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CHAPTER 3

Network Across and Out

ON A SCALE OF ONE TO FIVE, how important is having
a good network to your ability to accomplish your goals?

When I ask my executive students this question, most of them an
swer in the fours and fives. Even the most naive of them agree that,
like it or not, relationships hold the key to both their current capac
ity and future success.

What can a network do for you? It can keep you informed.
Teach you new things. Make you more innovative. Give you a
sounding board to flesh out your ideas. Help you get things
done when you are in a hurry and you need a favor. The list
goes on.1

When it comes to stepping up to leadership, your network is
a tool for identifying new strategic opportunities and attracting
the best people to them. It’s the channel through which you sell
your initiatives to the people you depend on for cooperation and
support. It’s what you rely on to win over the skeptics. It protects
you from being clueless about the political dynamics that so
often kill good ideas. Your relationships are also the best way to
change with your environment and industry, even if your formal
role or assignment has not changed. Without a good network,
you will also limit your own imagination about your own career
prospects. Your network is also what puts you on the radar screen
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FIGURE 3-1

ACT LIKE A LEADER, THINK LIKE A LEADER

Increasing your outsight by networking across and out

OUTSIGHT

of people who control your next job or assignment and who form

their opinion of your potential partly on who knows you and what

they say about you. In short, your network is a crucial source of

outsight on your job—and everything else to which you aspire

(figure 3-1).

But just because a person knows that a network is important

to her success, it doesn’t mean she is devoting sufficient time and

energy to making it useful and strong. In fact, few of us do. I know

because I ask a second question: On a scale of one to five, how

would you rate the quality of your current network?

My guess is that your second number is lower than your first.

On average, my executive students answer this question in the

twos and threes. Most admit that even by their own standards,

their networks of connections leave much to be desired.
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This chapter is about how to change that. We’ll start by
looking at how your attitude toward networking limits your
potential to build important relationships and how your current
network traps you in old mind-sets. Next, we’ll examine how the
three key properties of networks either propel you forward or
hold you back. Then, we’ll map out the steps you need to increase
your capacity to lead through a broad and diverse network of
relationships.

We’ll start by assessing the network you have today. The
sidebar “A Network Audit” lets you conduct a quick-and-dirty
audit of your present network. The questions represent a short
version of the survey I use with my students.2

We’re All Narcissistic and Lazy

Indulge me in answering the following quiz question: Of the fol
lowing, which do you think is the primary determinant of chem
istry in a professional relationship, according to social science
research? Pick one among the following:

1. Intelligence

2. Attractiveness (including both physical beauty and per
sonal charisma)

3. Similarity

4. Physical proximity

5. High status

Most people I have polled choose either similarity, which is
the correct answer, or attractiveness—which is another way
of saying similarity, since the research also shows that we
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ACT LIKE A LEADER, THINK LIKE A LEADER

A Network Audit

Think of up to ten people with whom you have discussed impor

tant work matters over the past few months (you are not required

to come up with ten). You might have sought them out for advice,

to bounce ideas off them, to help you evaluate opportunities, or to

help you strategize important moves. Don’t worry about who they

should be. Only name people to whom you have actually turned for

this help recently.

List their names or initials below, without reading further.

1.

2.

3.

4.

5.

6.

7.

8.

are more likely to be attracted to people with whom we have

important things in common—and who therefore remind us

of ourselves. Of course, we may be drawn to qualities like

intelligence or status, but because we are talking about mutual

attraction here, qualities like status and intelligence only

create chemistry when both people are similar with respect to

the qualities.
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9.

10.

Take a moment to examine the names you listed. List up to three
strengths and three weaknesses of having this set of connections
at the core of your network:

The main strengths of my network as it exists today are:

1.

2.

3.

The main weaknesses of my network as it exists today
are:

1.

2.

3.

We’ll return to your answers later.

I call this tendency to prefer interacting with people who are
similar to ourselves the narcissistic principle of relationship
formation, and it is a very robust finding across decades of social
science research.3 We are drawn spontaneously to people who
are like us in ways that are important to us, and we give those
people the benefit of the doubt, creating conditions that increase
the likelihood that a relationship will develop. The narcissistic
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principle is especially strong under conditions of threat or

ambiguity, when we seek safety and certainty. Evolutionary

psychologists explain this primitive instinct in terms of our

prehistoric need to determine quickly whether a stranger is a

potential friend or foe.4 In those days, mistakes were very costly

for our survival.

Some scholars argue that our tendency to use “like me”

indicators to size up newcomers is hardwired and therefore still

difficult to override today, even in a business world that thrives

on diversity. A famous set of studies established, for example, that

the success of an employment interview hinges on what transpires

in the first few minutes of the encounter.5If both parties somehow

establish some important common ground early on by noting,

for example, that they share a hometown, an alma mater, or a

common acquaintance, the chances that the interview will go well

go up exponentially.

Without common ground, it’s harder to relate to people. I

see this every day at INSEAD, where I teach. Despite our rich

international diversity in the classroom (and the obvious fact that

justbeing there creates a lot ofcommon ground), at lunch or dinner,

people inevitably sit with their compatriots. In organizational

life, we are likewise divided into our various “tribes”—people

who share the same technical expertise, professional jargon,

generational norms, national culture, educational background,

career prospects, and so on. It takes more time and effort to get

to know members of different tribes, which leads us to the second

principle of relationship formation: the lazy principle.

After similarity, the second-most important determinant

of chemistry in a relationship, according to the studies, is

physical proximity.6 Not only are we narcissistic, but we’re

also lazy. We get to know and like people who are easy to get

to know and like because we bump into them with minimal
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effort. Just consider any organization that is spread across
more than one building. Typically, few relationships survive
the walk to the adjacent offices. Worse, people just hang out
with others who occupy the same floor, most likely members
of the same department or team. The same tendency exists
outside work. One landmark study found that the likelihood
of friendship among neighbors in an apartment block was
significantly higher than the likelihood of friendship across
blocks.7Most friendships were formed among people living on
the same floor.

You can’t possibly stay current with new trends in the world,
much less lead the way, if your network is a product of the
narcissistic and lazy bias. Unlike delivery-driven executives
who network to do today’s job, effective leaders create and
use networks to tap new ideas, connect to people in different
worlds, and access radically different perspectives. As we’ll see,
effective leaders have many people they can turn to who can
help them think through difficult problems or support them in
their initiatives. These leaders understand that the time spent
building and maintaining their connections is an investment in
their leadership skills. Because no one person can possibly have
all the answers or, indeed, know all the right questions to ask, it’s
crucial that leaders be able to tap into a network of people who
can fill in the gaps.

