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Praise for Leading in the Global Matrix

“It’s usually not difficult to explain the need for the shift to a matrix organization design. But it is certainly tough to explain what’s needed to make it operate effectively—until now. This book delivers a practical explanation of why these structures often fail and clear guidance on the skills and attributes it takes to make them work. It’s a must-read for leaders in today’s global environment.”

—Peter Gibbons, CEO, TireHub

“The world of business is experiencing unprecedented change and companies are using new organizational models to manage that change. Marty and John have a proven track record of success coaching thousands of successful executives. This book conveys all their tips in a practical and accessible way from building a network to effectively coping with organizational politics. It is a must-read for any aspiring leader seeking to jumpshift their effectiveness.”

—Michael White, former CEO, DIRECTV

“Leading in the Global Matrix is more than a must-read business book. It proves the value of the matrix and gives leaders an inspiring and actionable road map to transform leadership, collaboration, and innovation in the modern world of work.

—Amy Thompson, executive vice president and chief people officer, Mattel, Inc.

“Organizations have always been complicated to navigate, even for the most savvy leaders. But in this new world where once traditional hierarchies are now more global, more interdependent, and more matrixed, reading this book is mandatory for any leader who wants to succeed. Leaders who avoid this wisdom do so at their peril.”

—Michael Feiner, author, The Feiner Points of Leadership, Columbia Business School professor, and former senior executive, PepsiCo

“The gold standard of what it really takes to lead in global matrix organization . . . and oh-so practical!”

—Ed Betof, Ed.D., senior fellow in human capital, The Conference Board, and former WW VP of Talent Management and chief learning officer, BD

“An essential read, providing the latest thinking and a practical guide for leaders who need to succeed and unlock the full potential of working in a matrix organization. Nurtured by the latest behavioral research, real cases, and proven techniques, the reader acquires new skills and strategies for growth and success in the matrix.”

—Pedro Padierna-Bartning, retired chairman, PepsiCo-México

“Due to their deep familiarity with the subject and privileged position when openly talking with thousands of executives from all over the world about the challenge of succeeding in a matrix organization, John and Marty were able to grant us with an amazing set of tools to efficiently navigate in matrix organizations, securing we know what to do and, most important, HOW TO do it! It’s a must-read book for anyone who deals with complex organizations.”

—André Machado Fonseca, president, QMC Telecom do Brasil

“Whether you are in a private equity turnaround or a global corporation, this book provides a road map for transforming your company. Marty and John provide simple, practical tools that apply to any executive looking to maximize the effectiveness of their matrixed environment.”

—Dan Guill, president and chief operating officer, Enlivant

“Collaboration and leading in a global matrix organization are two critical success factors and the new normal for leaders to be successful in today’s fluid and dynamic business world. Marty and John combine both art and science into a practical portfolio of insights, skills development, and learning to help leaders successfully navigate the waters of the global matrix while developing and amplifying their leadership capabilities.”

—Steve Milovich, former senior vice president of human resources, The Walt Disney Company

“In today’s global business environment where organizations are increasingly integrated, the ability to collaborate across boundaries and influence without authority is critical. This is a no-nonsense book and a survival guide for executives looking to thrive in a global matrix.”

—Steve Williams, CEO, PepsiCo Foods North America

“This book is a must-read for leaders in any industry. John and Marty bring so much knowledge and insight to the table—including how to navigate a variety of stakeholders in a fast-paced environment. This book is full of practical, easy-to-use advice that even the busiest leader can use.”

—Candi Carter, executive producer, The View

“Leading in the matrix is complicated but necessary for all those that aim to succeed in the modern business arena. This book breaks it down in an easy-to-learn and practical fashion which will unlock value for all who read it.”

—Josh Craver, head of talent management, FIS Global

“A must-read for anyone working in an organization, large or small. Leading in the Global Matrix is the first book that not only describes what a matrix is but also gives real, practical tips on how to manage and succeed in today’s dynamic business world. John and Marty have taken the intimidation away from the concept of a matrix environment. This book is easy to read and touches on all the brilliant aspects John and Marty have been teaching for years. It’s the answer we’ve all been looking for!”

