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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.
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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:
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"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."

Connect the ask to a larger motivator
e.g. the impact it will have on the
business, customers or employees, the
opportunity to learn and grow, the
opportunity to do something
meaningful, the opportunity to help
others learn and grow, etc.
Make it a challenge/gamify the
opportunity in a way that creates a
positive sense of competition. For
example, we think this new process for
customer onboarding will lead to a 20%
increase in retention. Let’s beat that
projection!

Episode 190: Influencing without Authority
www.themodernmanager.com/podcast-190



TypeCoach (type-coach.com) - Mamie can facilitate your team or organization to better
understand people through personality type and preferences, including natural
motivators and influencing strategies. TypeCoach tools provide additional, ongoing
support for effective communications. (Email mamie@mamieks.com to learn more.)

Additional Suggested Resources:
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Fears:
Reputational: what will others think of me if I say yes?
Unknown: what am I really signing up for?
Consequences: what are the potential negative consequences of saying yes?

Capabilities:
Skill or Ability: do I have the right capability to do what’s being asked of me?
Time: do I have the time to commit to this?
Energy: do I have the mental and emotional energy to take this on?
Resources: do we have the resources available to do this effectively?

Priorities:
Goals: does this distract from my existing commitments?
Loss: what am I giving up in order to do this?

People:
Boss: will my boss or supervisor be OK with this?
Team: will my team members be OK with this? 
Influencer: do I want to be aligned with this person?

Examples of obstacles:

APPROACH 2: Remove Obstacles

Even when a person wants to say yes, it can be hard for them to do so, or follow through
on their commitment, when there are obstacles in the way. These barriers come in all
shapes and sizes, some of which are easily neutralized while others are impossible to
address. If we do our best to reduce the friction that inhibits someone from fully jumping
on board, it will not only increase the likelihood of us influencing them effectively, but we
will also gain their trust and appreciation.
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First seek to understand the actual
obstacle. Sometimes, the first excuse
is the whole story and other times it’s
just the surface. It may be one of many
concerns, or it’s the seemingly most
appropriate so it’s covering for deeper
issues that the person may be less
comfortable sharing.
Consider how you can do the
following based on their particular
obstacles:

Clarify the expectations - how
much time are you asking for, what
specific tasks or responsibilities
will they take on, what is the
projected timeline, etc.

Tips for removing obstacles:
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Share who else you’re talking with - who has already said yes, who is also considering
it, who do you plan to talk to, etc.
Offer to speak to anyone else about the importance of this effort - connect with their
boss or team members to help influence them as well.
Take something off their plate - explore what they’re currently working on that could
be delegated, delayed, or dropped in order to prioritize this new project.
Shift the big picture - what goals or resources could be adjusted to prioritize this
effort.
Offer support - what learning opportunities, experts/advisors, etc are available to help
the person be successful?

Break up the ask into smaller steps or phases. Instead of asking them to commit to six
months of work up front or adopting an entire new performance management system,
explore what they can say yes to right now. For example, maybe they can agree to
reviewing the project plan. Or, maybe they can agree to meet with 3 vendors to learn
more about the performance management platform options. Then, continue to engage
the person over time with small asks until they are ready to commit fully.

"Even if we don't like or agree with
an outcome, if we feel that we
were authentically part of the

process to get there, we'll often go
along with it."
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Learn about the 5 Languages of Appreciation and specifically use the person’s
appreciation language to connect with them. (See below in Resources for more
information.) 
 Note personal and professional milestones in your calendar so you can send a note
celebrating that day. Consider also sending flowers or another special treat to their office
or home.
Send holiday well wishes and thank you notes.
Follow the 3 Touches rule. Connect with someone at least three times before/between
requests. 
Occasionally send articles, books, podcasts, videos, etc that you think the person will
appreciate.
Follow up after a big event (lifecycle moment, project completion, vacation, etc.) to see
how it went.
Share your personal experiences by telling stories or sending photos.
Find time to socialize in person or virtually. Get coffee, a meal, go for walk-n-talk, etc.
Find commonalities in your interests or hobbies. For example, if you both like to bake,
share recipes. If you both like soccer, celebrate wins and lament losses together. 
If you’re not sure what to do in a moment, think of someone who is particularly good at
cultivating relationships. What would that person do?
If you purchase gifts for the holidays, consider purchasing something specific for each
person that demonstrates you really know them, rather than a mass gift giving.
Offer to help out (be a resource, make connections, when they have something going on).
Follow through on your commitments to them. Demonstrate that you are trustworthy.

