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Influence Is Everything

When was the last time you accomplished some-
thing at work based on the size of your office or 

the title on your business card? In today’s sophisticated 
organizations, with their cross-functional teams, centers 
of excellence and shared services, formal authority has 
taken a back seat. Influence is the new driver.

Influence is not just persuasion or salesmanship. Influ-
ence means having:

•	 Strong,	trusting	relationships	with	partners		
throughout	the	organization

•	 Perspective	to	see	what’s	best	for	the	organization		
as	a	whole

•	 Savvy	to	present	your	idea	in	a	way	that	makes		
the	most	sense	to	your	audience

•	 Perseverance	to	make	changes	stick	once	you’ve		
reached	agreement.

Most importantly, although it might seem like “you 
either have it or you don’t,” influence is a skill that can be 
honed like any other with planning and experience. Each 
day is an opportunity to build trust, credibility and equity 
in the organization, which can all be applied when it comes 
to the moment of truth—actually influencing something. 

Master	the	Matrix author Susan Z. Finerty tackles just 
this in her latest book, The	Cross-Functional	Influence	
Playbook. Her model for building influence replaces the 
guesswork with a step-by-step guide that combines:

Proactive	ingredients	to	build	a	strong	foundation	for	
influence

Partnerships
Flexibility
Knowledge

In-the-Moment	ingredients	to	apply	to	specific	influence	
opportunities

Preparation
Dialogue

Follow-up

The InFluence MoDel

Broaden 
Your 

Perspective 

Be Willing
To Be InfluencedForge

Meaningful
Partnerships

Stakeholders 
And 
Message

Reinforce,
Remind,
Reward Make It Open 

And Clear

INFLUENCE

IN THE MOMENT

BUILD PROACTIVELY

Stakeholders 
And 
Message

Reinforce,
Remind,
Reward Make It Open 

And Clear

Dialogue 

    Prepare

Fo
llo

w
-u

p

Broaden 
Your 

Perspective 

Be Willing
To Be InfluencedForge

Meaningful
Partnerships

Flexibility       

Pa
rt

ne
rs

hip
s  Know

ledge

INFLUENCE

IN THE MOMENT

BUILD PROACTIVELY

Before we try to influence something, it is absolutely 
critical that we slow things down just a bit to consider if 
we should influence it at all, identify who we should be 
influencing and think through the conversation. Without 
these steps, we are almost guaranteed to run after things 
that aren’t worth our time, waste time talking to people 
who aren’t the real decision-makers and approach the 
problem in a way that is restricted to our own narrow 
perspective. 

The	Cross-Functional	Influence	Playbook	lays out this 
process in detail and is meant to be a resource that you 
turn to over and over again. The use of the word Playbook 
is very intentional—this book is best used actively, not 
read from the comfort of your living room. 

In addition to breaking down the what, why and 
how around influence in chapters based on the model 
described here, the Playbook also includes worksheets and 
assessments to analyze your current level of influence, 
along with an Influence Planner to break down specific 
influence opportunities and an Influence Journal to track 
your progress.
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Seven Investments

Partnerships are the crucial starting point of the 
influence model, because where there is trust, there 

is influence. A partner simply needs less convincing—the 
trust is already there, so they’re ready to focus on the merit 
of an idea. Partners can also broaden your network of 
influence by providing perspective, advocating on behalf 
of your idea, or serving as your ally or surrogate in the 
influence conversation. 

Perspective Advocate Ally Surrogate

Your partners are basically anyone who touches your 
work—to varying degrees these people interact or overlap 
with your job responsibilities. In cross-functional organi-
zations you will find yourself interacting and partnering 
with people at all levels of the organization—up, down, 
sideways, diagonal. The projects and issues most of us 
find ourselves involved in almost always include multiple 
levels and functions. 
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The stronger the partnership, the bigger the influ-
ence—the more you can influence on more substantial 
issues. Partnerships should be built proactively so that 
influence happens in the context of a relationship. That 
means, if you have partnerships that you know need work, 
don’t wait. Here are seven investments we can make to 
shift partnerships toward greater trust and cooperation.

Partnerships: The Critical Connection

TruST	TheM:		
To	build	trust,	you	must	trust.	