Acting like a leader, then, is not just about what you do, but
also about the company you keep, as the sidebar “How Leaders
Use Networks as an Essential Leadership Tool” summarizes.
Stepping up to leadership, as we’ll see below, requires that you
cultivate a diverse, widespread, dynamic, and cross-cutting set of
relationships to help you to lead change, move into assignments
in which you can play a bigger leadership role, and take charge of
your professional development.
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• How Leaders Use Networks as
an Essential Leadership Tool

• Sensing trends and seeing opportunities

• Building ties to opinion leaders and talent in diverse areas

• Working collaboratively across boundaries to create more value

• Avoiding groupthink

• Generating breakthrough ideas

• Obtaining career opportunities

Mind-sets That Create Network Traps

Many managers like Robert (see chapter 2) limit both their capac

ity to lead and their career prospects because they end up stick

ing to the same old players for insight, perspective, and advice.

As described earlier, Robert languished in the same staff role he

had held for years. He felt increasingly bored and frustrated in a

job he could have done “in his sleep.” He was loyal to his company

and to a boss who had given him opportunities in the past, but

the boss didn’t see Robert’s leadership potential. Robert tried to

break the impasse by enlisting other senior leaders in his firm to

mentor him. These efforts were not getting him anywhere. Was he

just too impatient, he wondered?

The introverted Robert didn’t need more mentors. He sorely

needed to broaden his horizons so that he could envision himself

in a different capacity and show his superiors that their view
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of him was outdated. So against his natural inclinations, he
eventually forced himself to start building relationships “outside
the house.”

He began by setting up lunches with former peers who had
left the company for competitors or start-ups. He talked to
headhunters and even began to chat with people at his health
club to learn about their career trajectories. Robert’s growing
external network helped him get a bird’s-eye view of his business
and industry. It also gave him information on how other people
had made transitions like the one he wanted to make. Robert’s
new relationships gave him a newfound appreciation of his own
strengths and experience—an improved self-image that ultimately
helped build his confidence.

Once he saw for himself the value of networking, Robert had no
qualms about allocating time to it. Unfortunately, we don’t invest
in networking when we have a limited view of what it is really
about, what it can do for us, and what we can do for others by
virtue of the networks we’ve cultivated. For every manager who
sees the value of maintaining a far-reaching and diverse set of
connections, many more struggle to overcome innate resistance
to, if not distaste for, networking.

Many of the managers I teach say that they find networking
essentially insincere or manipulative—a way to obtain favors
from strangers, with strings attached as obligations to return
the favors. Carlos, a product manager for a consumer-goods
firm, dismissed networking as “using people.” For him,
networking—the creation of a circle of personal contacts who
can provide support, insight, information, and other resources—
amounted to “lining people up for when I might need them.” It
was insincere and manipulative—at best, a sanctioned way of
using people. As the sidebar “When Networking Makes You
Feel Dirty” shows, he is not alone: many people report that
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When Networking Makes You Feel Dirtya

Three business school professors, Tiziana Casciaro, Francesca

Gino, and Maryam Kouchaki, decided to study something they

had experienced personally and heard about often from their

MBA students: people’s strong distaste for “instrumental net

working,” which they defined as trying to make connections to

advance one’s career (as opposed to “personal networking,”

which is more spontaneous and aims to build friendly, collegial

connections).

In two of their studies, even just thinking about instrumental

networking made study subjects feel dirty, to the point that they

thought unconsciously about taking a shower or brushing their

teeth, or rated products associated with cleansing, such as Win

dex, Dove soap, and Crest toothpaste, as more desirable than

neutral products, such as Post-it Notes and Nantucket Nectars

juice.

To show they were onto something relevant outside the lab,

Casciaro, Gino, and Kouchaki designed a third study, in which

they surveyed lawyers at a large North American law firm. The au

thors found that the more power people have, the less likely they

are to have qualms about instrumental networking. They asked the

lawyers to fill out forms about the frequency of their networking

activities, and then a questionnaire in which they had to complete

the sentence, “When I engage in professional networking, I usually

feel . . . ,“ followed by a choice of adjectives: “dirty,” “ashamed,”

“inauthentic,” “uncomfortable,” or “happy,” “excited,” “anxious,”

“satisfied.” The higher up they were in the firm, the less likely the

lawyers were to select the negative adjectives.
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In order to better tease out the effects of having power from the feel

ings associated with instrumental versus personal networking, the au

thors devised a fourth study in which they manipulated both the study

subjects’ level of power and the type of networking they were asked to

do. Some participants were told they had a low-level position in their

company, while others were told they had positions of power. Next,

some participants were instructed to send a Unkedin message aimed

at building a professional relationship, while the others were asked to

send a message through Facebook in order to develop a personal re

lationship. The authors then assessed the feelings of the participants

and found that, overall, those who sent personal messages on Face-

book felt a lot less dirty than those who sent professional messages

on Linkedin. However, the people who were told they held low-level

positions chose more cleansing products when they sent the Linked-

In messages than those who were assigned power positions. The

“higher-ups” didn’t differ all that much in their product choice, whether

they were sending Facebook or Linkedin messages.

What did the authors conclude, knowing (from their own re

search and that of others) how important instrumental networks are

for career success? They learned that confidence has a lot to do

with an individual’s comfort level with this kind of networking: the

senior lawyers didn’t feel conflicted about professional networking

because they believed they had something of value to offer. The

people in low-level positions, on the other hand, were more likely

to doubt the worth of their contributions; they felt more like suppli

cants than peers in a reciprocal, mutually beneficial exchange.

a. Tiziana Casciaro, Francesca Gino, and Maryam Kouchaki, “The Contaminating
Effects of Building Instrumental Ties: How Networking Can Make us Feel Dirty.”
Harvard Business School Working Paper, No. 14-108, April 2014.
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networking for instrumental purposes literally makes them

feel unclean.

Because working the network felt like a threat to his integ

rity, Carlos stayed inside his comfort zone, which was defined by

his long-standing relationships within his region’s operations.

He had excellent local networks; a natural extrovert, Carlos

also took advantage of extracurricular activities like golf out

ings at his club to strengthen his relationships with custom

ers, team members, and even colleagues outside his group. But

having spent the totality of his career in his home country of

Brazil, he lacked the strategic ties that his highly mobile, often

expatriated peers enjoyed. What he most needed now was vis

ibility with decision makers, the people who sat at the table for

promotion decisions. “I know there are people I need to stay

in touch with, strategically,” he said. “But I have always been

in Brazil, so I struggle to keep contact with people who aren’t

based here. What am I supposed to do, send an email saying,

‘How’s it going?’? That seems fake to me. I feel more comfortable

saying, ‘Let’s talk about the business.’ I know I have to work on

this, but it’s not easy.”

