
Key Takeaways:

1. Understanding Business Needs: It's crucial to deeply understand the specific business needs and challenges before beginning the search for an executive. This includes knowing what gaps the executive will fill and the specific competencies required.
2. Scorecard Use: Utilize a detailed scorecard during the hiring process to evaluate candidates effectively. This scorecard should include weighted competencies and characteristics tailored to the specific needs of the role.
3. Comprehensive Interview Process: Implement a comprehensive and structured interview process that includes various stakeholders. This helps in evaluating the executive's alignment with the company’s culture and strategic goals.
4. Candidate Evaluation Exercises: Incorporate practical exercises or simulations as part of the evaluation process. These exercises help assess how candidates might handle real-world business challenges.
5. Cultural Fit and Background Consideration: Ensure the candidate’s background aligns with the company’s stage of growth and culture. Candidates should be able to navigate the specific challenges and dynamics of the company’s current and future stages.
6. Onboarding and Integration: Plan for thorough onboarding and integration processes to help the new executive align quickly with the company’s operations and culture.
7. Ongoing Communication and Feedback: Maintain open lines of communication throughout the hiring process, providing candidates with clear expectations and feedback. This transparency helps manage candidates' expectations and enhances the selection process.
8. Leadership Involvement: Engage senior leadership in the hiring process to ensure the executive’s ability to work cohesively with existing leaders and contribute to strategic goals.
9. Adaptability and Growth Potential: Evaluate the candidate’s potential for growth and adaptability to ensure they can handle the company’s evolving needs and challenges over time.

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 hiring executives. This roundtable was led by Katie Moriarty, director of talent acquisition at seven rooms. In this roundtable, Katie touched on two main topics, understanding the business need before kicking off the recruitment process, and how to determine if the candidate's at the right level for what your company needs. What the attendees found particularly helpful was seeing a sample of a scorecard that they use at seven rooms, with a column for weighting each one of the components and also discussing different exercises that you can give that complement the interview process. So we'll hear about both of those in just a second. All right, let's get started. 

Speaker 2
So, hey, everyone. So thank you so much for having me. I'm the director of talent acquisition at seven rooms. I've been here about two years now, so I lead all of our global recruiting for seven rooms, and I also manage all of our executive search here and then before here in terms of my background. So I spent about five years at Grace Galilee, which is an HR consultancy for different startups and growth stage companies. So did both tech, excuse me, exec and non exec recruiting for them, but handled a bunch of different searches. Seven rooms was actually one of those searches back in the day, and how I got to know the team over here and eventually join. 

Speaker 2
And then before that, I spent about four years at Spotify, like really early days at that point, I think it was, I was still explaining to people, like, what Spotify was, why it was cooler than Pandora. So it was really an interesting time. So I got a lot of exposure at that point to exec recruiting. I didn't know what I was doing on exec recruiting at that point, but I was just kind of figuring out as I went because the team needed it. We had a super small recruiting team and just sort of like forced me into doing that stuff. So that was really fun, really formative from an experience standpoint. So that's my background overall, and I'm just excited to help facilitate this today. I've done dozens of exec searches, both VP C suite types of roles across mostly on the business side. 

Speaker 2
I've done a vp product here and there, and we're currently working on our vp of engineering. So. But in general, the process doesn't really differ too much, in my opinion, between, like, business or, you know, tech side types of roles. I think if you have a really strong process, and some of your questions were really interesting because I think that can really help drive a lot of the challenges sometimes that you might have in a exec recruiting process. So I'm going to share a little bit on kind of some ideas and tips and tricks and stuff that's worked for us and worked for me with other clients. But, you know, any questions that I can help answer from a recruiting standpoint, I'm also happy to just sort of lend advice or best practices share. 

Speaker 2
I have a couple of, like, different documents and stuff like that we've put together for seven rooms that have been really useful for our leadership team. So happy to share any of that as it makes sense. So I know that there were a couple of questions that you all had here. There were some questions that folks dropped in earlier. So I think just, why don't we just start there? So, Jeff, you mentioned to the timing aspect of things, and you got feedback that it was either too long or too intensive and things like that. And I think that's one of the, sometimes the challenges. And so overall, I think a lot of companies face that, especially earlier stage. I think it's a matter of finding the balance of how many people do I bring into the process? Who are those people? 