Be	TruSTworThy:	
Be	reliable,	consistent,	

and	accountable.

SeT/reSeT	CoMMunICaTIon:	
Make	sure	they	get	the	
information	they	need.	

Clean	uP	ConFlICT:	
To	reset	a	partnership,	

you	have	to	clear	the	slate.	

Follow	the	
helP-Me-helP-you	ruleS	

for	a	good	customer/	
provider	relationship.	

advoCaTe:	
Go	above	and	beyond	being	

a	good	team	player.	

InClude:	
Involving	people	tells	

them	that	you	not	only	trust	
them,	you	value	them.	
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Flexibility: Who Influences You?

Who has changed your mind at work? In order 
to influence, you must be willing—and dem-

onstrate that willingness—to let others influence you. 
This is especially true in cross-functional work, where 
relationships are long term and inherently require a lot 
of give-and-take. When you are steadfast and do more 
taking than giving in influence situations, your colleagues’ 
trust can dwindle, making it difficult to influence them 

I	call	this	the	jujitsu	of	influence.	Jujitsu is a 2,500-year-
old martial art that relies on redirecting the force of 
your opponent, thereby using his/her energy, not your 
own. Jujitsu is pertinent to influence because conflict 
(though generally not hand-to-hand conflict!) is at the 
heart of influence. Without some level of conflict (or 
mild disagreement), influence is not necessary. Work-
ing cross-functionally, jujitsu looks like stepping away 
or disarming the conflict by giving concessions. It may 
seem counterintuitive and potentially counter to your 
organization’s culture, but it is a powerful approach that 
leaves your reputation, values and strength intact. Often, 
stepping back or making concessions on smaller issues 
sets you up to influence on more substantive ideas in the 
future (see	figure,	Flexibility/Trust). 

Flexibility	ultimately	impacts	trust—it’s	a	circular	
relationship: Flexibility

Trust

In Practice: Expertise or Policing?
We are generally least flexible with what we know the 

most about. Over time, this can turn our expertise into 
policing. We become inflexible, stuck in our ways. We 
begin to believe so strongly in our area of expertise or the 
procedures, policies or laws that govern it that nothing 
less than 100% compliance will do. 
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It’s a common trap if you rely on an expertise to pro-
vide the basis for your influence, and especially if that 
expertise is grounded in regulation, legislation, SOP or 
policy of any type. You become the “no” person—focus-
ing less on collaboration and problem-solving and more 
on evaluation and veto. 

Once you are in this sort of “police state,” your partners 
start avoiding you, bringing you in only when absolutely 
necessary. What they bring you in on is very narrow, and 
without their broader perspective (more on that in the 
next section), your influence is limited to small tactical 
“yes/no” requests. It is a self-fulfilling prophecy.

Here are some tips to get out 
of the police state:

Before you say no, ask a lot of questions. Get	to	their	real	
need.	There	may	be	a	way	to	meet	the	need	in	another	way.	

When you say no, have other ideas. always	follow	a	“no”	
with	a	“but	here’s	what	I/we	can	do	that	might	get	you	close.”	

Pick your battles. Know	where	there	is	give	and	where	
you	need	to	be	steadfast.	People	will	respect	and	trust	your	
steadfastness	when	it	is	used	sparingly.	
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Knowledge-building spans both sides of our 
influence model. It is both something you do 

on an ongoing basis and something you need to do 
in the moment when you are preparing for a specific 
influence opportunity.

To build long-term influence, it’s critical to appreci-
ate the perspective of your influence targets. Knowledge 
should expand your perspective to include an understand-
ing beyond your position, team, function or location. 
When you lack knowledge about the realities of other 
parts of the organization, your perspective is limited, 
and you are liable to find that your proposals don’t gain 
traction across functions. 

The other major factor that can narrow your perspec-
tive is passion. Passion works in our favor because it 
provides the impetus to influence, but it can also cloud 
our judgment if not backed by perspective. Your influ-
ence target is most likely in a different function, division 
or location in the organization than you—so you cannot 
assume that you know the impact of what you are influ-
encing on them, their operations and processes, or their 
team. To lower the risk of unintended consequences, you 
have to look beyond your own area to understand the 
impact and reaction of those on the receiving end. This 
is where knowledge comes in.
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You need to get to know and understand the organi-
zation as a whole so that you can put anything you are 
influencing into a broader context. 

