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CHAPTER 1

WHY INFLUENCE: WHAT YOU WILL GET FROM

THIS BOOK

Influence is one of the hottest topics with all of my clients—how can I
have more, how can I develop more in my team, how can I be more effective
with influence efforts? So much work today is cross team, cross function,
project oriented where the leader and the person accountable rarely has formal
authority. If you do, and you use your formal authority, it doesn’t tend to go
well.

—Wanda Wallace, President and CEO, Leadership Forum;
VoiceAmerica Talk Radio, Host of “Out of the Comfort Zone”

This book is about influence—the power to get your work done. You need
to influence those in other departments and divisions: people you can’t order
and control. You need to influence your manager and others above you, and
you certainly can’t order and control them!

But you are not alone: nobody has the formal authority to achieve what is
necessary, not even with those who report to them. It is an illusion that once
upon a time managers could make their direct reports do whatever was
needed. Nobody has ever had enough authority—they never have and never
will. Organizational life is too complicated for that.

Yet, you can have enough influence to make things happen—and this
book will tell you how.

You will learn how to move others to accomplish important objectives, in
a way that benefits them as well as you and the organization. We build on a
way of working that you already know, though it is easy to lose sight of how
to create win-win trades in difficult situations or when dealing with difficult
individuals, groups, or organizations. The book teaches you how to stop
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doing the things that get in the way of influencing those problematic
situations and can dramatically increase your ability to get things done.

When we first wrote about influence in the 1980s, we had to justify its
importance to people at all levels of the organization. At that time, the
leadership and managerial focus was on how to command better, how to
give clear directions and how to ensure compliance. But the world was
changing, with a greater need for managing laterally and upward—along
with less ability to just give orders downward. Today, almost everyone
knows that influence is how the world works. We have lost count of the
people who hear the title of this book, Influence without Authority, and
instantly say, “That’s my life” (Table 1.1).

Few people can do anything significant alone. This requires influence in
three directions.

Along with death and taxes, bosses are faced with this inevitable certainty
of organizational life. In a flat organization, the boss may be a distant,
benevolent resource, while in a more hierarchical one the boss may be
breathing down your neck, but no one escapes having someone officially
responsible for him or her. Even CEOs have a board and sources of financing
they must influence, not to mention the financial markets, the press, and
other organizations needed to create or sell company products.

Similarly, virtually everyone in organizations must deal with peers. Very
few jobs let a person work completely solo. Most are dependent upon, and
important to, a variety of colleagues.

Table 1.1 Forces Increasing the Need for Influence Skills

Increasingly rapid technological change and shortened product cycles; more competition
(including internationally)

Complex problems requiring smarter employees, more input from specialists, and more
integration, making it difficult to command excellence

Increased workforce diversity creating more differences about what is important and less
automatic agreement

Greater geographic dispersal, including language and distance impediments

More information needed from a greater number of people

Less organizational slack from downsizing and cost-cutting, so more use of all employees
needed

Greater emphasis on quality and service, so “getting by” doesn’t get by

Fewer traditional hierarchies, more lateral organizations, including product-based,
geographical, customer-focused, matrix, virtual, and networked organizations
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Finally, some people also have responsibility as supervisors of others— the
bosses to all those subordinates just mentioned. These managers are expected
to utilize fully their subordinates’ talents to see that the assigned work
gets done.

Therefore, those keeping their heads down and working only within their
immediate areas will slowly become extinct. Whatever your job, you are
expected to join your colleagues in important work, which will lead you to
influence and be influenced. You will need to know how to sell important
projects, persuade colleagues to provide needed resources, create satisfactory
working relationships with them and their managers, insist that your boss
respond to issues that may not appear important to him or her, and (in turn)
give thoughtful responses to requests associates make of you. The person
asking something of you today may be the very one you’ll need next week.

Here is an actual example (only some names disguised) of life in today’s
organizations.

Manucom, Inc., a successful manufacturing firm, recognized important
market shifts in their industry. In 2014, the company expanded to a slightly
different market space and invested heavily in building a software product.
The company wanted to rapidly transition into a technology company
structured into separate technology and product teams. Most of the product
team, which was responsible for sales and marketing, had backgrounds with
little technological understanding. (They cared about and were rewarded for
creating a successful new product and generating demand so that it could be
sold at profitable prices and volumes. The technology team was most
interested in creating a new and interesting technology with the latest bells
and whistles, regardless of whether customers wanted them or would pay for
them. Their rewards came from technical complexity and novelty, solving
difficult problems independent of demand.) The technical and product
teams were supposed to be linked by the platform management team, whose
members had technology backgrounds and MBAs. This team owned the
entire software platform (and were rewarded for seeing that individual
products worked as part of an integrated platform, which would reduce
overall costs and reduce complexity).

