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Influencing without Authority
EPISODE 190

Influencing others is a key part of most
managerial positions. Too often we conflate
authority with influence. Authority is an exercise
in power while influence is about encouraging
people to join you in a shared mission. Whether
it's getting a team member to change their
behavior, generating buy-in from your
supervisor, or getting a colleague in a different
department to help out, we are often in positions
where we don’t have (or don’t want to use)
positional power to get what we need. This is
where we rely on our ability to influence.

This guide includes tips, recommendations and
additional resources for the 5 strategies to
influence without authority.

"Every person you're trying to
influence has their own situation,

their own values, passions, priorities
and stressors. We can only

influence people if we understand
who they are and what they care

about, and what's going on for
them."
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Ask the person what’s going on. What are their current priorities and frustrations? What’s
got their attention these days?
Before sharing your idea or request, ask if now is a good time. You want the person’s full
attention.
Consider what you already know about the person, and what you might need to better
understand in order to effectively influence them. For example, do they like data? Are
they easily emotionally triggered? Do they love big ideas and innovative solutions?
Discover their bigger motivating factors that you can tap into e.g. helping people, their
reputation/legacy, winning/competition, learning/growth, career advancement, etc.

Tips for being curious:

APPROACH 1: Be Curious

Influencing is all about connecting what we want to what the other person wants. That is
almost impossible to do if we don’t understand who the other person is or what matters to
them. 

Use what you’ve learned about the person to shape the conversation. Connect your
needs with their priorities, values and natural motivators. 
Convey the request in a format that you believe they’ll be most receptive to. 
Give people time to warm up to the idea. Share small amounts of information and allow
them time for processing before making a big ask.
Brainstorm questions and concerns the person might have and plan your responses.
Practice these before engaging the other person. 
Use the “feel, felt, found” method of acknowledging the other person’s hesitation while
sharing an alternative perspective. Here are two examples:

Request to help out with transitioning to a new database: “I get that you’re already
feeling overwhelmed with what’s on your plate. I felt that way too when I first started
thinking about transitioning our system, but when I considered the costs of delaying, I
found that it would be far worse for all of us in the long run and only end up taking
more time later.” 
Request to support a new product idea: “I hear your concern about stepping outside
our core product line. Some people feel that the best strategy is to do what we do
best and continue to deliver excellence. And I know a lot of people have felt
differently after considering how easily industries get disrupted these days and
ultimately found that if we aren’t exploring new areas, we leave ourselves open to an
even greater risk.” 

Tips for communicating:


