
Key Take-aways:

1. Embedding Values in Every Aspect: Company values should be actively used to inform decisions at critical junctures, such as hiring, onboarding, and employee reviews, making them central to daily operations.
2. Consistency is Key: Values need to be consistently integrated across all company processes, from recruitment to employee development reviews, to ensure they are not just theoretical but actively practiced.
3. Values in Recruitment: Utilize company values as criteria within the hiring process to ensure new hires align with the company's culture and ethos.
4. Values in Employee Reviews: Incorporate values into the employee growth and review process, using them to guide feedback and development discussions.
5. Daily Conversations: Company values should be part of everyday conversations, reinforcing their importance and ensuring they guide daily decision-making and interactions.
6. Leadership's Role: Leadership should exemplify and reinforce values, demonstrating their commitment to these principles in their actions and decisions.
7. Training and Development: Employees should be trained on what the values mean in practice, ensuring they understand how to embody these values in their roles.
8. Measuring Impact: Regularly measure and reflect on how well values are being maintained and lived within the company, adjusting practices as necessary to better align with these core principles.

Transcript:

Speaker 1
Hi, everyone. 

Speaker 2
You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about bringing company values to life. This roundtable was led by Kevin Matys, CPO at Cherry. In this roundtable, Kevin used Cherry's values as a case study and walked us through how they're used externally and internally, from recruitment to employee growth. He really did focus on the bringing them to life and less on the how do you write them in the first place. So what the attendees found particularly helpful was how they're used to inform decisions at these critical junctures and how that translates to day use among employees. The central place. They take the consistency that's needed across both the hiring process and every six months in the employee growth reviews. 

Speaker 2
So they're not just hypotheticals, they're present all the time, and your company can get there, too. So if you're wondering how, keep listening and you'll find out. All right, let's get started. 

Speaker 3
My name is Kevin Matice. I am the chief product officer at Cherry. Cherry is a data management platform for real estate. So we help our clients, who are large commercial real estate investors, take their. They're public, they're private, they're internal, they're third party data. We pull it all in, we standardize it, we model it, and then we deliver it back to them so they can make better investment management and underwriting decisions. I've been with Cherry now for four and a half years. Started when were, I think, twelve people. We're a little over 100 now. I started before we had any funding. We're post series b. So I've been through a lot of change with the company, right. Have seen us grow in multiple stages, have seen us go through basically a lot of bouts of hiring that have been calculated and less calculated. 

Speaker 3
And one of the things that I always came back to was how awesome our co founders really were at rooting us back in our values. It was so critical as the company grew, became more distributed during COVID there's a lot of different challenges that I think we would have had a hard time handling if it weren't for the values that we had in place and the way that we deployed those across the organization. So I'm really excited to talk about how we came up with those values, how we embed those values within our day to day, and how we think there's, you know, helping us and the people who work at cherry better generally. So with that, I'm going to go ahead and kick it off with a little game. So let's start and take a little poll. 

Speaker 3
What we're going to do here is score ourselves. So I have five questions with points next to each question, and we're going to go through. And what I'm going to do is ask each of you to take a look at these, score yourself, and then in the chat window, post your total score. So five questions. Right. Do you have company values defined? If you do, are they published internally? Are they published externally? And then a few questions about where they might be used. Are they used in the hiring process? Are they using your employee review or growth process? And then, you know, finally, the biggest one that, you know, we're always looking to drive is are they used in day to day conversation across the organization? So these are presented in an order that's pretty purposeful looking at kind of the process here. 

Speaker 3
So let's see. I would love to hear a little bit more just for the people who were at 25, was it mainly because the first three you feel like you've executed on, or was it some other combination? 

Speaker 4
So I put 25 and the first three, we did execute on the last three. It's inconsistent. So I didn't want to inflate the score, which is why I stopped that third bullet point. But playdiff, which is a company that I work for, we are revamping our values and we're coming out with our new values next month. And we really want to make sure the last three bullet points are part of our values. 

Speaker 3
That's awesome. That's awesome. Who is our other 25? See, Lauren? 

Speaker 1
Yeah. So here we very much similarly, I would say we actually recently refined our values and defined them internally and shared them through all of our teams. And so now it's kind of going through rolling them out. I believe we've updated them within, like, externally on our website here now. So now it's actually digging into our hiring process and our review cycles to get those reflective in there as well. So wouldn't say we're quite there yet on the last three points, but we're getting close. 

Speaker 3
Awesome. And just so I know, Lauren, what's your role? 

