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Modern organisations are highly 
matrixed and rely on partnership and 
interconnection to deliver business 
outcomes. 

The leadership required is one that not 
only sees vertically, but horizontally 
as well, delivering outcomes for your 
function or business, balanced with a 
considered understanding of what is 
best for the whole organisation. 

To lead vertically and horizontally 
requires a mindset that values 
partnering and collaboration. One 
that moves away from ‘us and them’ 
thinking that creates silos and internal 
competition.

This form of leadership requires a new 
set of practices to consider:

Understand the playing field 
The playing field is both vertical and 
horizontal. You cannot simply activate 
and start executing; you need to 
step back, “go to manual” and look 
across before you act. You are now in 
the business of managing outcomes 
rather than drawing the straightest 
line between point A and point B 
to complete tasks. When you are 
managing outcomes, you need to think 
more broadly about the playing field. 

Ask: What are the opportunities? What 
are the strategic priorities? What 
do I see when I look across at other 

functions or departments? What are 
the needs of others?

Co-authorship and managing outcomes
Co-authorship becomes your operating 
mantra. When looking across the 
playing field, you can seek to 
understand your peers’ goals and find 
the intersection with your own goals. 
You can work to support, collaborate 
and co-author shared outcomes for the 
benefit of the enterprise.

Ask: Who needs to be involved? How 
are the priorities aligned? How can we 
identify our shared goal/s?

Managing outcomes requires setting 
joint agendas with your co-authors 
and proactively communicating 
any decisions, progress updates or 
anticipated issues so people can 
jointly problem solve and quickly 
remove obstacles. You should put 
processes in place to know the 
playing field, anticipate and get ahead 
of issues, know who is affected by 
decisions, and proactively update 
them.

When you make decisions with 
your co-authors – cut through the 
ambiguity and with due diligence make 
decisions as early and quickly as you 
can and with conviction.

Ask: What needs to happen end to 
end? What are the outcomes we need? 
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Who needs to be in the room? What 
decisions need to be made? How soon 
can we make them?

Empathy-based relationships – Working 
for the greater whole
Co-authoring outcomes requires 
leaders to shift from transactional 
relationships (each party is in it for 
themselves) to empathic relationships 
(considerate of mutual outcomes). 
Ecosystems of empathy support 
greater efficiency and effectiveness 
as they support networked problem 
solving and alignment in decision-
making. To build relationships of 
empathy, you can invest in people 
when you don’t need anything in 
return, supporting others’ success and 
seeking co-authorship opportunities 
wherever possible. 

Ask: What is the investment I need to 
make in this relationship? How can I 
develop an astute understanding of my 
stakeholder’s needs and motivations? 
How can I contribute to their success? 

Communicate with Clarity and Purpose
Communication is everything. In order 
to foster connected relationships, 
establish understanding, anticipate 
any issues, and show your ability 
to help manage outcomes, you 
must proactively, consistently and 
transparently share and seek relevant 
information across the matrix using 
multiple mediums. Clear and purposeful 

communication requires listening to 
and engaging with others’ points of 
view instead of just pushing your own 
agenda. This affirms you value their 
ideas and also helps you seek win/win 
outcomes by allowing you to look for 
opportunities for mutual benefit.

Ask: What are the ‘win more’ ‘win 
more’ opportunities? How well do I 
understand the other? How can I help 
their understanding of me? What 
possibilities exist for mutual benefit?

Influencing and Engaging for Impact
Influencing allows you to motivate 
others without using vertical power as 
well as influence agendas and impact 
decisions for positive outcomes.  
Once upon a time those with position 
had the power, now those who can 
influence are those that have the 
power. When we influence and engage 
for impact we are authentic, we 
embrace healthy conflict, we stand for 
something as advocates and balance 
this with deep curiosity and inquiry. We 
are engaged with and interested in, the 
people we seek to influence.

Ask: How can I develop an astute 
understanding of my stakeholder’s 
needs and motivations? How do I 
communicate the key messages with 
confidence? What are the seeds I need 
to sow that will ignite engagement? 
How do I communicate with conviction, 
clarity and curiosity?
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Showing, Giving, Earning – Trust (ask 
me – tell me)
Trust is a vote of confidence and 
reliability in a relationship and is 
the catalyst for high performance 
in teams and across organisational 
functions. Without trust, there is no 
shared accountability and there is 
no foundation for an organisation 
to accomplish its goals. Trust builds 
over time as a result of a consistency, 
mutuality and transparency in 
behaviours and actions. “Ask me, 
Tell me” is a simple framework for 
establishing trust. It is essentially a 
reciprocal “heads up” or “FYI”. That 
is: if you are going into my business 
function, ask me; or if you hear 
something coming out of my business 
function, tell me. This shows that each 
party has each other’s backs. To work, 
you must assume good intent and step 
back from initial visceral reactions to 
any issue. 

Ask: What is the transparency and 
clarity others need from me? What do I 
need to pay attention to in my actions 
and behaviours to invoke trust and 
reliability? Where and when and with 
whom should I practise - “Ask me, Tell 
me”?

Execute End to End, Deliver Reliably
To execute end to end and deliver 
with consistency and reliability, you 
have worked with conviction and 
adaptability. You will have read the 
play and understood the playing 
field by resisting the temptation 
to jump straight into execution 
mode. You will have employed all 
the practices mentioned above. You 
have also most likely dug deeply into 
budgets, data and/or plans, engaged 
all stakeholders, understood and 
established clear expectations, and 
held true to a clear vision and strong 
sense of purpose. 

With this in place and a balanced 
people and business point of view, you 
have been able to follow through, end 
to end, from inception to completion.

Ask: What of my own internal resources 
can I leverage to help me see it 
through? What external resources can 
I draw on to help me execute end to 
end? What elements of this style of 
leadership do I need to pay the most 
attention to? What does success look 
like and how will I celebrate it? 


