
Key Takeaways:

1. Tailored Onboarding Plans: Create highly customized onboarding plans for executives, recognizing the significant impact they have on the organization and the substantial investment involved.
2. Preparation and Pre-Onboarding: Begin the onboarding process before the executive starts, including understanding potential challenges and setting clear expectations to prevent disruptions.
3. Change Management: Treat the onboarding of executives as a critical part of change management, especially when the executive is expected to lead significant changes.
4. Involvement of Key Stakeholders: Ensure that key stakeholders are involved in the onboarding process to support and integrate the executive effectively into the team and culture.
5. 360-Degree Feedback Mechanisms: Establish mechanisms for continuous feedback from various levels within the organization to gauge the executive’s integration and address any emerging issues promptly.
6. Listening Tour: Encourage the new executive to undertake a listening tour as part of their onboarding, which allows them to understand team dynamics, gather insights, and build relationships.
7. Cultural Fit and Onboarding: Focus on cultural onboarding as much as on technical or role-specific training to ensure the executive aligns well with the company’s values and work style.
8. Regular Check-Ins and Adjustments: Schedule regular check-ins with the executive and relevant teams to discuss progress, reassess onboarding activities, and make necessary adjustments.
9. Long-Term Integration Strategy: View onboarding as a long-term integration strategy that spans at least six months, ensuring the executive feels fully integrated and supported throughout their transition.
10. Success Metrics and OKRs: Define clear success metrics and objectives (OKRs) for the first 30, 60, and 90 days to measure progress and align expectations.

Transcript:

Speaker 1
Hi, everyone. 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 onboarding executives. This roundtable was led by Liale Golan, EVP of human resources at Innovid. In this roundtable, we touched on a few key topics. How do you set okrs for 30, 60, and 90 days? Cultural onboarding and getting buy in from the person's team. One thing that the attendees found particularly useful was to ask yourself in advance what can go wrong during this person's onboarding and then plan accordingly. So we'll hear more about all of that in just a minute. All right, let's get started. 

Speaker 2
Awesome. So I have some familiar faces that I think we've met before. Scott is, like, nodding. Hi, I'm Liel. I'm the Epp of human resources for innovative. I think we've done an onboarding, a roundtable onboarding in November, maybe November of 2022, where I've seen some of you, and I'm very excited for this. My hope is I'm very sensitive to people's time, and I really want this to be a good use of everyone's time. So I will ask to both lean in, but also, I know Ali shared some questions. I would like this to be a discussion, and I do want to make sure that we're touching on everything that's relevant to the people here. So that's my spiel. Thank you for being here on a Monday. 

Speaker 3
Thanks, liao. 

Speaker 4
I cannot miss a session with Liao leading it, so had to be there, just purely based on that. So you all are in for a treat. I've implemented, like, a pretty robust onboarding process for our executives. I just want to look and pick the best ideas that Lielle has and incorporate it and claim that they're mine. 

Speaker 2
Fair. 

Speaker 3
That's what Benweis is here for. Paolo, you're next on my screen. 

Speaker 5
Hi, everyone. We have folks all over the world, we focus on Oracle and netsuite implementations, and we have about 160 people at this point and continue to grow. So what I'm trying to learn from this is we have a reasonably robust onboarding process for everyone in the organization. And my hope is that the executive onboarding process that you'll talk about today, liar, will be even more robust. So I can get some additional tidbits so we can trickle down. 

Speaker 3
Thank you, Barry. 

Speaker 6
Yeah, nice to meet some of you. Others I know, but I run a consulting firm. We do a lot of work with executive teams. Our big focus is in the people space, so we often get called in to be interim or fractional chief people officers. But as part of that role, we're often involved in not only sort of selecting, but often integrating and assimilating new people executives into organizations and oftentimes other executives into the executive team. So just this would be great fodder and detail to have in our toolkit. So excited to be here. 

Speaker 3
Thanks, Barry. 

Speaker 7
Jan. Hi, how are you? The leadership team has been in place for a while, and we're hiring a CFO. So while we have an onboarding plan in place for all the new hires that join, this will be the first time we're bringing someone into the leadership team in a while. So want to get it right. 

Speaker 2
Thank you. 

Speaker 3
That's great. We'll definitely touch on that. Laura. 

Speaker 2
Hi. 

Speaker 8
I think we also have a pretty robust onboarding program, but I don't think we do a great job on the executive piece. I think that there's places we could better. And so generally hoping to learn some best practices from others, but similar to, I think, what Scott said, pick and choose some of the best things that other people are doing and add them to our practice. 