Knowledge: Broader Perspective, Bigger Influence

Crucial knowledge here includes:
COMPETITOrS

VISIOn

STrATEgIES

OPErATIOnS

KEY CHAllEngES

STrEngTHS, WEAKnESSES,  OPPOrTunITIES,  THrEATS

InFOrMAl WOrKIngS OF THE OrgAnIZATIOn (CulTurE, POlITICS)

“If you change the  
way you look at things,  

the things you look at change.”
WAYnE DYEr
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Prepare

Once you’ve decided on the ‘what’ and ‘who’ of 
influence, you need a strategy for how. When we 

think of how we are going to persuade, we think about 
facts, statistics, logic and rationale. But some of the most 
compelling research on influence and persuasion argues 
that we are missing the point—that humans are hard-
wired to make decisions in anything but a logical way. 
Our brains are still driven by primitive needs like resource 
security and social inclusion, which can sometimes make 
us resistant to being influenced by even the soundest of 
arguments. Here are six basic tactics for cross-functional 
influence that get beyond just presenting facts. 

Identifying Concerns: You have to demonstrate that you 
have done the work to understand, anticipate and account 
for the concerns of your influence target. 

Bargaining/Reciprocity: This is where flexibility comes 
into play. Think about the trade-offs and currency you 
may have with your stakeholders.  

Common Vision: Can you paint a picture of what could 
be? When they buy into the vision, you can then move 
them to buying into the idea you are presenting. 

Social Proof: What other companies, teams in the organi-
zation or people are implementing this or in support of 
this? People love to be in good company. 
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Expertise: Kept in check, you can absolutely apply your 
own expertise in an influence situation, but don’t overlook 
bringing in outside expertise. 

Decision-Making Style: You need to know how they 
typically make decisions. Are they a big-picture vision-
ary? Do they follow the lead of others? A bottom-line, 
numbers person? Or a hands-on manager who likes to 
put a personal stamp on all decisions? Knowing this helps 
you shape your influence message.

Innovator Imitator Analytic Hands-on

Bargaining/
Reciprocity

Good: 
Flexibility can help build consensus 
but in itself won’t sell an idea.

Caution: 
Minimize their sense of risk-
taking.

Better: 
Situate the benefits of the idea 
within a broader scope.

Best: 
The trade-offs and your flexibility 
give them control.

Common 
Vision

Best: 
They will need to see how your idea 
fits in with something bigger.

Better: 
Anticipating wide-ranging 
support can help instill 
confidence in the idea.

Caution: 
Don’t go here until they have 
their heads wrapped around the 
details.

Good: 
Big picture can convey the 
value of an idea but also reduce 
their sense of ownership over 
decision-making.

Social Proof

Caution: 
They like to be cutting edge, so 
they may be turned off by the fact 
that others have done this.

Best: 
They will want to hear what 
everyone else is doing.

Good: 
Previous results can help support 
your idea but need to stand on 
their own merit.

Better: 
Knowing what has been done 
in the past can help them reach 
their own conclusion. 

Expertise

Better: 
Expertise can add support to the 
potential promise of new ideas.

Good: 
Focus on how things have 
been done in the past, not 
blazing new trails.

Best: 
Your direct expertise or the ex-
pertise you gain from facts and 
figures will influence them.

Caution: 
Leave them room to feel that 
they are reaching their own 
conclusions.
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The Dialogue

The key to a successful influence dialogue is to adopt 
the mindset that you only get agreement if you 

build an understanding of your idea, understand their 
perspective and rigorously work to maintain (if not 
improve) the partnership.

In the influence dialogue, after introducing or fram-
ing the issue, you work to have a constructive talk about 
what you want to accomplish and why. You will have to 
consider both the issue at hand and the relationship when 
you enter the conversation—you are aiming for wins on 
both sides. You may not always get wins, but going in 
with anything less in mind will undercut your approach 
(see	Case	Study). 

The dialogue needs to be based in the assumption that 
at the heart of it is a conflict, the “who” in that conflict 
is most likely a partner, and the outcome is some level 
of ownership. 

