
Key Takeaways:

1. Begin Performance Management in Recruitment: The recruitment process is crucial for setting expectations for both the candidate and the existing executive team about what success will look like in the role.
2. Ongoing Feedback is Essential: Continuously provide feedback, not just during formal reviews but as part of the daily workflow, to guide executives towards meeting their objectives.
3. Structured Reviews and Plans: Use structured 30, 60, 90-day reviews, coupled with a one-year plan and review to ensure continuous alignment and adjustment of goals and expectations.
4. Use of 360 Reviews: Implement 360-degree feedback mechanisms to provide comprehensive feedback from multiple perspectives within the organization, although transparency in sharing these reviews needs careful handling.
5. Handling Non-Performers: When executives are not meeting expectations, address issues promptly rather than delaying, to minimize negative impacts on the team and organization.
6. Exit Strategies: Manage the exit of underperforming executives with dignity, ensuring they are treated well on their way out, which helps maintain morale and respect among remaining team members.
7. Iterative Learning and Adaptation: Continuously learn from the performance management process, adapting techniques and strategies to better meet the needs of the organization and its leaders.
8. Inclusive Spec Writing: Involve the executive team in writing job specifications to ensure broad organizational alignment and clear expectations for the role.
9. Communication and Expectations: Maintain clear and open communication about performance expectations, measurement, and outcomes to ensure executives understand their progress and areas for improvement.


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 performance management for executives. This roundtable was led by Joel Montaniel, CEO and co founder of Sevenrooms. In this roundtable, Joel made the case for why performance management begins during recruitment. He says it's the time to start setting expectations, not only with the candidate you're gonna hire, but also with the entire executive team getting everyone on board with what that person's success is going to look like. He shared strategies for giving ongoing feedback, why they not only do 30, 60, and 90 day reviews, but also a one year plan and a one year review. From the outset, he shared experiments they've done with 360s, things that have worked and also things that haven't. 

Speaker 1
And he even answered a few questions toward the end about what to do if it's just not working out with the person. So you'll hear more about all of that in just a moment. All right, let's get started. 

Speaker 2
Happy to be spending time with everyone. Thanks for taking time out of your day. I know how busy you guys are as well. Excited to jump into this topic. By no means. I'm an expert. 

Speaker 3
I think, as you can see in. 

Speaker 2
The responses from people, this is an ongoing evolution. This is an area where I think all of us know we can continuously get better. And I think the really interesting thing is a lot of the things that. 

Speaker 3
We know we should be doing and. 

Speaker 2
We know that would help us get more towards a ten are top of mind. It's just a question of are we. 

Speaker 3
Going to do them, are we going. 

Speaker 2
To hold ourselves accountable, our teams accountable. So just as a call out, as we talk through this is really. 

Speaker 3
More of what's working. 

Speaker 2
What are people struggling with? Open conversations. 

Speaker 3
I'm nowhere near a ten, so in. 

Speaker 2
Terms of kind of how I think about this. So to jump in. Yeah, I'd love to hear maybe if someone wants to volunteer to share a little bit more about their answer and their area that they're focusing on, we could have a couple people to start and then we could jump into. I'll share about ten to 15 minutes. 

Speaker 3
Of things that we've done, and we'll. 

Speaker 2
Have the rest of the time for open forum conversation. 

Speaker 1
Steph, can I call on you first? Since you gave it a five? 

Speaker 3
We'll take it. Except that you're on mute. 

Speaker 4
Yeah. So my comment was about holding folks accountable. To goals. I guess, like, we've had some situations where a team is consistently missing their goals. The person in charge of the team is kind of let you know. I guess I'm sort of letting them slide because I feel like, well, there was lots of other things that were out of their control. Maybe the market changed. Maybe some other thing needed to happen that wasn't they didn't have the resources to do or just things like that. I found myself kind of constantly in some sort of version of that where it's like, hey, this team's not hitting their goals and it's okay. 

Speaker 1
Thanks for starting us off. Who else has experienced what Seth just described? Just show of hands. I know that I certainly have felt that way. 

Speaker 5
I'll jump in. So I have a continuous problem where I got to perceive that executives aren't performing well. I expect more of them and they just don't know what to do. Like, they're not experienced enough, and they expect me to provide to them a list of, here's exactly what I want you to get done. And I can't do that. I can't sit down and baby a whole bunch of people that directly report to me. So that's why I'm trying to work on stuff like leveling guidance for executives, because I apparently need to explicitly lay out the steps of, like, here's what I expect from somebody that's got a VP title because not everybody intuitively gets it. 

Speaker 3
Yeah. 

Speaker 2
Yeah. That's a good one as well. 

Speaker 3
Great. So maybe, Maya, we could kick off. 

Speaker 2
Based on that, because I think there's a lot of good conversation that awaits us. I find that these, the best parts are the open forum conversation questions. So I want to try to get that as fast as we can. You got it? 

Speaker 3
Yeah. 

Speaker 2
I'll share a few slides with you all. Not to bore you, but just to kind of set the foundation for the conversation. 

Speaker 3
Can everyone see my screen? Yeah. Okay, cool. 

Speaker 2
I promise there's only four slides. It'll take us ten to 15 minutes. 

Speaker 3
To go through and can help you. 

Speaker 2
Better understand what we've done and what we're seeing, and it can lay the foundation for the conversation. The first thing, maybe just to give you a sense of where we're at. 

Speaker 3
Some of this stuff is stage specific. 

Speaker 2
We are through a series C. We're at 60 million of ARR, planning to get to 100 million of ARR next year. We have 340 employees. We're a SaaS platform for the hospitality industry. So the same thing that shopify, mind body service titan is doing it's operations, CRM and marketing. I'm the founder, CEO, have been with the company since day one. So twelve years into the run so far and a lot of lessons learned, a lot of failures. Where I wanted to start is a quote that I love. As I think about feedback and performance management. This is something I read a couple. 

Speaker 3
Years ago and I pasted it on the wall. 

Speaker 2
I sometimes refer back to it. It helps me understand how to operate. 

Speaker 3
And so it's this quote. 

Speaker 2
I'll let you all read it. This is from Nick Saban, who's the coach of Alabama. He's won multiple championships. 

Speaker 3
And when I read this quote, I. 

Speaker 2
Was like, that is it. 

Speaker 3
That is everything. 