—Dianne DeSevo, global chief HR officer, Engine Group

“As the pace of change in the marketplace accelerates, organizations are becoming more dynamic, agile, and matrixed—leaving career paths and organizations more challenging to navigate. With their unique perspective as ‘inspirational pragmatists,’ the authors provide a compelling guide to increasing effectiveness, career development, and personal growth that demystifies the art of leading in the matrix and renders it practical and immediately actionable.”

—Brady Brewer, senior vice president of digital customer experience, Starbucks Coffee Company

“This book is a must-read. Seldman and Futterknecht assertively address the unspoken dimensions of a matrix organization by providing the correct skills and strategies to make it successful.”

—Paula Santilli, CEO, PepsiCo Latin America and coauthor of El Poder de Poder: Mujeres Construyendo Latinoamérica

“Futterknecht and Seldman address the elephant in the room: the complexity within a matrix organization. Collaboration, respect, curiosity, and all the other attributes they analyze are spot-on to make the matrix work.”

—Monica Bauer, vice president of corporate affairs, PepsiCo Latin America and coauthor of El Poder de Poder: Mujeres Construyendo Latinoamérica

“John is the expert in helping leaders navigate and thrive in matrixed organizations. He has distilled his extensive experiences in coaching leaders and working with global organizations into highly practical advice and tips that leaders at all levels can pick up and use. The strength of John’s approach lies in addressing both the mindset and skill set for matrix success. And the skills really stick! Whether you are a leader undertaking an operating model transformation or looking to optimize the effectiveness of your matrix organization or a leader grappling with the challenges of leading within a new matrix, this book is for you.”

—Paula Coughlin, chief HR officer, Dixons Carphone, London

“This book isn’t for corporations alone. Even the challenges our planet faces today cannot be solved without collaborating beyond borders, across the global ‘matrix.’ Whatever your chosen field, this book provides simple yet powerful tools to step change your effectiveness and impact at every level—your company, your community, your country, and our world.”

—Sanjeev Chadra, former Chairman and CEO, PepsiCo Asia, Middle East, and North Africa

“Leading in the Global Matrix is a much-needed road map for leaders and aspiring leaders to gain guidance and valuable tools to effectively navigate an increasingly complex world of work while leveraging high impact communication, collaboration, and influencing skills to advance organizational and individual success. This book should be required reading for all leadership and management development programs—both in academic and corporate university settings. The guidance offered is nothing short of game-changing!”

—Jovita Thomas-Williams, SPHR, GPHR, senior vice president of human resources, Massachusetts General Hospital and Massachusetts General Physicians Organization

“Every manager in matrix organizations can benefit from this book. My recommendation: read it, share it with others who are part of your matrix, and then discuss it together. You are certain to raise your game.”

—Ed Bernard, senior advisor and retired vice chairman, T. Rowe Price
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“Organization structures do not fail, but management fails at implementing them successfully.”

—Jay Galbraith, Designing Matrix Organizations That Actually Work

“The challenge is not so much to build a matrix structure as it is to create a matrix in the minds of our managers.”

—Christopher A. Bartlett and Sumantra Ghoshal, “Matrix Management: Not a Structure, a Frame of Mind,” Harvard Business Review
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INTRODUCTION
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Working in a Matrixed World

Welcome to Business in the Twenty-First Century

IN THE PAST DECADE, many global enterprises have transitioned from the traditional corporate hierarchy—where silo functions such as finance, HR, or operations and decentralized business units work with a high level of autonomy and independence—to a matrix model of cross-functional teams that work across a number of business units. The list of companies that have gravitated to this new, flatter type of organization includes IBM, Dow, Boeing, Starbucks, General Mills, Microsoft, and Citibank, among others. This shift is essentially a move away from a top-down, vertical leadership structure toward a more horizontal, integrated, and collaborative way of working.

