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It can be a difficult and frustrating job, being responsible for timelines & results without direct authority 
to obtain consistent cooperation from others.  Change leaders learn quickly that resistance is a thing. 
There is a difference between stated commitment to a broad initiative and support for actual 
implementation of changes to how people work.  

In this session, we’ll explore strategies for how to lead when you’re not in charge.  We’ll use a real life 
example and lessons learned as the foundation for reflection, discussion and action planning. 

Objectives: 
  - Explore fundamentals of change, human resistance, and what these have to do with you as a 

change leader 
  - Assess influencing styles, identify improvement areas, and apply learning for improved 

effectiveness
  - Discover small changes in approach that can make a big difference in results 

Resources: 
 - Session workbook
 - Influencing Style Audit

This Workbook is designed to both support the webinar AND help you take your learning beyond the 
short group session.  The workbook contains: 
• Copies of slides with supporting information 
• Ample white space for note taking
• Extra questions & exercises to help you take your learning to the next level and put it into action.
• Reference/Recommended reading list
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Leaderscapes’ Premise: 
The cover page photo says, “Same old thinking, same old results.”  We behave with relentless 
consistency in alignment with who we think we are and how we see the world.  If you want to get 
different results, you have to do something different.  If you want to do something different, you have 
to think differently.  

Session Introduction

Story: “I’ll sit here and watch you fail.” 

20 years ago, I walked into our Production Manager’s office.  I was in my late 20’s, fresh out of 
graduate school and full of ideas.  I’d been asked to join our “lean team”, to help transform our 
company’s processes and practices.  I was a project leader with no authority tasked with leading 
change in his domain.  He was Mr. Green, a seasoned manager with a reputation for being direct.

It took a few tries, but I finally got a meeting with Mr. Green.  I had 30 minutes.  My goal for the 
meeting was to get him on board with our team’s plan.  He knew that our team’s work was part of the 
strategic plans for the company, and that we’d be needing his support.  I was prepared; I even had 
visuals.  I walked in, shook his hand, and got down to business, presenting our plans. 

Mr. Green listened politely.  At the end of my 20 minute pitch, I asked him what he thought.  He said, 
“I think you should do that. And I’ll sit here and watch you fail.” 

That day in his office I made some mistakes — and some assumptions: 
1. I was interested only in my goals; I never asked him about his.  
2. I assumed the problem I was sent to solve was a problem we shared.  
3. I assumed because he was a senior leader, that he had certain characteristics, like being excited 

about change and getting help.  I never imagined someone at that level would have change 
resistance. 

4. I underestimated the organizational memory — and knew nothing of those who’d come before me, 
what progress had been made over the years without me, or how many ‘flavor of the month’ 
initiatives had come and gone.
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Questions for Reflection/Discussion: 

Q: Can you think of a time where you “pitched” your plan to someone like Mr. Green in a similar way 
to what I did?  If so, what was the situation? What happened?  How were your ideas received?  

Q: Has there been a time where you were like Mr. Green in this story — the victim of what may have 
felt like a verbal assault by a well-meaning, eager change leader?  If so, what was the situation? 
What happened?  How did you respond? 

Q:  I made several assumptions about Mr. Green.  Have you made similar assumptions?  What were 
they?  Were your assumptions correct?  

Q: What do you know about your organization’s history when it comes to change initiatives and 
change leaders? 
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Influence: the capacity or power of persons or things to be a compelling force on or produce effects 
on the actions, behavior, opinions, etc., of others. (dictionary.com) 

Key Point #1:  Your agenda is not their agenda until it is their agenda. 
• Change is a challenge AND change begins with a challenge — a challenge to who we think  

we are.  
• We behave with relentless consistency in alignment with who we think we are. 
• Meaningful, lasting change happens from the inside out.  Literally.  
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Humans are designed to resist change.  Resistance is natural.  

Maps Toolkits
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EGO Its primary job is to keep us safe.   To the ego, that means “same”.  

Your ego knows who you think you are. And it likes you that way. 

You create your ego. 

FEELINGS Feelings come from inside of you. 

Feelings are triggered by external circumstances based on your current MAP. 

PAIN AVOIDANCE Humans avoid pain.  

Seek the path of least resistance. 

ROUTINE vs NEW It takes more effort to do new things. 

When we fight for something, we believe in it more. 

The BRAIN The brain does not know the difference between emotional and physical pain. 

Responds the same: Fight, Flight. 

SHAME Shame is a universal human experience. 

Shame is one of the ego’s favorite tools. 
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These human elements of resistance are also triggers for influencing behavior based on some 
known principles of influence.  These principles can be combined — and often are in sales & 
advertising.  