Like Carlos, many people who fail to engage in networking

justify their choice as a matter of personal values. Jacob, whom

we saw in chapter 1 struggling to carve out quiet time for

strategizing about his business, also told me that his distaste

for instrumental behavior was holding him back from building

the relationships he needed: “Relationships should develop in a

natural way.” Furthermore, his career path within a large, well

organized multinational had not prepared him for networking

across boundaries: “My firm was like a cocoon: Everything was

organized—it’s a world in which you don’t need an external

network. Even the management courses were internal—bringing

together company people from all around the world.” His limited
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interactions made it difficult for him to fully appreciate the
demands on sales, finance, and other functional areas, so he
could hardly blend these diverse perspectives into a viable
business strategy, no matter how much time he spent shut up
in his office.

As people step up to leadership, some accept their growing
dependence on others and seek to transform it into mutual
influence. Others dismiss such work as political and, as a
result, undermine their ability to advance their goals. As we
saw in chapter 2, recruiting stakeholders, lining up allies and
sympathizers, and sensing the political landscape are all part
of the leader’s job. When we define networking as intrinsically
self-interested, even somewhat sleazy—and who among us
wants to define ourselves in those terms?—we will always
prioritize immediate tasks and personal relationships over
longer-term strategic network investments that may or may not
pay off in the future. The only way to conceive of networking
in nobler, more appealing ways is to do it, and experience for
ourselves its value, not only for ourselves but also for our teams
and organizations.

A lack of experience with networking also leads people to
question whether it’s a legitimate use of their time, especially
when the relationships being developed are not immediately
related to the task at hand. When we don’t consider networking
an integral part of our job and professional responsibilities, we
understandably find this activity hard to squeeze in. Why widen
our circle of acquaintances speculatively, when there is hardly
enough time for the real work? The sidebar “Traps That Keep You
from Expanding Your Networks” summarizes the objections that
many of us have about networks.

Traps like these create powerful network blinders. They make
you more vulnerable to the narcissistic and lazy syndrome that
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Traps That Keep You from
Expanding Your Networks

• You think networking is not real work.

• You think it is using people and it feels inauthentic.

• The payoff is long term, and you have more urgent things to do.

• You think that relationships should form spontaneously.

narrows your thinking and limits your capacity to lead. You

remain inside a cozy but closed circle that leaves you and your

team vulnerable to shifting winds and unprepared to anticipate

them. Worse, you reduce your utility to the people who rely on you

as a contact, because you have little to offer that they don’t know

already (or can’t get elsewhere). Moving past these traps takes

knowledge of how different kinds of networks work.

Operational, Personal, and Strategic Networks

Of course, you already have a network. The question is what kind.

At least three different networks—operational, personal, and

strategic—can play a vital role in helping you step up to lead.

The first helps you manage current internal responsibilities, the

second boosts personal development, and the third focuses on new

business directions and the stakeholders you must get on board to

pursue these directions. While people differ a lot in how well they

build and use operational and personal networks, I discovered

that nearly everyone underutilizes strategic networking. Let me

briefly describe each type of network (table 3-1).
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Most of the people I come across have good operational
networks. These networks include the people on whom you depend
in order to get your work done. The people include your direct
reports, your superiors, people in other units, and key outsiders
such as suppliers, distributors, and customers. The composition
of your networks is largely determined by your immediate job
needs and routine, short-term demands. Of course, it is up to you
to deepen, develop, and prioritize the relationships that are most
important for you. But you have little discretion in the composition
of operational networks, because these tend to be prescribed by
the job and organizational structure. A good operational network
gives you reliability. But it’s unlikely to deliver value beyond
helping you accomplish functional objectives and assigned tasks.
The network won’t help you ask the strategic and future-focused
question “What should we be doing instead?”

Most people also have personal networks of varying diversity
and breadth. Here you have lots of discretion about who’s in.
Personal networks include relationships with the people that you
feel closest to—friends, family, and trusted advisers—and the

TABLE 3-1

Difference between operational, personal, and strategic
networks

Operational network Personal network Strategic network

Purpose Manage today’s work; Grow personally and Lead: understand your
get things done professionally; enjoy context, generate stra
efficiently and develop yourself tegic ideas, and get

support for them

Location and Mostly internal; short- Mostly external; short- Both internal and
time frame term focus and medium-term external; medium- and

focus long-term focus

Key relation- Nondiscretionary; key Discretionary; key Some discretion but
ships contacts are mostly contacts are driven strategic relevance

prescribed by the task by current interests matters; key contacts
and organizational and immediate career are defined by the
structure priorities industry and organiza

tional environment
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people you meet through things like professional associations,

alumni groups, clubs, hobbies, charities, and other personal-

interest communities. You decide who belongs in this network

according to your personal goals and affinities. A good personal

network gives you kindred spirits. It can also provide important

referrals, widen your professional involvement and horizons

outside work, and, in the best cases, offer developmental support

such as coaching or mentoring. When you are looking for a new

job or career advice, you typically start with this network.

But personal networking absorbs a significant amount of time

and energy. This is one reason that many people stop networking,

precisely when they need it most—when they are busy delivering

on routine work (and pick it back up when they desperately

need a new job). They see their personal circle as something

totally divorced from their day-to-day work, instead of looking

for potential synergies between their operational and personal

contacts so that each circle enriches and strengthens the other.

The third kind of network—your strategic network—is made

up of relationships that help you to envision the future, sell your

ideas, and get the information and resources you need to exploit

these ideas. It requires both time and attention outside operational

demands and strategic investment in outside activities that can

give you outsight on what else you might be doing. You have more

discretion about the composition of your strategic network than

you do in your operational network, but not as much as in your

personal network. By definition, a strategic network has to include

people and groups that can help you compete in the future. Part

of the trick is that it is not always so obvious who should be a part

of this network. A good strategic network gives you connective

advantage: the ability to marshal information, support, or other

resources from one of your networks to obtain results in another.

It’s not so much about the one-on-one relationships you have, but

it is more about how they intersect.
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As we’ll see, there are three basic sources of connective

advantage that you will need to build into your network. As

you read the next section, you may want to return to the

network audit that you took at the beginning of this chapter,

to asses if these properties of networks are working for you or

against you.

The BCDs (Breadth, Connectivity, and
Dynamism) of Networking Advantage

Your network’s strategic advantage and, therefore, the extent

to which it helps you step up to leadership, depends on three
qualities:

• Breadth: Strong relationships with a diverse range of
contacts

• Connectivity: The capacity to link or bridge across people
and groups that wouldn’t otherwise connect

• Dynamism: A dynamic set of extended ties that evolves as
you evolve)

I call these three qualities the BCDs of network advantage, or
AB+ C+D.

Breadth: How Diverse Is Your Network?

One of the first things that my students notice when they audit
their networks is that the network formed by the people they
talk to about important work matters is much more internally
focused than it should be. As these managers start to concern
themselves with broad strategic issues and organizational
change processes, lateral relationships with people outside
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their immediate area become even more critical to the manag

ers’ ability to get things done. And in a connected world, build

ing stronger external networks to tap into the best sources of

insight into environmental trends is also part and parcel of the

leadership role.

