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Every organization has hidden influencers: individuals whose impact far

exceeds what their job titles might suggest. While traditional

performance metrics and formal assessments provide valuable insights,

they consistently miss the informal networks and relationship dynamics

that actually drive organizational success. As a result, some of your

most promising leaders are falling through the cracks of conventional

identification methods.

Organizations today can no longer rely on traditional hierarchical

structures to identify their most influential leaders. For business leaders,

understanding these hidden influence patterns has become critical for

effective integration, strategic decision-making, and accelerated value

creation.

The Limitations of Traditional Leadership
Identification

Traditional approaches to identifying organizational influencers typically

focus on straightforward metrics including sales performance, tenure,

formal leadership roles, or high-potential designations from annual

reviews. While these factors matter, they represent only a fraction of the

leadership equation. This conventional lens often overlooks individuals

who wield significant informal influence:

The connectorswho bridge departmental silos
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The knowledge brokerswho facilitate critical information flow

The cultural ambassadors who shape organizational sentiment

during periods of change

In rapidly evolving environments where decisions must be made swiftly

and integration timelines are compressed, missing these key players can

derail even the most well-planned initiatives. Research indicates that

organizations leveraging comprehensive network analysis see up to 70%

improvement in strategic change adoption (Marin, 2023), offering a

significant advantage in environments where time and execution speed

are paramount.

Understanding Informal Influence

True organizational influence operates through networks, not

hierarchies. The most impactful individuals are often those who serve as

central connectors: people others naturally turn to for information,

guidance, or collaboration. These network positions create

disproportionate influence that traditional assessment methods simply

cannot capture.

Take the mid-level manager who consistently facilitates cross-functional

projects, or the technical specialist whom colleagues across

departments regularly consult for expertise. Their formal titles may not

reflect their actual organizational impact, but their network positions

make them critical to successful integration and change management

efforts. So how can organizations systematically identify these network-

based influencers?

Introducing Organizational Network
Analysis

Organizational Network Analysis (ONA) represents a sophisticated

approach to mapping these invisible influence patterns within

organizations. Unlike traditional assessment methods, ONA employs

both active and passive data collection techniques to create a

comprehensive picture of organizational dynamics. There are two

primary approaches to this type of analysis:

Active ONA involves targeted assessments administered to employees

that contain focused questions about collaboration patterns, information

sources, and relationship dynamics. This approach captures nuanced

insights that standard 360-degree reviews or cultural surveys cannot

provide. More specifically, such assessments identify who employees

actually turn to for critical decisions, innovative ideas, or during times of

uncertainty.

Passive ONA leverages existing digital platforms and communication

tools inside your organization to analyze interaction patterns. By

examining collaboration frequency and dispersion across email,

messaging platforms, and meeting participation, organizations can

identify individuals who demonstrate high connectivity and influence

through their actual behavioral patterns instead of self-reported data.

Strategic Applications for Business Leaders

Whether you choose an active or passive approach to ONA, this type of

analysis can be fruitful for organizations across various sectors.
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Private equity firmsmanaging portfolio companies find that ONA

provides invaluable intelligence for due diligence and post-acquisition

integration. Understanding the informal leadership network before

making personnel decisions can prevent the inadvertent loss of key

influencers who may not appear critical on traditional organizational

charts.

Healthcare organizations, with their complex interdisciplinary

structures, can use ONA to identify clinical champions and

administrative connectors who are essential for successful technology

implementations or process improvements. These individuals often serve

as crucial bridges between different professional groups and hierarchical

levels.

Mid-sized corporations undergoing rapid growth or restructuring can

leverage ONA to maintain organizational cohesion while scaling. By

identifying and intentionally engaging informal leaders, companies can

accelerate onboarding, improve retention, and ensure critical knowledge

transfer during periods of change.

Implementation Considerations for ONA

Successful ONA implementation requires attention to data privacy and

employee communication. Organizations must clearly articulate the

purpose and benefits of network analysis while enforcing robust data

protection protocols. When implemented thoughtfully, ONA can reduce

time-to-productivity by up to 40% and decrease unwanted attrition

by 20% (Marin, 2023). These are metrics that translate directly to

bottom-line impact.

The key is moving beyond traditional development programs toward

more agile, data-informed approaches to talent identification and

leadership development. In environments where speed and precision

matter, organizations need tools that can quickly identify who is taking

initiative, demonstrating influence, and showing potential for expanded

responsibilities.

Seeking Out Your Organization’s Quiet
Influencers

As firms and organizations continue to navigate increasing complexity

and accelerated change, the ability to identify and leverage informal

influencers becomes a critical competitive advantage. By supplementing

traditional assessment methods with sophisticated network analysis,

leaders can make more informed decisions about talent, integration,

value creation, and organizational design. Now is the time to implement

the tools to find these influencers and the strategy to engage them

effectively.
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