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How to Influence Even Without Authority 
 

By Halelly Azulay, TalentGrow LLC 
 
 

In today’s workplace, the command-and-control style of influence has given way to a more democratic, inclusive, and 
participatory style. Organizations are flatter and less hierarchical and professionals in all fields of work find that they 
can, and need to, use their influence skills more often to get their ideas accepted and to get their work tasks 
accomplished. Influencing with integrity, whether with or without authority, is a way to understand and use your own 
and others’ deeply held values and standards in order to reach mutually beneficial outcomes and agreements. It allows 
employees at every level of the organization to recognize their power to influence others in order to get work done and 
generate positive results. 
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Spheres of Influence 
 
A fundamental truth underpins everything in this guide: You cannot change others – you can only 
change yourself. You cannot make others do what you want – but you can often influence others 
to choose to do those things that are in your best interests because they serve their own interests  
as well. 

Spheres of Concern and Influence 

We each have a sphere of concern that includes everything we’re concerned about, such as a 
deadline, a meeting with the boss, an ailing family member, the war in the Middle East, our 
cravings for donuts even though we’re on a diet, “spam” emails, computer viruses, or the next US 
presidential elections.  

Within that circle is another sphere – the sphere of 
influence – that defines the concerns over which we have 
some influence or in which we can actually make a difference. We may not be able to really 
change the situation in the Middle East, but we can control our choices for breakfast food. We 
may also be able to influence our ailing relative’s choice of food for health, or help him/her with 
grocery shopping, or give him/her our attention and compassion. And we may be able to install a 
“Spam Filter” on our computer and learn more about ways to avoid computer viruses. 

However, the most effective use of our time, according to time management guru Stephen Covey, 
is to focus our time and energy on those concerns that are within our center of focus – the third, 
inner circle in the diagram. In this circle are the things we’re concerned about, that we can 
influence, that are key to achieving our goals and can be accomplished in a timely manner. Covey 
says that spending time and effort in any other sphere diminishes our effectiveness; but spending 
time in the center of focus can help us optimize our productivity, accomplishment and satisfaction.  

 

Before you try to influence others, make sure that you spend your precious time and energy resources wisely. Ask 
yourself: are my influence efforts aligned with my center of focus? 

"The only person over whom you 
have direct and immediate control is 
yourself. The most important assets 
to develop, preserve, and enhance, 
therefore, are your own capabilities. 
And no one can do it for you – you 
must cultivate the habits of… 
effectiveness for yourself – and doing 
so will be the single best investment 
you'll ever make."  
 
 Stephen R. Covey 
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The Power of Words 
 

Sometimes, people feel an aversion to the mere idea of trying to influence anyone. It’s almost like 
influence is a ‘dirty word’, or a ‘dirty’ thing to ‘do to others.’ It could be, but not necessarily. 
Sometimes, the reaction is actually to the word itself! 

Words have specific meanings (denotations) and often there are multiple words that mean similar 
things. Yet, there are particular distinctions among them for a reason. Beyond their denotations (as in, 
their dictionary definitions), words also carry certain connotations – meanings that we ascribe to them by 
context and or based on cultural and societal usage. Connotations are often quite distinct and different 
from the denotation, and can cause strong emotional reactions. 

I find this to be true with many of the words we use for influence – sometimes interchangeably. The problem is, 
these other words can have negative connotations that can rub off on the word ‘influence’ and give it a bad rap. 

Test this for yourself. Look at the figure below and write what you think the definition is for each of these words we view as synonyms of 
each other. Don’t pull out the dictionary or Google them – just write what first comes to your mind. Then, and only then, go to the next 
page and check out the dictionary definitions, and see what differences (if any) may exist between how you perceive each of these words 
and what they are technically meant to mean.  

 

To Persuade 
 
 

To Coerce 
 
 

To Influence 
 
 
 

To Manipulate 
 
 
 
 

 
 

 
Image by Flickr Creative Commons user RambergMediaImages  
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Now that you’ve written your own definitions on page 4, compare them to these dictionary definitions. Make notes of key words in each 
and any particular differences. Some of these words are legitimately negative, and some are actually neutral – which ones? 