Data compiled from the network surveys I give my participants

shows that we are still not using networks to our best advantage.

We build networks that are heavily skewed toward our own

functional, business, or geographical group and fail to elicit or

value the input and perspectives of peers from different functional

or support groups. Moreover, we are still relying on networks that

are mostly internal to our company, in a world where the rate of

change outside is considerable.

As the descriptive statistics in figure 3-2 show, the majority of

my students’ contacts are inside their specialty, unit, and firm. On

average, less than 43 percent of the people the executive students

were discussing key issues with were located outside their unit

or specialty; even fewer, only a quarter, were external to their

company. But averages can be deceiving: the range of values

shows that some of the managers in the survey have no outsight

at all from their networks, with no contacts at all outside their

specialty, unit, or firm.

You can also overdo diversity: the ranges also show that

some of the executives have heavily external networks: up to

100 percent and 95 percent outside their specialties and units,

respectively, and 88 percent outside their companies. That’s

fine if an executive is looking to move elsewhere, as some of

my participants were. But an exclusively outside network is

not as useful if you are trying to bring an outside approach

into your own company. As we learned in chapter 2, you can’t

bridge the outside to the inside if you haven’t established strong

relationships on the inside.
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Another common network blind spot consists of undervaluing

the potential contributions of junior people. Managers striving to

make their way up the leadership pipeline tend to manage up,

forgetting that their connection to the layers below is often what

makes them invaluable to seniors whose sponsorship they hope to

attract. One manager explained it to me this way: “I would perhaps

have been able to add even more value to my superiors if I had

retained my links with more junior people. For example, recently

we were in a meeting discussing the results of a global people

survey. I was listening to all their comments, and I said, ‘You

guys are looking at this from the perspective of very senior people;

be careful about how you are interpreting the results. [People at

a lower level] are saying something completely different.’ I knew

that because I had been spending time with them.” Given a choice

between a network heavily skewed to the power players in your

firm and a good mix of diverse contacts, which would you choose?

Research shows that you are better off with the latter. This is

because networks run on the principle of reciprocity. The value of

diverse relationships lies not only in what your contacts can do

for you, but also on what you can do for them. Your senior leaders

don’t need you to connect them with other seniors; they already

know each other. Top management needs you to bring them the

fresh ideas, insights, and best practices that you can only get

elsewhere, outside, across, and below. As figure 3-3 shows, too

many managers lack the 360-degree perspective you can only

get from cultivating relationships with a mix of peers, juniors,

and seniors. Although the averages suggest that people focus

their networking on approximately one-third of each group, the

range of the scores shows that too many managers systematically

exclude one of these groups. The sidebar “Why We Need Fresh

Blood” explains how diversity on any team often produces the best

results.
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Why We Need Fresh Blood

Stefan Wuchty, Benjamin Jones, and Brian Uzzi, a multidisciplinary

team of researchers, decided to use big data to learn what distin

guished ideas that had impact from those that didn’t. In a mas

sive study of the twenty million academic articles and two million

patents cited over the past fifty years, which Wuchty and his col

leagues published in the prestigious journal Science, they found

that the difference lies in the kinds of networks that produce the

ideas.a

The study showed that the days of the solitary genius or lone

inventor—think Newton or Einstein—are over Creative and sci

entific work has migrated to teams and, more recently, to large,

distributed teams like the hundreds of scientists that worked on

the human genome project.

But being part of a team wasn’t enough for high impact, as

measured by article and patent citations. The really great ideas

were much more likely to come from cross-institutional col

laborations rather than from teams from the same university,

lab, or research center. Not only that, but the most successful

On making a list of their relationships, even highly experienced

leaders find that they’ve been narcissistic and lazy, failing to

network with people who are different from them or to build

bridges across and outside their organization’s lines. Check the

diversity of your network by returning to the list you made at the

beginning of this chapter. To what extent are your relationships

externally facing? Have you included a good mix of people

occupying different levels and functions?
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teams mixed things up. They avoided the trap of always work

ing with the same people, and successful groups brought to

the team both newcomers and people who had never collabo

rated before.

Uzzi and another colleague, Jarrett Spiro, also discovered that

this pattern held across sectors as disparate as the Broadway mu

sical industry and biotechnology.b Between 1920 and 1930, for

example, 87 percent of Broadway shows flopped despite being

attached to big names like Rogers and Hammerstein, or Gilbert

and Sullivan. When well-known composers like these continued

to work together without the benefit of fresh blood, their creations

suffered, critically and financially. The most successful plays, in

stead, resulted from collaborations among diverse players. Leon

ard Bernstein’s West Side Story, for example, which went on to

become a megahit, featured newcomer Stephen Sondheim and

other new collaborators.

a. Stefan Wuchty, Benjamin F. Jones, and Brian Uzzi, “The Increasing Dominance
of Teams in Production of Knowledge,” Science 316, no. 5827 (2007): 1036—1039.

b. Brian Uzzi and Jarrett Spiro, “Collaboration and Creativity: The Small World
Problem,” American Journal of Sociology 111, no. 2 (2005): 447—504.

How Connective Is Your Network?

So far we’ve looked at who the people are in your network and

how you are connected to these people. Now we’ll turn to how

your contacts are connected and what that means for you.

The connectivity of your network is the basis for the famous six

degrees of separation principle—the idea that we are rarely ever

more than six links removed from anyone else in world through

the friends of our friends—discovered by Harvard psychologist
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Stanley Milgram in the 1960s.8As any Linkedln user knows, the

fewer degrees of separation between any two people in a network,

the easier it is to access the resources you need.

In the original study, Milgram gave a bunch of people in

Nebraska a letter destined for a stockbroker in Massachusetts—a

man they didn’t know. Their job was to get the letter to him by

sending it to someone they did know, who might then send it to

someone else, ultimately reaching the stockbroker. Milgram found

that it never took more than six links (thus the six-degrees concept)

to reach the stockbroker, for those letters that actually arrived. But

many of the letters never got there, because the first degree—the

people his participants knew directly and contacted first—didn’t

have networks that reached outside their local environment. So,

many of the letters never got out of Nebraska. They only circulated

inside the same circle of people who all knew each other.

Something similar happens when you fall prey to the narcissistic

and lazy trap in your networking: everyone you know knows the

same people you do, and the flow of information gets stuck in

the same office, in the same industry, in the same neighborhood.

Sociologists use the term density to describe this property of

networks: it quantifies the percentage of people who know each

other in a network. Density is an imperfect measure, but it is a

quick way to check how much six-degree potential you have in your

network. See the sidebar “Calculate Your Network’s Density.”