Speaker 3
Wonderful. Thank you. And Dan, I see you. I see you in the participants list over there. You want to pipe in? 

Speaker 9
Hey, some of my diagnosis of the issues that I encountered. I'm looking for best practices to do it better again this year. 

Speaker 3
Cool. 

Speaker 8
Okay. 

Speaker 3
We've got the full spectrum today, so, Lielle, to kick us off, I think let's just start broad, and like she said, pipe in with questions as we go through. We've got some teed up, but I think we've got the full gamut to discuss today. So, Lial, I'd like you to talk to us. What are you currently? What is your current onboarding process look like for executives? 

Speaker 2
So we have a very structured and full of metrics, onboarding process in general for employees, with some caveats for people, managers. But the way we're treating executive onboarding is really customized and different. And part of that is, or a lot of it is from learnings. Right. So what we do is preparation for an executive onboarding because it is so expensive and time consuming to bring an executive in, and because we often bring an executive in when we anticipate change, which can be. So it can be much more disruptive to the organization. I'm super curious about what Dan was saying and why he thinks it failed, but often when we bring an executive, it is because we need some sort of change, and we're experiencing some sort of change. So there's a change management aspect to executive on boarding, and it's very different. 

Speaker 2
What we expect the CFO to bring or sales leader to bring and so on, it really requires. The way we're treating it is really not a blank slate we have. You know, here's how to learn about our product, and here's a body system and so on. But really many more people are involved in it, so more key stakeholders there. We go through several what can go wrong? So who are the people on this team that will probably reject any kind of change, and how do we pull them in advance, and how do we define expectations more clearly? So we're really doing, luckily, we're not hopefully, and luckily we're not onboarding executives very often at any size of company. 

Speaker 2
And so we're really doing a lot of preparation in advance in a way that is different than what we're doing on the regular, across the board global onboarding, which we had a separate runtape before, but is much more structured and less customizable. And one of the things that we learned the hard way is that when it fails, it can be very damaging to the organization. Whether it's the wrong hire or we didn't do a proper onboarding, and somewhere along the line with mismatch of expectations or just well defined success, or we some missed opportunities, it can be very disruptive and takes a lot of money and a lot of time to actually climb back. 

Speaker 2
And so for the level of preparation and pre onboarding, and the length of the onboarding is very different for the executive, onboarding, and really because it's a high risk by bringing an executive to your organization, is disruptive by definition. 

Speaker 3
Okay, so, Leel, I'm hearing a lot of different things that I think we can dive into. And so maybe just to make it a bit more tangible, we can start in the different chunks. You're talking about a lot of pre work that happens even before that start date. So from interview process to start date, what are the can't miss pieces for you? 

Speaker 2
Okay, so when I'm looking, when I'm thinking about onboarding, there is always the pre start date, the post start date, and some feedback loops that are building in the middle. So in the pre start date, it is usually with an executive, a mutual process with the executive. So that is already something that's very different than regular onboarding. We do ask the executive, what would you need to be set up for success. What are some questions you would need? What would you prefer? How do you learn best? Some people hit a lot of meetings. Some people want all the meetings in their calendar loop. More executive. So, for example, if it's someone in the management, basically, I'll take it a step back. We make a plan, we make a spreadsheet with the full plan, which is what we have for most people. 

Speaker 2
But the full plan for an executive, and it includes meeting with the key stakeholders, which is true about everyone. It includes the post day one activities. But first and foremost, it's a thinking process of what would be useful for this particular executive. And it is different, even if it's someone that comes from very experienced CFO, but they come from a very different industry, and we would want to spend time on teaching them understanding the industry or a very different culture. We know in reference checks that they came from very different cultures. So a lot of the prep work we're doing is how can we set up this executive for success? And what would it mean? It usually goes through what may, where it might fail is the first question. 

Speaker 3
Right? 

Speaker 2
Like where, why is it not just a plug and play? Like what may be in the way for success? I love that game. It's my favorite game in a lot of different situations. But why would Scott, I will pick on you, but why would Scott not do well as the coo of innovative? Where can it, where can it go wrong? Right. Is it inexperiences? Maybe my organization is not ready for a CCO. Maybe there'll be some objections. Maybe. So we're doing a lot of prep work in what will this particular executive, and it is customizable. So it's a little bit more difficult than a handbook. And, you know, we all have the same resources and chat. Jupiter can tell us how to do everything now, which is wonderful. 