Speaker 2
What are they covering? What's the timeframe look like in between all that? And I think really, again, when I think about the process, I sort of think sometimes that, and I don't know what all of your experiences have been so far, but sometimes it's the work that you do upfront before you start a search. That's really the thing that helps influence the rest of it. So one of the things that I've kind of seen here is that here, I'll just, I'm going to share my screen just for a second because I have a little slide. You see? 

Speaker 1
We see your notes. 

Speaker 2
Yep. That's not the thing. All right. Don't worry about it. So I think the biggest thing is, like, really thinking about when you're kicking off that search, it's not just a matter of, okay, like, we need a CRO or we need a head of people or we need this role. It's of course, that's so important, identifying what the business need is. But I think the most important thing from there, and I think a place where a lot of companies have sometimes made mistakes and not, you know, intentionally or anything like that, but is jumping into the search without necessarily having done some of that introspection work upfront. So what I mean by that is, you know, not sitting down and figuring out, okay, you know, what are the things that we really need out of this hire? 

Speaker 2
Not just do we need this, you know, how to people, or do we need this CRO or the position is really thinking about understanding the business needs. So what is it that we need out of this role? What are the gaps that we're trying to fill? What are the challenges that we're facing as a business? Like, what are these different things or skills? What are the competencies? What do they need to exhibit from that standpoint? And I think one of the other ones, too, that sometimes get missed is what type of company or what type of background do they come from? So I know for us, at seven rooms, that's been really important to us in our executive search process, because what was happening before I joined was that were finding really interesting candidates, right? So we had been. 

Speaker 2
When I first joined, were hiring a CRO position, and I came in and the team was like, I think it was my second day. And they were like, listen, our search process for the CRO search is off the rails. It's been going on for too long. The candidates aren't aligned with what our leadership team is looking for. We don't know how to get this back on track, but we need to get it back on track. So, basically, like, day two, we sort of had to sit down to agency and kind of line up the pieces that were kind of going off the rails. 

Speaker 2
But again, I think what might have been missed at the beginning of the process was really mapping out, okay, these are, like, the five or six core competencies that our leadership needs out of this CRO or head of people, whatever the role is, mapping that out, sort of scoring the importance of each of those, like, competencies, even, like. So, for example, if you need six different things, like, what are the three most important parts of that you can't negotiate on? Right. You need to make sure that these are the three most important things you can kind of stack. It sort of forces a stack ranking, and I'll share an example of what it looks like. But that's really useful. And it's not only useful for your team because. 

Speaker 2
Because you can then say, okay, it's forcing me to really think about what I need and what this role is. It's forcing the. Whether it's an in house recruiter or the agency to, when they're serving up candidates to you, sort of like keeping that as the bullseye. So if you're saying, I'll show I'll pull this up on my screen in a second. But hold on a second. Let me pull this up real quick. Let me share this. Cause I think it helps a lot. Okay, so we use this form here when were doing our CMO search. So none of this is, like, proprietary or anything like that. But what we essentially did was, you know, we had these core competencies, and there's a lot here, but were looking for. This is like our screen prime candidate, right? 

Speaker 2
If were going to go like, what's the benchmark? What's the bullseye for this role? These were all the different areas that our CEO sat down and said were, like, of most importance. You can see, like, having someone at scale, growth experience was really high on the list for him. Someone who was really data oriented was super high. And then you can see some were on the list, but less are important. So global marketing important, but not the only thing. So again, he sort of forces you to think about what that looks like. And then essentially, candidates, as our agency was going through this, or as were going through this, they were able to say, okay, they're scoring those candidates and being able to say, okay, the folks that I have here, you know, they're 4.25, like, based on that matrix. 

Speaker 2
So again, when they were sending candidates to Joel, were sort of positioning them to say, okay, we've done this work. This is what we're looking for. Not only from. We need a chief marketing officer. There's a lot of chief marketing officers that are out there. What's the right chief marketing officer for seven rooms? Because what's right for seven rooms might not be right for propeller Yipit or any of your other companies. Like, I think it's understanding those pieces of the role and the competency. And then the other big part is, where does the, where do you need to have this person come from? From a background standpoint, what type of company, are they coming from? What stage of company and maturity are they coming from? 