Calculate Your Network’s Density

Go back to the list of up to ten contacts you made at the start of

this chapter, and put their names in the grid provided here.

Using only the unshaded portion of the grid, place a checkmark

to indicate which pairs of people know each other. If you are not

sure whether two people know each other, assume they don’t.
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I I I I

Now, compute the density of your network following these

steps:

1. Count the total number of people on your list (the maximum is

10), and write it down here:

____________

2. Take that number, and multiply it by the number minus 1. Then

divide the result by 2, and write it down here:

__________

3. Count the total number of checkmarks on your grid (i.e., the

number of links that exist between the various people on your

list), and write that number here:

__________

4. Take the number you obtained in step 3, and divide it by the

number you got in step 2. This is the density of your network.

Write it here:

__________

The lower your network’s density score, the less inbred your

network (note that lower isn’t necessarily better because too low a

density, as I explain below, can be problematic too).

Start with person 1, and run along the top row checking if per

son 1 knows persons 2, 3, 4, and so on. Then go to person 2, and

do the same until you have considered all the people on your list.

2 3 4 5 6 7 8 9 10

I

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

I
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Ifyou are like many of the successful executives I teach, chances

are that your density score is higher than it should be. When I

conduct this exercise in class, the average density hovers above

50 percent, although it is significantly lower for professionals who

work mostly with outside clients such as consultants, investment

bankers, lawyers, headhunters, and auditors and for people who

go back to school to orchestrate a career change. The range of

scores always extends to 100 percent: when nearly everyone with

whom you discuss important work issues knows each other, you

have an inbred network. There’s no other way to put it.

To understand the problems of having an inbred network, let’s

look at the effects of network density in a completely different

context: the so-called obesity epidemic. Two previously unknown

university professors, Nicholas Christakis and James Fowler,

became overnight celebrities when they showed that being

overweight can be contagious.9

Christakis and Fowler analyzed the health records

and social relationships of twelve thousand Framingham,

Massachusetts, residents from 1948 to the present. Using

advanced visualization techniques and careful statistical

controls, they showed that overweight people tend to hang

together socially, while thin people tend to be friends with

other thin people. But this is not a mere correlation showing

that birds of a feather flock together: being connected socially

to people who are overweight, even indirectly, seems to make

a person overweight. The researchers concluded that thin and

overweight people tend to live their lives within different and

unconnected social clusters—”microclimates,” so to speak—

within which different social norms about what is normal

and desirable have developed. Political views also hang by

cluster. Tightly connected members apparently had no external

perspective on the world beyond their immediate group.
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At work, when we surround ourselves with people like us and
with whom we’ve worked before, the network creates an echo
chamber in which no new information circulates because everyone
has the same sources. That’s how groups become mired in
consensus, and after a while, everyone thinks and acts alike. The
sidebar “The Innovator’s Network Dilemma” presents convincing

data that bears out this observation.

The Innovator’s Network Dilemma

A study by University of Chicago sociologist Ron Burt demon

strates the cost of inbred networks.

When Burt studied managers in the supply chain of Raytheon,

the large electronics company and military contractor based in

Waltham, Massachusetts, he discovered that the company had no

trouble coming up with good ideas but considerable difficulty turn

ing these ideas into reality.

Burt asked the managers to write down their best ideas about

how to improve business operations, and then he asked two ex

ecutives at the company to rate the quality of these ideas. He then

mapped out the network of who consulted with whom. Burt was

looking for what he calls “structural holes,” gaps between cohesive

groups of people with dense patterns of informal communication

among them and few ties outside their circle.

His many years of research have shown that people whose net

works span these holes reap the greatest network benefits. These

people see more and know more. They have more power because

other people have to go through them to connect outside their

group.

97



ACT LIKE A LEADER, THINK LIKE A LEADER

Not surprisingly, the highest-ranked ideas came from managers

who had contacts outside their immediate work group. Most man

agers, however, overwhelmingly turned to colleagues already close

in their informal discussion network to bounce ideas off (think “in

bred circle”). The result was that their ideas were not developed.a

a. Ronald S. Burt, Structural Holes: The Social Structure of Competition (Cam

bridge, MA: Harvard University Press, 1995); Ronald S. Burt, ‘Structural Holes

and Good Ideas,” American Journal of Sociology 110, no. 2(2004): 349—399. See

also Gautam Ahuja, “Collaboration Networks, Structural Holes, and Innovation: A

Longitudinal Study,” Administrative Science Quarterly 45, no. 3 (2000): 425—455.

This state of affairs also limits significantly how valuable you

are to your network, since you bring nothing unique that the net

work members can’t get elsewhere. Your comparative advantage—

how you differentiate yourself from others who are as smart,

hardworking, or expert as you are—depends on your capacity to

connect people, ideas, and resources that wouldn’t normally bump

into one another.

Some research suggests that there’s an optimum level of

density, about 40 percent.1°But of course, that depends a lot on

what a person’s job is. When your network gets too sparse, you lose

connectivity. You are a “visitor” to many networks but a “citizen”

of none. You may have access to lots of ideas and people, but you

can’t put them to use inside your organization (or any other group

to which you belong), because you lack inside information about

how to pitch your ideas, who might be opposed to them, and how to

win people over—all critical parts of leading change (as discussed

in chapter 2).”

Too sparse a network, and you might also lack credibility and

visibility with important gatekeepers, who might not know you

well but who implicitly evaluate you on the basis of who you know

that they also know (the principle on which professional networks
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like Linkedln work). This is often a problem when you are the
minority in a group. As described earlier, the narcissistic and
lazy principle holds that people are apt to have relationships

with people like them, so minorities and majorities and profes
sional men and women are unlikely to have highly overlapping
networks.’2In a study of boards of directors, for example, James
Westphal found that minority directors tend to be more influen
tial if they have direct or indirect social network ties to major

ity directors through common memberships on other boards.’3
These overlapping networks serve as a form of social verifica
tion and increase the likelihood that the minority’s ideas will
be heard.

In sum, as Malcolm Gladwell illustrated in his book The Tipping
Point, networks run on “connectors,” people who are linked to
almost everyone else in a few steps and who connect the rest of
us to the world.’4 Connectors can see a need in one place and a
solution in another, a vacancy in one area and a talented person
in another, a discovery from a different discipline and a problem
in their own, and so on, because they’re just one or two “chain
lengths” away from the issues. That is, you can reach connectors
through someone you already know or through someone who
knows someone whom you already know.

How Dynamic Is Your Network?

One of the biggest drawbacks of a narcissistic and lazy network is
that it quickly becomes a historical artifact, the residue of man
ager’s past rather than a tool to move into the future. We change
jobs, firms, and even countries, but our networks lag behind our
new responsibilities and aspirations and therefore pigeonhole
us just when we need a fresh perspective or seek to move into
something different. Joel Podolny, former head of Apple’s human
resources, calls this tendency of our networks to evolve more
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slowly than our jobs “network lag.”5We’re exceptionally slow to

build relationships that allow us to perform in a new position or

prepare us for future roles.