Our preparation for influence, if we do any, tends to 
be focused on presenting the features and benefits of 
our ideas. But how often do we list out the questions we 
want to ask? We prepare to talk, not to listen—and that 
is highly detrimental to influence. 
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For a successful influence dialogue:

•	Include	and	engage
•	work	to	keep	them	in	the	conversation
•	Be	clear,	succinct,	summarize	and	synthesize

CasE study:  

Ownership, not compliance

In most of our attempts at cross-functional influence 
we want people to want	to do what we are asking, not 
just comply. Stephanie told this story about a struggle 
with role clarity—which happens often when you are 
working cross-functionally. Here’s how a successful 
dialogue can influence without strong-arming: 

Karen	said	that	we	had	a	problem	to	solve.	She	said	
that	it	felt	like	we	were	stepping	on	each	other’s	toes	and	
that	our	working	relationship	felt	“clunky.”	She	asked	if	
I	was	feeling	the	same,	and	I	said	I	was.	we	agreed	that	

it	was	causing	confusion	and	duplication	of	effort	from	
multiple	perspectives.	She	then	pulled	out	the	role	docu-
ment	that	she	and	I	had	worked	on	six	months	ago—it	
outlined	who	does	what	in	terms	of	providing	information	
and	support	on	the	projects.	In	that	moment,	I	realized	it	
was	my	bad.	I	was	totally	and	completely	breaking	every	
ground	rule	we	had	set	up.	oops!	Be	it	ego	or	perceived	
gains	in	efficiency,	I	was	bypassing	this	agreement.	

Karen	could	have	just	thrown	the	document	in	my	
face	and	told	me	to	knock	it	off,	and	I	would	have	felt	
like	I	had	to	defend	myself.	But	she	laid	it	out	in	such	
a	way	that	I	was	in	the	right	frame	of	mind	to	solve	the	
problem	with	her.	She	didn’t	just	get	me	to	comply,	she	got	
me	to	own	it.	which,	I	guess,	is	where	real	influence	lies?	
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Follow-up: Two Possible Scenarios

In order to influence, you can’t stop with “nodding 
heads” or stop because you didn’t get “nodding 

heads.” There’s a phase afterward that differentiates 
between someone who gets lucky once in a while and 
someone who influences in a lasting, sustainable way. 

not all of your recommendations will be adopted, not 
all your requests granted. It’s how you recover that can 
make a huge difference (see	In	Practice). But it’s not only 
unsuccessful influence conversations that need follow-up.

Have you ever had a successful influence conversation, 
walked out of a meeting feeling great, only to see your idea 
and their commitment evaporate down the line, never 
to be heard of again? In fast-moving organizations, this 
happens all the time. Agreements aren’t solid; they need 
follow-up and reinforcement. You need to make sure 
that what you just gained agreement on actually sticks. 

There are three critical follow-up elements: remind, rein-
force and reward/recognize. remind means not letting them 
forget. reinforce means make it easy, and reward/recognize is 
basically remembering to thank people for working to reach 
agreement and making an impact through that agreement.

In the end, influence is more of a loop than a race 
to the finish line. One influence opportunity ends, and 
very likely it sets you up for another. Following all the 
way through ensures that you truly influence and builds 
credibility and trust—which will not soon be forgotten 
when the inevitable next issue needs to be resolved or 
decision needs to be made. 

In Practice: Make the idea more palatable
If you hit a roadblock in your attempts to influence, 

it may be best to adopt a ‘keep your eye on it’ approach 
(see Triage graph). Your idea will either be validated—and 
the timing finally right for influence, or it will become no 
longer necessary—something you can let go. But if, even 
after going through the process and getting no agreement, 
you think your idea has validity and should be tackled, 
you need to keep at it. Besides taking the idea to a differ-
ent stakeholder or elevating/delegating it, ask yourself: is 
there a way to make the idea more palatable? 
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Consider: 

Make it smaller: 
Maybe your idea is just too overwhelming, too big to take 
on. Is there a way to do it on a smaller scale? 

Change your timeframe: 
Would a shorter or longer timeframe get people on board? 
Would a different start or end time make more sense? 

Create an escape hatch: 
What happens if they commit, and it doesn’t work? How 
can all those involved exit gracefully? Sometimes pre-
senting the idea and a checkpoint to assess progress puts 
minds at ease. 