The new product was supposed to go live in December 2015. The
marketing campaign had started, the sales team was ready to sell (and cared
about the new products to help meet sales targets and achieve their bonus
goals), but the tech team was way behind schedule. Despite this, the product
team decided to showcase the incomplete solution to the entire sales force,
thinking the demo would buy some time. However, the product crashed
during the national sales demo!
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Millions of dollars had been spent, and emotions were running high. The
product team blamed marketing, sales, and technology. The technology
team blamed product and marketing. Even though everyone was from the
same company, people treated each other as contractors, often blaming each
other for breach of contract and trust.

SACHIN BHAT IS ASKED TO STEP IN
A few months later, Sachin Bhat, an engineer in another division and a new
MBA who had recently joined the platform team, was asked to lead the
project, which included getting the finger-pointing product and technology
teams to work together.

What would you do?
Before reading further, consider how you would go about tackling this

messy, highly charged situation. Howwould you identify the core problems,
gain the trust needed to get people back to work, and salvage the new
product if possible or kill it if necessary?

Here is Bhat’s account of how he used influence to address the many
challenges of gaining collaboration:

Until then our platform teamwas not involvedwith the execution of this project
due to other obligations. My first two weeks into the project was to understand
the reason for failure from different perspectives—I interviewed product folks,
engineers, project managers, marketing managers, program managers, and
engineering managers. Because I wanted to understand the product and people,
I was carefully observing the dynamics between people and quickly wanted to
understand the “currencies” that I could trade with all of them.

I spent two weeks talking to every single person, lowest to highest. All were
good at pinpointing everyone else’s issue. I wanted to understand power,
who could influence the power holder, and be sure not to step on landmines.
They had spent $140M; they all thought I would identify one person to blame
it all on. I said “No, we all missed it.”

I caught the problem. At the end I presented to my SVP [senior vice
president] and said it was not tech capability, but that the process had been
badly managed. The product team only knew products, didn’t know how to
run software development, and it was the same with the tech team. (Unlike
with manufactured products, a product team has to “thin slice” a software
project, not give the tech team the whole thing all at once, or they won’t
know how to tackle it and the problems until the last minute. By receiving the
project in orderly, small, thin slices, the tech team can make steady progress
and not be overwhelmed.)
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It was all blame games; every team blamed the other teams. They did not
know how to prioritize. If I took a side, it would be a problem, because it
would be stepping on toes.

Both technology and product senior management had worked together
elsewhere, so in the big meeting I couldn’t publicly say who was right or
wrong, because it was highly political. But I told my manager and he told the
SVP offline.

In the big meeting people were saying I would clean up the mess; I didn’t
like that; [I] knew I had to get everyone on my side. I had to be subtle, saying
we would fix the problems.

The VP [vice president] was happy because I was not stepping on his shoes.
I gave him my observations and asked him to give the reports in all big
meetings, and let him run the show. It wouldn’t fly for me to say, “I would
do it.”

The product team in Los Angeles blames the tech team in Seattle all the
time—I went back and forth. I kept saying, “Blame is not a help; we all win if
this works or lose if it doesn’t. Think of it as delivering a product together; not
one side wins, and the other one loses if it fails.”

Every time I visited the tech team I talked to every engineer; I asked about
their families, took them to dinners. I wanted not to sound artificial, so they
wouldn’t feel threatened, or that I was out to get their jobs. After two [to]
three months it worked. Nowwhen I go they reach out to bring us issues, and
there’s no more talk about superior or inferior groups. They would tell me
their concerns, which helped me understand worries within engineering.
Since I have an engineering background, I often knew when they were
approaching problems incorrectly.

I wanted to understand the root issues. Then I would talk to the engineer-
ing manager and help him solve the problems. If you talk only to the
managers, they just say that all is fine.

I knew November–December would be a big milestone. The first three or
four releases should be on time, even if we just do one thing, without bells and
whistles. Weekly I gave quick updates to my VP and SVP; all four product
releases I promised were on time. They were happy because that had never
been done before. I wanted the perception that the process was working.
We had a biweekly meeting just to tell what we were doing and going to do.
Previously, the process was not transparent, which did not work.