Speaker 1
I'm the people, operations and recruitment manager here at S 44. 

Speaker 3
Awesome. Makes sense. And then, Lucia, what was yours? 

Speaker 4
I'm the people manager at Plato's. 

Speaker 3
Okay. Very cool. And then let's. I want to talk a little about, too. Sandy and Barry, you all are pretty far. Sandy, I'm interested. How did we get to 44? 

Speaker 4
You know what I was doing? 

Speaker 1
I realized what I did. 

Speaker 3
I didn't. 

Speaker 4
I was doing on a scale. I said, well, we're halfway there. So, for instance, I was saying, you know, we're not necessarily used in those day to day conversations. I didn't give myself the full 30 points. It was just messing up the number scale here. 

Speaker 3
No, I like it. I like it. Is there any place where you think you're really strong, you're really weak right now? 

Speaker 4
We're really strong with sharing our values. So anytime I'm talking to a potential new hire, somebody reaches out saying they're interested in the company. I'm always sharing what our values are, because they either scare you or they. They really speak to you. So where we're not using them very much are those day to day conversations. But we're having some struggles with our values right now and also going through the first stage conversations and revamping them. 

Speaker 3
Got it. Got it. Okay. That makes sense. And then, Barry, you're killing it. Are we basically everywhere but day to day conversations right now? 

Speaker 5
Well, I mean, I'm probably very unique. It's that we're a very small firm, and we're consultants, so it's. Anyway, so I took points off for publishing them internally and employee reviews, because we don't technically do employees reviews the way you would sort of normally think about employee reviews. So I docked myself there. But, I mean, we use them in our hiring process as we think about consultants. I use them all the time in our conversations as we pitch work for clients, talking about our values, because those values infuse the. The kinds of things we do and how we approach all the work that we do. So maybe that was sort of the rationale there. 

Speaker 3
No, that's great, though. I love it. And then, Alex, you're pretty far along. Are we anything you're really good at or you feel like you need to improve a lot? Oh, we're terrible. 

Speaker 6
All of them. The, We did a really good job of building values in the first place, and then we let the team put together a community, like a board of people, to look and rejigger our values. And I think they did a horrible job in that our values went from being really specific about us to really general by anyone, as is the nature of groups coming together to make sure everyone's happy. We're in stealth, so we can't publish them externally, so we're automatically 15 lower than you. We're doing a really bad job of using them in day to day conversation. So, like, I would say we're good at. We've defined them. They need read. They need to go back to what they were. I'm just curious as to how everyone's using the best, because in day to day, it's not. 

Speaker 6
I don't really think it's existent. 

Speaker 3
Sure, fair enough. Okay. And then, Dan, we're at a one here. Is this something that you all have thought about? Is it a brand new concept? 

Speaker 7
So we use a couple of, like, characteristics that we look for in the hiring process. Like, we check to see if somebody loves to learn. Right. That's, like, a key quality. So, for control events. But we don't have to find values. And we've been stuck on it because I think we keep going through these, like, monolithic processes to create values, and nobody's ever happy with the end result. So we kind of toss it. We've gone through it, like, three times now, so I don't have any, which is why I. 

Speaker 3
Killed it for. 

Speaker 7
Yeah. 

Speaker 3
Okay, awesome. All right, well, then it gives me a good idea of kind of where everybody is in this journey. I think it's fair to say that company values have become a relatively a standard. Right. Everybody across, especially those of us in people management at smaller companies, have said we want a set of values. We want something that we can route people to so that they understand what we believe in as a company and what things they can focus on in order to better employees of the company, but hopefully also just better people in general that their colleagues enjoy working with. So I think that's a good idea of where we are. 

Speaker 3
So I wanted to talk a little bit about how went through this process and then mainly focus today on how we deploy it, because I think the way that everybody comes up with their values is going to be a pretty non standard process. I dont expect that to look the same across different companies. And I dont have a concrete framework to say, this is how you go defining what those values should be for your company. Frankly, I would leave that to people who are far smarter in that area than I am. But I'll talk a little bit about how. I think once you have those defined, which a lot of us do, some ways you can roll that out to the organization internally, externally, and get people engaged so that we can have them talking about it every day. 

Speaker 3
So, really, the way that we thought about it when we looked at our company values at Cherry was they're the core tenants that we believe employees should strive towards to be the most successful version of themselves at Cherry. Right. And that was something that just was mentioned where Alix said, we started with something really specific and then we ended up as this general, probably something around being a good person. And it's like, well, yeah, great, let's do that. But we wanted them to be really specific about cherry so that there was always something to go and tie back to when especially you were hiring or especially you were trying to grow someone within the organization. It was really important to us that they were specific when we thought about how they were going to be used. We wanted to do a few things. 