Speaker 2
So, for example, someone, you know, in your earlier stages as a company, it might seem really appealing to bring in someone from a really large post IPo company. But if you're, you know, 50 person company or really early stage, and you need that leader to be super in the weeds, that might not be the leader for right now. That might be the leader for five years from now. So while you want to hire ahead, you don't want to hire too far ahead where your person's not going to be able to do that. So I think, Simon, I think one of your questions is sort of like, how do you help do that? 

Speaker 2
I think some of this will really help in that because you can say, okay, what are the ten companies or the five companies that are in a similar space as your company or at a similar, like. And I would say, I would push that further, say, don't hire for the stage that you're in. You go like a little bit further. So for us, we've said, you know, we're series B. We don't want people who are coming from series A or series B. We want folks who have gone through that at scale growth experience, but not too far down the line. So someone who's been from, let's say 50 to 100 million plus ARR, for example, or someone who's sort of seen that story has, then they can bring those insights into the company. 

Speaker 2
So I think starting with that aspect of things and really kind of doing that work upfront is super important because again, it's going to inform how your leaders are taught, like how you're all talking to people or your leadership team is evaluating candidates. It's going to inform how your recruiters are serving up candidates, whether that's an internal or an external recruiter. So it's going to really help you on that part. Like, what's nice to have, what's neat to have, things like that. 

Speaker 1
Let's pause for a second, Katie, and take some questions on this. You've made two main points here, which is the understanding of the business need with core competencies and the scoring. I'm interested what questions people have about that and also being able to hire out but not too far out when looking at their background and knowing how to evaluate it. So let's see what questions you all have around those two areas. 

Speaker 3
I have a question, discussion topic maybe. I love the competency scoreboard and the weighting is, I feel like we have the scoreboard but not the weighting. And the weighting is really interesting, I think on the, something that I think I've had a challenge thinking through is this idea of we look at those companies that are a step ahead of ours, but then planning on taking like three steps forward. Right? So, like, how do you think about identifying the person that's in that step forward but has the ability to keep scaling upwards. Right. Because we don't want to jump all the way to the end goal now and hire someone from that end goal now, but we want someone who can take us there like we. 

Speaker 3
It's so much work and time and expense to hire this executive that to hire them and they can only get us through this next stage can be really painful as well. 

Speaker 2
Yeah, we've talked a lot about that. I don't know if anyone else has thoughts on that and I'm not a head of people or anything like that, but what we've sort of seen here, the way we've thought about it, is like, let's think about the next, let's say two years, right? So if you can think about it in a smaller increment, and it's not to say that our execs can't and won't evolve beyond those two years because I think they all have tremendous, like, I think they're all going to, but it's like we've sort of had that same conversation and were talking about this with our vp of engineering. And it's like, well, when we're post IPo, we want to get to that point and that's years down the line for us, but we want someone who can help us get there. 

Speaker 2
But is that, and then we've had the discussion, like, is that also the person that takes us to the next step beyond that? And it's sometimes not, and I think that's with exactly like it used to be that you get your exact and think about that person for 510 years, whatever that is. But it's hard to predict what your business is going to look like, I think, at that point. So I think about it in more like two to three year tranche of, and when you hire ahead, I would say, let's say if you're, you know, I don't know where you're at right now, but just throwing out random numbers. So let's say you were currently at like 50 million ARR as a business. 

Speaker 2
If that was how you model yourself from a growth standpoint, I would think about not getting anyone who's in if you've seen someone and they've been to up to 75 million but haven't gone beyond, like, I would go to somewhere between 100 to two, like 200 million, for example. So that's going to give you that cushion because again, you'll know that they have seen it, but not so far ahead where like, oh, man, like, are they really going to want to get down into those weeds and things like that? If you're talking about stages, if you're a series c, you'd probably want to look at folks that are like series de, maybe f. But then, you know, where does it go beyond that? 

Speaker 2
So it's like those are sort of how we kind of, when we talk to our search firms, that's sort of how we kind of help orient them as, like, we're series b. We want someone who's like c, three, e, or, you know, for us, like, we wouldn't look at someone who's only gone up to like 75 million. We would go and look at folks who are 100 million plus, for example. 

Speaker 1
Jeff, what's on your mind? 

Speaker 4
I was just going to, I mean. 

Speaker 5
I had a reaction to that, which is like, we've, the way we've thought about this is we basically haven't given out other c level titles. And so we kind of reserve the optionality to layer someone. And of course, you can always replace them, but it might be that they're great. They're just, they're not the c level person to take you through an IPO. And sometimes we've even had that conversation. 