The previous day before the demo, we met sales district managers and they
were totally skeptical about this product. We accepted their skepticism as
understandable because of the history. After we conducted a successful hands-
on demonstration meeting with 500 sales folks, they said, “You have trans-
formed the product; we will sell it.”And they even gave me a huge shout-out.

Also when the SVP was in town, I asked for a short meeting about how
I was doing and watched the reactive body language. I am ambitious, so that
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way in the reporting process I could show my unique contributions without
going behind my manager’s back to brag. It was a byproduct of “just reporting
on progress.”

At the beginning, the marketing officer was completely negative because of
the previous fiasco, but it worked in my favor: when I kept quiet, people
asked me in front of my director why I didn’t respond. I said, “I do not want to
fight; my goal is to just deliver, that’s my answer. Wait for two months then
see what progress we have made.” After the two months, every time I see her,
she says, “Oh, Sachin Bhat has done a great job.”

This example, without all the detail of how Sachin did it, foreshadows
many of the book’s themes. Several individuals and groups are pursuing their
own agendas. No one person or group has the correct answer and cannot be
ordered to help. Collaboration is needed. Groups working at a distance can
easily stereotype one another. Mistrust blocks open and honest communi-
cation, causing poor and costly decisions. Instead, careful listening and
responsiveness are needed to regain sufficient openness to really understand
the issues. The various parties must feel that they are gaining something
they care about to get them to cooperate. Early successes lead to greater
cooperation. Individual recognition has to come from accomplishment, not
obvious self-promotion.

With so much interdependence required, wielding influence becomes a
test of skill. Going hat in hand to throw yourself at a colleague’s mercy may
work once or twice, but is seldom a powerful or effective option. At the other
extreme, trying to bull yourway through by sheer nerve and aggressiveness can
be costly as well. Antagonizing crucial peers or superiors is a dangerous strategy
that can easily come back to haunt you. So, what is the alternative?

When you want to influence those you don’t control, you will have to get
to know them, figure out what they want, build reasonable trust so they will
consider making exchanges, satisfy them, and slowly build cooperation. If
you already have close relationships, mutual influence is a free-flowing
byproduct that seems to happen naturally.

WHY AN INFLUENCE MODEL?
Aren’t these points self-evident? And don’t you use them already? “Yes” to
both of those; when you already know how to influence individuals or
groups to get needed cooperation, just do it. But if you are stuck or
frustrated, can’t figure out what is really wanted or don’t care to give it,
are having trouble connecting, don’t seem to have anything to offer, or want
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to be certain how best to approach someone, then a systematic model can be
incredibly helpful in making sure you have covered all the steps or make
things worse before you get going.1

The model we developed is based on a universal principle of interaction
social scientists call the Law of Reciprocity. It states that people expect to get
“paid back for what they do for others.”When someone helps you, you are
expected sooner or later to somehow reciprocate, in some reasonably
equivalent way. This give and take—formally called exchange—is a core
part of all human interaction and the lubricant that makes organizations
functional.

Although the concept of give and take is in many ways simple and
straightforward, the process of exchange is more complicated. We have
found that there are six essential components (Figure 1.1).

Brief Summary of the Steps of the Model

Assume everyone is a potential ally. With this mindset, no matter how difficult
the interaction might be, it is possible that the other may eventually help.
With enough exploration, it is likely that almost everyone cares about
something that you could offer in return for what you seek.

Clarify your goals and priorities. Be sure you know what you want, what is
most important, and what you would settle for. Be specific; “good working
relationship” is too general to be useful.

Figure 1.1
Summary of the Cohen-Bradford Model of Influence without Authority

Identify relevant
currencies, theirs,
yours

Dealing with
relationships

Assume all are
potential allies

Clarify your goals
and priorities

Influence
through give
and take

Diagnose the
world of the
other person
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Diagnose the world of the other person. In organizational life, people care
about many things including how they are measured and rewarded, what
their boss expects, their unit’s culture, the actual tasks they are assigned, and
so on. Knowing what they care about helps in (tentatively) figuring out what
you might offer.

Identify relevant currencies, theirs, yours. Since exchange is involved, curren-
cies provide a useful metaphor for what someone values. Most people value
many different currencies, and fortunately, most people wanting influence
often have more currencies than they might think.

Dealing with relationships. This has two aspects: (a) how good (or strained)
is the present relationship and (b) how does the other person want to be
related to?

Influence through give and take. In this process you give something the other
party values (a currency) in exchange for what you want. This can be done
implicitly or explicitly, casually or formally, depending on the relationship,
the organization’s culture, and both parties’ personal preferences.