Speaker 3
We wanted to a attract new talent when we came up with this. And if you think about four and a half, four years ago, the job market was ruthless. Getting good talent as a small startup in New York in the data and tech space was brutal. So we wanted a way to differentiate ourselves to attract good talent and good people to the organization. As part of that, we wanted to evaluate people. If we said these are the core tenets of our organization and were in this phase of rapid hiring, one of the hardest things to do was say, you know, we're going to hire really quickly and we're going to double the size of the organization in a few months. But we're also going to show the people that are already here that we're not just bringing on anyone. Right. 

Speaker 3
We're going to bring on the highest caliber of people that you want to work with and people that meet our values. We also then wanted to tie employee performance back to it because we didn't want to make the mistake that I've seen at larger organizations where employee reviews, feedback sessions, whatever it is, was tied to only numbers or tied to the number of leads you brought in, the number of sales you closed, the number of products you launched, whatever it was, and then drive personal and team goals based around that feedback. So those are the things we wanted to do. And I'll start by talking about what cherries values are. So when we thought about them, right, and this is our careers page, this is one of the places that we really specifically focus on having these show externally is collaboration. 

Speaker 3
And we say, why? Okay, why collaboration? And what does that mean? This is maybe one of the more broad ones, but we strive to define it in a way that was a little more specific for us. We went through and we thought about all of this content and thought about someone who's going to work at Cherry and why is this important to them? Why does someone want to come work at Cherry because there's a value of collaboration here. A lot of this, for example, was, you know, as someone who's coming in, you want to know that you're joining a group of smart people who share ideas you're going to learn from. You can aspire to be more like, right. You can, you can be part of that culture and, right, that was a key focus of getting that out there, hunger. Right. 

Speaker 3
You can imagine you get a lot of people who are not necessarily cut out for the startup world. And it was, we added explanations here because we didn't want it to just say you work 100 hours a week because we're a startup and that's hungry. That wasn't the message and we wanted to be clear about it. So we said, whether it's your discipline, it's product management, it's sales, it's customer services, whatever it is or its domain, you're striving to do more and you're passionate about that. And you're not just accepting that kind of minimum bar. Looking at empathy, we thought this was really crucial. We're a product led company. We build products to add value for our clients. 

Speaker 3
We needed to not only have empathy for the people we worked with, but for the people were serving and understanding the problems that they were solving and understanding how to work better internally as teams was part of empathy. Right. We really wanted that to shine through, asking why? Right. Responsibility, this is a big one and you all can probably resonate here. You have a really small company of a small group of people, everybody's wearing multiple hats. Responsibility was that phrase, not my responsibility doesn't exist. We wanted to make that super clear that was the type of culture that were driving. This is where we get specific real estate that doesn't show up in most company values. 

Speaker 3
But our co founders, when they started cherry, said, we really, really, we want to be the best at connection and management of data within the real estate space. We don't do anything else. We don't do weather patterns, we don't do credit card data, right? Like we do real estate data and that domain knowledge, right. And if you will, talk about how we tie that back. But when we're thinking about personal growth and goals and growth at the company, having a specific value that drives around the domain of your business can be really important in making sure that people know, right, you need to be a domain expert. One of the reasons that we're competitive and one of the reasons we add a lot of value is because we're all domain experts in this area. And then finally excellence. 

Speaker 3
This really led to, I see this as the all encompassing of the values. It ties to quality, it ties to hunger, it ties to responsibility. This is almost the wrapper around all of them. Now our co founders decided originally they wanted something that spelled out cherry. It does not have to be an acronym, but I think having some mix of really specific domain driven values with generally the culture you want to build at your company is okay. It's good to have these be softer. But at the same time I think Alex, to your point, being really specific about what you want is critical because otherwise they don't mean much. I'd love to hear a couple of examples. Does anybody have any of their company values that they're especially proud of? Anything that really stands out, I can go on. 

Speaker 6
We stayed away from one word and we looked at what are the actions we're looking for in a way. And so we value those who have strong ideas but loosely held, which is the idea that hey, let's start up, pitch the hell out of your idea and then we're going to go after Jenny's idea. So everyone drop what your baby and support Jenny's idea. We had hard on the problem, soft on the people. So I think that's pretty self explanatory. But like this is really fucking challenging what we're doing. Don't make it personal. Don't beat up someone because they made a mistake or didn't hit a deadline that was made up in the first place. We've got loads. I can stop there on other speed. 

