
How a large financial services 
organization used Organizational 
Network Analytics to understand 

female promotability

In most industries today, women and men are 
entering the workforce in almost equal num-
bers. Significantly at entry level, both genders 
are equally confident about their ability to reach 
a top management position and build social 
networks (or relationship networks) to open up 
opportunities for career advancement. Howev-
er, as seniority levels increase, the representa-
tion of women continues declining steadily. 
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Even as many organizations increasingly pro-
mote workforce measures to balance the scales 
between male and female employees, women 
believe that they do not have equal opportunity 
to advance. While addressing their recruitment 
and hiring practices to diversify, it seems that 
organizations are continuing to be impacted by 
unconscious biases and are failing to develop a 
workplace culture that is inclusive.

The Customer

The customer is a large financial services or-
ganization in the US that has been consistently 
recognized as “one of the best places to work”. 
Although at entry level, representation of wom-
en and men has been almost equal, the cus-
tomer has observed that between entry level 
and senior leadership, the percentage of female 
employees has been declining substantially.

INDUSTRY
Financial Services

REGION
United States

COMPANY SIZE
MNC

BUSINESS TYPE
B2B & B2C

According to Women 
in the Workplace 2018 

study by McKinsey, de-
spite women making up 

48% of the US workforce, 
they account for only 
20% of C-suite roles.*
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The Findings

The Business Objective

For enabling more female employees to rise 
throughout the organization, the customer 
wanted to understand the “type of networks” 
successful female employees built that were 
likely to have improved their chances of promot-
ability. It selected TrustSphere to measure, an-
alyze and visualize the networking behavior of 
successful female employees versus successful 
male employees. 

The Solution

TrustSphere’s Relationship Analytics platform 
processed the metadata from digital interac-
tions across corporate communication and col-
laboration systems over 3 months to appraise 
the workplace relationships that 5,000 full-time 
employees built both internally and externally. 

Relationships with managers are very important 
for tenure and creating career growth opportu-
nities. But usually females tend to have fewer 
interactions and receive less career advice from 
managers and senior leaders. According to the 
Harvard Business Review, 19% of full-time male 
employees in large companies have what can 
be called a sponsor -- a senior-level colleague 
who’s actively interested in helping them ad-
vance -- while just 13% of women have sponsors.

At the same time, having an organization-wide 
network alone is not enough for female em-

Using its proprietary passive organizational net-
work analytics (ONA) technology, TrustSphere 
measured the internal relationship networks 
each employee built and determined their char-
acteristics. Leveraging principles of Network Sci-
ence, TrustSphere’s unique algorithms analyzed 
the size, relationship strength and centrality po-
sition of each employee within their networks, as 
well as their network homophily.

The Findings

TrustSphere validated its network insights with 
complimentary HR data including; employee se-
niority, most recent promotion date etc, enabling 
the customer to correlate employee networking 
behavior to their progress up the organizational 
hierarchy.

1) Having more senior relationships is positively correlated to female promotability

ployees to receive opportunities for career pro-
gression Out of all the network centrality mea-
sures,  gregariousness (number of outgoing ties) 
is associated with the likelihood of promotions 
meaning that network visibility is positively cor-
related with promotions. For females, the higher 
the rank of  their highest network connection, the 
more likely they are to get promoted.

TrustSphere’s analysis showed that female em-
ployees, who had a larger number of senior re-
lationships, were more likely to be promoted. 
There appeared to be no such correlation for 
male employees.
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Women in the Workplace 2018 study by McKinsey also shares women get less access 
to senior leaders than men do and this is a problem because manager support is tied to 

outcomes like higher promotion rates.*

Employees that invest time and energy to build 
collaborative relationships across different hi-
erarchies greatly improve their chances of suc-
cess. Female employees who maintained ties 
with colleagues at different levels, upward, 

2) Having relationships across hierarchies is positively correlated to female promotability

downward and across in the organizational ma-
trix, appeared to have been promoted more 
than female employees with less cross-hierar-
chy relationships. There appeared to be no such 
correlation for male employees.
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Male employees generally built larger networks, 
which increases their visibility. They also lever-
age their wider relationships networks to access 
more information and resources, which gives 
them an advantage for progressing their ca-
reers. TrustSphere’s insights showed that males 
who had been promoted, had larger networks 

3) Having large networks impacts male promotability

than those who had not been promoted. There 
appeared to be no such connection for female 
employees, who had been promoted. Research 
shows that even if female employees build large 
networks, they are usually hesitant to leverage 
them for career goals.

TrustSphere’s insights showed that employ-
ees with longer tenures appeared to focus on 
strengthening established relationships at their 
hierarchy level, and cutting themselves off from 
information and knowledge elsewhere. Con-
sequently, they may miss out on diversity of 

4) Having longer tenures weakens network ties for both male and female employees

thought that entry-level and new employees as 
well as employees from other parts of the orga-
nization may bring. This could impact their own 
performance as team leaders. 
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About TrustSphere: TrustSphere is the widely recognized market leader in Relationship Analytics. We help organizations 
leverage a most valuable asset – their collective relationship network.

This rich set of analytics surface insights which help our clients across the globe address key business challenges including 
workforce productivity, sales force effectiveness and enterprise-wide collaboration. 

Our ground-breaking solutions, processed in our proprietary technology platform, are deployed through an increasing 
number of technology and business partners including IBM, Salesforce.com, SugarCRM, Veritas and leading management 
consulting partners.

For more information, email us at PeopleAnalytics@trustsphere.com.

People Analytics by TrustSphere. Organizational Network Analysis to help maximize your talent.

*Women in the Workplace 2018, a study by LeanIn.Org & McKinsey

In addition to high performance, building in-
clusive working networks is the cornerstone of 
career progression for both men and women.  
However Employee Resource Groups and men-
toring programs alone seldom create these in-
clusive relationships. Such relationships can only 
be formed through working and collaborating to 
achieve concrete business outcomes that im-
pact the organization’s performance.  Women, 
in particular, have to build strong “mutually in-
clusive” working relationship networks, especially 
with senior employees. The analysis has shown 
that if a female employee has strong working 
relationships with senior level leaders, then she 
is more likely to get promoted. She also needs 
a senior level executive to make a case for her 
to be promoted over a male colleague. Interest-
ingly this correlation differs for male employees.  
Male promotability is correlated with having a 
broader network across all hierarchies. 

By enabling organizations to map and analyze 
patterns of interaction across relationship net-
works of every employee, ONA generates in-
sights to understand if diverse employees are 
building the right type of networks needed for 

Conclusion

career advancement. If not, D&I leaders can use 
these insights to coach employees to develop 
the right networks. 

TrustSphere’s customers see a network based 
view of inclusiveness within their organization. 
Establishing this data driven baseline enables 
the impact of future programs and interven-
tions to be observed and measured. As part of 
TrustSphere’s Leadership Summaries, individu-
al leaders and managers are also able to see 
their own networks and understand how inclu-
sive they are. These simple to consume summa-
ries provide a powerful set of nudges, enabling 
leaders to increase their own inclusiveness and 
dramatically transform organizational inclusive-
ness. 

The customer found the insights from 
TrustSphere’s initial analysis very helpful in un-
derstanding the correlation between networking 
behavior of female employees and their promot-
ability. It has appointed TrustSphere to perform 
a second analysis to validate these findings and 
from there will start to implement changes in 
business processes and working practises to in-
crease inclusiveness.