The particular organizational design of the matrix structure varies from company to company: some institute formal structures organized around global centers of excellence (COEs), while other companies adopt highly fluid organizational designs with diffuse leadership and support, encompassing many parts of the business. Matrix structures can also evolve and transform over time as a result of leadership changes, shifts in strategy, and growth in organizational learning. Regardless of the precise structure or its stage of evolution, the matrix has become the dominant model for the global companies that are succeeding today. Among the compelling benefits prompting so many global companies to transition toward matrixed structures are:

•efficiencies and cost savings

•strategic thinking and innovation

•diversity of thought

•informed decision-making

•increased agility

•aligned execution

•improved organizational learning

However, for many organizations that have made the leap, the matrix hasn’t fully delivered on its promise. Despite dedicating vast resources to preparing leaders for their new matrix roles, organizations struggle to harness the profound collaborative spirit that will generate the increased innovation and creative problem-solving the company seeks. As longtime executive coaches and leadership development experts who have more than six decades’ combined experience, we know why.

Over the past several years, we’ve witnessed a clear trend in the focus of our coaching engagements. We are now routinely called on to help leaders develop and refine the skills they need to thrive in a matrix structure. Our assignments commonly begin with observations like these:

“We have a leader who is extremely talented, knows the business cold, and, historically, got great results for us . . . but so far she has struggled to get the same kind of traction in our new, more matrixed structure.”

“We have a leader who has recently inherited a team that is working in a far more integrated fashion with multiple stakeholder groups, and he is having some challenges collaborating in the way we had hoped.”

“We have a high-potential leader who has a strong track record of business success, strategic acumen, and great executive presence, but there are some questions around her ability to successfully influence without authority across our new matrix structure. We feel she needs to demonstrate these skills before we are confident about putting her into a more senior role.”

What began as a few dozen of these matrix leadership–focused assignments became hundreds, allowing us to observe consistent sets of leadership challenges that cut across functions, business units, industries, and even continents. As we discovered, the challenges were not unique to one type of industry, role, geography, or organizational culture, but represented a constant, resulting from the move toward the matrix’s greater complexity and its reliance on influence and collaboration rather than authority. Some core dynamics in the way individuals were now being asked to lead differed dramatically from their previous experience in more hierarchical structures. The shift from a more autonomous and independent way of leading to a more collaborative and interdependent style meant that the influence and alignment needed to drive decisions had increased exponentially. Leadership challenges in the matrix commonly manifest as:

•increased conflict and misunderstanding

•control issues and power struggles

•limited time and resources

•competing priorities and/or “turf” issues

•trust issues

•ambiguity around decision-making rights

•conflict between the pressure for delivering results with speed and the time needed to collaborate

When leaders do not develop the strategies and skills they need to overcome these obstacles, their ability to help their organizations achieve the benefits of a matrix structure is severely compromised. The challenges, if unaddressed, predictably lead stakeholder groups who should be collaborating and leveraging each other’s talent to get mired in conflict, undermining innovation and diversity of thought as the group members’ trust breaks down. Frequently, these impediments mean that decision-making, projects, and initiatives grind to a halt. A VP of talent development described the impact of these leadership challenges in this way: “It’s like we made a major investment to restructure our organization and provide all the necessary support to drive the business like a high-performing sports car designed to go one hundred miles per hour, but despite our efforts, we often find we are stuck driving at fifty miles per hour. And on some days, in reverse.” This analogy captures perfectly our objective in writing this book: to provide leaders with the skills and strategies they need to drive their matrix organization to its full potential.

COMPLEMENTING EXISTING ORGANIZATIONAL EFFORTS

Virtually all of our clients are aware of the increased complexities and challenges they face as they transition to the matrix. In fact, they tend to devote considerable resources to anticipating and meeting these challenges. We have seen organizations spend an extraordinary amount of time, financial resources, and attention in an effort to prime their leaders for success. These efforts include bringing in consulting companies to help develop a detailed structure, creating robust plans to communicate the purpose and benefits of the new structure internally, developing leadership behavior competency models, and providing internal collateral (i.e., brochures, presentations, videos, etc.) to explain how the business will transform from an operational standpoint.

All of these efforts are foundational and, based on our experience, no organization can introduce a successful matrix without them. However, even with these important support mechanisms, individual leaders and, by extension, organizations find that their matrix structure is not operating with the impact and efficiency they intended.