Speaker 3
I really like that one. Anybody else have any they're really happy with? 

Speaker 4
One that I speak about here at lunchbox is act like you own the place. So this is my, this is one for us where we can get away, you know, welcoming the people, not getting away with that, but welcoming people who understand the startup space. So coming in, understanding that you're not always going to have a typical eight hour day to go above and beyond, but also taking a look at spending and everything else that happens within the organization. So at the end of the day, when you're going to make decisions, act. 

Speaker 3
Like you own the place, talk about. 

Speaker 4
A plan, ask others within the organization founders and just being able to have an open conversation so that we can just make better decisions. One that I really love here. 

Speaker 3
That's a really good one. I like that. I was told once you'll never be as passionate as the co founders and you shouldn't even try because you're going to kill yourself. But I really like the responsibility aspect of that, the ownership of. That's huge. Anybody else they want to share? 

Speaker 1
I think the two that I'm probably most proud of would be our commitment to learn. So offering the resources and the time to kind of sharpen your expertise and then the other one's people first. So obviously, like, treating others with respect, but going beyond that and recognizing that family and health takes priority and, like, having that space to kind of devote to yourself before the workload is pretty paramount and helps what I do. 

Speaker 3
Seriously, I mean, with the, like, mental state of everybody right now, that's huge. Those are great. Awesome, awesome. So those are all good. Let's talk about how we thought about them in a life cycle. So there was kind of three core tenets and hiring, obviously, I talked a little bit about that. Right where we wanted a rating system within our interview process, published values on our website, then we got into planning. So it wasn't obviously there was a people component of values, but there was also a way that we did work and the way that we executed at Cherry that came into here. And as a product person, that was really forefront. And that's where we started to want to tie these to personal and team okRs. As you think about okRs, especially in that process, these values can really become true. 

Speaker 3
And that's where having a really specific value, for example, like real estate in our case, made it even easier for people to tie. They said, okay, what can I do? What can I do to better at real estate? Maybe I should go take a class or take a course, or maybe I should go learn something about the real estate industry, even if maybe I'm a data engineer, but I work on a company's connecting their accounting system. So maybe I'm going to go learn a little about real estate financing. And that made it really easy to tie that to both real estate, but then also hunger. You're like, oh, I'm going above and beyond, and I'm doing those other things that are growing me within Cherry's values. And it was always easy to tie your personal okrs back to that. 

Speaker 3
And then finally, that's where it loops all the way back into employee growth, where if your feedback from employees about their peers, about their managers, about the people they work with was centered around those values, then it was really easy for someone like me as a manager to come and say, hey, right, so and so. You were a little short on empathy. When we talk about your goals, you know, your personal goals next toward, or how are we going to quantifiably get you higher on that empathy scale? What are some of the things that we need to focus on, and what are some of the things we need to do? So. Right. We talked a little about the career page and how our values were added there. I think I couldn't overemphasize this enough. 

Speaker 3
If you have the ability to publish this and especially tie it to your hiring. So many people have joined Jerry saying, I really, really love that you all posted this. I had an email, and I can't really show it to any of you, but it came in a few hours ago where were talking with a potential hire about, like, the DevOps swarming model and how you have teams of teams. And we sent her an article, said, hey, can you give us some feedback on this? And she wrote a bunch of bullet points about the article, but then ended up tying a bunch back and said, I can see how if we employed this, it would tie to this value, or if you did this, it would really focus on this value. 

Speaker 3
It's kind of amazing how someone that early on in the process, before they're even an employee, has already attached to those values. And I think that it also helps center your interviews. So if you know. And that's kind of where we continue on to the interview process. Right. People have read those values, they understand those values. We use leverage for our hiring platform, and this is one of the forms, just like a little cutout of it, obviously. But everybody who interviews anyone at Cherry ends up ranking the person they interviewed on our values. And all of the text boxes and the free text around this focuses on response to that. Now, obviously, we're testing them for hard skills and their ability to do the job, but. Right. This is a key part of that. 

Speaker 3
And if anybody comes in and ranks someone really low, the way that makes its way into our hiring process is we do a hiring retro for everybody we interview. So what happens is these scores kind of get tabulated, and then we all come together, right? If, let's say, six people interviewed a candidate, then we come together, we have a 15 minutes or so. Retro. After everyone's spoken to them and we count down, we say, three, two, one, give us a score. And you can see we have four options here for ranking, and everybody holds up a number. Three, two, one. Which is basically the average of how they did against our values and whether you thought they should hire them. And the way that we then take that as if anybody is a one. It's a pretty hard no, right. 

