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Innovation & Technology

The use of social networking in the enterprise is on the
rise. More and more companies are allowing access to
– and, in some cases, making strategic leverage of –

collaboration platforms such as LinkedIn, Facebook and
others within the walls of their enterprise. Talent manage-
ment technology vendors are increasingly incorporating
social networking into their offerings (called socially enabling
their processes) either natively or through plug-ins to collab-
oration tools, driving growth rates of these tools in the next
year by 100 percent or higher.1

With the increased adoption in social networking technolo-
gies comes a concomitant increase in the amount and types of
data available on individuals and teams. This includes infor-
mation such as how they work and collaborate, the type and
quality of information that is shared, the effectiveness of their
communications or the degree to which they are perceived as
leaders or followers, and much more. The emergence of these
new data components – essentially the collection of the social
components of an individual’s profile – should raise some
important questions for HR leadership with regard to your
workforce planning and intelligence strategies. 

Are you prepared to leverage this new information and
incorporate it into your planning strategies? Can you have an
effective workforce planning strategy without an understand-
ing of the connectedness and engagement of your people?
Can you identify and plan for the future leaders of your
organization if your focus incorporates only the formal, and
not the social aspects (such as degree of real influence) of
your current and future workforce? Existing approaches to
workforce planning are at a 1.0 level in a world of 2.0
processes. Workforce planning (WFP) 2.0 would entail the
incorporation of a much broader view of individuals and
their networks, and as a result would also require the incor-
poration of social network analysis (SNA) to provide the
necessary insights to inform workforce planning decisions.

At its core, SNA is about understanding the interactions of
people across the enterprise. Social network analysis is a crit-
ical tool for interpreting how knowledge flows in the organi-
zation, and which people and teams in the organization
facilitate, contribute to, and amplify this knowledge to accel-
erate the pace of business. Ultimately, if you understand your
people networks, then you understand those who are driving
performance for your organization. 

Influence Charts are the New Organization Charts
To really understand your people networks, you typically

start with an analysis of the connections among people. Who
is most connected?  What groups are linked by individuals or
other groups?  What individuals or groups may be discon-
nected?  According to research by Rob Cross, a distinguished
thought leader in this space, the majority of connectivity in a
network traditionally comes from a small percentage of
participants.2 Cross writes, “We generally find that 3 to 5
percent of the people in a network account for 20 to 35
percent of the value-added ties – the collaborations that
generate sales, efficiency gains, key innovations, or other
forms of value. As a result, prominent players in these
networks have a substantial and quantifiable impact on an
organization’s performance; however, often they are not
managed or leveraged any differently than the individuals
who do not enable their colleagues to be more effective.” 

As important as these social networks are within organiza-
tions, these networks and their prominent players (or, as in
Cross’ example, the true “rainmakers”) are typically hidden
from management’s view; business leaders are traditionally
given organizational charts and measures when they should
be examining charts of influence and connection.

Figure 1. Exploration & Production Org Chart and Social Network.

The Human Capital Institute demonstrates the criticality
of viewing the organization in terms of its networks versus
formal hierarchy in its report “Tapping the Power of Social
Networking to Manage Talent,”3 which I have summarized
here. Consider the organization chart (Figure 1) for an Explo-
ration & Production organization. In it, you will see
“Mitchell,” who is a senior team lead within the Exploration
division. From this hierarchical view, you may not typically
be concerned about succession planning for Mitchell. From
his location within the organizational hierarchy, you would
not typically consider him to have a strategic leadership role.
However, look next at the social network mapping – the
connections formed among these players through social
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collaboration. Here you see that Mitchell is actually playing a
critical role – that of connector or bridge between multiple
groups. Mitchell effectively forms the critical link that
connects Production, Drilling and Exploration. Lose
Mitchell, and you lose these connections.

The message here is clear: Do not simply focus on hierar-
chy to identify your top talent, that’s 1.0 thinking. Leverage
the knowledge gained from analysis of your enterprise social
networking activities to uncover the hidden talent in your
organization, i.e., the non-management or low management
employee who might really be at the hub of communication
and influence in your organization and, hence, key talent that
you can’t afford to lose. This SNA-driven approach to under-
standing the talent in the organization is critical in today’s
dynamic, mobile workforce.

Incorporating the information gleaned from SNA into all
aspects of talent management processes enables HR to
bolster the success of its workforce planning initiatives. A few
examples include the following:

Use SNA to help you identify early flight risks. 
Who’s disconnected in the networking paradigm? Who’s

level of engagement within the network (posting, sharing
feedback, etc.) has dramatically dropped from previous
periods? These are potential flight risks that can affect
assumptions in your workforce planning scenarios.

Bring new life to your 9-box analysis. 
Comparing performance to potential, or performance to

compensation, are common practices amongst most human
capital management (HCM) software solutions today. When
you can look at engagement quotient, network collaboration
scores, and other SNA measures against performance, and
use this as inputs into future potential, you have a much
richer picture of the future potential of individuals and teams.

Ensure effective onboarding. 
The outcomes of your workforce planning scenarios will

often involve the recruitment of new staff and transfers
within the organization. Accelerate the success of your staff
in their new roles through social collaboration, mentors,
communities of practice, and other initiatives that link
people to expertise and knowledge. Use SNA to monitor and
measure their activity and make course corrections as indi-
cated by the analysis.

Improve retention strategies. 
Make sure that you consider the connectedness of individ-

uals in your retention/workforce planning strategies. Think
twice before downsizing so as not to decimate your best-
connected networks!

Beyond Connectivity Analysis
Network connections are just the tip of the iceberg when it

comes to SNA. Evolve your SNA strategy by augmenting it
with additional evaluation criteria for a more holistic view of
the enterprise and, hence, better decision-making. For

example, HR should understand and measure the intellec-
tual capital of its workforce through a review of the types of
content that is shared within the network, and the commu-
nity uptake of that content (Is it highly ranked, downloaded
often, and recommended to others; or is content being
published but ignored?). Evaluate, too, how individuals are
initiating and fostering innovation and who is driving idea
generation or advancing innovative conversations. Evaluat-
ing not just the number, but the type and quality of activities
within your enterprise social network will reveal that leader-
ship can and does come from many levels across your organ-
ization, often from surprising sources.

As you plan your strategies and activities to improve
workforce intelligence and planning in your organization,
consider the data that is accumulating within your organiza-
tion about people and teams from the use of social network-
ing tools. Utilize the capabilities of SNA to develop new and
more effective approaches to succession planning, remove
bottlenecks, and ensure that you are putting the right talent
in the right place at the right time. 

Welcome to Workforce Planning 2.0!
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