Speaker 2
But when you're, when it comes to executive onboarding, from my experience, it really is a customized plan. And it has to include what this particular executive, good and bad, look in the mirror need and is aware that they need and what, how your organization is ready to and what needs to happen. So your organization is ready in order to set up this executive success. And the way we're doing it is depending on who's the hiring manager. Often it's the CEO is really who should be involved in this onboarding? It could be who should have a buy in. It could be the entire executive team. It could be particular function in the executive teams. Then it's a collaborative process, both internally and with the executive on how to set them up for success. 

Speaker 3
All right, so in this pre start date piece, some of the biggest takeaways are it's collaborative. And yes, we're trying to understand how they can best be set up for success, what their working preferences are, who needs to be involved, and really thinking backwards from where could this go wrong, and how do we as an organization prevent that? What do we as an organization need to do, either from a culture perspective or a company perspective, to mutually set up this executive for success? So that's up to the start date, right? 

Speaker 2
Yep. And I will say that you do have to ask. Change management is a very big part of bringing in an executive, and sometimes just to fill in a gap. And maybe we don't want anything to change, but often, especially if we're growing and we're working a growing organization, there is a need to also take into consideration. And I think when we fail, it's something we failed in. So it's something that we learn and we ask, like, what is, what kind of a change we expect this new executive to bring into the organization, and then really treat it as a change management and for the entire process, so we can make sure that they're set up for success and the organization understand what is expected of this new executive. 

Speaker 2
So, for example, we recently onboarded a chief commercial officer, and the chief commercial officer is responsible for sales and account management and marketing and is extremely experienced. And we expect them to make a really substantial change in our sales organization and in order to not be rejected by the sales team. Right. Which, again, I really want to go back to Dan's story. We needed to do a lot of thinking and then a communication, at least with the sales leadership, until a certain level of what is expected and what success would look like. And how are we making sure that the organization will be receptive to it, or we're prepping for the organization, maybe not be receptive to it, but we're doing it anyway and so on. So it really is, I would say, usually, especially with executive. 

Speaker 2
For me, as soon as we're making an offer, we're starting conversation how we're going to set up this person for success. And it is hard to set up an executive success this. 

Speaker 3
All right, I want to pause there. Are there any questions? Dan would love for you to chime in here before we even get into the first, 31st, 61st, 90 days. Any additional questions? Paulo? 

Speaker 2
Yeah. 

Speaker 5
How do you ensure that there's collaboration, or do you ensure there's collaboration as you're building out this plan for the new executive, because I'm assuming if they're an executive, they have some experience that they want to bring to bear as well. 

Speaker 2
Can you give more details on this question? So internally, as we're recruiting for an executive, at least at the executive management team level, we usually share progress and who we're talking to and so on. So it's clear, as we're preparing for a new executive, assuming it's not confidential, which is a little bit of a different story, who will need buy in on how we're going to help this individual root into the organization? And then with the candidate, it's an often, it's a very candid, needs to be a very candid collaboration. And, you know, the first conversation I have an executive, they would say, oh, I'm good. Just give me access and I'll figure it out. But in reality, it requires more. Like, here's option a and here's option b. Do you want to meet with all of your direct reports? 

Speaker 2
Direct reports to skip levels at the beginning? Do you prefer to do like, how do you build relationships? How can we help? There is a, there's a discovery process on how to really help set them up for success. And I can share after this. Like what? You know, what do I usually ask as we're thinking and preparing for it, but it's almost like coaching someone through this thought exercise of how they can be successful. Interesting. 

Speaker 5
No, the reason I ask is what I've seen work well, and I've done with some folks on my team. Actually, a lot of folks on my team is ask the candidate to prepare a 30, 60, 90 day plan as well. So the idea is that we're leveraging the experience that they have and we're getting a reaction. We're giving them a reaction to how they think they can onboard. And to your point, then coaching them. Well, this won't work here. This should work here. This has to be done here. 

Speaker 2
Yes, it's a yes. And so we've definitely 30, 60 90 is something that we do in collaboration and often depending on the role. Right. Depending on who it is and from what role we will start. Started. But how do you envision your 30, 60 90 and then work on it together? Scott asked, how long do you give them to onboard? So for me, a real, like a true onboarding of an executive is a minimum of six months. Probably a minimum of six months. And you're making funny faces. So we unmute to respond, but it takes a long time for me from experience, for us, if it's definitely the wrong hire, you know, rather fast, but is it successful and do we have, is it truly integrated into our culture and the goals and the team and so on? It's a six month process. 