Speaker 4
With people where we've said, like, you. 

Speaker 5
Know, there are two trajectories here. And one is that you grow into that c level role and you're going to do that, you know, you're going to be the number one for a long time. And another is that, you know, in two years, we all sort of realize that there's a need for somebody who's done this before at the stage that we'll be at in three years. And I think sometimes it helps to actually have that conversation, depending on the person, on the role. 

Speaker 2
Yeah, I think for your leadership team, it probably helps a lot, too. Like, as they're approaching the search itself, like the, for the candidate, too. But at least you can focus in and be like, I don't have to worry about ten years from now because I don't know what that's going to even be. But I think that's a trend, like a big shift in terms of exec search over the last handful, like, let's say the last 510 years, it's sort of evolved into, and it's not to say that those, like you said, those people, you know, for us, we know that those people will take us there, and we're really confident in that. But when we approached the search, it was like, not to get too caught up in someone who's at the post ipo or whatever that stage is. 

Speaker 4
Simon, one question that I have, you know, we, for individual contributors, we usually have, like, an assignment, an exercise. I wonder if you would do the same thing with executives. 

Speaker 2
Yeah, that's a great question. And actually, one of the things of my, I have like a, I was, when I was prepping for this, I was thinking about like, what are some of the common pitfalls that companies make? And actually not doing an exercise is one of those things. So, like, for us and for me, what I've seen throughout my recruiting experience with these is that exercise is so important because what it does is it really helps you think about, okay, how does this leader think? How do they operate? How are we going to work together? How are they going to work with the rest of the team? And we've had it make or break candidates where we've like, hey, we love this candidate. We think they're amazing. They get to that exercise and it's not rocket science. 

Speaker 2
It's basically having them, we alter it based on the role, but it's basically, you know, talk us through yourself in this role for the next twelve months. Hear what our goals are as a business. How do you think about getting us there? What levers do you pull? Things like that. It's not, you know, anything too wild weather like recreating the wheel, but it's been really helpful because you, some people, you realize that some people through that are too tactical. For example, they're too way down on the weeds and all the minutia. Some are too high level and can't get and so striking that right balance and every company is going to be different and all of you are probably very different in what you need out of that. 

Speaker 2
But we had, you know, we've had candidates that were, we just had this happen like two weeks ago. We had a candidate that were all in agreement was like strong guesses from everybody got to that presentation. It just fell flat, like they weren't able to tell. Kind of bring everyone along for a compelling story. And it's not always the end all be all right. You can't hinge everything there. But if you need that person in that role to be able to hold a room, for example, if you need that person to be able to interface with your board, for example, depending on the position, you want to make sure that they have that presence and whether it's virtual or in person, you can really gauge that. So I really recommend doing an exercise if you're not today, it's really useful. 

Speaker 2
And I think to your question of like, how can you tell how folks are going to land and how they operate once they're here, we found that is a huge indicator for us of like, how they're going to actually be, once they're in the role. 

Speaker 4
Can you give, can you give examples of exercises and assignments for the. 

Speaker 2
Yeah, absolutely. Let me pull up. Hold on 1 second. So one of the ones that, and I can share an example for sure, too. So we call them our, we basically what we do is we call them a thought exercise. I'll just give you like how we frame it out. So we call it a thought exercise. We give the candidate, we usually give them about a week we don't have a set timeline on. Sometimes we'll give it to them sooner if we know they're really strong and they're doing well. We'll give them more time with it. So there's a couple of things that we do with these exercises that have been really useful, but on a high level. Where's the kind of what it looks like is. 

Speaker 2
So we'll say, so when we hired our head of Cs or VP of Cs, we basically said, so we basically set what the framework is, what our expectations are out of it, and then we'll say, hey, this is sort of like what we're looking to gain from here. So with that particular CS one, for example, we said this is what we need out of the CS position. We want someone who really help us grow and scale. Based on what you've learned about seven rooms, walk us through what those first six to twelve months look like. And then, you know, that's the high level of what that is. Like, what's your approach? 