That is where Leading in the Global Matrix comes into play. While the above-mentioned efforts do a great job explaining why the organization is transitioning to a matrix and what is expected from its leaders, they miss a critical piece of the puzzle: how leaders must adapt to succeed in this new business environment. While leaders may understand the outlines of the new competencies, they may not know how to gain the skills necessary to demonstrate them. This book will teach you how to lead in a matrix.

WHAT IS MISSING IN CURRENT MATRIX LEADERSHIP TRAINING

Based on our experience, organizational training programs focused on matrix leadership typically have two opportunities: bridge the gap between theory and practice, and navigate the unspoken dimensions of the matrix. We’ll talk here about these challenges and how our approach complements the development strategies of our clients to address them.

Bridging the Gap Between Theory and Practice

We have often been impressed by the depth of thought that organizations put into developing leadership competency models designed to help their executives succeed in their new matrixed organizations. Some of the commonly identified leadership abilities include:

•Collaborating across boundaries—Overcomes geographic and functional boundaries to drive key business objectives

•Influencing without authority—Effectively makes the case for change while anticipating multiple priorities and resistance, successfully bringing others along

•Thinking strategically—Brings an enterprise-wide perspective to discussions and generates innovative ideas to drive new business solutions

•Building a broad network—Continuously builds and maintains strategic relationships to strengthen collaboration and drive key initiatives

•Demonstrating and encouraging a healthy exchange of ideas—Displays the courage to surface difficult issues while demonstrating an open mind when challenged

•Leading with inspiration—Develops a vision that inspires others to follow and empowers others to achieve their full potential

These are just a few examples of competency expectations our clients have designed for their leaders. In some cases, the models are even more robust, rich, and sophisticated than this example, and they include a detailed breakdown of each identified skill area together with an explanation of how the skill is exemplified at various leadership levels (i.e., manager, director, VP, C-suite, etc.). Once the model has been developed, organizations communicate these plans throughout the company to establish clarity about the new behaviors of the future.

However, while most leaders intellectually grasp the behaviors associated with each of these competencies, when we ask them in confidential discussions, “Do you know how to execute these behaviors in real time, in the trenches of your complex day-to-day activities?”, they often acknowledge that they don’t. This is where the gap exists: leaders understand what is being asked of them, they just don’t know how to execute it.

The natural question is, why? We see two main reasons.

1.Leaders have mental habits that stand in their way. Many people have powerfully ingrained habits that prevent them from adopting these new behaviors. Without an understanding of their limiting habits, leaders can’t shift to the mindset they need to demonstrate the new behaviors consistently.

2.They underestimate the difficulty of mastering the new competencies. The new behaviors required of leaders in the matrix are advanced and laced with nuance, but they sound familiar. Even seasoned leaders can underestimate the finesse required to do them well. They think, “I have been collaborating with and influencing stakeholders my entire career, this is a strength of mine.” This conviction leads them to underestimate the complexity of the new skill; while some of the language is similar, the game has changed from checkers to three-dimensional chess.

Navigating the Unspoken Dimensions of the Matrix

In addition to lacking the right mental habits and underestimating the complexity of necessary leadership skills, two other areas have considerable impact on the success of a leader working in a matrixed organization. These topics are inherently uncomfortable to discuss, complicated to address, and rarely tackled directly: human nature and organizational complexity. The very nature of a matrix guarantees that there will be times when individual leaders will feel conflicted about supporting decisions that appear, at least in the short term, to put them at a considerable disadvantage. Likewise, in a matrix structure, more stakeholders are engaged and less clarity around decision-making authority exists, yet power dynamics still exist in some form.

Because of the discomfort with discussing these topics, most leadership training programs either minimize them or leave them out completely. That means that some of the most important insights and understanding, and the resulting skills and strategies, are omitted.

Our approach is different. We think of ourselves as “inspirational pragmatists.” We believe in human potential and each person’s capacity for greatness. We believe in the opportunities the matrix offers because it is designed around the best attributes of human nature: collaboration, respect, curiosity, collective action, inclusion, and relationship building. We’ve seen what a matrix structure can achieve. When it works the way it’s designed to, it delivers on enhanced agility, more innovation, greater cost savings, increased collaboration, and all its other promises. Furthermore, we are advocates of amplifying and reinforcing all of these positive attributes in individual human beings and in the collective as it supports a successful matrix structure. At the same time, we understand all too well the realities of human nature and organizational dynamics—and the negative impact these forces can have on matrix success if they are not engaged directly and skillfully. We do not view these domains as toxic or negative (unless they manifest themselves in extreme behaviors), but rather as a part of organizational reality that must be considered and mastered for a successful, comprehensive approach.