Reframe it: 
reframing also may lead you to rethink your stakeholders, 
which might just get you on the right track. 
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Patience may be a virtue, but when working cross-
functionally, it is a necessity. If you are good at what 

you do and engaged in the organization, you are going 
to see so many things that need to change, improve or 
go away. Don’t let the purview frustrate you—appreciate 
it and learn to pick and choose where you will make an 
impact. You may have days when you go home feeling like 
you didn’t accomplish anything in all of your attempts to 
mold and shape those across your organization. But you 
did, and if you persist, you will see progress. Your influ-
ence abilities, mixed with strong partnerships, underlie 
every skill and every success you will have in your role. 

The	Cross-Functional	Influence	Playbook doesn’t stop at 
laying out an influence model. Things get really inter-
esting where the traditional business book ends and the 
active evaluations begin. 

Worksheets and assessments are closely integrated 
with the chapters. Flip between the two sections to create 
inventories, identify areas for improvement and break 
down the components of specific influence opportuni-
ties. The Influence Planner provides a template for your 
influence strategy. From start to finish—all elements are 
covered in the Playbook. The more you use these pages to 
plan and prepare, the greater the likelihood your influence 
attempts will succeed. Finally, use the Influence Journal 
to capture your lessons learned in influence, track your 
progress, set goals and jot down ideas! 

There’s also an app that brings the tips and ideas in this 
book right to your smart phone. The app is Game	day:	
apply	your	Cross-Functional	Influence,	and it is available 
for iPhone and Android users. 

For organizations that want team-based learning solu-
tions, game Changer is an interactive game simulation 
that puts participants dead center of a challenge organi-
zational change and influence situation.

go to www.Finerty Consulting.com for more informa-
tion, videos and other resources.

Conclusion: Planting Seeds

SuPPleMenTS To The BooK

GAME CHANGER
Building Your Cross-
Functional Influence 

A “simulation-based” 
learning solution. 

GAME DAY 
Apply Your Cross-Functional Influence 

 Available for 
 iPhone and Android!

FINERTYCONSULTING.COM
Go online for access to a wealth of 
resources, videos and daily tips!
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Notes



FINERTYCONSULTING.COM
Go online for access to a wealth of 
resources, videos and daily tips!

ABouT The BooK
The problems we face, decisions  
we make and projects we run 
are complex—a reflection of  
the sophisticated products 
our organizations design and 
manufacture, markets they operate in and regulatory environments they must navigate. 
Very rarely does all this work reside neatly in one function, team or location. It requires us 
to reach across functions and geographical boundaries. And once that reach happens,  
influence is required—because unless you have the biggest title on the organizational 
chart, your authority doesn’t cover it all. And where authority ends, influence begins.

The Cross-Functional Influence Playbook introduces a simple model to getting things done 
across the organization. This approach covers the things you do every day to build your 
level of influence (Build Proactively) and those you apply to specific influence opportunities 
(In-the-Moment). The Playbook is divided into four parts. Part One: Learning to Influence 
provides stories, tips and ideas on what it takes to influence cross-functionally.  
Part Two: Worksheets & Assessments provides tools for assessing and analyzing your 
past, present and current approaches to influence. Part Three: The Influence Planner 
takes all the concepts presented in Parts One and Two and puts them into a template  
that you can complete as you prepare to influence. Part Four: The Influence Journal 
provides space to track your process, impact and learning.

ABouT The AuThor

Susan Z. Finerty is the author of The Cross-Functional Influence Playbook and Master 
the Matrix: 7 Essentials for Getting Things Done in Complex Organizations. Since 
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She has a blog on matrix management at www.MasterTheMatrixBlog.com. She has a BA 
from Central Michigan University and an MA from Indiana University. Ms. Finerty resides 
in suburban Chicago.
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SuPPleMenTS To The BooK

GAME CHANGER
Building Your Cross-
Functional Influence 

A “simulation-based” 
learning solution. 

GAME DAY 
Apply Your Cross-Functional Influence 

 Available for 
 iPhone and Android!
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1 1% The average of responses to the question: 

“What percentage of your job do you  
get done through your formal authority?” 

when asked in Master the Matrix Workshops.