Speaker 2
That's the reminder. That's kind of the bar. 

Speaker 3
And I think if you think about your team, whether it's your leadership team. 

Speaker 2
Your executive team, the larger team, I think you can probably think about players. 

Speaker 3
On the team that fit in this bucket, players in the team that sit. 

Speaker 2
In that bucket, players on the team where you give them feedback, they might. 

Speaker 3
Get defensive, but I think we all. 

Speaker 2
Truly strive to be in the last bucket. 

Speaker 3
We all truly are building teams where. 

Speaker 2
We want to field great players that want the truth. And as we think about performance management, it's a two way street. 

Speaker 3
So going back to it, the player. 

Speaker 2
And the coach and. 

Speaker 3
The player, the coach is only as. 

Speaker 2
Good as the player at the end of the day. And so it's really important to understand this two way relationship where, you know, you might have some players that you. 

Speaker 3
Might be a great coach, but if. 

Speaker 2
They'Re not willing to listen to the. 

Speaker 3
Feedback, if they're not working with you. 

Speaker 2
If they don't want the truth every day, then maybe they're not the one that's going to get you there. So just keep that in mind as we go forward. Second thing to share, I've turned my leadership team over, executive team over multiple times. It's taken me lots of times to get to the right piece, to have the right pieces around the table. And what I found going back to. 

Speaker 3
Where were talking about, you can. 

Speaker 2
Do everything you want to do, but if you don't have the right people. 

Speaker 3
Around the table and you're struggling to. 

Speaker 2
Have, I think Dan mentioned something. 

Speaker 3
If you don't have the right people. 

Speaker 2
Around the table, it's not your job to baby them. 

Speaker 3
You don't have the time, you don't. 

Speaker 2
Have the resources, you don't have the focus. You have to set the bar of what you want. And if they can't live up to the bar. The reality is they're probably not the right fit. 

Speaker 3
So it took me a long time. 

Speaker 2
To learn that because I was like, what's wrong with what we're doing? Maybe we're not going above and beyond. 

Speaker 3
To help them out, but if you. 

Speaker 2
Think about your best players on the team, your best players around the table, you're not having to do that many things for them. They're just figuring it out. So the other thing that I want to call out is all of the people on the right hand side of the screen are more experienced than me, are more successful than me, have more credentials than me. So its a really interesting dynamic where Im giving feedback to someone whos taken three companies public. 

Speaker 3
As a revenue leader, Im performance managing. 

Speaker 2
A CFO who took a company from. 

Speaker 3
50 million to a billion dollars in. 

Speaker 2
Revenue and took it public. 

Speaker 3
So it is possible, even with limited. 

Speaker 2
Experience, to be able to manage the team and to performance manage. Ill talk a little bit of how we think about it and what we do, but keep in mind the other part is it is a two way street. You'll hear me be a broken record about that. 

Speaker 3
Okay, so the last slide is how. 

Speaker 2
We think about performance management. And to no surprise, we'll focus a lot on the ongoing. But I wanted to give perspective here. A lot of performance management we think about is once the person's in the. 

Speaker 3
Seat, once they're doing the job, I. 

Speaker 2
Don'T think about it that way. I think about it as a lifecycle. 

Speaker 3
And I think it starts well before they come into the door. 

Speaker 2
So if we think about performance management, it can be summed down to expectations and communication. 

Speaker 3
That's really all it is. At the end of the day, it's. 

Speaker 2
Are we on the same page about what I'm expecting you to do? 

Speaker 3
Did we mutually agree upon it and. 

Speaker 2
Are we measuring it the same way? 

Speaker 3
And so it turns out, I think. 

Speaker 2
That that actually starts in the recruiting. 

Speaker 3
Process where setting clear expectations ahead of. 

Speaker 2
Time about what you're looking for, what. 

Speaker 3
This person's going to be accountable for. 

Speaker 2
Is really where it gets started. So on the recruiting end, and in particular, I'm going to focus on leadership and executive roles setting the spec. So this is exactly what you think about, which is writing the job spec. One thing that we do differently is. 

Speaker 3
We get our executive team to all. 

Speaker 2
Write the job spec together. 

Speaker 3
So, for instance, when were looking. 

Speaker 2
For our vp of engineering, we made sure we got input from the other leaders around the table for what they expect, not just whatever, who they're going to report to expects, because as we know, the success of a leader is not just based on who they directly report to, it's actually based on the interactions with the other leaders around the table. 

Speaker 3
So that's one of the things we. 

Speaker 2
Started doing, which is the job spec. 

Speaker 3
Is created by the team, not just by one person. Reference calls, of course. 

Speaker 2
We're not just referencing, we're talking about performance management feedback, how this person deals with feedback. So you can use that as a tool to understand what's the best way to work with this person, to give them feedback. So before they even start, you have. 

Speaker 3
A good sense already where you've aligned. 

Speaker 2
The team around the expectations. 

Speaker 3
You've gotten to know and understand how. 

Speaker 2
They like to get feedback. So that's one of the areas where I think it helps further downstream. If you can set that up. 

Speaker 3
Then when it comes to onboarding, we. 

Speaker 2
Have a, for all of my directs and leadership team members, we have a working together document. This is something that weren't the first company to come up with it, but basically it's, here's how I like to work. I want to know how you like to work. How do you like to get feedback? How do you like to be given feedback, how do you like. So it basically is a manual in terms of how to work together. 

Speaker 3
And so rather than taking all the. 

Speaker 2
Time to have to learn over months. 

Speaker 3
Let'S just put it on the table. 

Speaker 2
Ask the questions now so we don't have to guess. 

Speaker 3
And then the other thing that we. 

Speaker 2
Do for onboarding, most people will do a 30 60 90, which makes a. 

Speaker 3
Ton of sense for our leadership team members and above, we do a one year plan. And so oftentimes you get to this. 

Speaker 2
Point where you might be thinking, well, how do we know that they're doing what they're supposed to be doing? 

Speaker 3
We had a lot of alignment on. 

Speaker 2
The 30 60 90, but at month. 

Speaker 3
Six, they're kind of not doing the thing that we wanted them to do. 

Speaker 2
So what we started doing to solve for that is doing a one year out plan. 

Speaker 3
And essentially I involved my leadership team. 

Speaker 2
To say, what are your expectations for. 

Speaker 3
The vp of engineering one year out? 