Speaker 4
But is that stage dependent? Because I think earlier stage, like, well, at an early stage company, you can't afford to wait six months. In fact, you've had to make a decision within the six months that executive is going to be there or not. 

Speaker 2
Yeah. So let's define what does it mean? Like how long does the onboarding take? So how long does it take before you decide if they can stay or go? I completely understand what you're saying, and we sometimes need to move very fast. And part of the reason the pre work, the pre onboarding work is so important is we need to define what success looks like. Right. What success looks like in 30 days and what success looks like in 60 days and what success looks like in 90 days. And if we're failing along the way, then we have checkpoints and we have some. I literally like to do okrs for it. Right. So actually, what's the objective and how we're going to measure it? What's the objective, how we're going to measure it? 

Speaker 2
Just so we have something to say, hopefully a sense of progress and look how great we're doing and we're achieving our goals, but also something to correct against. However, for someone to say to get to the point in which it's hard for the organization, I don't know if it's hard for the organization is the right words, but someone is truly integrated and seen as the leader and is part of our culture and is part of the leadership team and feels at home and so on. I find that it's a six month process. Sorry. 

Speaker 9
Go ahead. 

Speaker 2
Go ahead. 

Speaker 9
Dan, I was going to ask a question. 

Speaker 3
I was just going to wrap up the point, saying I think there might be a difference between when an executive is additive, which should happen probably earlier in that six months, versus fully integrated and complete or relatively autonomous. 

Speaker 2
Yes. So the 3060 90 have to include small victories. Right? So I don't know if everyone here, we may call everybody, read the first 90 days. It's a how to be manager in your 1st 90 days. It's not necessarily for executive, but it needs to include like this. Here is the small successes that you can, in an executive situation, celebrate publicly, that you know, you're actually moving the needle, that you know, you're moving your. You're optimistic, I should say. Not that, you know, that this is the right person at the right time with the right seats, that they're set up for success. So the 30, 60, 90 have to include it. And then, Scott, if there is. If the person came and they were unable to, I don't know what it was important for them, but they were unable to connect with their team. 

Speaker 2
They're unable to integrate a new process or their failure along the way, you know, much faster. But I like to hear people. I'll go back to. I think it's not accurate from a language perspective, but it's hard to imagine that this person's only been with us for six months. It's hard to imagine that we managed without them. It's hard to imagine that there was someone else in that seat, because it truly is integrated into the company. That is a longer process. 

Speaker 8
Wonderful. 

Speaker 3
Dan. 

Speaker 9
So I've heard a lot about the company to the executive relationship, but I haven't heard a lot about the executive to the team relationship. What are some more tactical things like? I understand that from a strategic perspective, those are the things that need to get done. But on the ground, what do you think follows through with that sort of need? 

Speaker 2
Do you know what it is that they need? So have you identified what is the leadership style that is acceptable for you and your company and that will work for this team? 

Speaker 9
I mean, yes. So I'm. Right now, in the absence of that executive that we just had to fire, I have myself and my chief of staff going through to come up with a strategic plan for them. But, you know, there's opportunities that really only emerge once you've got a strong executive in place. Honestly, it's more important for my team to be happy than it is for the executive. 

Speaker 3
So, Dan, to extrapolate the question out of that, what we're really trying to get at is, tactically, how do you integrate this person into the team? How can you get the team to buy into this person? What are steps that you can take before this person is maybe even officially in this seat to make that team feel like they have a leader that's very supportive of them and someone that they can stand behind? Is that correct? 

Speaker 9
Yeah. Thank you. 

Speaker 3
All right, Leela. 

Speaker 2
I feel like Barry is living in. 

Speaker 3
And what's Barry let's do, exactly? 

Speaker 2
Yeah. 

Speaker 6
I mean, my question is, do they. Do they want an executive? And if so, because I think there's sort of two paths here. If they don't want one, then we need to figure out sort of like the. What's in it for them to have one and get them convinced they could leverage one and that one would beneficial if they do want one, you know what I would say? Engage them in the process. That they're like, look, we want a leader, but the last one sucked. We really want a great one. Engage them in the process, both from a role definition background in the interview cycle as appropriate. Those are just a couple thoughts. 

Speaker 9
Yeah. There's some challenges because they don't really see why they need one. They think that they perform well without one. Right. 