Our inspirational pragmatist approach is about acknowledging both the potential of the matrix and its practical aspects—and finding a way to blend them together, allowing values-based, high-integrity leaders to navigate the holistic reality of a matrix successfully. Then, and only then, can the organization fully experience the magic of the matrix.

USE THIS BOOK TO ACCELERATE YOUR LEADERSHIP DEVELOPMENT

Understand that there is no silver bullet that will make leading in a matrix simple and eliminate the inherent complexities. However, we promise that if you consistently apply the skills we teach, your EQ—effectiveness quotient—will increase significantly. And these improvements, over the course of time, can have an extraordinary impact on the success of your organization and, ultimately, your own career.

Knowing what you lack is half the battle. Once you are aware of your major skill gaps and have a plan for closing them, you can experience resounding success. We’ve seen teams journey from states of near dysfunction to models of matrix efficiency. We’ve watched as best practices have been shared throughout a company’s global operations. We’ve seen diversity of thought coupled with improved communication lead to disruptive innovation. And we’ve been gratified to see that when leaders embrace this unique mix of skills, the result is individual success. We’ve watched people go from being actively disengaged with their companies to finding meaning in their work, fostering new relationships within and between teams, and taking on leadership roles as a result of their personal and professional growth.

Think of developing the skills needed to lead in the matrix as a marathon, not a sprint. You have spent an enormous amount of time and energy running the first twenty-five miles but are now hitting a wall. This book is the tool that will help you run that last mile and get you across the finish line. We expect that you come to the table with a solid skill set, and that your organization has already implemented the right structures and models for the matrix. We are here to help you take your game to the next level, where your organizational impact and career trajectory can reach their full potential.

Leading in the Global Matrix covers ten key skill areas, with each chapter focusing on the nuances of a particular skill set. Throughout the book you will read case studies, all based on true stories (although disguised to maintain anonymity), designed to capture the types of scenarios we have witnessed dozens, if not hundreds, of times. If you find yourself thinking, “Hey, I experienced a version of that scenario earlier this year!” you’ll understand just how common these patterns are.

Each of the chapters introduces proven, easy-to-learn strategies that you can apply immediately. To help you reinforce the learning and refresh yourself on concepts at a glance, each chapter includes a “Your Matrix Moment” feature that encapsulates the main points and serves as a helpful checklist as you work to enhance your leadership skills. Our goal is to create a highly practical learning journey for you as you build your matrix leadership action plan.

Filled with our field-tested advice for building collaborative relationships, growing your influence, and enhancing your communication and executive presence, Leading in the Global Matrix helps you and your teams unlock your full potential, allowing the matrix to deliver fully on its powerful promise.




CHAPTER 1
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Cultivating a Matrix Mindset

TO HELP YOU DEVELOP the most effective strategies and comprehensive action plan for leading in the global matrix, we’ll leverage the latest research in cognitive psychology and neuropsychology, as well as the powerful research on fixed and growth mindsets by psychologist Carol Dweck. Understanding how your own assumptions influence your choices and behavior is key to developing the flexible and constructive mindset you need to succeed in matrix leadership.

There is a good chance that, during a leadership program or in your own reading, you have come across the concept of self-talk, generally described as the inner monologue continuously unfolding in our heads. The concept of self-talk has its origins in cognitive psychology, the study of our mental processes and how they affect our emotions and behavior. This field of psychology has an extraordinary range of valuable applications, including numerous therapeutic ones, as well as in business, sports, and performance training.

We promise not to dive too deeply into the workings of cognitive psychology; however, it is important to understand the connection between our self-talk and the optimal matrix mindset. First, our mindset as it relates to any topic, including the organizational matrix, is, essentially, a combination of self-talk phrases that emerge and become habit when we are presented with certain experiences or topics. If someone asked you about your thoughts on matters such politics or parenting, for example, some well-established beliefs would likely be triggered in your brain—these comprise your mindset in relationship to the particular topic.