Speaker 2
What does success look like in your. 

Speaker 3
Mind for this role? And we create a working document that. 

Speaker 2
We actually also open source it to. 

Speaker 3
The candidate once they've accepted. 

Speaker 2
So we're co authoring and co building this expectation setting document with them. That's not just 30, 60, 90 days out, that's actually one year out. And what that does is it gets everyone on the same page around expectations. 

Speaker 3
So six months from now, I don't know about you guys, but I've had this where someone on my team, my. 

Speaker 2
Chief product officer, will say, hey, what's that? Why is so and so not doing this thing that we thought they were. 

Speaker 3
Going to go do? But my chief product officer and I. 

Speaker 2
Never had that conversation that was their expectation for that person. 

Speaker 3
So now all of a sudden, something. 

Speaker 2
That someone else thought that someone should be doing is now an expectation that the person who got hired never thought. 

Speaker 3
That they had to do. So this is a way that you. 

Speaker 2
Can get everyone's thoughts on the table. 

Speaker 3
This is the way that you can. 

Speaker 2
Make it super clear. And of course to the candidate and of course we know that things are going to change. So this is not a perfect roadmap. It's not take a left turn, right turn. This is a directionally North Star. 

Speaker 3
What's important in the first year? Ongoing. 

Speaker 2
And then exit. And then we'll open forum. So I'll do another like five minutes or so here. Five, seven minutes and we'll open forum. 

Speaker 3
So ongoing. 

Speaker 2
So what do we do? No surprise, it's a lot of the things that you guys already know to do. 

Speaker 3
So it's giving instant feedback when it. 

Speaker 2
Comes to the accountability. All of our leaders are picking their metrics that roll up to the company goals. 

Speaker 3
So it's really clear what they're doing. 

Speaker 2
How we're measuring it. We do for the executive team 360, this is somewhat controversial that maybe encourage you guys, maybe not to do, but. 

Speaker 3
We did 360s recently and our executive. 

Speaker 2
Team is eight people. And so it was the normal 360 process. However, we made a controversial decision to open up the 360 report to everyone else. 

Speaker 3
So everyone else gets to see Joel's report, everyone else gets to see Ali's. 

Speaker 2
Report, everyone gets to see Kinesh's report. 

Speaker 3
And we're still sorting through whether that's. 

Speaker 2
Going to be a, was a productive idea. 

Speaker 3
I tend to believe that it's not. 

Speaker 2
Just the manager holding people accountable to their growth, it's actually in this case the one team, the leadership team holding each other accountable. I put Venn Diagram here because I think that there's personal development that people are responsible for that you can encourage. 

Speaker 3
And then there's the kind of peer. 

Speaker 2
To peer group accountability that can happen. 

Speaker 3
As we think about performance management, it's. 

Speaker 2
Not just your job to help them get better, it's their peers job to help hold them accountable. We're all on the same team playing. 

Speaker 3
For the championship, we should help each other get better. 

Speaker 2
And then we do your typical one one. We do quarterly reviews, mid year reviews. Everyone's compensation is tied to their performance at the management team level. 

Speaker 3
So depending on how the company does. 

Speaker 2
And how their prospective teams do, that sets performance bonuses and targets. And then lastly, if it's not working. 

Speaker 3
And we probably have a 50% hit. 

Speaker 2
Rate, so as much as we do try to do to get in front of it doesn't always work. 

Speaker 3
I wish I had a secret answer for you guys on how to solve that one. If we know it's not working, to. 

Speaker 2
Identify very quickly where it's not working. 

Speaker 3
What went wrong, and because were. 

Speaker 2
Very specific all the way in every stage, it's really easy for us to actually. Or easier for us to identify if it's not working or it is working. We were clear out of the gate. 

Speaker 3
We talked about this. We gave you the resources that you. 

Speaker 2
Were talking about, but it's not working. 

Speaker 3
So we try to assess that in the first 60 days, and if we. 

Speaker 2
Feel like it's not working, or 90 days if it's not working, we come up with an exit plan for them. 

Speaker 3
That we talked about openly. 

Speaker 2
And we have this mantra of treat them well on the way out, so treat them even better than on the way in. And the way I think about the exiting of the manager, the executive team member, I'm a very big people person. In fact, I think in the early days it was harder for me to. I was loyal, harder for me to let go of people that had built the company. But something struck me recently, within the past year that I kind of live by as well, which is the sooner you decide, the kinder you can be. So rather than waiting for another 90. 

Speaker 3
Days to let stuff play out, if. 

Speaker 2
You already know that it's not working. 

Speaker 3
You can make the decision much sooner. 

Speaker 2
And you can give those days a. 

Speaker 3
Soft landing so that the sooner you. 

Speaker 2
Decide, the kinder you could be. 

Speaker 3
So that's kind of a foundational setting. 

Speaker 2
I know that there's a lot of great questions that we saw come through from the group. 

Speaker 3
Let me pause to see if anyone. 

Speaker 2
Wants us to go any deeper on any of these areas here. And then, Maya, we can maybe jump into the questions that people have, but let me pause to see if anyone has any questions on what we just want. 

Speaker 1
Yeah. And one admin note, that you could leave this up for 1 second, Joel, just as I say this, that this is actually part three in a four part series that we're doing on these specific areas as they relate to executives as opposed to your whole team. So I'm putting in the chat now, the content library, which you've all seen many times. This link come through for me in the emails. But if you scroll back to 22, I'll tell you. March 28, Katie Moriarty, who is the director of talent acquisition at seven rooms, did a full hour on how seven rooms does recruiting executives. So you can go back and listen to Katie's roundtable, which is just specifically on that topic. And Lielle Golan, who's the executive vice president of human resources at Innovid on May 8 did a whole hour onboarding executives. 

Speaker 1
So you can see Katie and Lielle's perspectives. And in July, Nikki Cunningham from maker sites will be doing an hour on exiting executives. That's coming up on July 18, I believe. So you can all sign up for that and come for deep dive on that as well. So just so you know where this is, I was grateful that Joel put this together because it really touches on these four areas that we're doing. So you have those resources available and they're in the chat now. So we have two questions here in the chat already, but I'm curious to hear from others. If you have any clarifying questions around these. What's, what's up here? And Joel, if you want to close it now and we can go to discussion. 

Speaker 3
Sure. Yeah. Do you want to hit the one from Laura, Maya? 

