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Influence is the everyday work of leadership: getting a team behind a plan,

persuading a colleague to change course, motivating someone who has gone

quiet, giving feedback that lands, settling a conflict before it spreads. Some

people seem to do this naturally. In fact, almost everything they do can be learned.

They are trusted, they understand what other people want, they make clear cases,

and they treat people in a way that makes saying yes feel easy.

This guide teaches that kind of influence, and it is built on one firm rule: no manipulation.

Every technique here works in the open. You could explain exactly what you are doing to the

person you are influencing, and it would still work, because it serves them as well as you.

That is not only the ethical choice. It is the practical one, because manipulation spends the

trust that all lasting influence depends on.

The difference between influence and manipulation, and where your power to influence

really comes from.

How trust is built, checked and repaired, using the trust equation and the research on

what makes people trustworthy.

Robert Cialdini’s principles of persuasion, and how to use each one honestly.

How to build a case people can say yes to.

How to motivate people through autonomy, mastery and purpose instead of pressure.

How to build a team where people speak up, and how to give feedback that helps people

grow.

How to manage conflict with integrity, lead without formal authority and bring people

through change.

What you will learn

How to Use This Guide
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Managers and team leads, founders and small business owners, project leads with no direct

reports, coaches, volunteers, teachers, and anyone who needs other people’s cooperation to

get things done. If you have a title, this guide helps you rely on it less. If you have no title, it

shows you how to lead anyway.

1. Choose one real situation. Pick something you need from other people in the next

month: a change you want adopted, a project that needs support, a person you want to

motivate, a conflict that needs resolving. Use it as your case study.

2. Read Chapters 1 to 4 in order. Ethics, trust and persuasion are the foundation for

everything else. Chapters 5 to 10 can be read in whatever order your situation needs.

3. Do the exercises in writing. Influence is mostly preparation, and the exercises are where

you do it.

4. Use the workbook. The companion workbook holds the full trust audit, an influence plan

for your real situation and a conflict prep sheet. Each chapter tells you when to use

them.

5. Practice one thing per week. Chapter 11 gives you a four-week plan. Small, repeated

practice beats a weekend of reading.

T I P

About the examples

The people in the example boxes are fictional composites, written to show the techniques in

action. They are not real clients or case studies. Treat the scripts as starting points: change

the words until they sound like you, and adapt them to your culture, your workplace and the

person in front of you.

Who it is for

How to get the most from it
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Before you learn any technique, you need a clear line between influence and

manipulation, because the same skill can be used either way. A warm

compliment, a deadline, a story about what other people are doing: each can help

someone make a good decision or push them into a bad one. The difference lies

in honesty, in whose interests are served, and in whether the other person’s choice

stays theirs.

Influence is changing what someone thinks, feels or does. Persuasion is influence through

reasons, evidence and appeals the person can examine for themselves. Manipulation is

influence that works by getting around someone’s judgment: hiding information, inventing

pressure, exploiting fears or insecurities, or steering people toward something they would

reject if they saw the full picture.

Three tests separate them. Run them before any important attempt to influence.

1. The daylight test. Could you explain exactly what you are doing and why, and would it

still work? “I’m mentioning the deadline because it’s real and I don’t want you to miss it”

passes. “I’m inventing a deadline so you decide before you think too hard” fails.

2. The interest test. Does the outcome serve their interests as well as yours? It does not

need to be their favorite outcome, but it should not cost them something they would

never knowingly agree to.

3. The choice test. Can they still say no without being punished, shamed or tricked?

Influence leaves the decision with the other person. Coercion and manipulation take it

away.

01

Drawing the line

C H A P T E R  1

Influence Without
Manipulation
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Manipulation can work once. It rarely works twice. People compare notes, notice the gap

between what was said and what happened, and adjust. After that, every request you make

gets discounted and every compliment gets checked for a hook. Leaders need repeated

cooperation from the same people over months and years, so for them manipulation is a bad

trade: a short-term win paid for with long-term credibility.

In 1959, social psychologists John French and Bertram Raven described five bases of social

power, and Raven later added a sixth. Together they remain a useful map of why people go

along with you.

Base Where it comes from What it tends to produce

Legitimate Your role or title gives you the right to ask Compliance within the role, for as long

as you hold it

Reward You can give things people want (pay,

opportunities, praise)

Effort that lasts as long as the rewards

do

Coercive You can impose costs (criticism,

penalties, exclusion)

Minimum compliance, mostly while you

are watching

Expert People believe you know what you are

talking about

Willing agreement, as long as your

judgment proves sound

Referent People like, respect and identify with you Durable loyalty, built slowly

Informational The facts and reasoning you share

convince on their own

Agreement that stays after you leave

the room

“
If a method only works in the dark, it is not influence. It

is a loan against your trust, and the interest is steep.

Why manipulation fails leaders

Where your power to influence comes from
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The first three are positional: they come from your place in a structure. The last three are

personal: they come from who you are, what you know and how you explain it. Positional

power can get compliance. Personal power gets commitment, the kind of cooperation where

people bring their own effort and ideas instead of doing the minimum.

T H E  S C I E N C E

What the research suggests

Reviews of studies using the French and Raven framework have generally found that expert

and referent power go with more satisfaction and commitment among the people being led,

while coercive power goes with resentment and minimal compliance. Many of those studies

rely on questionnaires and have methodological limits, so treat this as a strong tendency

rather than a law. It also matches ordinary experience: most people work harder for leaders

they respect than for leaders they fear.

1. Be good at your work, visibly. Expert power grows from a track record. Share your

reasoning, not only your conclusions, so people can see the quality of your judgment.

2. Keep promises, small ones especially. Reliability is the raw material of trust (Chapter 2).

3. Give credit generously and take blame fairly. People identify with leaders who make

them look good and stand behind them when things go wrong.

4. Explain the why. Informational power means people agree because the reasoning holds

up, so they keep acting on it when you are not around.

5. Use positional power rarely and openly. There are times to say “I’ve heard everyone, and

this is my decision.” Say it plainly, explain it, and never dress a command up as a choice.

Building personal power on purpose
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E X E R C I S E

Read Your Audit

1. Which element is weakest across most of your relationships? What pattern in your

behavior explains it?

2. Which relationship is most at risk, and why?

3. Is there a broken promise or old misstep with anyone on this list that you have never

repaired? Write the acknowledgment you would open with.

One action per relationship

Weakest

element

My one action By when Re-rated after 4

weeks

Person 1

Person 2

Person 3

Person 4