 

To Persuade 
 
Definition 

 
To move by argument, entreaty, 
or expostulation to a belief, 
position, or cause of action; to 
reason earnestly for purpose of 
discussion. 
 
 

Key words 

To Coerce 
 
Definition 

 
To compel to an act or choice. To 
achieve by force or threat. 
 
 
 
 
 

Key words 

To Influence 
 
Definition 

 
The act or power of producing an 
effect without apparent exertion 
of force or direct exercise of 
command. The power or capacity 
of causing an effect in indirect or 
intangible ways.  
 

Key words 

To Manipulate 
 
Definition 

 
To manage or utilize skillfully. To 
control or play upon by artful, 
unfair, or insidious means esp. to 
one’s own advantage. 
 
 
 

Key words 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
 

_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
 

_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
 

_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
_________________________ 
 

 
So if all you’re doing is influencing, and you operate with integrity, you can feel at ease and put aside your aversion to the word! 

 
Definitions Source: Merriam-Webster Dictionary 
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Influencing with Integrity 
 
As we just discovered, when we think of the word “influence”, we sometimes think about “getting someone to do what I want them to do.” 
But most people don’t really like to imagine themselves on the receiving end of such a statement – we don’t want other people to 
“manipulate” us. When people use manipulative techniques to gain influence, they also gain resentment, erode trust, and make future 
interactions more difficult. 

So should we avoid trying to gain any influence? No, we just have to ensure that our influence efforts result in a win-win solution. Only 
when people have a direct or indirect self-interest in what you would like them to do can they truly get behind it and commit their energy to 
your cause. When you help people gain value from such an interaction, you don’t just get what you want – you build a framework for 
improved future interactions and increase trust. 
 

Take the following self-assessment to see your current influence strategy: 
 

 

1=Strongly Agree    2=Agree    3=Neutral    4=Disagree    5=Strongly Disagree 
 

1. Before trying to influence people, I make sure I understand what their goals, values and concerns are. 1 2 3 4 5 

2. I am genuinely curious to learn others’ perspective on important topics. 1 2 3 4 5 

3. I check my assumptions before proposing a course of action. 1 2 3 4 5 

4. I consistently search for win/win solutions to meet the needs of all involved. 1 2 3 4 5 

5. I almost never have to go back and get people to follow through on their commitments to me. 1 2 3 4 5 

6. I remain flexible in influence situations so I can find a solution that everyone supports. 1 2 3 4 5 

7. When the conversation is not going the way I want, I ask questions to gain a deeper understanding of the  
other person’s concerns. 

1 2 3 4 5 

 Adapted from Personnel Decisions International Corporation’s tool as appearing in Impact Without Authority, Helsing, J., et al., 2003
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Influencing is not only about logic, it’s about what matters to people. The people you deal with already have a rational argument to support 
their point of view. You need to find a way to combine the business logic and the personal logic to get the best outcome. You need to do a 
lot of questioning, listening, and less speaking, to uncover what their needs are. 

 

Sources of Power 
One of the common concerns of people who don’t have positions of authority is that they feel like they lack the necessary power to exert 
influence and get others to do what they want them to do. This is a misconception I really fight to correct. 

 

Compliance vs. Commitment  

Not only do you not need to have authority power (also called 
‘Legitimate’ power) to get people do go along with your ideas, sometimes 
it can actually get in your way of actually gaining their commitment. 

Watch me explain the difference in this short video blog (‘vlog’) I 
recorded that explains the difference between Compliance and 
Commitment. 

 

When we expand our understanding of the kind of motivation that gets 
people to do something because it’s what they want to do, not because 
you told them to do it, then we can finally get over the need for authority 
and work on gaining commitment in an organic, authentic, and sincere 
way. With integrity. 