Speaker 1
Yeah, why don't we start with those two and we'll get some others as well. So the first question here, how do you assess in hiring for those execs that want the truth every day? This comes to the recruiting process. In your hiring process, any best practices pass the reference calls? 

Speaker 3
Yeah, some of the things that we. 

Speaker 2
Found, and again, it's an improving process. One is to ask during the interview session how they think about feedback and how they like to get feedback. One of the questions I'll ask, for instance, is if I was. 

Speaker 3
If I was your boss, and I said, what's one thing so and so, this is. 

Speaker 2
One area that you're really great at, and this is one area that you have room for improvement. How do you think that they would fill that in? And you're trying to assess the kind of, how honest are they? You know, kind of how much have they been given that feedback even? Are they coming from an environment where they can instantly answer that, or are they struggling to answer that question? So I think talking about picking a set of questions that get out how they take in feedback. Another question you could ask is talk to me about a time where you received feedback and how you used it to improve. 

Speaker 3
So, really focusing here, because as we. 

Speaker 2
Know, a large part of working with our teammates is the ability to course correct and adjust from reference calls. I asked their manager how they take in feedback. How did you do it? Any tips or tricks coming out of the gate to set them up for success? 

Speaker 3
So really putting yourself in the shoes and getting ahead and thinking about how it might look like. 

Speaker 2
And I tend to like the elephant in the room questions. So whatever you think would be the awkward question. I'd like to ask that awkward question because at some point, it's going to come out one way or the other. So those are some just tidbits on kind of assessing how exactly we have. 

Speaker 3
Every exec candidate do a presentation based. 

Speaker 2
On a real world business problem that we're seeing in that session. You can actually see how they interact. 

Speaker 3
And how they take the feedback, asking. 

Speaker 2
Them tough questions and see how they push back. We also like to give them feedback on the spot. 

Speaker 3
So right at the end of the. 

Speaker 2
Presentation, as part of our management team. 

Speaker 3
Going around the porn, we ask them. 

Speaker 2
Questions, but we also give them feedback on the spot. 

Speaker 3
So it kind of sets the expectation of how we'll interact and operate and then the. 

Speaker 1
Wait, hold on, Joel. Before we go on to the second question, I just want to pause there for a moment. First of all, Katie spent about 20 minutes of the roundtable from March talking about that piece in the process. So definitely people want to hear more about how they develop that and what that presentation is like and whatever. Definitely, definitely recommend that. That was a really great portion of that conversation. I'm curious to hear from others as well here about how else you would answer Laura's question. How you all assess in your hiring right now, if any of you have any practices that work well in terms of how you can assess people's receptivity to feedback and their ability to course correct, any of you have any experience with that and want to share. 

Speaker 1
And Laura, I'm wondering from you, since you asked the question, if you have something that you have have that works and want to share as well, that might dovetail with Joel's response to your question. 

Speaker 6
Yeah, we currently do most of what Joel says. I think we take a really similar approach. I find that it's usually successful, but sometimes you have someone, and we do this kind of across the company because I think that this is a quality that we value across everyone, not just execs. So we always look for this kind of quality in our interviews. Sometimes people slip through who end up not actually liking to get feedback. And so I was just curious if there was something. Something different or a secret sauce that you figured out. But it's good. 

Speaker 3
It's. 

Speaker 6
It works most of the time, I think. 

Speaker 3
Yeah. 

Speaker 1
Scott, I'm wondering if you have any. Anything you want to jump in and share here on this now? 

Speaker 3
I feel like, no. 

Speaker 7
No. Megan and Olivia, you guys, I've just spoken to both of you. The fact that this is, like, top of mind for you right now, thinking about your executive team building it out and how to kind of push them forward. 

Speaker 3
And both of you have lots of. 

Speaker 7
Experience outside of the specific experience, so can pull from that, too. I'll share something, maybe also, can you hear me? I don't know if my headphones are on forward or backwards. Okay, great. I didn't check. I'll share something we're thinking of doing. So I met a very small biotech series, a, under 50 people. Our leadership team is pretty small. We're five. And we're starting to think about our next few executive hires and balancing the diversity that we have on the team and diversity. I don't mean by, like, maybe gender and race, but more so, like, ways of working and communicating. We're all very different. And so one of the things that we're thinking of piloting, which is somewhat controversial and I know has a lot of constructive feedback. So we're still planning this out, is incorporating, like, almost like a. 

Speaker 7
Not a disk assessment, but like an enneagram, if anyone's familiar with that in our hiring process. But then more so, looking at the results of that. So, like, a candidate would take it, they'd see their results, they'd reflect on it, and then they'd actually go into a live discussion with all of us about it so that we could, in theory, understand them better, get an idea of how they reflect on maybe stress behaviors or how they like to receive feedback or whatever, but then also discuss how they can use that in partnership with us. So if I. If my stress behavior is like, I get really concise in communications. Cause I think everything's obvious. It's not actually obvious. 

Speaker 7
How are you, then, in that moment, going to show up as the partner I need, hold me accountable, but also understand where I'm coming from and help me get through it as quickly as possible? It's not saying those moments don't happen, it's saying they do. We're here for each other. We're moving through it quickly. And I think that gets a little bit to the point of how do you like to take feedback? I think that's one of the biggest moments or highest rates of tension or inflection that we do have. And usually it comes from a place of not understanding where the other person's at or what they need in the moment. So that's one way kind of around that we're trying to get to avoiding those uncomfortable moments. 

Speaker 7
So that doesn't totally answer it, but it's one thing we're thinking of in response to it. 

Speaker 1
Joel, have you considered using any kind of an assessment tool as part of the recruiting process? 

Speaker 2
We're looking at it. I think, in general, what I love the idea of assessing and looking at it all together and trying out new things that can work. I think all of those serve as vehicles and pathways to open up the conversation. 

Speaker 3
So I think anything you can do. 

Speaker 2
There that makes and normalizes conversations and set expectations, if you think about it. 

Speaker 3
Let's call it out. 

Speaker 2
Feedback is a really odd thing. Performance management's a really odd thing. We're not performance managing our friends, our. 

Speaker 3
Family, maybe sometimes our partners, but in. 

Speaker 2
The workplace, it really matters. And so I tend to find that these, whether it's 360 reports, whether it's the way we work together, whether it's these assessments, whichever way you want to. 

