
AONA
Uncovering hidden networks to 
design adaptable organizations

How we think an organization works…

HOW IT 
ACTUALLY WORKS…

AONA leverages natural human networks to recommend new structures based 
on how people want to work to deliver value.

A functional organization chart groups people 
by the activities they perform for efficiency and 
doesn't reflect how they need to collaborate to 
serve customers. 

AONA analyzes network maps that highlight 
how people need to work across functions to 
be more collaborative and adapt to 
organizational and market changes.

AONA leverages network science to explore the invisible network that evolves around the formal structure to enable employees to get their 
work done. When you make these invisible networks visible you can understand how people want to work and how their potential can be 
unlocked. AONA helps to assess and predict how the organization can shift to an adaptable network of teams design. 

The informal network, “the way things actually work” within an organization generates itself to make up for the short-comings and barriers 
created by the formal organization structure. Adaptable Organization Network Analysis (AONA) allows us to go beyond the surface of the 
formal organization structure to understand how information flows, and how people actually collaborate across functions. This unprecedented 
look at the inner workings of the organization helps to predict how an organization can become more agile through cross-functional teams. 
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AONA's adaptability metrics
AONA revolutionizes how we see organizations by comparing informal networks and formal organizations to predict the need for agile 
teams, the potential effort to transition to an adaptable organization and where to start. 

AONA in action – Case study
A organization’s industry was facing momentous digital disruption, competitive pressure and new demands from customers. The functional 
organization structure was hindering collaboration and agile ways of working. To start their adaptable transformation this organization 
needed to know:

1. What parts of the organization are working cross-functionally today? And who desires to be more cross-functional?

2. How can the organization be structured to get closer to the customer and promote more collaboration?

3. How ready are people to adapt?

How different are the 
formal and informal 

networks?

What parts of the 
organization would benefit 
from organizing cross-

functionally?

How much effort are people 
expending to engage with the 
individuals they need today or 

in future scenarios? 

How ready is the 
organization to become an 

Adaptable Organization?

This metric quantifies the 
difference between an 
individual’s team members in an 
org chart and their informal 
collaborators. It is a good 
indication of the type of work 
they should be doing.

This metric compares formal 
and informal networks to 
understand what extent 
someone needs to 
collaborate to do their job.

This metric examines how 
much effort it takes for an 
employee to reach the 
people they need in order to 
do their job, both currently 
and in possible scenarios.

Structure is only part of 
the adaptable story. This 
measure creates hunches 
around who is ready (or pre-
disposed) for working in an 
adaptable/network 
based environment.

Structure to network 
comparer

Cross-functional 
identifier

Effort 
analyzer

Adaptable 
readiness1 2 3 4
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21%

64%

AONA revealed that only 21% of the organization was 
working in an adaptable way today...

AONA also identified that 64% of the organization desired to be more 
cross-functional and agile, but it needed a new way to organize. 

Cross-functional 
Team C

How should the adaptable organization be designed?

Cross-functional 
Team A

Cross-functional 
Team B

How ready are people to adapt?

35%
AONA tested a network design 
that centered around customer 
behaviour...

32
1What parts of the organization should be adaptable?

AONA scanned the 
network for adaptable 
behaviours and 
although overall 
readiness was low 
there were 
influencers in the 
network that could 
help with the 
transformation. 

...and in this scenario over 
60% of the employees self-
organized into cross-functional 
teams supporting a customer 
mission. And identified what 
teams would need the most 
reorganization from 
the current structure. 
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