Tips for cultivating relationships:

APPROACH 3: Cultivate Relationships

Influencing others is much easier when there is a foundation of trust and respect. Without
it, people can feel they are being used. While it’s not always easy or possible to know who
you’ll need to influence in the future, it’s always helpful to invest in building and
maintaining authentic relationships. Meaningful workplace relationships make work more
enjoyable for everyone.

Book - Cultivate: The Power of Winning Relationships (find it on Amazon!)
Podcast - Episode 99: Show Authentic and Meaningful Appreciation with Dr. Paul White
(themodernmanager.com/podcast-099)
Emotional Intelligence - Work with Mamie to further develop your emotional intelligence
skill set. (Email mamie@mamieks.com to learn more.)

Additional Suggested Resources:
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Decide what boundaries are non-negotiable or what issues are no-compromise. Be
flexible about everything else.
You may need to invite people in before you feel ready. This can feel nerve-wracking.
Accept that feeling and do it anyway.
Ask for early input before asking for a full commitment. For example, circulate a draft
document that outlines your thinking or a project plan that lays out the work ahead. Get
input via a meeting or leaving comments in a collaborative document.
Articulate the vision, outcome, impact or what success looks like rather than how the
work will get done. Invite people to sign onto the big picture and then allow room for
them to shape how it is accomplished.
Collectively determine the Rules of Engagement, norms, or expectations for how the
group will work together, what roles people will hold, etc.
Be clear about decision-making roles. Who is giving input vs who has a vote. This will
keep people from being disappointed, and then possibly disengaging, because their
expectations weren’t met.
Create a visual of the path, phases or process. Show them ‘we are here’ so people can
see that you’re really bringing them in early and there is ample opportunity to shape the
work ahead. For example, use the Get Ready (conceptual alignment), Get Set (project
planning), Go (project implementation), Keep Going (refinement) framework.
Come to people with questions and seek a partnership, rather than with answers. Frame
the situation and for their input. Even if you have an answer or solution you intend to
propose, first ask what ideas they have. Then, if they haven’t yet brought up your
preferred idea, you can share yours.

Tips for engaging people early in the process:

APPROACH 4: Bring People in Early

People value and support what they help create. While it might seem like we need
everything polished and buttoned up before inviting others into the conversation, we’re
better off engaging people early so they can help shape the endeavor. 

APPROACH 5: Tap into Emotions

Motivation is tightly connected to our emotions. Whether positive or negative, emotions
are a powerful driver of action. Plus, emotions are contagious. When you show your
feelings, it can spark similar feelings in others.
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Allow yourself to be emotional when conveying the importance of your request. Let your
enthusiasm or frustration (with the problem you’re trying to solve, not with the person)
come through in your voice, facial expressions and body language.
Tell stories that tug on the heart strings. (See below in Resources for more information.) 
Make it real and personal. How will this ask have a real impact on you, them, or other
people?
Paint a picture of the current pain points or frustrations that you’re trying to eliminate.
Avoid grandiose statements or generalizations. Instead, share details that enable
someone to visualize the situation in their head.
Paint a picture of the potential future that you’re driving towards. Again, avoid grandiose
statements or generalizations. Instead, share details that enable someone to visualize the
situation in their head.
Pay attention to the other person’s emotional state. If they’re having a bad day, hold off on
the conversation until they’re in a mood that will allow them to really hear you.
Notice what gets them excited. For example, was it talking about solving a big problem
for the customer, being more efficient, or the opportunity to take on something new?
Lean into what gets them most excited rather than the thing that gets you most excited.

Tips for tapping into emotions:

Tool - Leadership Story Deck (find it on
Amazon!)
Emotional Intelligence - Work with
Mamie to further develop your
emotional intelligence skill set. (Email
mamie@mamieks.com to learn more.)

Additional Suggested Resources:

"Emotions, both positive and
negative, help spur people to act.

It's a state of apathy or indifference
that's problematic. Tell stories that

tug on the heart but also show
emotion through your voice and

body language; it can be
contagious."
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