Speaker 3
Do it, what I think it really. 

Speaker 2
Serves the purpose is getting a better. 

Speaker 3
Understanding from everyone how they think about. 

Speaker 2
The world, and then it serves as a pathway to open up the conversation. 

Speaker 3
So, hey, you said that this is. 

Speaker 2
One of your stressors. Let's talk about that. I saw you show up this way. I know you're trying to get better or, hey, you told me in the way you want feedback, that you prefer feedback this way. So I noticed this thing that you did. So I'm going to give feedback to. 

Speaker 3
You right now because that's what you prefer it. It should. 

Speaker 2
Obviously, we'd love it to be really easy and natural to give feedback, but it's hard. 

Speaker 3
And I think these things that. 

Speaker 2
You can do to set it up to make it easier and open up the pathways are always great. 

Speaker 1
Megan, thank you for jumping in and sharing that experience and that question. I've definitely seen assessments be used. I've brought them in. Some of the teams that I work with as well. Another one to consider as you're all looking at these kinds of tools is the working genius assessment. I know people really love the five dysfunctions of a team. And his newer book is six types of working genius. And everyone gets. There's six types of working genius. Everyone has two, according to the mouth. A little bit simplistic, but okay, fine. There are two working geniuses, two competencies and two. And when you do the assessments, you can print out a team map and you see everyone's geniuses and frustrations laid out. And so that question of how can we use people's geniuses and compensate for one another's frustrations? 

Speaker 1
If so, if you get the executive team all set up and people have seen each other and you've talked about it, then what you can use to do is plug in, say, well, we don't have enough genius in X piece of the puzzle. And so as we're hiring, we can think about looking for someone who can compensate for what we're missing as a team here. And same thing. If we have lots of people who are geniuses in a certain area, we need to balance that out in a certain way. So that's one that I've seen you mentioned to Enneagram. I know that's very popular one these days also. So. Yes, Joel, thank you for sharing, for offering to share that template. 

Speaker 1
And I'm going to text a member of my pod who shared in our pod and just find out as well, because there's another template and see whether he'll. 

Speaker 3
If it's okay that I share it with everyone. Sounds good. 

Speaker 2
And I know, Maya, there was a lot of questions from the group in advance. 

Speaker 3
Get some of those. 

Speaker 1
We can get them. Do you want to answer Laura's second. 

Speaker 3
Question here as well? 

Speaker 1
Transparency of the 360 and just kind of dig into that a little bit? 

Speaker 2
Yeah. So far, just for the exec team, questionable about whether we should have done it that way, honestly. And the myth there was we didn't set the expectation that were going to share it out, so people did. 

Speaker 3
It and then we shared it without. 

Speaker 2
Knowing that we're going to share it. And were moving so fast, it's not a reason to have done it that way. So I had to do a really massive apology to the team, which they deserved. And essentially what I learned is just because I like taking feedback this way, just because I don't mind my feedback getting open to the group, that doesn't mean that everyone else wants their feedback shared that way. 

Speaker 3
So that was alerting for me. 

Speaker 2
Now that it's out in the open. I tend to think that it's going. 

Speaker 3
To really help us improve, because now everyone kind of knows the things, and. 

Speaker 2
It was all the things that people already knew, so it wasn't like there was any surprises in anyone's report, but it just has this kind of now everyone else knows these things type of thing. So we'll see how it continues. We did have to do a full. 

Speaker 3
Day off site on it where I. 

Speaker 2
Had my eight executive team members literally. 

Speaker 3
Just talking about the report and, you. 

Speaker 2
Know, kind of what it meant to them. And so it felt like it really. 

Speaker 3
Opened up this massive wound that. That I think is now kind of. 

Speaker 2
Healing, and I'm hoping it turns into a source of strength. But TBD, in terms of how it plays out, I don't. Last thing I'll say is, I don't think we could have done it if we didn't have the executive team we had. If we had someone that were thinking about moving out. 

Speaker 3
You couldn't do it because everyone would. 

Speaker 2
Be like, well, yeah, you said this about me, but what about everyone knows that person over there is, like, should have been out, like, a year ago. So you have to kind of get the team in the right state. 

Speaker 3
I guess the takeaways, the more the. 

Speaker 2
Team is in the right state, all of the tools and all the things you're doing will be more impactful. If the team isn't there, you can have the best of everything, but it's still going to be deadly to doubt. 

Speaker 1
Joel, is it okay if I actually kind of name an elephant in the room here and get your thoughts on others as well? I've seen already the quote. You showed it to me a few days ago that you started with, and I love the distinction between good player, great player, average player, good, and great player. And they're open their receptivity to feedback. The words. The two words in there that are, I'm having trouble seeing, or kind of totally getting on board, is the truth. 

Speaker 3
Yeah. 

Speaker 1
Right. That seeing from the CEO or from each other that feedback is the truth is something that, as a leadership and communications coach, I have a very hard time with. And I think, steph, it kind of connects to the point that you made. 

Speaker 3
Before about, like, well, you know, I. 

Speaker 1
See we set certain goals. Things have changed. Like, when I come in and I tell someone something, the truth can be. It can be both inaccurate. It could be just your perception. It could be a whole bunch of things. So I'm curious, Joel, your perspective on that and others as well, if that's something that is holding any of you back from being able to feel like you can be giving more regular feedback to your executive colleagues. It's like, what is the truth, really? 

Speaker 3
Yeah. 

Speaker 2
The way that we think about that. 

Speaker 3
Is how do you take something and. 

Speaker 2
Make it as objective as possible? And the truth is what is objective, but we can objectively mutually agree is so often that's data metrics and goals. 

Speaker 3
If I say I want you to. 

Speaker 2
Do a really good job here in this area, and we agree on that. 

Speaker 3
What does that actually mean if we say that you're going to lead increasing. 

Speaker 2
Net dollar retention by 10% over the course of this year? Now we're talking about something that is. 

Speaker 3
Objective, that's measurable, that's clear. 

Speaker 2
And so where we try to do is try to make everything as objective. 

Speaker 3
As possible, and then we try to. 

Speaker 2
Have what we call scientist hat conversations. 

Speaker 3
So let's all put our scientist hat on. 

