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CAREER TRAJECTORIES ARE DECIDED IN ROOMS YOU CANNOT ENTER

Formal Path: Performance = | N Informal Reality:
management systems R Advocacy networks
govern the baseline. > N dictate the velocity.




The Distinction Between Helping the Work and Championing the Career

Organizational Citizenship Behavior (OCB)

Definition:
Discretionary actions that support
immediate organizational functioning.

Mechanism:
Covering shifts, sharing information,
maintaining positive attitudes.

Currency Expended:
Time and Energy.

Workplace Advocacy

Definition:

Voluntary promotion of an individual's
capabilities in settings where they
cannot advocate for themselves.

Mechanism:

Inserting names into succession
planning, shielding from politics,
securing stretch assignments.

Currency Expended:
Personal Credibility and
Political Capital.
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Mentors Give Advice. Sponsors Give Advancement.

I |
[ Il
SRR antorship honsorship

Primary Action Advice & Guidance Advancement & Promotion
Operational Theater Private conversations Public endorsements
Currency Invested The Mentor’s Time The Sponsor’s Political Capital
Reputational Risk Low (Private failure) High (Public accountability)
Target Outcome Capability & Confidence Career Velocity & Access




The Sponsorship Gap: Why Diversity Pipelines Stagnate

Mentorship Pipeline Sponsorship Pipeline
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Women remain
over-mentored but
under-sponsored
(Ibarra et al., 2010).

Mentorship relationships
frequently fail to cross the
threshold into sponsorship
due to risk aversion and
homophily.




The Mechanics of Influence: Bridging Structural Holes

Network Closure:
Dense groups build trust
but limit opportunity
visibility.

Brokerage Opportunity:
Advocates who bridge gaps
transmit opportunities that
would otherwise remain
slloed, accelerating cross-
functional visibility.

Sponsor
Node

Technical/Functional Silo Executive Decision-Makers




The Quantifiable ROl of Systematized Advocacy
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Organizational Performance

Individual Velocity

15-18 Months

Faster

Acceleration in time-to-promotion for
sponsored employees.

20-30%

Higher Comp

Total compensation premium at
comparable career stages.
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Higher Psych Safety @

Increased willingness to voice dissent <

and propose novel ideas.
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The Stickiness of Reputation and the Penalty of the Un-Sponsored

Reputation Baseline

z

Activation Curve Project Setback /
Visible Failure

)

Advocacy
Intervention

Sponsored: Advocate
provides context and defends
capability, buoying trajectory.

Un-Sponsored: Negative perceptions
persist despite contradictory
evidence. Reputation permanently
defined by single failure.

 /

Career Timeline

Without advocates correcting negative attributions, subjective failures become sticky, career-limiting facts.
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The Paradigm Pivot: From Organic Privilege to Systematized Practlce

N
The Default Architecture - Organic Networks The DeS|gned Archltecture Systematlzed Advocacy

Mechanism: é <1 |
l Cross- Boundary matching 'P [i

V|$|b|||ty

Transparent opportumty allocation

Accountability: ’ | <
<N K lKPI driven and tracked via dashboards ot @

Outcome
Equitable access to the rooms where
decisions are made.




Blueprint 1: Mandating the Explicit Cross-Boundary Sponsor

— =~ =
Step 1: Step 2: Cross-Boundary Step 3:
Explicit Distinction Assignment Outcome Tracking
EE (%‘Z | _ssermas]
Establish that sponsors Require leaders to sponsor Track advancement rates by
accept responsibility for individuals outside their direct demographic group.
advancement, not just advice. organization to prevent talent
hoarding.
v, v V.
Evidence Cards Evidence Cards
Deloitte: GE’s Session C:
Required senior partners to sponsor high- Quarterly talent reviews mandate leaders to
performing managers for partner ranks. sponsor individuals outside their function,
Result: Women advanced to partner 30% providing specific evidence of readiness.

faster than historical rates.
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Blueprint 2: Demolishing the Invisibility of Opportunity

Visibility creates pressure:
Publicly announcing project
teams surfaces disparities that
organic networks hide.

T

Transparency Dashboard

Who is assigned to High-Visibility Projects Promotion Rates

Gender

l

Employee Empowerment:
Internal platforms displaying
anonymized data allow employees
to identify when they are under-
sponsored relative to peers.

Salesforce: Adobe:
Executive leadership instituted radical transparency around promotion Career platform displays lateral moves and project assignments, allowing
rates by demographic, forcing immediate examination of sponsorship gaps. employees to request conversations when development gaps appear.
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Blueprint 3: Engineering Bias Out of the Talent Review
[ TheSingleVoice |

® Requirement 1: Presentations
from multiple advocates, not
just the direct manager.

Requirement 2: Mandated
Review Board specific behavioral evidence
(leadership capability, client
: impact).
One manager advocates Result: Dominant personalities
for their direct report. win; subjective language (“lacks

executive presence”) masks bias. Requirement 3: Trained
o facilitator to probe vague

assertions.

Case Study Evidence

McKinsey & Co.:

Redesigned promotion candidate reviews to mandate multi-advocate panels. Resulted in surfacing talented individuals who previously remained
invisible and neutralized personal relationship leverage.
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Blueprint 4: Scaling Advocacy Across the Enterprise

Rotational Executive

Exposure Anchors
High-potentials complete Each rotation pairs the
cross-functional, employee with a senior
multi-year rotations. leader who commits to
advocacy beyond the

assignment.

Community
Forums

ERGs and communities
of practice paired with
active executive
SpOoNSOrs.

Unilever’s Future Leaders:

3 two-year rotations with
explicit sponsors.

Participants advance to senior
leadership 40% faster.

r

Johnson & Johnson:

ERGs paired with executive
sponsors who view the
relationship as a direct talent
pipeline, held accountable for
cultivating diverse talent
from within the group.
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The Accountability Engine: Tying Advocacy to Governance

' The Portfolio Requirement (P&G)
Executive Advocacy Scorecard . , _
- - _—»| Senior executives must annually report their

sponsorship portfolio, proving diversity
across gender, race, function, and geography.

Advancement rates of diverse
direct reports.

Representation of sponsored

talent in succession pipelines. [ The Financial Tie-in (Intel)

: Executive bonuses directly tied to achieving

Cro_s s-functlonal strzt;:h -~~~ ~" diversity hiring and retention targets.
A3 TMOTIES SHGHIION Advocacy becomes a business imperative,
SRONS065. not an altruistic behavior.
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The New Architecture of Access

Mentorship

Builds the Capability
of the individual.

Sponsorship

Builds the Velocity
of the career.

Systematized
Advocacy

Builds the Resilience
and Equity of the entire
organization.

- PR I R R N\
Organizations that thrive do not leave access to chance. They transform advocacy

from an informal privilege into a systematic enterprise architecture.
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