Speaker 2
It reminds me, the famous Google experiment, right? When engineering believe they don't need managers, and there's so much data and there's so much research behind it, why they actually do need, like, all of us, somebody that helped us grow and invest in us and so on. And I agree with Barry. It's whether a. As far as change management, you will need, if you decide that, and it sounds like maybe their happiness is more important than they're doing, okay, maybe they don't need an executive, but if you decide that they need an executive and this is the right time to bring them an executive, then it's the work of pulling them in. At the end of the day, why is it good for me? Not even for us as a team, but why is it good for me as an employee, as an individual? 

Speaker 2
How will I grow from it? How will it serve me? What's the Roi of now? Me having another boss. But also in the first 30 days, a lot of what we mandate is a listening tour, right? So as an employee, you're not, unless something is very broken, you as an executive, you shouldn't come in and break things, right. First and foremost, you need to listen to the team. It's almost like a stay interview, but in reverse. Right? Like, what would make a manager for you? Like, what would make. If that manager was a five? What would have made a mistake? If we would bring someone, if your role right now, I had a magic wand, and I can say yes to one thing. What would that thing be? How would it matter? Like, really is just pulling what. What's in it for me? 

Speaker 2
What's in it for me? What's in it for the team? And it's a fair question. Do they need one? 

Speaker 9
I think it mattered. Well, so, yes, they need one because I can't have ten reports, so that's ten. I already have ten. 

Speaker 2
But that's a perfect. That is a perfect reason as an organization, in order for us to scale and to grow there it is. We have to. We have to be able to build another. To build another layer. We don't have. If we, if we don't have a person internally that can lead this thing, which sometimes is easier for resistance teams, then we want to bring someone externally. And if we had a magic wand and we would invent this person, or the skills or competencies or casts that we bring, what would that person look like? Right. It is, it is. It's the eternal work of convincing them that it will be ideally great for them and in reality, not bad for them. 

Speaker 9
Yeah. So I guess it matters what kind of listening tour you do because the podcast that I mentioned was a really interesting case. That was his first three to six months in the job. He sat down and interviewed everybody about prior projects and what we delivered and what was unique about it, and we produced. It's an excellent podcast series, and it really demonstrates the guy understood the services that were being delivered, but he didn't actually ask the team what they needed. He didn't follow through with like, what do you need to keep doing this? Kind of. He just had an upward and out facing view of it, instead of a, like a downward and in facing view of it. And I think that subtle difference set things off course. 

Speaker 3
I actually want to pivot this into what is the responsibility of the existing executive team to make space for that new executive. How do they, what do you have to do to make that room for someone as CEO? What are, what are your responsibilities in that? Lielle? How do you think about that when you're bringing a new executive in? Well, yes, but if you're bringing someone onto your executive team, particularly if there's going to be a high level of change management associated with it, what do you all think of collectively doing? How do you help prepare the organization for that? And how do you set that person up for success, knowing they might be going into a slightly hostile situation? 

Speaker 2
Clear. So 100%, and often, at least from some directions, challenging. If it's not hostile, it's, number one, clear expectations. So if there is a big change, again, it goes back to change management. We say it like this here. Our product is going to be resistance. We expect product to have to not embrace this with their full, open heart. And here are the three people we think will help change that. We identify them, we're pulling them in advance. We're going to have to talk to Dale and John and Marissa vending names, and really make sure that we're listening to them, make sure that we're explaining the why. Context, context is key. Like why we bring this person, why we think they're going to bring the change. 

Speaker 2
So it's identifying, we're identifying the a, we're sharing with the appropriate people the plan at some what's appropriate level. And then we're often identify who we'll need to bring on board, either as an ambassador for this change or because we know they're going to be loud objectors, how we're going to make sure that they're looped in and feel looped in and respected and heard, even though they might have to at the end of the day manage with the change they're not interested in, but that they feel respected and heard throughout this process. 

Speaker 3
I think that pivots nicely. Liao, you started talking about it, but you talked about a listening tour. If it's not a time sensitive change, where there's, you know, some deliverable, that has to happen fast, what is that? What are you in best practices for that 1st 30 days. 

Speaker 2
Even if there is an imminent change, we still do a listening tour. That's, I think that's, I really do think it's a must, but that it's also very much for our culture. It has to feel collaborative. We try to avoid just top down instructions and at least have a two way conversation. And then what we guide. And again, it depends a little bit on the function because when we do like head of a commercial versus something internally, operations or finance feels a little bit different. I onboarded general council, for example, which was just a very, without a team, it's a very different kind of listening tour. But we identify definitely direct report, definitely at least one skip level at some point if it's a very large team, also round tables, just a greeting meet and ask what do well, what can we do better? 