When asked about the strengths of their network, most people

think first about the quality of their relationships. They value

most their strong ties, because trust is essential when it comes to

getting things done, and we trust most the people we know best.

But as we have seen, the people we know best are not necessarily

those who can prepare us for stepping up. To make your networks

future facing, you’ll need to build and value your weak ties—that

is, the people and groups that are currently on the periphery

of your network, those you don’t see very often or don’t know

so well (see the sidebar “Making a Network Future Facing”).16

What’s important about these contacts is not the quality of your

relationship with them (just yet), but the fact that they come from

outside your current world. These contacts tend to be several

levels removed from you or circulate in different circles.

That makes reaching out harder. Getting to know your weak

ties or getting to know them better usually requires an explicit

plan and strategy—these relationships will never evolve naturally,

because you have no common context in which to develop them.

Nevertheless, these are the ties from which you stand to gain the

greatest outsight.

Another problem with relying exclusively on your strong-tie

network is that it limits your capacity to rethink yourself (the

topic of chapter 4). In my study of thirty-nine midcareer man

agers and professionals considering major career changes, I ob

served directly how much their old networks can “bind and blind”

them. All of them were told by a friend, family member, or close

coworker that they must be out of their minds for thinking about

quitting their jobs or leaving their organizations. The people close

to you may mean well, but they are often not helpful when you are
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Making a Network Future Facing

A financial services firm executive, Pam, realized that she was unpre

pared when her job became more externally facing. “I was fairly well

networked internally and within my region,” she told me, “but I had no

external network or external points of connectivity, and I don’t think

I understood the value of those external points.” Never one to give

much thought to whom she knew, she realized the time had come to

build a new network systematically. Here are the steps she followed:

• Identify twenty to twenty-five key stakeholders you wish to stay

connected to in a meaningful way.

• Assign these contacts into key categories:

— Most-senior clients

— Most-senior people in your company

— Most-senior hedge fund people and competitors

— Most-senior service providers (e.g., lawyers, accountants)

— Most-senior women in financial services

• For each category, select the three to five people you want to

stay connected to.

• Decide how frequently you will reach out to each contact.

trying to stretch yourself. Despite their good intentions, they hold
restrictive views of who you are and what you can do. So, they
are the people most likely to reinforce—or even desperately try to
preserve—the old identity you are trying to shed.
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Do you remember Robert’s story? Recall that his goal of moving

into a general management role in his company remained a pipe

dream as long as his mentors within the company held on to

an outdated image of his capacity. He had access to the power

center of his firm, but was unsure about himself—whether he

had sufficient expertise to seize the helm of a business unit

successfully. The people around him, who also doubted that he

was ready to take the leap, amplified his lack of self-confidence.

The same might also hold for you: it can be difficult to get support

for change from old mentors, bosses, or trusted colleagues whose

views on you are based on the past and not the future. That’s yet

one more reason to refresh your network, so that it also grows

with you.

What’s Wrong with Your Network?

Return to the network audit that you completed at the beginning

of this chapter, and check what you listed as the strengths and

weaknesses of your current network. Which of the following weak

nesses that we discussed above are true for you?

• Birds of a feather: Your contacts are too homogeneous, all like

you.

• Network lag: Your network is about your past, not your

future.

• Echo chamber: Your contacts are all internal; they all know

each other.

• Pigeonholing: Your contacts can’t see you doing something

different.
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These three sources of network advantage—the diversity of
your contacts, your connectivity within the network, and your
network’s dynamism—are obviously interrelated. Without these
advantages, you never meet new people and the circle closes; over
time, you lose outsight and relevance. The rest of this chapter
explains some simple steps for breaking out of these blinders,
which I summarize in the sidebar “What’s Wrong with Your
Network?”

How to Network Out and Across

Thinking like a leader starts by acting on your network. Start
on the periphery of your current network, and build outward
by getting involved in new activities, asking the people you
already know to connect you with others, doing some main
tenance, and finding kindred spirits who are also working to
step up.

Show Up

Woody Allen’s famous quip that “80 percent of success is showing
up” is a great guide to expanding your network. (Of course, he
also added, “Sometimes it’s easier to hide home in bed. I’ve done
both.”)

As we saw in chapter 2, managers can start expanding their
jobs by building on their interests or domains of expertise through
professional associations, industry groups, alumni networks, and
the like. All of these important sources of outsight also provide
ready-made networks to which you can easily connect to share
and multiply your knowledge. Communities of practice exist (or
can easily be created on the internet) in almost every area of
business you might be interested in, from brand management to
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private equity to product innovation, to cite just a few examples.’7

Sign up and show up.

But that is only the first step. If you stop there, you are only

building your personal network. To make these connections

strategic, savvy managers use what they are gleaning outside

the boundaries of their jobs and companies as a hook for

making valuable internal connections to previously untapped

people and groups, setting the stage for addressing strategic

concerns.

Many of the successful networkers I’ve met leverage their

personal interests to create their own communities. For example,

an investment banker who specialized in the tech sector started

inviting key clients to the theater (a passion of hers) several

times a year as a way of making sure she saw the plays she

wanted to see. She had her assistant buy a block of tickets and

organize a fast buffet dinner before the play at a hotel near

the theater district. Over time, she and her clients started

bringing other members of the local high-tech community to

her events. Because a lot of business was done at the dinners,

they attracted even more of the relevant people to future events.

The group eventually became too big for her budget, but none of

the attendees minded paying their own way, because they got

so much out of it. Through these events, the investment banker

developed her own business, and the knowledge she gained

about her clients’ companies generated business and ideas for

other divisions in her firm.

The investment banker’s experience clearly illustrates how our

own personal interests can expand our networks. The sidebar

“Invest in Activities That Will Grow Your Network” lists several

possible routes down this path.

As you get used to showing up, you should then consider the

importance of speaking up. This is a corollary that I learned from

my own experience. I found that I wasn’t getting as much as I’d
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Invest in Activities That Will
Grow Your Network

• Use projects and assignments strategically.

• Invest in extracurricular activities.

• Create your own communities of interest.

• Use lunches and business trips to connect to people you don’t

see often.

• Favor active rather than passive networking opportunities (for

example, don’t just show up for events—organize, or speak at

them).

• Use social media to broadcast your interests and cast a wider

net to people who share them.

like out of the many conferences and other events I was attend
ing. So, I came up with a principle: Today, I won’t attend unless I
am speaking or at least introducing the speakers or moderating a
panel (of course, I make exceptions to this rule).