When we see that all that authority gives us is the legitimacy to wield coercive power in order to gain compliance, we can begin to see that 
there are other sources of power available to everyone (with or without authority) and that we can claim the kind of power that can help us 
engender commitment and become much more influential than we initially believed was possible.  
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Sources 

of 
Power 

Charismatic 

Coercive 

Expert/ 
Information 

Legitimate 

Reward 

Connection 

Here is a brief description of six sources of power that you might be able to use.  

 

Legitimate power (sometimes called authority or formal power) is derived from the person's position 
in the organization. All organizations have to designate positions of authority in order to make sure 
that work is completed and evaluated. All managers have some degree of legitimate 
power. 

Reward power is the ability to reward desirable behavior. Managers have control 
over certain rewards, such as pay increases, promotions, work schedules, status 
symbols, and recognition awards, which they can use to reward desirable behavior 
– supporting and stemming from their ‘Legitimate’ power. But those without 
legitimate power can also have some reward power. 

Connection power (or “networking“ power) is about the breadth and depth of your 
network – your connections and relationships – vertically and horizontally, both 
within and outside the organization. It represents many of the political dynamics 
that make up organizations and does not require any legitimate power. 

Charismatic/Referent power is used to influence others by gaining their 
admiration, loyalty, and emulation. Charismatic leaders have referent power. They 
have a vision for the organization that they lead, strong convictions about the 
correctness of the vision, and great confidence in their ability to realize the vision, and are perceived 
by their followers as agents of change. This power doesn’t require ‘legitimate power’, and those with 
legitimate power don’t necessarily also have charismatic power. 

Coercive power is the opposite of reward power, and is the ability to assign negative consequences or withhold desirable rewards. By 
definition, ‘Legitimate’ power carries with it coercive power but of course does not require using it. 

Expert power is having knowledge that is valued by individuals with whom you interact. Expertise in a particular field, or at problem solving, 
or at performing critical tasks, are all types of expert power. Information power is more about your access to information. An individual 
that is actively involved in the “grapevine” often has more accurate information than the manager. Also, knowing where to find information 
can make you more powerful. 

To which sources of power do you think you have access? Which do you think can serve you on your path to influencing with integrity? 

Source: Hershey and Blanchard, Management of Organizational Behavior  
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Cialdini’s Principles of Influence  
Beyond the sources of power, you can also access a variety of levers to influence others. Some of the most well-regarded levers of influence 
were those popularized by Professor Robert Cialdini of Arizona State University. Cialdini suggests the ethical use of six universal principles 
can help us create more influential strategies: 

1 
The principle of 

reciprocity 

People repay in kind. If you help someone, show them kindness or generosity, go out of your way to 

support them or show cooperation, they feel obligated to do the same for you. Be the first to give, and 
ensure that what you give is personalized and unexpected. 

2 
The principle of 

scarcity 

People want more of what they can have less of. We are attracted to exclusive 

opportunities we believe are unique and scarce. Human nature makes us more intrigued and enthusiastic to 
have or be part of something we think is not available freely to others or only available for a limited time. 

3 
The principle of 

authority 

People defer to experts. We have to signal to others that we are knowledgeable before we try to 

influence them. One of the best ways to establish credibility is actually to have a third party to introduce you 
as an expert – it significantly increases your persuasiveness. 

4 
The principle of 

consistency 

People align with their clear commitment. People like to be consistent with things they’ve 

said or done in the past. So when we create opportunities to give voluntary, preferably public commitments 
to something we want them to do. They are then much more likely to follow through on it. 

5 
The principle of 

liking 

People are influenced by those they like. We like people who are similar to us, who give us 

compliments, and who cooperate with us toward mutual goals. So we should identify similarities we share 
with others and give genuine compliments prior to influencing. 

6 
The principle of  
consensus 

People follow the lead of similar others. Giving people information about what similar others 

have done in a similar situation influences them to follow suit. Rather than relying on our own ability to 
influence, use social proof of what similar others have done.  

 Have you experienced success with any of these levers? Which one do you think can help you in your next influence effort? 