Chapter 2 (and the rest of the book) explores all these steps in more
detail. But much of the time influence happens when people use elements
of this model instinctively and automatically. When you already have a
good relationship and have been mutually influencing one another for
some time, you don’t need conscious diagnosis, reflection on your key
goals, or an assessment of the relationship. It comes naturally. Like the
person in Moliere’s play who discovered that after all these years he was
unknowingly speaking “prose,” you probably already are doing much of
what we describe here without thinking about it, especially when things
are going well.

But other conditions make influence more difficult. These are listed in
Table 1.2.

Table 1.2 Conditions Requiring Conscious Use of an Influence Model

Use an influence model when faced with one or more of the following conditions:
The other person is known to be resistant.

You don’t know the other person or group and are asking for something that might be
costly.

You have a poor relationship (or your group has a poor relationship with the other person’s
group).

You might not get another chance.

You have tried everything you can think of but the other person still refuses.
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Conscious attention to this model isn’t necessary at all times, but when
useful, consider the model analogous to a pilot’s checklist, which is followed
routinely before a flight. Pilots know what to do, but the checklist ensures
they cover all the bases. Such an influence checklist is especially helpful when
you face an anxiety-provoking situation that may narrow your focus and
constrain the alternatives considered.

Under those conditions where one meets resistance and little cooperation,
the reverse of this model can play out. Rather than seeing the others as
potential allies, it is hard not to slip into seeing them as recalcitrant fools—or
worse. Rather than fully understanding their world, the common tendency
is to simplify and stereotype it. The stress of the situation can lead you to
forget your primary goals and just want to do the other in. Most people don’t
intend to do that, but that is why a model helps. It allows you to step back
and make sure that conditions let you achieve influential win-win outcomes.
But what are the barriers to doing that?

BARRIERS TO INFLUENCE
We need to start by acknowledging that in some conditions influence is not
possible (Table 1.3). There truly are impossible people (though far fewer
than most people think). And some external conditions may block a working
relationship. However, we have found that in most cases influence fails
because of internal barriers within the influencer. Those are ones you have
the most control over.

External Barriers

Too great a power differential between you and the person or group you want to
influence. There may be such a hierarchical distance that it is impossible

Table 1.3 Barriers to Influence

External Internal

Power differential too big Lack of knowledge about how to influence

Different goals, objectives, priorities Blinding attitudes

Incompatible measures and rewards Fear of reactions

Rivalry, competitiveness, jealousy Fear of failing
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to make contact or the difference is so great that you have little to offer.
But we often overestimate the inaccessibility of those even a couple of
levels above us.

The people you want to influence have such different personal and organizational
goals and objectives that you can’t find common ground. This can be true or it
can just reflect not searching deep enough.

The people you want to influence have incompatible performance measures. These
may not let them respond to what you want. The measurement system
may give them little latitude.

The people you want to influence are rivals, or feel competitive and don’t want you
to succeed. Or there might be too great a negative history between you
(or your units) that cooperation is impossible. But organizations that
fiercely compete with each other (like IBM and Microsoft) can find
common ground in a specific product (like developing the chip for the
Xbox).

These can be objective reasons why the other cannot be influenced, but
be sure before you jump to that conclusion. You will see many
examples of people who reached across several boundaries, who
discovered things the other would want, who uncovered a common
goal underneath the differences and who, with great effort, could build
working relationships with previous adversaries

Internal Barriers

Occasionally, you can’t overcome these external barriers, no matter how
skilled an influencer you are. However, we have discovered that far more
often, the barriers are inside the influencer.

These internal barriers include:

Lack of knowledge of how to go about influencing when there are objective
difficulties. As instinctive as some kinds of influence are, many people
do not have a very conscious idea of how to go about it when the other
person or group is not responsive. They don’t think of influence as a
kind of exchange, and don’t understand how important it is to deliver
something the other person values, rather than what they themselves
value. They emphasize how wonderful what they want is, and forget
that it must appeal to something the other person or group cares about.

Attitudes that blind you to important objective information that would help you.
Do you think that you shouldn’t have to try to influence others; they
should just recognize truth (or a better mousetrap) and give in? Another
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dysfunctional attitude is rapidly writing off anyone who doesn’t quickly
go along with a request, assuming that they are deficient in some
important way.Wewill say a lot about this all-too-common barrier and
how to overcome it. And another handicap is knowing what would
move the other person but you can’t stand people who want that, so
you back off or become hostile.