I realize that this is easy enough advice for me to give after
twenty-five years of public speaking. But when you speak up in
front of a group, people learn enough about you to decide if they
want to learn more. In the networking that follows, they already
know who you are. All this interaction increases the likelihood
that your time investment will be worthwhile. In my case, when
I’m not actively involved, I tend to arrive too late for the pre
networking, I multitask on my phone during the talk (because
I’m busy and there is always something urgent to handle at
home or at work), and I quickly exit after the formal part of the
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event, forgoing the real reason everyone is there—to connect

informally. It’s not surprising that I wasn’t getting much out of

these events.

Anyone can start by organizing a panel, presenting a speaker,

or moderating the question-and-answer session. You can even

start by just posing a well-formulated question to the panel or

speaker, provided you state clearly your name and what you

do. After you’ve followed these suggestions a few times, it won’t

take you much longer to be more involved than it would just to

attend the conference. But the payoff in your networking will

be huge in comparison. One young woman I spoke to, a digital

strategy expert who had built her own consulting and speaking

business, explained that she never tries to network before she

speaks at a conference. Most people assume that her youth makes

her irrelevant to them. After the talk, she told me, they are not

paying attention to her age anymore—they know she has relevant

information for them. So don’t just show up; take whatever chance

you can to speak up.

Use Your Two Degrees of Separation

Like so many of Milgram’s participants in the six-degrees experi

ment, many of us still have trouble getting outside Nebraska. But

the world has become much smaller since Milgram’s day. More

recent findings show that in today’s hyperconnected world, we can

link to almost anyone else in just slightly over four degrees.’8

Within any given professional domain, our connections are

rarely more than two, at most three, degrees away as the “Oracle

of Bacon” shows.’9 Type in the name of any actor you can think

of, from any genre or country, from Bollywood to the new wave

of Iranian films, and the Oracle will tell you how many degrees

away that actor is from Kevin Bacon. For example, if you type

in French actress Isabelle Adjani, you get a Bacon factor of two,
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because she acted in a film with Bill Bailey II, who in turn acted
with Kevin Bacon in the 1995 film Balto. It’s hard to get to three
degrees, even when you put in an actor from the very early days
of cinema, like Charlie Chaplin (two degrees away). That’s why
Reid Hoffman, Linkedln’s founder, finds that when it comes to
meeting people who can help you professionally, three degrees of
separation is as far as you can go. But we don’t make good use of
this connectivity, because most of us don’t realize just how big and
powerful our networks really are.20

I realized this point when I was asked to organize a strategic
networking seminar that was offered as an elective for anyone in
the top two hundred of a US Fortune 100 company that wanted
to encourage its managers to develop a more external orientation.
As part of the seminar, which was held in Paris, I organized a
“six-degrees-of-separation dinner.” I asked managers to use their
networks to invite someone they had never met to the dinner.
Most of the participants didn’t reach past the first degree of
separation, asking a friend or a colleague in France to suggest a
possible guest.

It was a diverse group, but it wasn’t very relevant. The next
day’s session included a discussion of disruptive trends in their
businesses. I asked my managers how many of them had taken
their own strategic concerns into account in deciding whom to
invite. None of them had.

Good networkers are aware of and use their degrees of
separation, reaching out regularly to their contacts’ contacts and
even to their third degree. Great networkers decrease the degrees
of separation between their contacts and people they don’t know
but who might be useful to them. They add value by enlarging
others’ networks. Former Silicon Valley venture capitalist Heidi
Roizen is a good example of one way to do this. Leveraging her love
of entertaining, she made her San Francisco home a networking
hub with her famous spaghetti dinners. The rule for these events
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was that half the people invited should not already know the other

half. In a short time, her dinners became the hot ticket in town,

a technique that Facebook’s Sheryl Sandberg has become known

for more recently.2’The sidebar “Use Your Existing Connections

to Branch Out” offers further suggestions for broadening your

strategic network.

Do Some Maintenance

As his stint running the Taiwanese market for the Swiss food

group Nestlé was coming to an end, Chris Johnson was put in

charge of overseeing the global implementation of a new enter

prise software system.22 A line manager for most of his career,

Chris had zero experience in IT. From his own experience

running a profit-and-loss operation, he knew how much resis

tance he would get from his own peers, who would have to bear

the cost of the new system while waiting patiently for it to pay off

years later (in many cases after their own stints would be long

Use Your Existing Connections
to Branch Out

• Ask for referrals and introductions; make them for others.

• Ask for simple favors to initiate a relationship.

• Do your homework before you reach out to someone new.

• Do the trite stuff—write thank you notes; forward links to

articles; follow up using social media.

• Help your contacts develop their networks.
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over). A previous effort had failed. The new plan was ambitious in
terms of time and budget.

Chris’s boss, the company’s chief financial officer, helpfully
suggested about a dozen names of people to start up the effort.
Chris had no idea how to staff his team, because everything
about the assignment was new to him. So, he reached out to his
extensive network inside the company to get some help evaluating
his boss’s talent suggestions. Chris’s contacts used their own
networks to check out the people they themselves didn’t know.
The verdict that came back was not what Chris wanted to hear:
most of the names the boss had suggested did not have credibility
with the market heads, the people whose buy-in Chris most
needed to succeed. Confident in the knowledge that the boss’s
suggestions were the wrong people for the job, Chris stood firm
against his boss’s wishes and bet his career on choosing his own
people. Chris’s stand was one of a few key decisions to which he
attributed his ultimate success. Of course, he mobilized the same
network to find the right talent to staff up the project.

Having a network that can turn on a dime as Chris’s group did
(his aggressive timeline gave him only a couple of weeks to staff
up) requires some work on your part to keep it alive. Don’t wait
until you really need something badly to reach out. Instead, take
every opportunity to nurture your network, whether you need it
now or not.

Pam, the aforementioned financial services executive, reminded
herself regularly to follow up with key people in her network.
“I am expending effort on keeping my network alive,” she said.
“You can so easily get consumed in your day-to-day work that you
forget that having lunch with certain people at least three times
a year is really important. If you don’t, you lose connectivity,
and if you lose connectivity, you lose the relationship. I sort of
said to myself, ‘OK, so how frequently should I be tapping into
these people?’ I decided that some were twice a year; others might

109



ACT LIKE A LEADER, THINK LIKE A LEADER

require monthly contact. I literally wrote emails to myself on a

quarterly basis, asking, ‘How am I doing?”

Find Kindred Spirits

The fastest way to change yourself is to spend time with people

who are already the way you want to be.23 As we saw from the

obesity study, the people you hang out with shape who you are

and who you become. Behavior and the beliefs behind it are con

tagious: you can easily catch them, for better or for worse. If you

spend your time with other leaders, chances are that you will

become a leader, too.