Our self-talk is so powerful in influencing our behavior because of a fundamental cognitive psychology axiom: What we say to ourselves determines our emotions, and these, in turn, dictate our behavior. Furthermore, much of our self-talk is deeply ingrained and habitual, so certain events instantly trigger certain internal reactions. However, our self-talk (and, by default, our mindset) is also subconscious in nature; unless we take the time to reflect on it, the mental reaction occurs without intention. As the expression goes, “We rarely think about what we think about.” This is a critical idea to appreciate because the matrix is likely to present you with circumstances that trigger self-talk that is less than helpful, and if you are not aware of it and able to refocus your thoughts, this harmful self-talk can lead to behavior that ranges from ineffective to downright damaging.

But there is good news. Whatever our current mindset toward the matrix, it does not need to remain fixed. In fact, one of the most encouraging and empowering discoveries in neuropsychology is the concept of neuroplasticity—that our brains, including our thoughts and mindset, are entirely capable of changing in response to new information. Therefore, if we can become aware of our current mindsets in relationship to the matrix, we can choose practices that allow us to move beyond our limiting beliefs.

One of the most prominent researchers in the area of mindset, Dr. Carol Dweck, has written extensively on the topic (including Mindset: The New Psychology of Success) and how it permeates nearly every aspect of our lives. Our mindsets limit our potential or power our success; mindset can mark the difference between mediocrity and excellence. Mindset influences our self-awareness, our self-esteem, our creativity, our resilience, our level of depression, and our tendency to stereotype, among other things. Dweck’s research focuses on a powerful yet simple belief: there are fixed mindsets and growth mindsets, representing the opposite ends of a spectrum.

People with a fixed mindset believe that talents and abilities are innate—who you are is who you are, period. To this way of thinking, characteristics such as intelligence and creativity are fixed, rather than traits that can be developed. Those with a growth mindset believe that abilities can be cultivated through effort. Yes, people differ greatly—in their aptitude, interests, or temperaments—but everyone can change and grow through application and experience.

Dweck explains that it’s entirely possible to have a mindset that is not wholly growth or fixed, and to lean a certain way in one area of life but a different way in other areas. Your set of assumptions may thus be different when it comes to artistic talent, intelligence, personality, or creativity. Whatever mindset you have in a particular area will guide your behavior in that area.

How does the concept of fixed versus growth mindset change behavior? A fixed mindset creates the sense that you are simply limited in certain areas, as well as spurring an urgency to prove yourself. Criticism is seen as an attack on your character, something to be avoided. A growth mindset, on the other hand, encourages effort and practice. Criticism is seen as valuable feedback and openly embraced. The hallmark of a growth mindset is dedication to sticking with a task or project, especially when things are not going well. Not surprisingly, those with a growth mindset are more likely to thrive, as they believe they have the capacity to gain proficiency and master new challenges; they are not limited to the talents they were “born with.”

So, let’s get to work cultivating a mindset that will help you grow as a leader. In this chapter, you will learn how to raise your self-awareness around the most critical matrix mindset success factors and discover self-talk phrases that will help you cultivate a more optimal mindset.

“THEORY” MINDSET VERSUS “DAY TO DAY” MINDSET

Don’t underestimate the importance of mindset in priming yourself for success in matrix leadership. Without the right mindset, you won’t be appropriately disposed to execute the behaviors and strategies you need to get the most out of yourself and your team. As you read about mindset, you may be saying to yourself, “Actually, I am not worried about this area. I have been on board with the new matrix structure from day one, and I believe in the potential of the matrix.” We are sure that is true, and perhaps you have mastered the optimal matrix mindset.

However, like many who have started a diet and felt passionately about losing weight, defeating self-talk may rise up in challenging moments. During these times of high stress, your diet self-talk may be, “I will feel better if I eat this junk food,” and, when the weekend approaches, the self-talk that creeps in is, “I worked hard this week and I deserve this delicious cake.” Your principled agreement with the diet doesn’t stand up when you try to put it into practice.