Speaker 2
What can we do well? What can we do better? What can we do well? What can we do better? And for direct reports, how can I set you up for success? So how can I help you be very successful? What do you want? What will be very helpful for you, or what do you want to do when you grow up? Kind of questions and how can I help? And we usually keep those just for direct reports. It's very, you know, I'm here to help you and what will be helpful. 

Speaker 3
And then going into those 1st 90 days, Liao, from your perspective, what are critical components of a 90 day plan and what do the check ins look like along the way? 

Speaker 2
Okay, maybe we'll start with check ins, right so we have, I'm trying to count. We have various ways of checking in and with various people. So number one, even an even executive get an body and boarding buddy. So onboarding buddy, call them in a boarding, which means that they have another executive that doesn't necessarily, it's not necessarily the person they work with most closely, but we have another executive that is responsible on making sure that they have what they need, that it's going that they get the ins and outs of the organization. We have myself check in, some sort of an HR check in and seeing how it's going and just soliciting feedback and then with the CEO as well, which is something that we haven't done very well in the past because my CEO doesn't love give direct feedback. 

Speaker 2
For example, with the CEO really in some cases, it said beginning, it's almost daily meetings, but at least once a week on how's it going and how we're progressing towards the goals that we set up. So that's that. And then for the 30, 60, 90 days, we usually start getting to the third. Usually the third thing is getting to know the organization. So it's meeting with key stakeholders, it's meeting partners, clients, whatever is relevant for the role. It's a lot of internal, just listening and kind of analyzing what we have, what are some of the issues and so on. By the end of the 60 days, we usually ask for twelve to 18 months plan. Like, what would you like? How do you see progress? Progress or change? So really a plan. And it's easier said than done, by the way. 

Speaker 2
But the 60 day mark is usually where we see that it can be, it's an agile plan, it can change because they're still learning, but we usually ask for that. And then by the 90, we want to see some success. So, and it's very high level. But again, going back to Scott's point, then it needs to be relatively fast. But also the organization kind of pause and is suspicious and trust and making sure that we have the right person. By 90 days, we want to see if we make an OKR out of it. It's usually like one or two tasks or changes or progress, that is that we move the needle and we can actually celebrate. And that means, for example, Dan, it might be a survey to this team, right, that in 90 days they're fine, they're okay. 

Speaker 2
Or it might be that in 90 days they were like, whatever the team decided, that will be most useful for them if you had the time to manage them directly and so on. But then they get a new manager. That thing was, you know, moved from a seven to an eight within three months. You want to. You want to show success, and basically, this is how. And then we go backwards. We want to be able to show internally and externally into the board that. That it justifies the cost and effort. 

Speaker 3
I'd like to open it up for questions related to the first 90 days of exec onboarding. Anyone have any thoughts? Otherwise, I'd be curious about culturally onboarding an exac liao. I think, you know, by the time that you've hired an executive with some experience, usually they can technically do the job. But I think culturally onboarding an executive is. Is a special magic, and would love to hear some best practices around that, because that's where I've personally seen the most failure. 

Speaker 2
Yeah. Like everything in life, right at the end of the day, it's the dynamic between human beings and communication between human beings that make everything successful or not, and we do it in different ways. So, from a very tactical tool, it's funny, I just had a feedback conversation with the CCO that we recently onboarded about six months ago in preparation for this, what went well and what didn't and so on. From a tactical perspective, it's. I'm thinking about what was very helpful was that original listening tours with the context and perspective that was given ahead of time. So we didn't send him blindly, without knowing anything about us, to all these meetings. We did a lot of prep work. Like, this is. This person had been here for eight years, here, there, you know, progression with the company here. 

Speaker 2
So the context behind it, and then the how we expect him within these conversations to handle objections or to really kind of leave the company values. So we have three values that are company values which we can do a whole conversation about, but really, one of them is unbeatable. So we have unbeatable daring and generous can be with your time and knowledge, and daring can be a new product, but can also be speak up in a meeting because you disagree with someone. And unbeatable is not because we never lose, but we don't wallow and go back and win the business. And how. And we really do, I think, have done a pretty good job in living these values. 