Principle of Consistency
 - Definition: psychological need to be consistent with prior acts and statements

 - Example: 

Principle of Reciprocation 
 - Definition: social norm of responding to a positive action with another 

 - Example: 

Principle of Contrast
 - Definition: our judgments of things are often biased by similar things we have seen  

immediately before

 - Example: 

Susan LaCasse susan@leaderscapes.com  Page  of 8 16

mailto:susan@leaderscapes.com


Leading Change with Informal Authority
Session Workbook

Reflection/Discussion:  How Have You Been Moved to Act? 
Chances are you have personal experience with the principles; that is, you were moved to take action 
in some way — at work! (not only in your personal life).  
• What examples can you think of?  
• What changed about how you thought about yourself as a result? 
• Have you experienced buyer’s remorse?  How did the “seller” influence you to act? 
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Exercise:  Key Experience Timeline
Each of us has had a unique set of experiences. The meaning we’ve assigned to these experiences 
defines how we see ourselves and the world.  Some experiences we’d classify as positive 
experiences, others as more negative. The meaning we assign these experiences reflects who we 
were at the time of the experience.  Sometimes, the meaning we assigned then no longer serves us 
as adults. 

For example, I was on our cheerleading squad in ninth grade.  The other girls on the squad were part 
of the “popular crowd,” but I wasn’t.  I experienced everything they said and did as them being mean 
to me.  I would have quit the squad if they hadn’t asked me to.  It was a difficult (and yes, character 
building) year for me; I felt alone a lot of the time.  

A couple years ago, I had my 30 year high school reunion. At the reunion, I reconnected with an old 
friend who disappeared from my friend circle in 9th grade.  I didn’t know why.  I learned it was 
because she thought I wouldn’t want to hang out with her anymore since I had popular friends.  (She 
thought I had popular friends!) Another friend from high school said she always thought of me as the 
“people’s champion” and had wanted to tell me that since 9th grade.  It never occurred to me that 
anyone saw me as a “people’s champion.”  Those two conversations reframed the entire experience 
for me.  

What experiences define how you think of yourself?  

Create a key experience timeline.  For each experience you put on your timeline, consider: 
 - who did you think you were? 
 - what meaning did you make about the world from this experience? 
 - what tools were added to your toolkit?  
 - what tools have you since discarded? 
 - how has your map changed? 
 - was there one key experience (or a couple) that changed you to your core?  

Reflect on your timeline.  Are there any experiences you want to reframe?  What would be different 
if you had that experience from the perspective of who you think you are now and how you see your 
world today?  Would you assign the same meaning to the experience?  

Write a letter to yourself about what you’ve learned from the timeline exercise.  Put the letter with 
your timeline.  Set a reminder in your calendar to revisit your timeline at some point in the future — 
maybe 2-3 years from now.  Read what you wrote on your timeline and in your letter.  Take note of 
what has changed.  Some events on your timeline may not feel as significant, you may have 
reframed their meaning, or you may want to add an event that you’ve discovered.  

This process is a great addition to your year-end reflection, intention, and goal-setting process. 
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Key Point #2.  People will follow someone they believe is worth following. 

Would you follow you? 

In his book, “How to Lead When You are Not In Charge,” author Clay Scroggins says that if you lead 
yourself well, you’ll always have a good leader.  And, when you lead yourself well, people will 
naturally want to follow.  

Reflection: Think of someone at work (or from a past work experience) that you chose to follow — 
not because of their authority or what they could do for you, but because of the person they are.   
What are the qualities that stood out to you?  
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One quality that often makes the list is open-mindedness, demonstrated by the willingness to listen 
without judgment.  Listening with an open mind takes intention and practice.  We nearly always have 
an agenda in any conversation, so our listening tends to be aligned with that agenda — not open for 
whatever else might be there in the conversation. 

The funnel on the left illustrates how we typically listen:  100% of what we hear goes through our 
judgment & rejection filters and we only keep the 10% what aligns with what we already believe (or in 
other words, how we think about ourselves and the world — our map & kit).  

The funnel on the left illustrates what is possible if we listen with an open mind:  100% of what we 
hear is enhanced & magnified by creativity and thought, so we get 1000% value. 

. 
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Another quality that often makes the list is trustworthy.  We feel psychologically safe with a 
trustworthy leader.  When we feel psychologically safe, we are more willing to objectively consider 
what’s on our Map — our beliefs about ourselves and the world, as well as to try out new tools for our 
toolkit.  In other words, when we feel safe, we are more likely to be open to influence. 

In Dare to Lead, Brene Brown introduces us to BRAVING: the seven elements of trust (see below).  
Failure in any one of the seven elements can impact your ability to influence others.  
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Boundaries  |  You respect my boundaries, and when you’re not clear about what’s 
okay and not okay, you ask. You’re willing to say no.

Reliability  |  You do what you say you’ll do. At work, this means staying aware of 
your competencies and limitations so you don’t over promise and are able to deliver on 
commitments and balance competing priorities.