Speaker 2
Let's put what's not working or what's working on the table and let's look at it objectively. It's not the point fingers, it's actually just to make sure that we have. We talk about this idea of current clinical reality. What are we actually seeing here and how do we work together to get better? That's the truth. 

Speaker 3
And so if we can look at. 

Speaker 2
That together and talk about it with. 

Speaker 3
Numbers in mind and objectivity, that's living in the truth. The, hey, we're working really hard on. 

Speaker 2
This, or the kind of softer stuff, while that stuff is real. And it's not to say don't have. 

Speaker 3
Conversations around it, you know, we try. 

Speaker 2
To make sure that it's not subjective things we're talking about, but we're trying to boil it down to inputs that get to the outputs. 

Speaker 3
And how do we kind of look. 

Speaker 2
At scientifically what's happening with the inputs? 

Speaker 3
Anyone have any thoughts about that? 

Speaker 1
Want to jump in? Comments? Questions? 

Speaker 8
I just had a follow up question. So my company is fairly small, like 25 people. So we just kind of have started to have a leadership team. But I build video games for a living and most of the stuff can be made objective. But when it comes to art, and I guess the parallel could be designed, you know, or graphic design or something like that, like how the further it gets from being objective, the harder it. 

Speaker 3
Is for me to be like, you. 

Speaker 8
Know, my art director is like, well, yeah, art is subjective to a certain extent. So how do I ground that in business? Kind of KPI's when. When a lot of the other things if I'm bringing it back to a wider audience here, like product has KPI's, they have to deliver on sales, has revenue figures, and go to market and lead. But things like art and design are so subjective that it's hard for me to be like, come up with these. 

Speaker 3
Numbers that you have to hit and. 

Speaker 8
Then I'll judge your success based on that. 

Speaker 3
Yeah, I have some thoughts, and if. 

Speaker 2
Other people have thoughts, that's an area that I try to. We've been working over time. We're going through a branding project right. 

Speaker 3
Now as an example, and we're looking. 

Speaker 2
At different logos and coloring. 

Speaker 3
Ultimately that is subjective. 

Speaker 2
It will lead to numbers. 

Speaker 3
So if we put the wrong colors. 

Speaker 2
In the website up and things aren't converting, then eventually that will show up. So what we try to do when it comes to things that are largely. 

Speaker 3
Subjective is try to figure out what. 

Speaker 2
You can make objective that makes sense. 

Speaker 3
Use that as part of it, and. 

Speaker 2
Then agree to making the subjective part. 

Speaker 3
As. 

Speaker 2
Like putting a process around it. So what we decided to do was. 

Speaker 3
To say, look, let's agree that this is subjective and highly someone's opinion, but. 

Speaker 2
Let'S also agree that. Let's agree to having a working five. 

Speaker 3
Person council that if this council agrees. 

Speaker 2
That this works, it works. 

Speaker 3
But if one person says they want. 

Speaker 2
It, but the other people don't want it's not going to work. It has to feel right for everyone or the majority of people. So what we try to do is have mutually agreed upon ways to analyze or assess that everyone can pre agree to. 

Speaker 3
And the sooner you can do that upfront, the better. 

Speaker 2
And I would just call out even for stuff. 

Speaker 3
If you're the CEO or end decision. 

Speaker 2
Maker, whatever it is, just things you really care about. Just putting that on the table with. 

Speaker 3
The people where it's like, look, this. 

Speaker 2
Is something I really care about. I want to be a part of this decision. And if it's something you think you. 

Speaker 3
Ultimately need to make, just call it out. 

Speaker 2
This is going to be a subjective decision that I think ultimately I need to make. 

Speaker 3
We try to make everything objective as. 

Speaker 2
Possible, but being real about that and having those conversations early saves a lot. 

Speaker 3
Of like, noise and stuff down the road. And not every decision can be made objectively. 

Speaker 1
Seth, you want to jump in there? 

Speaker 3
Well, yeah, I mean, Andy, we're a. 

Speaker 4
Clothing brand, so we have a lot of those conversations as well. I think usually the art is in. 

Speaker 3
Service of some business goal. 

Speaker 4
So you definitely try and say, okay, well, you know, this email marketing thing should produce x dollars in this time period. But then there's also, and it should be on brand component, which is subjective. I think, for us, a lot of times that's just saying, who decides if it's on brand? And a lot of times that's me or that's someone else on the team. And you're just clear, like, this person decides if it's on brand or not. And you'll talk about that a lot. And if we think your art is not good art, then we'll be telling you along the way, like, this doesn't feel right, this feels wrong. We don't like the way this is looking. And you just keep that. 

Speaker 8
I mean, that's the number one pushback I get from my art director, which is like, you need to give me objective reasons. This is functional art. It's not. It's not just subjective. And it's hard for me because a lot of it is subject. I'm not an artist by trade. And number one feedback designers and artists hate is just like, I don't like it. Can we make it pop more? But sometimes it's just like, I don't like it. I don't like the way this looks. 

Speaker 4
We have lots of conversations trying to develop vocabulary around art. Why don't you like it? And we find that there's a lot of, like, words that mean something to some people that mean different things to other people. Oh, this feels. This feels. This doesn't feel premium. Well, what does premium feel like? Like, that means in one person's mind, it's one thing, another person. So I think really, just practicing talking about art has been a big thing for us. And over time, you do develop vocabulary that helps you have more effective conversations, so that it's not just like, I don't like it, I like it, and you're just stuck. 

Speaker 1
Anyone else have any thoughts on this? It could be also outside of the realm of art and subjectivity. I think that there's a lot of places where subjectivity ends up coming in. And I love what you're saying, Seth, about developing vocabulary. I think that's something that's applicable also as well, outside of whether your company is a clothing company or a video game company. But if any of you have, you likely all have some kind of marketing function. And this is probably attention that you all might feel with whoever is the person who is. If they are the executive and you're saying they're the person who should ultimately be the one making the decision on this. How much do you kind of just let them. 

Speaker 9
I have something relatively small to add to this. We've just gone through a pretty big objective and key results setting exercise. Just when we're thinking about key results, there are some things that are just harder to measure. But we try to put it in the context of, is this confirmable? And if there are numbers that support it, great. But when you're talking about this sign off, it is confirmable if you do have one person who signed off on it. So that's typically what we look at. So it does point to a specific area that we can all agree on. 

Speaker 3
So it's not so gray. 

