
Leading with Questions Exercise  
This worksheet is designed to help you strengthen your ability to influence without 
relying on formal authority as you build your repurposement. 

Step 1: Name a Real Situation 

Describe one current or upcoming situation where you care about the outcome but do 
not hold formal authority. 

What is happening?     Who is involved?     What outcome do you hope for? 
 

 

 

 

 

 

 

 

Pause and Notice 
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Step 2: Shift From Control to Alignment 

Instead of asking, “How do I get them to agree with me?” reflect on: 

What outcome do we all care about? What pressures might others be under? What 
assumptions might I be making? What shared value could anchor this conversation? 

 
 

 

 

 

 

 

 

 

 

 

Pause and Notice 
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Step 3: Design Your Influence Approach 

If you could not rely on organizational authority, title, or urgency, how would you 
influence this situation?  
Write your strategy in 3–4 sentences below. 
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Step 4: A Small Influence Experiment 

For the next few weeks, notice moments when you could advise or direct. Instead, 
pause and ask a question that invites reflection. 

What question will you ask?  What tone will you adopt? What will you intentionally 
avoid? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Pay attention to what changes in the conversation and to what shifts in your own sense 
of authority by saying less. It is about creating space for what matters to emerge. 
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Horizontal Leadership — Influence Reference Sheet 
A consolidated reference sheet of high‑leverage questions designed to guide 
problem‑solving, collaboration, and influence without authority in horizontally led 
environments. 
 

 

1. Questions that Prompt Shared Understanding 
• What outcome are we collectively trying to achieve? 
• Where might we be using the same words but meaning different things? 
• What assumptions are we each bringing into this discussion? 
 

 
2. Questions that Prompt Collaborative Decision Making 

• What options have we not yet considered? 
• What would a solution look like that serves multiple stakeholders? 
• What criteria should guide our decision? 
 

 

3. Questions that Build Influence Without Authority 
• What shared goal can anchor this conversation? 
• What would make this feel like a win for everyone involved? 
• How can I support you in achieving your objectives while advancing ours? 
 

 
4. Questions that Strengthen Trust and Psychological Safety 

• What concerns have not yet been voiced? 
• Where might it feel risky to speak up? 
• What would help this conversation feel more open? 
 

 

5. Questions that Surface System-Level Thinking 
• How might this decision impact other teams or stakeholders? 
• What unintended consequences should we anticipate? 
• What patterns are we noticing across the system? 
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6. Questions that Reinforce Shared Accountability 
• What commitments are we each willing to make? 
• How will we measure progress together? 
• What does shared ownership look like in this situation? 
 

 
7. Questions that Support Adaptability and Learning 

• What are we learning as we move forward? 
• What feedback loops can we build in? 
• If this does not work, what will we adjust? 
 

 

Reflection for Practice 
• How might you use these questions in your day‑to‑day work, consulting 

engagements, board service, volunteer roles, or coaching conversations? 
• Which category feels most natural to you? Which requires more intentional practice? 
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