In the same way, your initial self-talk regarding the matrix structure can easily fall apart when difficulties begin. Your internal monologue may start off sounding like this: “I know that working in a matrixed fashion is what is best for our business over the long term. I am committed and up for the challenge.” Then you find yourself under the gun to deliver a project; your supervisor has sent you two emails saying that she is counting on you to deliver results by the end of the week. However, you know that, in order to drive the project forward in a collaborative, matrixed fashion, you will need to engage and persuade several important stakeholders who are not entirely in agreement with your approach. In this moment, your self-talk could easily shift to: “Ideally, I should drive this project forward collaboratively to gain others’ input and establish alignment, but that might take considerable time and energy and push back my ability to make the decision. In this case, I am just going to make a decision on my own without consulting them. Next time, when I am not feeling so much deadline pressure, I’ll make sure the process is more inclusive.”

What we are after when we talk about developing the matrix mindset is a mindset that is not only in theoretical agreement (that’s the easy part) but is prepared with awareness and resilience, and shows up when we need it most—in the trenches, during times of stress, complexity, and difficulty. When you have developed this capacity, during scenarios like the one outlined above, you will have the clarity and focus to tell yourself, “Although it may seem more convenient in the short term to leave out the additional stakeholders, I know that over the long term it is likely to negatively impact trust. That can lead to a breakdown of communication and collaboration and cost us much more time and productivity down the road. I’m going to take the right course of action now and ensure that all the relevant stakeholders feel included.” The ability to consistently focus on the correct, long-term collaborative behaviors is vital to matrix leadership.

MATRIX MINDSET SUCCESS FACTORS

The matrix mindset success factors are the top four areas that impact leaders in the matrix, in either a positive or negative manner. Unless you address these four factors and foster a mindset prepared to contend with them in a practical way, you will struggle to find your highest success in the matrix. These four areas are:

1.Overcoming loss of autonomy

2.Dealing with anxiety, uncertainty, and loss of confidence

3.Demonstrating empathy

4.Cultivating curiosity

As you read about each of the matrix mindset factors, we encourage you to reflect on which of these areas are most valuable for you. To be clear, none of your current mental tendencies is “wrong,” but pause to consider whether certain mindset habits are influencing you in a way that inhibits your success. If some of your mental habits are holding you back, you could benefit from developing greater self-awareness and intentionally cultivating a mindset that helps you move beyond any current limiting beliefs.

Please remember that, to a certain degree, we are all inclined to give ourselves positive reviews; we give ourselves the benefit of the doubt, assuming that we bring an ideal mindset to each circumstance. Be as objective as possible in analyzing your own attitudes and behavior. If you find yourself wondering how you perform in one of the areas, check in with a colleague you trust and ask how you actually show up in those particular circumstances. For instance, you might say to a trusted colleague: “It is my intention to engage in our matrix meetings in a way that balances offering my perspective with demonstrating curiosity, agility, and an open mind to others’ perspectives, so we can arrive at the best possible answers. That said, I know that my intentions will not always match my impact, and I am sure I have blind spots. As you have observed me in a number of these meetings, what could I do differently that would help me achieve that goal?” You may be fortunate enough to receive some invaluable feedback related to your body language, your listening tendencies, or your choice of words that you can adjust to make your meeting presence more effective.

Overcoming Loss of Autonomy

One area of frustration concerns a loss of autonomy and control, and the feeling that things are more complex, difficult, and take longer in the new matrix structure, though the pressure to drive results with speed has only increased. Although any leader could develop this particular frustration in relationship to the matrix, we have found it to be most widespread among those who identify themselves as type A personalities. Often, these leaders are inherently more comfortable in circumstances where they feel they have independence and clarity with regard to resources and decision-making, which tend to decrease in the matrix. If you have ever been referred to as a control freak, the loss of autonomy associated with working in the matrix is likely to push your buttons.

Negative Self-Talk

Listen for internal conversations that include a lot of negative patter. Some common mindset patterns and negative self-talk include:

•“The lack of clarity and true ownership creates so much confusion and delay.”

•“It seems like we spend so much time aligning stakeholders that nothing actually gets done.”

•“The matrix has us so internally focused that
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