Speaker 2
So we've done a lot of prep work with this executive and how going into these meetings, not without context and with the expectations from us that people will feel that he is. That he will leave these values that is very theoretical and just kind of. I don't know words, which is not as easy. But then we got a lot. We followed up and got feedback from the team post meeting. So we've done a lot of just feedback collect. We're not just with the executive, but also with the team. How's it going? It's been two weeks. You had your one one. What can we do better? How can we. Help me help him set up for success. Help me help Dave set up for success. And we got a lot of feedback. Comes across too direct. So direct that it comes across to direct. 

Speaker 2
Changed the meeting 20 times. I found that insulting. And we did a lot of facilitation of how to help the executive was super wonderful and very knowledgeable, understand how we do things at innovative. And that's on the entire executive team. But it is, I think, on the people team and on the CEO. Right. So it's the CEO and the people team together making sure that they are set up for success. The other things that were helpful for him was we do a user guide, which we do for all new employees, particularly, I think, useful for executives. So this is how to work with me and how who I am and how I operate. So, for example, I don't do email. Don't email me. I live on slack. I like little things. But also my biggest pet peeve is when you don't take accountability. 

Speaker 2
Like there's nothing, I don't mind mistakes. And this is my biggest issue. And so it's a user guide also it's a templatize. It's a templatized user guide that we got a lot he said was helpful for him, especially if you do it with your team. So if you get the user guide from your direct reports, as well as how to work together beyond the technical professional items, but really how to communicate. That's why I'm thinking about the culture. And then also one of the things he was saying, one of the things he really struggled with is that we have too many meetings, which I'm sure everybody feels same, everybody's laughing, right, because we have too many meetings. But as a new executive that is owning various functions and need to integrate into the culture, and this was an obstacle in his way to success. 

Speaker 2
And because we had so many check ins, were able to then not eliminate his meetings, but remove the urgency of many of them or scale some things back. I don't know if I answered your question. It is a lot of feedback, it's a lot of prep work, and it's a lot of direct and kind feedback and also a little bit of knowing what your culture is. Right. So that's, it's, as you're said, like it's really being frank, not on your, this is what we would like our culture to be, but being very, this is how we do things. This is what works for us and this is what doesn't work for us. 

Speaker 3
Liao outside of feedback, this is a great question someone asked pre joining this Zoom. What resources do you provide to executives either before they join or in their first months of joining? In addition to feedback and meetings, are there particular resources that you give this person outside of the user guide? 

Speaker 2
We have a couple of books that we manage. So we manage the company in iOS. We do identify, discuss and solve in the management meetings. So we like the first 90 days. So there's a couple books that everyone's getting. There are.org charts that everyone's getting. There is access to the entire team's history. So the records history that everyone's getting. Literally a dump from hris, but it's a PDF with some, just some information so they can do prep work. There is a spreadsheet and a customized learning path within our learning and development system that they're getting access to ahead of time. It's everything from, I don't know, some compliance classes to company values and how we got to them and how we leave them. And then they get in advance a bunch of calendar preparations. 

Speaker 2
So a lot of just time because one of the things we found, one of the things we failed in the past, executives are so busy and that they don't have, they're not able to allocate the proper time to onboard someone else. And so we've done, and it's just something that we've seen in the past a few times just kind of being pushed and we don't want to give a high five and wish them the best of luck and kind of leave it as is. And so we're putting time in advance on a regular basis. Weeklies with this, weeklies with this, monthly with that on, day on calendars, pre joining. So they have at the beginning it's on their Gmail and then it moves to our outlook. But pre joining, does anyone have a. 

Speaker 3
Burning question they want to end on before we do takeaways? 

Speaker 2
If not, I will say that when we failed really badly and we have failed really badly and it's very damaging to the organization. It was almost and we deemed retrospective and like where we failed one I think was the bad hire. We missed something in the hiring process, and that happens, and that's a different conversation. But often were able to. In other cases, it didn't happen that many times. We were able to identify where we could, at minimum, have seen it sooner, made a change within the onboarding process. So it's. It really is. It's a lot of work to onboard executive, but I really believe it makes the difference of whether someone will be successful or not and will stay with. 

Speaker 3
Your organization or not 100%. And just before we totally close the loop on that, Dan, I think to your earlier point, Leal, what are the questions that you ask yourself in a postmortem when an executive has failed? What are the things that you ask yourself so that you can help pinpoint those places to do better next time? 

