. 



8 steps to the perfect persuasion 

Questions that work! 

Under what circumstances would you…? 

None? Really? (wait quietly for a response, no matter how 
long it takes) 

I know you don’t want to or don’t think you can. Leaving 
aside all the obstacles, what if in 7 days you were doing 

X….what would be the benefits? 

 

What are the consequences of saying yes? 

What are the consequences of saying no? 

 

What are the consequences if you start doing/stop doing this? 

What are the consequence of doing nothing? 

 

What’s the most important thing for you now? 

Why not? (to uncover their interests) 

What if? 

What would you do if you were in my shoes? 

6) Use Summaries 

The reason that most people won’t listen to your arguments is 

because they don’t feel that you understand their arguments. 
Just read that sentence again, they won’t listen to you because 
they don’t feel that you have listened to them. Because they 

don’t think you have listened to them, they get upset and are 
more difficult to persuade. To stand any chance of persuading 
them, you must convince them you understand their position. 

This does not mean  you must agree with their position but you 
must convince them you understand their position.  

Convincing them you understand is much easier than you think. 

The problem for most of us is that we are too busy arguing and 
disagreeing to convince them that we are listening to them. Let 
me introduce you to the simplest way to convince somebody 

that you have listened to them: use summaries. 

If you say something like, I don’t agree with your view but 
I want to make sure that I understand what you’re saying. 
Then summarise what they have said and how they feel. 
Then ask have I got it right? If they say no, try to summa-
rise again and ask if you have understood them.   
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You are not agreeing with them, you are simply showing you 

understand their view of the situation. Once they are convinced 
that you understand their position, surprisingly, you will find 
they are more willing to listen to your arguments. 

Typically it will take two summaries before they say yes. In very 

emotional situations, it takes more. However, keep summarising 
until you get a yes.  

You can practice this technique in lots of situations, when 

people express different opinions to yours. Before you argue 
with them, summarise their opinions and ask them if you have 

got it right. Notice how much more receptive they are to your 
arguments when they are convinced you understand their 
position. 

Oh I got it wrong, as I said I’m not saying I agree with you, 
but let me try again to see if I understand what you are 
saying: what you are saying is W and X , Y and Z is making 
you furious. Have I got that right? 

You may be tempted to ignore this step. However until the 

other person says yes, they are not going to listen to you and 
your arguments. No matter how good your arguments. So keep 
summarising until they say yes. You will be amazed at how 

much more receptive they are to your persuasion once they are 
convinced that you’ve listened to them and understand them. 

7) Take Time 

People like to feel that their opinions have been considered. To 

consider opinions takes time. Whether it’s five minutes, five 
hours or five days, when somebody takes the time to consider 
your opinions, you feel better. You feel better, even if they say 

no and disagree with you. 

So even if you’re still going to disagree with the other person 

and say no, take some time to consider their opinions.  

Can you meet them next week or the next day, in an hour or in 

15 minutes after you’ve made a cup of tea. Or can you just be 
quiet for a minute to think about their views. Taking time gives 

you and them time to think about the conversation so far. 
Breaks of any kind show respect to the other person’s views 
(however outrageous). 

Using summaries is one of the most powerful tools in 

the persuader’s tool box. Try it. 



8 steps to the perfect persuasion 

If you can’t take a break, then continue. Just expect it will be 

harder to persuade them because the other person is likely to 
think you have not seriously considered their view. 

The most powerful thing you can do is combine summarising 

until the other person says yes and then take some time to 

consider their opinion before going back and agreeing or 
disagreeing. 

8) Connecting Choices 

With the information you now have, after listening to them 

should you change your original three choices? If you change 
your choices to connect with what they said, then you have 
more chance of persuading them. 

You said X was important, so one way is… 

Another way is… 

Finally you said you did not want Y, so another way to do 
this is… 

EXTRA: For really challenging situations 

For really challenging situations you need to try to use two of 

the most powerful tools from Robert Cialdini who has been 
studying persuasion for over 30 years.  

1) Use Social Proof - people are more likely to be persuaded 

when someone else like them is already doing it. Can you show 
another manager gave a pay rise outside the annual pay rises? 
Can you show that two of your husband’s friends iron their own 

shirts? Can you show another teenager helps with the gardening 
in exchange for petrol money? 

2) Use Role Models or Experts - people are more likely to be 

persuaded if you can show them another influential opinion that 
they can accept. This is often an expert or sometimes a role 
model. For salary negotiations, if you can show a salary survey 

that shows your salary is in the bottom 25% for companies of 
your size in NSW, this is compelling evidence.  

Can you show information from an article or a book? Can you 
get a quote someone has made? In business this can be 

prominent people or people with specialist qualifications. At 
home this can be a little trickier. Is there someone that they look 
up to. Perhaps you are trying to persuade a teenager to be 

honest with you, you might use the words of Katy Perry.  

- Honesty has always worked for me. Katy Perry 

For more sporty teenagers, sportsmen might be a good source: 

a soccer player. 

- Why lie? I'm not going to be a hypocrite and say the opposite 

of what I think, like some others do. Cristiano Ronaldo 

In written persuasion, using quotations of famous people is 

persuasive because quotations often add emotion to a logic 
argument. 

Can you use words from your annual report, the Chairman’s 

words or Managing Director’s words. Or famous experts like 

Peter Drucker or Steve Jobs. 
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If you get no, ask: 

I have given you three choices, what do you dislike about the 
choices and what do you like? Help me understand. 

SUMMARY 

To persuade you need to identify specifically who you want to 
persuade (and know their likes, dislikes and interests). Then be 
certain you know what you want them to do. 

Create three choices for them and understand the conse-
quences of saying yes and no. Show them you want to under-
stand by asking good questions and using summaries.  

Then, remember the power of time. Finally connect your 
choices to their view of the situation. 

Look I am trying to find a way that works for both of us. If 
you tell me what you like and don’t like we can see if there 
is a another way. 

Faced with a continuing refusal to be persuaded, a powerful 

question that sometimes changes people’s perspective is:  
what would you do if you were in my shoes? 

Sometimes this gets the other person to see your perspective 

and they become more reasonable. 