Speaker 3
If anybody within that entire hiring process said, you know, they're a one because they showed complete lack of responsibility. And this is why. Right. It's, it's going to be really hard to hire that person. And then we say, if anybody is a one or a four, there has to be some quantifiable feedback they give. So if you said this person is a four on real estate, they are a domain expert across the board. They're going to come in and they're going to kill it. They know everything there is to know about real estate. You have to actually go and explain why. Let's get some quantifiable examples. Let's make that concrete. But you couldn't just go and say, I'm a two. I don't have much to say. That's not going to mean a whole lot. 

Speaker 3
So this is how we've tied it into that hiring process. Has anybody else tied their values into the hiring process? I forget if anybody said yes to that. 

Speaker 7
This is weird. What I'm getting a sense of is that I already have values and I've already baked them into my hiring process and I should probably back them out from there. And that's what they actually are. Because I have five scales that we rate people on that kind of match up to what I think the five most important characteristics of somebody to hire are. So, yeah, we do this exact same thing. 

Speaker 3
That's really cool. What are some of yours? 

Speaker 7
I can pull them up. It's a lot around, like, their communication skills. They need to be able to, like, we're consultants, though. They need to be able to communicate their. Their findings, their outcomes, their whatever it is on. Wrong. Wrong browser window. Let's see. It's their intellectual motivation. So, like, what's their drive to learn? Are they driven to master the craft that they work in? 

Speaker 3
Let's see. 

Speaker 7
Trying to pull up an interview we've already done. Here we go. Their adaptability, like their ability to survive, like, a rapidly changing environment, their self awareness and then their technical aptitude. So, yeah, those are the five for us. 

Speaker 3
It makes a lot of sense. Does anybody else have something similar where they are kind of rating potential hires on a scale even loosely associated with values? 

Speaker 1
Yes. 

Speaker 6
Sorry, go ahead. 

Speaker 1
I mean, yes, we definitely have, like, scorecards tied to our ATS that is very similar with, like, lever that there's. Except it's like, definitely no. No. Yes. Strong. 

Speaker 3
Yes. 

Speaker 1
I would say our buckets aren't as clear so as to, like, tying it directly to what our five value statements are. That's where I need to, like, again, we recently refined them as of last month. So that's like kind of dragging them through our entire lifecycle process. But I really like how you guys did this and have like the pointed questions too. Under each, like, topic is something that they need to think about. 

Speaker 3
Awesome. What were you going to say, Paul? Yes, I was going to say we. 

Speaker 6
Did this really well at Alice, I think, where I'd be curious as to how well you do this is, what type of training are you doing with people? If I'm asking someone, I want you to interview them for these three skill sets not related to values. You know, how much, how well, how good are people actually looking for collaboration and hunger within them? Because that's where I found, like, there's a total sliding scale. And some of it I'd have to look at and take with, like, why is everyone scoring down the middle, for example? Because they didn't really look for it. 

Speaker 3
We, we actually see that the most when it comes to the reviews. So the hiring piece. Right. A lot of times we find this at our organization at least, where a lot of times the people who are doing hiring are a little more experienced, a little more senior. Right there we have people who are more junior level on the team who do speak to candidates, obviously, but I think we haven't seen as much need to train everybody almost. Maybe we're lucky here, innately understands that piece, but where we do have to do a lot of training is on the reviews. So we'll see it all the time. If someone's like, somebody's a two across the board, always on everything. You look at the kind of results of their reviews and they're like, they meet expectations on every single value all the time. 

Speaker 3
So what we've done is actually tried to do, I'd say, more impromptu training courses for each department because, as you can imagine, the values differ a little in the expectations depending on what department you're in. So, like, I've had to do a training course with all of the product people on empathy, because for us, empathy isn't just like, how do you work with your team? It's also empathy for your customers and your end users. And I wish we had a more structured piece of this, but we've definitely documented it and we've definitely had to train departments on really specific values because you'll get feedback that people are like, well, I don't really know, what does real estate mean for the finance team at Cherry? Like, how can they be experts in that? And we've had to go and do a session. 

Speaker 3
So one thing I would say is really important when you do this is to have quantifiable ways for people to measure themselves against this. I can't really pull it up because it's internal, but in my career pathing, doc, for everyone on the product team, I have the values broken out and then I have different ways that people at different levels are measured against that. So, like, you know, junior product analyst versus a senior product manager. Here's what I'm expecting you to accomplish from a collaboration standpoint or from a real estate standpoint, against the different values. And everybody on the team has access to that. And when we, when someone asks for a promotion, what we actually have them do is fill out, they have to fill out their own request form for a promotion. And part of that actually ranks. 

Speaker 3
They rank themselves against each of the values and then they nominate people from different departments to recommend them. But that all ties back to the values. So they'll say, like, hey, I think I was super collaborative in these examples. And then the people they've referred will also have to rate against that. 

Speaker 2
I see that Palo's had his hand up with a question. Kevin. Oh, we don't hear you. 

Speaker 3
Thank you. So, Kevin, related to the values. So love this idea. Makes a ton of sense. Do you still have a recommendation at the end of it or do people have to infer one? We do have a recommendation at the end. So there's an overall we do the same scale of four, which is like, absolutely, hire this person. I would love to work with them tomorrow. Yes. Thumbs up. Hire them. But Im somewhere in the middle. Two is a little bit the same on the other side of the fence. Like, Im unsure. Maybe someone can convince me. And then a one is, you know, no way I'm ever going to work with this person. Like, good luck trying. Awesome. 

Speaker 3
And then is there some sort of correlation that you do, let's say, six months in or a year in during your reviews as to how they interviewed what the expectations were? Just curious to see how that feeds into the hiring process. Right? Yeah, I would say that's one area we've talked about doing. We do it pretty well in our reviews where we kind of track changes over time for people. We don't do it as well in the hiring process, but what we do have is what we call a hiring thesis. So anytime you want to hire anybody at cherry, you have to write a hiring thesis, and part of what you have to fill out as the hiring manager is how they line up against all of our values. 

Speaker 3
So, you know, and then that goes into not only how did they line up, but we have some sections for things we know we'll have to watch out for and focus on if this person joins, and then when we're going to check back in on that. So we've gone, I'd say, as far as documenting it and making sure at the time of hiring someone, everybody's aligned. We haven't gone as far as saying we're going to look at the data and correlate, like how we've done over time versus what our rankings were. But maybe with our next round of funding, we'll have someone who can do that analysis. That's a good segue, though, into reviews. So this next section is, we do quarterly reviews at Cherry. And two of those. So every six months, one in June and one in December, includes feedback from peers. 

Speaker 3
So the mid quarters, the Q two, and the. Yeah, the two in between those include just the employee and the manager, but all of it's ranked here. So what we'll do is we'll say, hey, you know, rank somebody on collaboration and then give support. And we've employed that same rule where if you give someone a one or a four, so, you know, doesn't meet expectations or greatly exceeds, you have to leave commentary because that's like, that's a pretty polarizing ranking. Obviously, we do the same thing if somebody wants to get promoted. So this is really a way that always ties every single review and even company growth up against this. And this is where we actually have looked at the data. So here's an example of what everybody looks at when we give reviews. 

Speaker 3
So we calculate this, and the chart on the left basically has all of our values around it. You can see four different lines and the numbers one through four here. So that inside gray box is a one, red is a two, green is a three, outer gray is a four, which, again, lines up with this right here, doesn't meets, exceeds and greatly exceeds. And then we look at self feedback and received feedback up against each other. And this is a really powerful tool, right, because you can come in and say, you know, hey, Kevin, you had yourself, you know, you were four on responsibility. Like you think you are crushing it, right? You're handling everything. You're on top of everything. The team was down there at a two, right? And here's the commentary and the comments. That they've left around that. 

Speaker 3
So we have a misalignment here between where you think you are and what the team's expectations are. And, you know, as you're your manager, this is where we're going to come and start to talk about, like, how do you close that gap? Are there maybe some expectations from the team that aren't aligned with what I've expected of you? Right. It's a great tool to say that. And then sometimes it's, you know, Kevin, you have yourself as a two, but the team thinks you're a four. Like, you should feel a little better about that. Right? You should. You're actually crushing it. Everybody is so happy with where you are. So, you know, the focus here is really more around the big gaps between peer reviews and self review, and not necessarily as much around where it is exactly on the scale. 

Speaker 3
The second part really is where you even zoom out further and you say, let's look at the company. These are some real numbers, which is fun from, I think, a year or two ago. So the company, this 667 reviews given, and this is kind of a standard deviation model where we look at the minimum, the maximum ranking of anybody average at the company, and then we look at where they fell in the mean, which is the orange dot, and then the percentile. And we looked at the product team in particular. We looked at all the feedback that individual receives, which was 19, and then where they had themselves. 

Speaker 7
Right. 

Speaker 3
And again, this is a great way of saying, here's the way, you know, the entire company is performing. Here's where you sit, you know, from your peers versus the organization, and then from your peers up against what you thought about yourself. 

Speaker 2
Kevin, do you see the questions in the. Oh, no, there are two questions in the chat. I can read them out if you would like. 

Speaker 3
No, it's okay. I just pulled it up. Is this part of lever? What tool do you use for this visual and performance feedback? This is not part of lever. We actually use a Google form for this right here. So it just drops all the results into a Google sheet. And you can pretty easily. We just use Google visual studio on top of the sheets to generate these, and we've kind of baked the form in the backend to populate it automatically. So the first one, make sure you have somebody to do all the data cleaning manually because it was a nightmare. We've gotten to a place now where we're a little better about it, and it's a little more of an automated process, but I think you could probably do this with Typeform and airtable. You could do this with a bunch of different tools. 

Speaker 3
Google is just super easy for us. Do you battle the conversation of raises during your review cycles, or do you have that clearly defined? It's a great question. So we definitely have conversations about raises during our review cycle. I would say what comes out of it is really if you've gone through a review cycle and, well, there's two pieces, because raises, and I think raises and promotions are different. I talked a little about our promotion cycle, which requires you to fill out basically your own self evaluation, and then you select people from different parts of the organization to fill out that same form and basically make the justification. When we just talk about raises outside of promotions, it comes up a lot against this. 

Speaker 3
So if somebody comes during the review cycle and says, I think I deserve a raise because of XYZ reasons, then one tool that I'll use as their manager to say whether or not I think that's warranted is not just my own personal feeling about it, but I'll go and look at their peer reviews. If they did, if they were an average of a 3.5 across the board, if they look like this one does. This is somebody who's in between, exceeds and greatly exceeds expectations. 19 people review them. Everybody on the team, across the board, loves them. It's really easy for me to go to my co founders and make the case and say, hey, you know, so and so. Like, everybody's in love with them, right? 

Speaker 3
They're doing an incredible job from my standards, but also the 19 people they work with, this is really easy. On the other hand, right? If somebody comes and says, hey, I'd like a raise, and I say, hey, you're down here at like a, you know, the 2.1, like, you had a lot of people who said you weren't meeting expectations. Like, here's the concrete things we need to work on. Before I could say, you know, you're in a position where I would consider giving you a raise. So it can be a tool to try and make those conversations really concrete and not just based on, oh, you know, Kevin doesn't like me, so he's not giving me a raise. Right. It's a really kind of visible way to help someone understand where they sit with their team and the rest of the organization as well. 

Speaker 2
I'm keeping my eye on the time. Kevin, we have about ten minutes, so why don't you talk for a minute about the okrs and personal goals. We'll take a few questions? 

Speaker 3
Yes, absolutely. 

Speaker 2
That can come up. 

Speaker 3
So finally here, just a couple examples. We use work patterns for all of our personal goal tracking, which I love, very real estate specific ones. Like I said, personal goals. So here's some domain expertise. I'm part of the, you know, the data that we have around real estate and having someone, they were going to put together a presentation, learn a bunch about this, train a bunch of people on the team. Empathy from the product perspective, right? We got into empathy interviews with clients and empathy interviews with different parts of the organization, right. And kind of use that. And these are real. That's part of our okrs in here, one of the team level okrs. So you really can use it to tie people back specifically to those values. 

Speaker 3
And then I wrapped it up with, and I think this is a good place to take questions, which is what I see as some of the key next steps, with the first one being start with your co founders, your CTO. Work with them to define values they think should drive the company, the people, the growth. It really does need to be top down, in my opinion. You want the people on your teams to know that the people leading them forward in the company are really a true believer in this value system, that they're saying, not only am I going to spread this out to all of you, but I'm going to hold myself accountable to it. This is one of those examples where I think bottom up could be more challenging in that perspective. 

Speaker 3
Step two, I'd say, is clearly define what they mean, how they'll be used. If they're used in places like hiring, they're used in places like reviews. You can see how people are going to latch onto these. If they're looking for a promotion, if they're looking for a raise, if they're giving feedback on other people on their team, people are going to start to center around this and they're going to get used in conversations. You need to be really specific about how they're going to get used before you just throw them out there in the wild. Three is give clear examples on how to exemplify them. This is really. Maybe I'll find a clean template for you all. But in my career pathing doc, it's really clear on courses, classes, things you need to be able to do in order to meet those values. 