Speaker 2
So, usually, the way we've done it in the past, we actually went through the 30, 60, 90 and identify where went wrong. Right. So it's beyond what went well and what went wrong and what can we learn from? It is, like, we really made an effort to identify. We did not, like this person, not receive enough product training, and then they went out, you know, whatever it is, they lost the trust really fast. Or this person doesn't come from our industry, which happened to us as well. And there, we didn't put enough. We didn't identify that this will be something we need to articulate with the team, that there will be a learning curve that we're bringing them for different kind of experiences, not for the expertise in the team. And this is why we're choosing. 

Speaker 2
This is why we believe that even though they're not coming from, my industry will be successful. So, really, went through the identify where, like, where we fail. 

Speaker 3
Thank you. All right, in the last few minutes, I'd like to go around the horn one more time, and everyone talk about a takeaway. Or if you have a final quick fire question for Lielle before we graciously thank her for her time and send everyone on with their day. Barry, you're first on my screen. 

Speaker 6
Excellent. No, I think my key takeaway, I love the two things, was just that setting specific okrs. I love that for a 30, 60, 90, it's easier to think at six months. But I love just having those breaking it down into the smaller chunks as they go through the process. And it's hard because it's qualitative. But how do we assess those comments from individuals of, like, oh, my gosh, what did we ever do without this person? And just sort of really tuning the executives, the existing team in to be listening for those before the person joins. And quite frankly, the opposite. 

Speaker 2
Right. 

Speaker 6
Because if you're starting to hear rumblings at 30, 60 days of, like, what the heck is this person doing? Why did they hire this person? Something's wrong and needs to be addressed. And if you wait too long, then you're just, you know, it's could be catastrophic. Anyway, those are my takeaways. 

Speaker 2
Barry, this is awesome. And also, we do have, again, we're treating it a little bit as a change management. So unlike we do engagement surveys twice a year, so every six months, it's sometimes, depending on who it is and what function, we will do a poll survey for the teams that roll up to this person. So it's not just a hunch, even though the hunch is usually accurate, but it's backed up with some data. Yeah. 

Speaker 6
And do you actually ask that, like, is that a question in the survey? 

Speaker 2
It's usually like, my managers help me align with priorities. My manager have regular one ones with me. It's very basic, but it's like we're moving in the right direction. Gotcha. That's great. Usually you get enough feedback from there. No, they're terrible. Yes. Yeah, true. Thank you. Scott. 

Speaker 3
Any takeaways on your end or. Dan, I don't know. 

Speaker 9
Just that this is really hard. 

Speaker 3
It is really hard. 

Speaker 9
It's not. I need to rethink it from hiring a regular employee even more than I did. I didn't go far enough. 

Speaker 2
Dan, I will just echo what Ali said. It is hard. Hiring and onboarding executives into a growing organization is very challenging. You're not alone in the challenge, and. 

Speaker 3
I'm gathering from this group. It takes a lot of experimentation to get it right and figure out what your process is. Laura? 

Speaker 2
Yeah. 

Speaker 8
I also really loved the idea of following up with the team itself in a more structured way to gather feedback. I feel like that was a area where we have failed in the past of just not recognizing something not going well by not speaking enough to the team and gathering feedback there. I also really liked the part of the 60 day plan of having that twelve to 18 month plan in place that they've put together. I like that a lot. And also just like the concept of treating it like change management and thinking ahead of what are the big changes that this person is going to make that could ruffle feathers and just getting ahead of that and making it clear. So I don't. I don't think that's something that we really do well currently. So I had a bunch of stuff. 

Speaker 3
That I wrote down, as always, amazing. Jen, want to wrap us up? 

Speaker 2
Sure. 

Speaker 7
Where could this go wrong? Was a good one for me because so many of the hires where there's been an issue just seems so obvious after the fact. Well, of course, this didn't work because of this challenge and not looking past those things that you know are there, but you're being optimistic about all the great things is good because those are the ones that are potentially going to cause an issue. 

Speaker 2
Awesome. 

Speaker 3
Thank you, everyone, so much for your time today. Loved the takeaways from everyone. I agree. Where could this go wrong? And also focusing on the little victories along the way. So thank you so much. Lielle, thank you for everyone joining today. Have a fabulous Monday, and we'll see you next time. 

Speaker 7
Thank you. 

Speaker 2
Bye, everyone. Thank you. 

Speaker 1
I hope you enjoyed this benwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to us@communitynwise.com. I'm Maya Dolgen. 

Speaker 8
Thanks for listening. 