Speaker 1
Yeah. All right, Olivia, put another question in the chat here about internal promotions to the executive team. People who've shown growth mindset but have different support needs. Do you mean like competencies, Olivia? 

Speaker 3
Yeah. 

Speaker 9
So we have people who have great growth mindsets. So, Joel, if you can think back to maybe, you know, a fourth the size of what you are today, but individuals who have just been experts at their craft, and they're definitely growing into that exact role, and so they're less of the type where we're hiring somebody who's great externally, that comes pre wired with all the skill sets they need. But we know we have to do a better job of performance management and developing them into that role. So just curious about how you might have historically thought through a case like that. 

Speaker 3
Yeah, it's a great question. So one is to start with the job that's needed to start there. 

Speaker 2
So put people aside for a second. 

Speaker 3
And write out co authors who were. 

Speaker 2
Talking about the job spec and job to be done. That's the starting point. And then thinking about the internal candidate, how do they map to the skills needed to get the job done? 

Speaker 3
You know, in the early days, I. 

Speaker 2
Think we took a lot of let's promote within, let's give people the opportunity to get there. And quite frankly, it's harder to actually recruit as well people from the outside. 

Speaker 3
And so we took that path. In some cases, it worked. 

Speaker 2
In some cases, it didn't work. 

Speaker 3
What I can tell you that absolutely didn't work, though, is if we promoted. 

Speaker 2
Someone that we didn't think was ready, but we felt like we owed them. 

Speaker 3
To get them into that role, or we kept someone in a role that. 

Speaker 2
They weren't really doing what was needed, that really hurt the company. I can think back to specific cases. 

Speaker 3
And the challenge is it's just not there. 

Speaker 2
It's actually all the downstream impact. 

Speaker 3
So without naming names in the department. 

Speaker 2
I'm thinking about, we should have exited the leader out, but we had such a great relationship with them. I took way too long to do it. Two years later, we're still picking up. 

Speaker 3
The pieces from that, believe it or not. 

Speaker 2
And so the thing that gets talked about often is the way it's kind. 

Speaker 3
Of the more non person look at it, which is you're working against the clock and can you, who's the best. 

Speaker 2
Person to fill the seat that has the ability to tilt your curve and accelerate you up the curve? 

Speaker 3
And it could be the person internally. 

Speaker 2
It could be an external person. 

Speaker 3
I would suggest that you always make. 

Speaker 2
Sure that the internal person knows that. 

Speaker 3
You'Re thinking about this role, that you'd. 

Speaker 2
Want them to apply for it or look at it. And then if it's an important enough role where you're kind of unsure whether or not that person's going to be. 

Speaker 3
The one looking outside and getting external. 

Speaker 2
Candidates, I would say the later we grew, like once we hit the 100. 

Speaker 3
Person mark, it ended up being that. 

Speaker 2
We were better off taking someone from. 

Speaker 3
The outside that has that experience than promoting within, sadly. And I think sometimes it's hard as. 

Speaker 2
CEO founders because you all are evolving really quickly. You tend to think that your team. 

Speaker 3
Can do that too, but that it's. 

Speaker 2
Often not the case, sadly. So I think having a realistic point of view on it, giving people a shot and then being open minded because you're trading time for expertise, and basically, if you can get that trade right, more often than not you're going to get to where you need to go faster. 

Speaker 4
Sorry, you said at 100 it became better to recruit externally. Why 100? And before 100, was it better to recruit internally? 

Speaker 2
Yeah, we started to specialize. So that's what, so up until 100, it was like, get really smart people that know the business, but what they're. 

Speaker 3
Missing was knowing how to scale the function. And what we found is if you. 

Speaker 2
Knew if you could get someone that. 

Speaker 3
Could scale the function and they had. 

Speaker 2
Enough domain expertise, then that's the magic combination. And so, for instance, our head of our chief revenue officer, he came from Mindbody, which is basically what we do, but for gyms and spas and salons. 

Speaker 3
So it wasn't a hard leap of. 

Speaker 2
The imagination to think that he could figure it out. Our vp of product came from HubSpot, so CRM and marketing automation, which is. 

Speaker 3
What we do for restaurants, not a. 

Speaker 2
Hard leap to think that she could figure it out. 

Speaker 3
And we ended up kind of as you. 

Speaker 2
That's where the job spec and jobs to be done is really important. You can kind of lay out what is your perfect candidate look like. 

Speaker 3
They have all these skills. There are people that exist in the. 

Speaker 2
Outside world that are as close to that perfect candidate. 

Speaker 3
The internal person might be that. 

Speaker 2
So not to say overlook your internal people and not to give them a chance, but really take a hard assessment. And if you're kind of unsure, you. 

Speaker 3
Can also give your person some work. 

Speaker 2
That resembles that step up that they might do. So a quarter or two quarters early, give them something you're thinking about that this leader would take on. See how they do on it, and assess from there. Then it gives you real opportunity to. 

Speaker 3
Say, look, you did a great job here. 

Speaker 2
We didn't exactly get what we want, so there's some learning opportunity for you. We're gonna look to bring someone in. And that's the other thing. I would say every situation is different, but to the extent that you can bring this person under the tent, that. 

Speaker 3
You'Re thinking about bringing someone to fill. 

Speaker 2
The role, and here's what we need. 

Speaker 3
Out of this new role that clearly. 

Speaker 2
Maybe you're not saying that they don't have it, but if they look at the job, so if they don't have. 

Speaker 3
It, that's a way to build more loyalty. 

Speaker 2
The other thing we didn't do a. 

Speaker 3
Good job of is we recruited outside. 

Speaker 2
Without actually having the conversation. Cause we're like, ooh, what if we piss them off and they leave? 

Speaker 3
And that's going to happen anyways if. 

Speaker 2
You don't have a good conversation and honest conversation, especially if you respect that person. So there's a timing for everything. 

Speaker 3
So you got to think about when. 

Speaker 2
You do it and how you do it. But it's really up to you to assess what is needed coming up that's going to put your company in the best position to succeed. 

Speaker 1
I want to take our last few minutes on Seth's question, but also there was a question that came up in the questions you submitted in advance around accountability about people who are not really hitting the goals that you set out. If you could share a little bit more about that. And we'll get to the exit part after. But first on the managing of the performance when your execs aren't quite where you want them to be. 

Speaker 3
Yeah. 

Speaker 2
So having a lot of the conversation. 