Speaker 3
And then finally talk about them as much as you can. If it's in your all hands meeting, talk about them in your hiring reviews, your company vision. If you're giving presentations, it could be your marketing content. If you're going and trying to attract more talent to your company. There's so many different ways you can get values into the conversation, and I think it's a way more open area than you would imagine initially. So this is where. This is what I would recommend moving forward with. But I'd love to hear any questions, any thoughts, anyone who has done things different ways that they think work well. 

Speaker 5
One thing I've seen work well, which kind of goes with your step three, is also to give examples of what missing the mark looks like or what going too far looks like. Because people can operate in an extreme. It's like, it's almost like the excess collaboration is trying to be consensus driven. You can go too far with that, just testing the boundaries a little bit to be like, okay, this is what too far looks like. This is really the sweet spot we're trying to hit. 

Speaker 3
It's a great suggestion, for sure. Awesome. Anybody else? 

Speaker 6
This is great. One thing we did, Alice, was we did a values awards at the end of each cycle in our company, like co founder keynotes for the quarter. One note is what we'd have people nominate others for the reward and why. I will say that when we gave the first value awards to an engineer in Russia, his parents said to him, what did you win? And he's like, well, that's not the point. If you didn't win anything, you didn't win. So we did have to start culturally. We then started giving out $100 Amazon gift card. And you got a special Alice backpack that no one else can get, or, you know, like a piece of swag that only existed for a values award winner. One note, but in the US, being acknowledged is good enough as well. 

Speaker 3
I think that's award winners. That's a great one. 

Speaker 2
What questions do you guys have? 

Speaker 5
I had one question, Kevin, just going back to your Google form, I did notice that the detail field, the freeform text for details around why they chose the rating was not a required field. 

Speaker 3
Yeah, we've gone back and forth on this one. We have said informally that if you give a one or a four, you have to get feedback. But we do see some people who, if you work with someone maybe tangentially right, you might not have, like, you might have feedback on four out of five, but on that fifth one, when it comes to real estate, you just haven't interacted with them in that capacity. And we're not gonna, you know, force you to type something out. So we've gone back and forth on that, but I think making sure people know, hey, in the end, this data goes somewhere and someone looks at it. So if you give a one, but you give no commentary on it, we're going to come ask you about it. Please don't do that. 

Speaker 5
Just to answer my other question was how anonymous is the data that's collected? And apparently it's not anonymous, which is great. 

Speaker 3
Yeah, it is anonymous in the end when it's provided. But I would say we are small enough teams and small enough groups where when we decide, you know, who the peer feedback is going to be from, as anonymous as it is, it usually is, you know, it's there. 

Speaker 2
Kevin, I'm wondering, I was thinking about Dan from before who mentioned that there you've gone through a few cycles of trying, but you haven't necessarily been able to get people to agree what your thoughts are. Kevin, on team values, if that's something that at cherry, you've gone down to smaller resolutions and let smaller groups of people come up with values for how they work, that might be outgrowths or not even necessarily connected to these. 

Speaker 3
Yeah, we've pushed on that, I'd say through the kind of agile methodologies that we have where we've said our teams, when they form, they define working agreements, which gets down to more granular details like definition of done of tickets and getting into how they work with each other and how they handle scheduling conflicts and stuff like that. So that's where I think we've kind of said to the teams, like, go gather amongst yourselves, self organize to find your working agreement with each other, make sure everybody's aligned. And it's not exactly the same thing, I think, as values necessarily, but it is maybe an outcome of those values at the team level. 

Speaker 2
Yeah, I'm keeping my eye on the time and I want to be respectful. So I'm going to ask everyone to type a takeaway into the chat. Unless, Kevin, you had another way in which you wanted to gather takeaways from the group, some, one thing that you learned, one thing that you're going to look into or possibly take from the session. So let's get those from everyone. Sandy says, peer reviews. What do the values look like in action? 

Speaker 3
Yeah, 360 values. 

Speaker 2
Data analysis. 

Speaker 3
Good. 

Speaker 2
Dan, the realization that you already have values, I could probably back them out of the hiring system. 

Speaker 3
Back from there. Yep. Yeah. That's awesome. 

Speaker 2
I hope you enjoyed this venwise roundtable. If you want to be in touch with the speaker or if you have a request quest for a future roundtable topic, reach out to us at community@benwise.com I'm Maya Dolgen. Thanks for listening. 

