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Network Analysis
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How can Two Substances made Entirely of the Same Thing be so 
Different?
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Connections Determine Outcomes
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Organizations are Made of Connections Too
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Formal vs. Informal Networks

Much of the real work of companies happens despite the formal organization.  Often what needs attention is the informal 
organization, the networks that employees form across functions and divisions to accomplish tasks fast.

— Harvard Business Review

Formal Structure
Theory of How Work Gets Done

Informal Networks
Real-World Practice of How Work 

Gets Done

vs.
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Networks 5x Better Predictor of Performance
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Garcia S.; Gullette, E; & Fisher, D. (2017). Network Leadership. Society of 
Consulting Psychology Annual Conference, Seattle, WA
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However, we typically don’t have visibility 
to informal networks. As a result, we 

make decisions with blinders on.
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Organizational Network Analysis (ONA)

8
8

…quantitative methodology for x-raying your organization to understanding how people truly work together to solve 
problems, make decisions and share information.
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Complex Adaptive Systems dynamic systems with 
multiple parts that self organize to rapidly respond to 

changing conditions are structured as networks
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More Adaptive Organizations use Network Design Principles

Annual Planning Cycles

Traditional Operating Model
Efficient in the Past (Stable Environments)

Adaptive Leadership System
Resilient in the Future (Unstable Environments)

Integrated 
Strategy & 
Execution

Strategy & 
Execution Gap

Adaptive organizations make faster decisions, enhance innovation, improve customer-centricity, and increase employee engagement, as 
well as achieve better market capitalization and total shareholder return over time
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Subject Matter Expertise
How can we identify and better leverage our internal 
expertise?

Collaboration
How are we working across  the firm to  share 
information and solve problems?

Decision-Making
How distributed is the flow  of decision making across the 
organization?

Feedback
How are we sharing feedback  up, down and 

across the  organization?

Signal Detection
Are we  proactively looking for changes in 

the external environment?

Leadership Capacity
Where do we have spare leadership 

capacity that we can tap into?

Ways to Build 
more Adaptive 
Organizations 

with ONA

Influencers
Who are our key influencers and how do we 
leverage them to drive transformation?

Applying ONA to Build Higher-Impact, More Adaptive Organizations

Team Performance
How can we improve our teams’ 

innovation and execution
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Lack of Data 
Analytics 

Expertise in 
Portions of the 
Organization

Identification of 
66% more Data 
Analytics SMEs 
than Previously 

Recognized

Uncovering Critical Subject Matter Expertise
Adaptive organizations know where the expertise in different domains lines so they can tap it effectively, load balance work, build 
communities of practice that can share best practices and mutually solve complex problems.
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KeyInfluencer

Other

Al Task and/or Socio-Emotional Relationships

KeyInfluencer

Inside Sphere of Influence  Outside Sphere of Influence

All Task and/or Socio-Emotional Relationships

Adaptive organizations leverage Influencers to gain the commitment of the broader enterprise and share feedback on what’s taking 
place “on the ground.” Senior leaders typically have limited visibility to the organization’s true influencers.

Set of 44 Key 
Influencers  
identified

Influencers  
collectively  

address 77% of 
the network

Pinpointing Key Influencers
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Adaptive organizations maintain cross-functional and silo-bridging relationships.  These connections are critical for solving problems, 
making decisions, sharing  information, and finding the resources across the enterprise.

Proj.  
Excelsior

R&D ProjectMgmt. SupplyChain Finance Sales Marketing Comm.Ops.

Proj.Excelsior

R&D 0.04

ProjectMgmt. 0.02 0.39

SupplyChain 0.00 0.10 0.89

Finance 0.00 0.46 0.62 0.50

Sales 0.01 0.04 0.07 0.20 0.18

Marketing 0.02 0.28 0.47 0.54 0.45 0.05

Comm.Ops. 0.00 0.35 0.80 0.15 0.34 0.13 0.57

Project  
Excelsior Team 
highly isolated

Minimal  
interaction  

between Sales 
and Marketing

Significant interaction  
between Supply Chain & 

Project Management

External

Proj. Excelsior 

Supply chain

Proj. Mgmt.

R&D

Bridger who  
connects 3  

different groups

Improving Cross-Functional Collaboration

Sales

Finance

Comm. Ops.

Marketing
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Adaptive organizations distribute the flow of decision-making to speed decision- making and improve decision quality by applying the 
knowledge of those closest to  customers, competitors and partners.

Accelerating Decision Making

Level

Avg. Number of Decision-
Making In-Degrees

President 11.00

VPs 5.89

Directors 3.20

Managers 0.83

Associates 0.46

Significant drop off in 
decision-making  

participation by level 
indicates top-down  
hierarchical culture

63% of associates 
not consulted on  

any important  
decisions

Bottlenecks slow the  
flow of work. Identified 

by others’ need for  
increased access to  
conduct their work

President 

VPs  

Directors 

Managers  

Associates
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Adaptive organizations 
continuously share feedback 
up, down and across the 
enterprise,  providing 
associates with the 
information needed to modify 
how they work in real-time.

Increasing Feedback

Group 6 has 
significantly lower 

density of feedback 
relationships than 

other groups

15% of 
associates 
receive no 
feedback

88% within 
chain of  
command

12% outside chain of 
command

Where  
Feedback  

Discussions 
Take Place

Low cross-group  
feedback undermines 

horizontal  
coordination
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Adaptive organizations have many, diverse connections to the external environment.  These connections provide access to new 
information, enabling associates to more  quickly identify new opportunities and emerging threats.

Detecting Signals in the External Environment

Group 2’s over-
reliance on handful 
of redundant  
external contacts  
can exaggerate  
specific signals

Group 3’s few
external links

results in 
insularity and “not 

invented here”
thinking
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enhance signal  
detection
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Analyzing followership (trust + respect) relative to peers and superiors to identify hidden leaders within the organization 

Discovering Hidden Leaders

A. Hinton
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Top 10% of 
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30% in 1 month
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Team’s that are both cohesive and have access to diverse information and insights are better able to both generate innovation ideas and 
execute them 

Enhancing Team Performance
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Four Step Process

Customize & Socialize 
the Study

Administer the Survey Analyze & Visualize Data
Deliver 
Insights

• Scope research questions and
customize survey

• Socialize approach with
leadership

• Communicate study’s purpose
to respondents

• Launch the web-based survey

• Address any respondent
questions

• Report on response rates and
remind non-responders

• Integrate participants
responses

• Clean data (as needed)

• Visualize and analyze data

• Generate and share insights
surrounding succession
candidates, collaboration,
work-flow, change-agents and
decision making

• Recommend improvement
opportunities
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ONA Data Collection

• Web-based ONA Survey Platform

• Customizable survey, instructions and reminders

• Integrates AI-based natural language processing

• Admin. dashboard shows deployment & respondent status

• Respondents can dynamically add new users

• GDPR compliant, secure application
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