Source: YouTube http://www.youtube.com/watch?v=cFdCzN7RYbw&list=UU8IMseLCZx2BZe3thxHXnog&feature=share&index=6  
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WIIFM 
What’s  

In It  
For Me? 

 

 

Give ‘Em the WIIFM! 
 
People are naturally focused on their own self-interest --  
on achieving their own values, needs, and interests. 
 
To influence them (with or without authority), frame your message as 
addressing THEIR self-interests rather than your own. Many people 
incorrectly try to influence others by describing their own needs and interests 
instead of focusing on how their suggested idea or solution meets the needs and 
interests of their counterpart. You must frame your influence approach in terms of 
what’s in it for them. Give them the “WIIFM”(What’s In It For Me) message. 
 
Partnering and collaboration allow all parties to satisfy their own self-interest for a 
win-win outcome. When you frame your own interests from the perspective of the 
benefits to your interaction counterpart, you have a much better chance of 
succeeding in influencing them and achieving a collaborative, win/win result.  
   
By remembering and using the WIIFM model, you can identify the needs and interests 
of your interaction counterpart in any influence and partnering situation and then explain 
how your suggested course of action addresses their needs. 
 
Do you focus on the other person’s WIIFM? 
 
 

Now What? 
 
In this guide, we looked at how to influence by starting from your center of focus. We discussed how ‘influence’ is not a bad word, and that 
you must ensure that you always influence with integrity. We recognized that you have multiple sources of power and levers of influence, 
and that you always have to focus your message on the other person’s WIIFM to create win/win results. Next, create your action plan for 
how you will apply what you’ve learned to really become more influential, with or without authority! 
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Action Planning 
 
Take a few moments to review your notes.  

 What 1-3 actions can you apply in the next two weeks to improve your influencing practices? 

 Write SMART (specific, measurable, action-oriented, realistic, and time-bound) goals for these development actions in the space 
provided below. Move milestones and deadlines to your calendar at the earliest convenience. 

 Who else needs to be involved and in what capacity (supports/resources)? 

 Plan progress tracking actions and record them. 

 How will you know you’ve achieved these goals? How will you reward yourself when you do? Record this as well. 

  

Goal 1:   

  

  
 

Goal 2:   

  

  
 

Goal 3   

  

  
 

N O W  G O  B E  IN F L U E N T IA L !  
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Halelly works with organizations such as PricewaterhouseCoopers, Booz Allen Hamilton, the World Bank, 
the Food and Drug Administration, Office of Naval Research, Deluxe Corp., FINRA (formerly NASD), and 
the University of Maryland among others. Halelly is a sought after speaker at conferences and meetings 
for various organizations such as ASTD International Conference, GMAC, GAMA International, the Human 
Resource Leadership Forum, the International Coaches Federation, The Training Officers' Conference, and 
the ASTD Leadership Conference. She is a contributing author of numerous books, articles, and blogs. 
 

Halelly is an active leader in her professional community. She serves on three key volunteer committees 
for ASTD, the world's largest professional association in the Training & Development profession: Member 
of the 2014 ASTD International Conference & Expo Program Advisory Committee (ICE PAC), Chairman of 
the 2014 ASTD Chapter Leaders Conference PAC, and member of the prestigious National Advisors for 
Chapters (NAC). She is Past President of the Board of Directors of the award-winning Metro DC chapter of 
ASTD where she served in various Board leadership roles for over six years.  
Learn more about Halelly and her company at www.talentgrow.com. 

