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Abstract— Establishing and growing internal and external visibility are critical skills. Technical careers depend on this visibility. Most technical people do not know where to start to pro-actively manage visibility. With some simple and concrete criteria you can build and measure your "visibility plan”. Visibility becomes a concrete measure of the career path. In 2004, Marianne Le-Huu led a Technical working group at IBM France on Technical Resource visibility. This group delivered a Quick Reference Card published on the IBM intranet. In 2005 she presented it during two Professional Leadership Technical Exchanges at IBM Corp, one in the US and one in Vienna (Austria) for Europe.

Introduction

Most women and most technical personnel tend to forget about making themselves visible, so the purpose of this paper is to help people and especially women to become aware of the importance of their visibility, and to give them keys to make it progress. We will define what we mean by visibility and why it is important, then we will explain why technical leaders must take visibility into account in order to boost their careers, and lastly give some concrete advices on how to measure, balance and improve one’s visibility.
What is Image?
Image is  the perception other people have about you as a whole, for example they can that you look smart, are competent, speak clearly, did a very good job in a given situation, and trust your technical skills. This feeling is not only based on technical skills but also on many different things and perceptions they have. This perception can come from direct contact and from your good reputation, or from any communication they heard or read. 

Mastering your image is a major component of your career, and establishing and increasing your visibility is a key to success. Though, image is not the first priority for many technical people; they usually concentrate on their technical skills and fear appearing to be over confident. They tend to think that excelling in their skill domain will be enough to be recognized one day. But all well known scientists are famous because they take the time to use all media to work on their image: they publish papers, write books, appear on TV, or talk on the radio for example.  
Too much modesty can be an impedance to developing a brilliant technical career and can prevent the technical person from having an influence on events. Lou Gerstner, former CIO of IBM, used to say to his associates:
“There are four kinds of people, our value ‘trust and responsibility’ is about moving or staying in the first category:
· people who make things happen

· people to whom things happen

· people who watch things happen

· people who don’t even know things are happening”

People who make things happen are identifiable as “super” people.
What Does Visibility Mean To a Technical Leader?
You can feel how your image is perceived by others in different circumstances, like:
- How clients react when you talk to them,

- How your peers react when you register a patent,
- How your manager reacts when you win a deal,
- How your networks react when you offer your help, and
- How your family and friends react when they are proud of you…

Visibility can mean different things for different people. For a sailor it means how far he or she can see given the earth radius, for a technical person it is a different kind of equation, including :

· technical competencies, 

· behavior and communication, 

· outcomes and results.
Visibility, though, does not mean over confidence. A certain amount of visibility is necessary, too much visibility can cause an sensation of “overflowing” around you. So you must carefully balance the three categories in order to produce a positive image.

Visibility is critical for the career of technical leaders because it is the only way to be known and therefore to progress and be recognized. It is important for any new step in a career and a link to success. Tools like Internet can considerably help in building and “selling” one’s image, deliveries or competencies to the world. Many famous technical people have added visibility to their working habits and use it like any other tool.
And there are some very simple principles on the way to work on visibility:
· first make your competencies visible,
· then they must be recognizable, and
· third they can be financially rewarded.
Though, many technical persons – and women far more than men - are reticent to appear too forward or immodest, working on their own visibility is difficult because many of them must first overcome their fear of visibility. Therefore the first step is to know yourself and to admit this fear exists, and understand how it influences your behavior: why you may feel uncomfortable when you have to communicate on successes for example. 
Measuring Visibility
In this section we are going to share with you a new and innovative approach to manage visibility.

Image depends on the perception that other have about you. Three domains are mandatory: skills, outcomes, and communication. This study proposes a way to master and develop your visibility. 

The first step is to assess your position at a point in time: career target (in 2, 5 and 10 years), actual visibility and then build a precise roadmap. This can be done with help from mentors, and must be review with your manager(s). Be sure to take into account your organization’s trends and directions and the potential impact of other cultures, when targeting international visibility.
First step: Our 2D analytical tool helps you make inventories of your technical skills (learning courses followed and qualification procedures or certification obtained) and your outcomes (deliveries, intellectual capital, and projects deliveries). Both directions must be well balanced to guarantee a good visibility. After the assessment you must imagine and select actions to develop yourself in both directions. You can record all your progress in a 2D maturity diagram like this one : 
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Then we add a third dimension to our graphic: Communication, which makes your efforts visible in both competencies and outcome.
Here are some ideas to develop your internal visibility:

- Professional contribution:  demonstration of great client missions, intellectual capital contribution, patents contribution, and internal publications (e.g. white papers)

- Career management: internal profession evolution (e.g. certification), internal learning courses, mentoring, and certification or other boards participation,

- Peer to peer demonstration: internal publications, peer networking, and technical leaders networks, and
- Corporate programs: workshops participation, internal events contribution (national or international), and women in technology programs

And here are some ideas to develop your external visibility: 

· Competencies : technical leadership, clear communication, relationship skills, and charisma,
· Giveback : patents, expertise, publications, and articles, 
· Impact : large business scope, influence,and  client executive event participation, and
· Channels : executive events, conferences, forums, courses in universities.
Based on your inventory and your visibility objectives you can build a 3D progress plan, which will help you to structure your roadmap.

Second step: Once you have built your first roadmap you must share it with managers and mentors and get their feedback. This will help you revise your visibility objectives and build attainable targets which are consistent with your maturity diagram.
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You have to check with mentors and managers to determine if they support your objectives and chosen development areas. You must remember to take into account cultural differences, when you mentor(s) and/or manager(s) come from other countries.

From an IBM perspective, visibility is internal emulation as well as a good marketing tool for clients. For the technical specialist, whichever organization he/she belongs, visibility helps career management, promotes recognition, has real content (it is a clear path with step by step criteria which define different levels of visibility), and has to be consistent across all geographies.

Third step: After discussing your roadmap with mentors and managers, you can establish a revised roadmap, which now makes you ready to start. 
The gap between steps can look very big so you have now to be organized, patient, and work hard. You have to establish priorities and make a rational and logical step by step plan to grow your visibility without forgetting it will always be based on your skills and outcomes. Qualification is important and it gives you a stamp to rely on. You also have to find the effective channels for visibility, and look for catalyst persons to support your progress (executive sponsor, mentors, managers, and peers)

Before starting: Your manager can have a considerable influence on your visibility, so you have to check his/her support and ensure he/she will keep on helping you to grow. He/she can help you build a personalized plan, measure visibility, provide means to communicate, and look for “catalysts”.

After starting: Do not forget to measure your progress. You can use indicators like collaboration with peers, feedback from peers, executives, managers, mentors (internal and external), outcomes and deliveries, awards, and client feedback. Use all these elements to build your own visibility scorecard.
Conclusion
When visibility is not proactively managed, nobody notices you, and it takes longer to achieve optimal visibility. Therefore each small element (visible and tangible ones) must be recorded, and step by step action plans must be built. You are an actor of your visibility, a memory of you visibility actions, and the owner of your own roadmap.
Technical leaders’ images depend on their visibility, and it is possible to promote yourself by working on it. With this method you can join the technical super stars.
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