Fear of the other person or group and how they might react. Frequently, people
recognize that to gain influence they need to say something that might
get the other person or group angry or wanting to retaliate. Out of fear,
usually untested (and often unfounded), they decide they can’t go
ahead. Even the idea that pushing might make the other person not like
you can paralyze some people.

Fear of failing. Most significant initiatives involve risk of failure/rejection,
but some may be so concerned about embarrassment or shame that no
attempt at influence is better than a refusal—or being accepted and then
having the project or activity fail.

OVERCOME THE BARRIERS: USE AN INFLUENCE MODEL TO

GUIDE YOU
Can you get past these barriers (and others we will introduce in later
chapters)? We will help you step back and use some new guidelines. The
challenge will be to overcome your own feelings and reactions, so that you
can better diagnose just what is required and learn to get past the fears and
misconceptions that block you. The next chapter develops the Cohen-
Bradford Influence without Authority model and builds your learning
from there.

PLAN, BUT DO NOT COME ACROSS AS SELF-SEEKING
This may sound calculating—and it is. But it is deliberate planning about
how to get work done, not calculation for your personal benefit. If people
perceive you as interested only in your own advancement or success, they
will be wary, resistant, or go underground to retaliate later. In this way,
influence in organizations over time goes to the sincere, those genuinely
interested in the welfare of others, those who make lots of connections and
often engage in mutually profitable exchanges. Machiavellian, self-seeking
behavior may work for a while but eventually creates enemies or lack of
interest in being helpful, which renders you ineffective. Someone whowants
to get you can trade negative actions for your behavior, and this payback can
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be unpleasant. If your organization has a negative culture where only self-
seeking gets rewarded, it eventually suffers and declines. People who care
about the organization’s objectives get disenchanted and leave as soon as they
can, and those who stay spread bitterness.

GET “TWO FOR THE PRICE OF ONE”
The discussion so far has focused on achieving your task objectives by setting
up a win-win outcome. That is primary, but it often produces an important
secondary benefit: a more positive work relationship. The influence process
of working to understand the world of the other, of speaking to their needs,
of paying attention how to work together, and in having the other satisfied
with the outcome usually has a positive effect on the relationship.

Research suggests that “having good work relationships” is a key factor
valued at work. (Have you ever been in a negative work climate? It can be
poisonous.) Often people are hesitant to push for new ideas for fear of
alienating others—and sometimes that is the unfortunate outcome. But we
are suggesting that using the Cohen-Bradford Influence model offers the
possibility of simultaneously achieving task success and incrementally build-
ing the positive work relationships most people prefer.

THE BOOK’S ORGANIZATION
Here’s how we do it. This chapter has introduced the need for influence and
the benefits of learning a more systematic way of thinking about how to get it.
Chapter 2 spells out the core influence model, and Chapters 3 through 7
providemore detail about each stage of themodel. Then in a series of Practical
Application chapters, we use the influence model in familiar situations to
demonstratehow togetwhat youneed todogoodwork.We include twonew
chapters on gender and influence and distance and influence.Youmaywant to
read selectively among these application chapters to fit your current situation,
and then return later as you move into other, more complex settings.

In addition, we offer on our website several cases and numerous extended
examples of people who had to go through many obstacles to acquire
influence (http://www.influencewithoutauthority.com). (For more detail
about these examples and the lessons we draw from them, see Appendix A
on pages 279–284.)

This book can help you get ahead by showing you how to make good
things happen for the organization and for those you deal with. More power
to you.
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Core Premises

• Influence is about trades, exchanging something the other values in return for what
you want.

• Relationships matter; the more good ones you have, the greater your odds of finding
the right people to trade with and having some goodwill to help the trades along.
And for many, relationships are important in their own right.

• Influence at work requires that you know what you are doing, have reasonable plans,
are competent at the task at hand—but that often isn’t enough. It is just the price of
admission.

• You have to want influence for the ultimate good of the organization. In the short
term, that may not be necessary, but genuine care for the organization’s goals makes
you more credible and trustworthy, keeps you from being seen as only in it for
yourself, and prevents those whom you have influenced from ruining your reputation
or seeking retaliation.

• Your difficulty with influence often rests, unfortunately, with you. Sometimes you just
don’t know what to do, which is relatively easy to fix. But at certain critical moments,
we all do things that keep us from being as effective as we could be. While
occasionally the other party is truly impossible, far more often, your influence deficit
comes from something you are doing—or failing to do.

• Just about everyone is potentially much more influential than they think they are.
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