Bill Wilson, the founder of Alcoholics Anonymous (AA), built

his organization on this insight. He realized that successful

change does not take as much willpower as it takes fellowship.24

The key to success at AA is the daily group meeting in which

old-timers who have managed to remain sober share their stories

and mentor newcomers. The more time that members spend with

other members, the more likely they all will remain sober. That’s

because recovering alcoholics don’t just change their drinking

behavior. They change the reference by which they judge what is

possible and desirable.

Wilson’s insight is supported by research in psychology on the

power of reference groups.25 It shows that whether we realize it

or not, answers to the question “How well am I doing?” or “Am I

on track?” are inherently comparative. We believe ourselves to be

rich or poor, talented or average, strong or weak by comparison

with others around us. Witness people’s reactions to how much

they are paid relative to their peer groups, or the bonding that

happens in groups that, like the Young Presidents Organization,

bring together people who share common concerns. The danger,

of course, is that we can continue to compare ourselves against

benchmarks that have lost their relevance, as Robert did, when
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he only compared his curriculum vitae to that of the other people
who had chosen to stay in his company.

Reference groups composed of kindred spirits take on even
greater importance in times of uncertainty such as when we are
stepping up to leadership. When asked to do things that don’t
come naturally—working more collaboratively, for example—we
implicitly ask ourselves, “Am I the sort of person who behaves
this way?” and “Do I want to be that sort of person?” Stepping up
to a bigger leadership role, just like becoming a nondrinker, thus
requires a new point of reference.

New peer groups might consist of people who are
experiencing similar challenges and doubts. Dieter, a new
general manager, for example, struggled with all the usual
transition hurdles—not delegating enough, not soliciting
input but rather imposing his views impatiently on others. He
knew, intellectually, that his new role required a shift away
from the routine work he had done successfully before. “But
at the same time,” he said, “I worried about being seen as the
one who does nothing himself.” But who would actually see
him that way? The other people in his company who were still
stuck doing instead of leading. The conversations he had in
a coaching group with other managers also striving to step
up to leadership not only showed him that his concern was
normal but also started to shift his reference group from his
coworkers to people with goals similar to his.

Alternatively, people who have already made the kind of
transition that you are contemplating can also serve as important
guideposts. Take, for example, Andrew, a molecular biologist who
worked on the faculty of a major research university. The academic
peer group against which he had always measured himself
disdained commercial activity. But Andrew had become intrigued
by the possibility of leading teams in an effort to commercialize
scientific discoveries. When one of his collaborators left academia,
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Andrew stayed in touch and, through this person, got to know a

new circle of scientists who had more positive views of commercial

work. Over time, Andrew came to feel greater kinship with this

circle of colleagues than with his old circle at the university. When

he was offered the possibility of directing a major new center to

foster partnerships between academia and commercial science,

Andrew accepted.

Sustaining regular social contact with people who are in the

same boat or have already arrived on the other side is essential for

enduring change, because they can endorse and model your own

transition to leadership. As you attain senior levels and broader

responsibilities, you are easily isolated from these kinds of collegial

and peer relationships. For this reason, you usually need to build

these relationships outside the scope of your job and company.

Cultivate a Connected Mind

Riffing on Pasteur’s famous dictum that “chance favors the pre

pared mind,” Steven Johnson, innovation historian and author of

Where Good Ideas Come From, concludes that “chance favors the

connected mind.”26 Examining the creative process of legendary

innovators like Benjamin Franklin and Charles Darwin, John

son found that behind every great thinker, there is a diverse,

connected, and dynamic network. “This is not the wisdom of the

crowd,” he says, “but the wisdom of someone in the crowd. It’s not

that the network itself is smart; it’s that individuals get smarter

because they’re connected to the network.”

As we have seen, when aspiring leaders fail to recognize

networking as one of the most important requirements of their new

job, they will not allocate enough time and effort to networking to

see it pay off. But the only way to understand that networking is

a key source of outsight for your leadership transition is to try it
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GETTING STARTED

Experiments with Your Network

> In the next three days, talk to three people outside your busi

ness unit or company; learn what they do, how it helps the

company, and how it may apply to your work.

) In the next three weeks, reconnect with people outside the com

pany who may shed useful light on your work, industry, or

career. Have lunch.

) Make a list of five senior people you need to get to know better.

Figure out ways to strengthen your relationship over the next

three months.

and thus discover it for yourself. For a quick start on this step, see
the sidebar “Getting Started: Experiments with Your Network.”

You can start working now to connect differently. Develop re
lationships outside your group, sector, and even industry. Seek
outside expertise. Work on understanding the office politics of
moving into the senior ranks. Find ways to get to know people at
least two levels above and, often, in a different unit or area—even
when doing so feels instrumental. Get involved in, and contribute
to, key initiatives that provide excuses to meet people above and
below you. Work on raising your profile. Cultivate relationships
outside your company, and use what you learn outside to connect
to different people within your firm and to add value beyond oper
ational delivery. Understand that what is important to those with
control over your fate is probably different from what you might
be delivering. Figure out your market value. Find kindred spirits.
The sidebar “Practical Steps to Expand Your Network” offers a
variety of ways you can cultivate new connections.
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Practical Steps to Expand Your Network

• Spend time at a start-up within your business sector. Consider

why incumbents rarely lead the way in new products and

services.

• Attend a conference you have never before attended. Meet at

least three new people. Follow up with them afterward.

• Start a Linkedin or Facebook group. Be the connector for this

group of people.

• Spend a day with a millennial in your company. Learn more

about how she uses social media.

• Get in touch with a venture capitalist. Find out how he thinks

about leadership and innovation.

• Teach a course at a university or local college. Learn from your

students.

• Be a guest speaker at a local or national event. Use it to build or

strengthen your brand around a particular area of expertise.

• Go to lunch with a peer from a competing company. Learn

more about your market value.

• Start a blog. Find out who reads it.

• Take advantage of your next business trip to connect with

someone you’ve lost track of. Have this person help you con

nect with someone new.
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CHAPTER 3 SUMMARY

/ As you embark on the transition to leadership, network

ing outside your organization, team, and close connections

becomes a vital lifeline to who and what you might become.

/ The only way to realize that networking is one of the most

important requirements of a leadership role is to act.

/ If you leave things to chance and natural chemistry, then

your network will be narcissistic and lazy.

/ You need operational, personal, and strategic networks to
get things done, to develop personally and professionally,
and to step up to leadership. Although most good managers

have good operational networks, their personal networks
are disconnected from their leadership work, and their stra
tegic networks are nonexistent or underutilized.

/ Network advantage is a function of your BCDs: the breadth

of your contacts, the connectivity of your networks, and

your network’s dynamism.

/ Enhance or rebuild your strategic network from the periph

ery of your current network outward as a first step toward
increasing your outsight on your self:

— Seek outside expertise.

— Elicit input and perspectives of peers from different func
tional or support groups.
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