Accountability  |  You own your mistakes, apologize, and make amends. 

Vault  |  You don’t share information or experiences that are not yours to share. I 
QHHG�WR�NQRZ�WKDW�P\�FRQ¿GHQFHV�DUH�NHSW��DQG�WKDW�\RX¶UH�QRW�VKDULQJ�ZLWK�PH�DQ\�
LQIRUPDWLRQ�DERXW�RWKHU�SHRSOH�WKDW�VKRXOG�EH�FRQ¿GHQWLDO�

Integrity  |  You choose courage over comfort. You choose what is right over 
what is fun, fast, or easy. And you choose to practice your values rather than 
simply professing them.

Nonjudgment  |  I can ask for what I need, and you can ask for what you need.  We 
can talk about how we feel without judgment.

Generosity  |  You extend the most generous interpretation possible to the 
intentions, words, and actions of others.

THE SEVEN ELEMENTS OF TRUST
BRAVING

1/1
Copyright © 2018 by Brené Brown, LLC | All rights reserved | www.brenebrown.com/daretolead
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Exercise for Reflection/Discussion: Read & consider each of the seven elements of trust in Brene 
Brown’s BRAVING model. 

What insights did you have as you considered each element? 

Describe a time when you lost trust in someone or they lost trust in you.  Refer to the BRAVING 
model.  What happened?  How did that feel?  What did you learn from the experience? 

Which of the seven elements do you feel you may struggle with the most?  How does (or how could) 
that impact your ability to have influence? 

What benefit do you see applying BRAVING in the context of improving your influence? 
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Key Point #3:  The number one reason people fail to achieve a goal is because they quit. 

Recovery and resilience are critical skills for any leader — let alone one trying to influence others to 
choose change.  The secret to success is resilience. 

Remember Mr. Green from the story in the beginning?  When he said he was going to watch me fail,  
I was taken aback. I wanted to run — but I also wanted to stay and find out why he would say what he 
said.  In the end, I asked him if we could start 
over again the next day.  He said yes.  That 
next day I was back in his office — this time 
with more questions then answers.  

The moral of the story: keep coming back.  
That said, remember the definition of 
insanity: trying the same things over and over 
again to get a different result; or conversely, 
trying different things every time and 
expecting to get the same result.  

Keep coming back — while also modifying 
your map & adding to your toolkit.  Keep 
learning about yourself, others, change, and 
influence.  

If you are serious about having more influence, set one or more GOALS around it.  Goals provide 
structure for change.  Often, to achieve a goal, we have to change how we think about ourselves — 
who we think we are or aren’t.  That takes intention, focus and time. 

Addendum: 
The Influencing Styles Audit (see separate document) measures your use of nine different 
influencing styles.  As you work through the assessment and read through the nine styles, you may 
find that you use one or two styles most of the time, and that there are one or two styles you rarely 
use.  Consider setting a goal to develop and use a new style.  
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Summary: 
1 - Your agenda isn’t their agenda until it is their agenda.  Change happens from the inside out. 
2 - People will follow someone they believe is worth following.  Would you follow you? 
3 - The number one reason people fail to achieve a goal is they quit.  Keep coming back. 

Be mindful of your own map, and keep adding to your toolkit. Look for different perspectives on the 
topic of influence — like leadership, sales, marketing, etc.  Apply what you learn to yourself by 
reflecting on your own experiences.  Then put your learning into action with others.  

Resources/Recommended Reading: 

Brown, Brene.  Dare to Lead. Penguin Random House LLC: New York, NY. 2018. 

Carnegie, Dale. How to Win Friends and Influence People. Simon & Schuster: New York, NY. 1936

Cialdini, Robert B. Ph.D. Influence: Science and Practice. 5th Edition. Allyn & Bacon: Needham 
 Heights, MA. 2008. 

Rydall, Derek.  Emergence: Seven Steps for Radical Life Change. Simon & Scheuster: New York, NY. 2015. 

Scroggins, Clay. How to Lead When You’re Not in Charge.  Zondervan: Grand Rapids, MI. 2017. 

Subscribe to Leaderscapes Blog: 
https://leaderscapes.com/index.php/our-history/blog

This blog is for leaders, managers, consultants, coaches — anyone interested in doing change better, 
whether personal, professional, or organizational.

When asked, most of us say we embrace the opportunity to change — but meaningful change is very 
hard to do. It’s hard to initiate the change, even harder to stay the course, hardest of all to make the 
change stick. It takes extraordinary effort to stop doing something in our comfort zone in order to start 
something difficult that would be good for us in the long run.

Here you'll find tips and info to help you understand, navigate and do change better. 

Contact Information: 
Susan LaCasse
Leaderscapes LLC
www.leaderscapes.com
susan@leaderscapes.com
651-214-8559
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