Speaker 3
Around, and it's a, you know, we. 

Speaker 2
Like to take this idea of warm. 

Speaker 3
Hearted and tough minded. It's demanding and supportive, and by laying out the goals and the metrics out of the gate, then it's easier to talk about them if we. 

Speaker 2
If you didn't do it in advance and it becomes a kind of after the fact, it's kind of similar. Like, when you talk to your boards. 

Speaker 3
Where it feels like maybe they're moving. 

Speaker 2
The goalposts, you're like, wait a second. 

Speaker 3
We didn't talk about that. 

Speaker 2
Now you're moving the goalposts. You don't want that same type of dynamic with your team member teammates either. Right? So it's looking at the metrics on. 

Speaker 3
An ongoing basis, having their assessment about. 

Speaker 2
What'S working or not working. Like, you know, what's not working and what's working because you have a good sense of the business, but hearing from them where they think it's working or not working and then what their game plan is to fix it. And if you don't think their game plan is working, that's where you need to be the supportive part. So you should demand excellence from them. They should be asking the right questions. You should be able to ask, like, one thing I struggled with for a while, but trying to get better is. 

Speaker 3
The elephant in the room question. 

Speaker 2
Like, it feels like a gotcha question. So I kind of don't ask it. 

Speaker 3
But, like, you should ask that question to them. It's their job to be able to answer it. And the more you do that consistently. 

Speaker 2
But from a point of view of hitting the target to get better, the more it's going to become natural. You don't ever want it to be. 

Speaker 3
Where at the end of a long. 

Speaker 2
Time, you never really have those conversations. The performance is slipping. You start canceling your one ones with them because you don't think it's going to be productive. You're frustrated. I've been there. 

Speaker 3
And so that's kind of why I'm. 

Speaker 2
Talking about this way, which it doesn't really work. What does work is consistent looking at the targets that you guys agreed to. 

Speaker 3
What's working, what's not working. 

Speaker 2
That's the truth. And what they're looking to do to fix it. And if you don't see anything that if there's something you're thinking about that they're not thinking about, it's your job to put it on the table for them and have them think about it and have them action it. If you really think it should be action. 

Speaker 3
Seth, do you have a follow up to that? 

Speaker 4
Yeah, I was just about specifically on the exit side, so. Okay. You know, two months in a row, things aren't. We're not hitting the goals you're being very clear about it. Lots of communication. You're starting to feel like maybe this person isn't the one to get this to where we need it to be. 

Speaker 3
How do you do? 

Speaker 4
You say, hey, I don't know. Talk us through. Like I say, hey, I don't think you're the right fit for this job after all. Let's come with an exit plan. Let's do it over two months, three months, three weeks. Do you start recruiting right away? How do you, have you gone through that? Because it sounds like 50% of the time it works. You do this quite a bit. 

Speaker 3
Yeah. 

Speaker 2
So the way we look at it is so we objectively look at how they're performing on what needs to happen. I've done some triangulation with other team members to understand what they're thinking, like. 

Speaker 3
How they're thinking about this person. 

Speaker 2
And oftentimes your team members will tell you, quite frankly, out of the gate. Some will, some won't, but you'll kind of get a sense already of where their peers are, how they're thinking about it. 

Speaker 3
And then because you've gone, given them the consistent feedback, there areas already that aren't working over some period of time. And so the way that I typically. 

Speaker 2
Like to do it is if I think I've made my mind. 

Speaker 3
Up, I like to kind of soften it, to say, you know, been looking. 

Speaker 2
At this, we've been looking at the. 

Speaker 3
Metrics, and, you know, the game plan. 

Speaker 2
I don't know about you, but it just doesn't seem like it's working. What do you think? 

Speaker 3
And get a read of where their head is at. It kind of gives you a sense. 

Speaker 2
And then I kind of say, I'd like to take, maybe both of us should take a little bit of time to kind of digest and think about this. 

Speaker 3
Is this the right fit? And then two weeks later, a week. 

Speaker 2
Later, I'll come back and say, look, I thought about it. I really just don't think we're ever going to get there. 

Speaker 3
The time frame we need to, you. 

Speaker 2
Know, and it's, you know, sometimes these things don't work out. So I'd love to figure out a way that we can make this an exit that's great for both of us. 

Speaker 3
You know, give you some time to look around, figure out what you want. 

Speaker 2
To do, come up with a transition plan for executives at this level. They're used to these conversations. They know it doesn't always work out. 

Speaker 3
And then in the meantime, if it's. 

Speaker 2
An important enough role. We're huddling to think about what we got wrong. 

Speaker 3
If there is a job spec we. 

Speaker 2
Need to change or some set of. 

Speaker 3
Requirements, and then we're thinking about really. 

Speaker 2
Quickly, are we going to put this through a recruiter? 

Speaker 3
Do we have a set of candidates. 

Speaker 2
That we talked to? The cool part is sometimes candidates that you really wanted that weren't available tend. 

Speaker 3
To pop back up. 

Speaker 2
And so if you've done the searching, there is this pool of candidates that you can look at. So that's typically how we do it is, you know, go through that process mostly when we're thinking about exiting people. 

Speaker 4
Up and how much time from that conversation till, like, to give them some time to figure out their next thing. How much time? 

Speaker 2
Typically a week or two. And I tend to find that if you're already thinking that way, that's the decision. Not always, but 99.9% of the time. And going back to the sooner you decide, the kinder you can be, that really sticks with me, where there's no need to wait. And chances are your is going to better off. It feels like it's all that adage that everyone already knows on the call. Every time we've exited someone out, we didn't lose any steam. Things got better, not worse. 

Speaker 1
Joel, thank you so much for your wisdom and the experience that you've shared with us. 

Speaker 4
Thank you, Joel. 

Speaker 1
Thank you very much. I'm happy to hear any feedback and hope to see you in July. Have more specific retrospective conversations that after defined time periods. Great, wonderful. And Olivia, nice to meet you. Welcome. 

Speaker 3
Thank you. 

Speaker 9
Really appreciate it. 

Speaker 1
All right. See you guys soon. 

Speaker 3
Thanks, everyone. 

Speaker 2
Take care. 

Speaker 3
Bye. 

Speaker 1
I hope you enjoyed this venwise 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 at community@benwise.com I'm Maya Dolgen. Thanks for listening. 