About Halelly A zulay  

Halelly Azulay is a consultant, facilitator, speaker and author with over 20 years 
of professional experience in workplace learning and communication. She is the 
author of Employee Development on a Shoestring, a book providing managers 
and supervisors hands-on tools and techniques for developing employees 
outside the classroom. Halelly is the president of TalentGrow LLC, a consulting 
company specializing in leadership, communication skills, teambuilding, 
facilitation, coaching, and emotional intelligence with all organizational levels 
including C-level leaders, frontline managers and individual contributors. She is  
a sought after, dynamic, and engaging speaker at conferences and meetings.  
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Employee  

Development  

on a Shoestring 

gives managers the tools to  
grow their team members into  
engaged, highly-skilled employees,  
outside the classroom and  
‘outside the box’, within an  
efficient, cost-effective framework.  

 
o n  w ww.astd .org /Shoes t r ing   

a n d  www.b i t . l y / EmpDe vSh oes t r ing   

“Whether you are a supervisor looking 
for…developmental ideas or a trainer seeking ways to 
stretch your company’s training and development 
budget, this book delivers.” 

from the foreword by “The Trainer’s Trainer,”  Elaine Biech 

author of The Business of Consulting and dozens of other books 
 

“Halelly Azulay gets the importance of keeping 
employees up to speed in a constantly changing 
workplace, and doing so in ways that are respectful  
of their individuality and your company's values.” 

Daniel H. Pink 
best-selling author of To Sell Is Human, A Whole New Mind and Drive 

 

“Halelly Azulay has written a book that will help 
supervisors and professionals develop their staff  
within the limits that most organizations now face– 
time and budget!” 

Marshall Goldsmith 
million-selling author of New York Times bestsellers, 

Mojo and What Got You Here Won’t Get You There 

                             . com  
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TalentGrow: We develop leaders and teams to improve the human side of work 
How? By increasing your awareness of your strengths and talents, guiding you as you grow your leadership and interpersonal 
communication skills, and supporting you as you set and accomplish your personal and professional development goals.   

Call TalentGrow today for a consultation about ways to develop your leaders, teams, and employees  

   
Need an expert to engage, educate, and inspire your 
leaders to greatness? Bring leadership and 
communication expert and author Halelly Azulay to 
speak at your next event, conference, or company 
meeting. Halelly is a dynamic and energetic speaker 
who shared her research-based expertise in a way 
that is fun, interactive, and interesting. Frequent 
audience comments include words like, "engaging!", 
"knowledgeable!", "inspiring," and "enthusiastic!". 

Halelly speaks to audiences large and small at industry 
conferences, corporate events, and association 
meetings. As a curious and voracious life-long learner, 
thought leader and author, she is always on the 
cutting edge of industry research and publications 
and shares the latest findings with audiences of 
leaders, managers, and high-performers around the 
U.S. They walk away with specific tools & techniques 
that they can implement right away, on the job, to 
increase their effectiveness and engagement. 

We design and develop learning and training 
workshops that are geared toward how adults like to 
learn: hands-on, interactive, and rich with thought-
provoking large and small group discussions, 
experiential learning activities, and self-reflection 
assessments and exercises. We combine the latest 
theoretical concepts and thought leadership with 
practical, concrete examples to allow learners to walk 
away with fresh insights, improved skills, and new 
tools and techniques they can begin implementing 
immediately. 

Popular Workshop Topics include Employee 
Development on a Shoestring (based on Halelly 
Azulay's book), Engaging Employees Across the 
Generations by Using Social and Informal Learning, 
The 3 Keys to Communication Success, and Strength 
to Strength: How Working From Your Strengths Can 
Help You Lead A More Fulfilling Life. 

Team-Building: We help teams of all sizes identify 
successes and areas that present challenges. Each 
team-building effort is different. At TalentGrow, there 
is no one-size-fits-all solution. Each solution is 
customized to the specifics of the organization, the 
team, and the situation at hand. We listen and 
observe carefully and craft an approach that is 
targeted specifically to help your team foster the 
work environment and productivity it seeks. 

Retreat Facilitation: When a team or organization has 
an important problem to solve or decision to reach, 
they often need an objective, external facilitator to 
help them succeed. Our professional facilitation skills 
allow your team to identify objectives and desired 
outcomes, develop a strong and effective agenda, and 
then fully focus on engaging with the subject-matter 
at hand and with each other and let us take care of 
the rest. 

 

SPEAKING WORKSHOPS FACILITATION 
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