Speaker 2
Share relevant examples from your previous positions as you can of like, so if you're saying like, hey, here's some of the challenges that we've worked through and then what we do is actually some organizations will just say like, hey, here's the, it's interesting because I've seen where some companies that I've worked with in the past are like, we just want to give the question, we want to give the quick question of like give us your 1st 90 days and there's nothing else to it. Some have said give us your first year. Those I find are pretty helpful, but then they don't give a lot of guidance other than that. And I found that you're asking, you're basically then putting that candidate in a position where you all have certain expectations, but you haven't been clear with the candidate on what your expectations are. 

Speaker 2
And so, and it's not, you know, I don't think it's giving too much away if you give the full expectation on like what the team is looking to get from it. And then the other big thing that we do with that exercise is we usually include, let's say like five or so guiding questions, five or six guiding questions that they can use in their framework as they're going through that. So for saying, hey, give us your first year in the role. For example, for the CS one, we asked the question of what is the CS.org need to look like at 50 million, 75 million, 100 million beyond, how does the team and structure evolve as your company evolves? Those are questions. For example, to your point of how do you know those are questions? You can get to the root of their thinking. 

Speaker 2
You ask them different questions of, hey, this is a particular challenge. How do you approach that? Like, what are the data and resources that you need? So if you need someone who's really data oriented, like, ask them to include something. What are the leading or lagging indicators that you would include as part of your, like, benchmarks for your team? How do you keep the team aligned? So questions like that help facilitate your understanding of how they would operate in the position and you are sort of teeing it up for them, but they still need to do all that work on their own. 

Speaker 1
So can I just clarify, Katie, you're saying that you ask a broad question, a thought exercise. 

Speaker 2
Yeah. 

Speaker 1
And then you give them a few basically like subheaders. 

Speaker 2
Exactly. 

Speaker 1
Whatever it is. Do you then also have internally a rubric of what good looks like and what like what it is that is set in advance before those presentations start so that you can judge it? 

Speaker 2
Good question. So we don't have a set rubric, but we do in advance of those. So when I first joined, this is a good lesson that I learned, is that when I first joined, we did that, we did these sessions and went in and just said, like, let's see, we didn't do any prep for the internal team. So it was a good learning for us is that we had, you know, again, there was like misaligned expectations. So that's where we started adding more expectation it to that because were finding our team was looking for certain elements of things and it wasn't clear to the candidate. 

Speaker 2
So what we've started doing then is anytime we now have a presentation, one of the things that I do with whoever the hiring manager is, send out the prompt and like to them, our internal team say, hey, this is what we gave the candidate. Make sure you look this over. Keep in mind that this is an external person. They don't work here. We don't expect them to know everything they're going to make assumptions that we basically help prep them and remind them of what you can and shouldn't expect of somebody. So that has helped a lot in how we interpret those. But what's interesting is that people who do the best through that treat that meeting as a meeting. They treat that as, hey, I'm working with my peers, versus I'm going to stand and deliver. 

Speaker 2
They treat that as like a, hey, I'm in my, you know, as an interactive session, essentially, with everybody else in the room. And like, they're Tate and they take the inputs that they've learned throughout the process and sort of bubble that up throughout, and they'll, like, engage and say, hey, Brian, you mentioned this during here. Here's why I've been thinking about that. So it's not so much of a rubric as it is sort of prepping the internal team on, like, how to, what to expect coming out of those, if that's helpful. One thing I want to add to. 

Speaker 3
All of that, something that we do, and we do this for all of our roles, or for most of them at least, that I like to include, is to ask the candidates to state their assumptions and explain their assumptions, because that can be really helpful, too, is just like, you have no idea what kind of environment they're coming from. It might be coming from a very different culture where a decision that they're making in that exercise makes a lot of sense in their current culture, and it doesn't make any sense in our culture. 

Speaker 3
And as long as we understand their thought process behind it and the reason why they're making that decision and if it makes sense to us, if they have good reasons for making that decision, it's like, potentially something that you can get past versus if you just see it in that exercise, it might actually be a big red flag to you without understanding the thought process behind. So that's been, I mean, we do that not just for exec hires, but for general exercises as well. And I've found that really helpful. And it really sets people apart between, like, candidates who are just doing kind of the minimal work to put something together and someone who's really being thoughtful and, like, laying out all of their assumptions to how they got to the end result. 

Speaker 2
Yeah, that's such a good point. Like sharing what that assumption is and like, having it because you're right. Like, they could be not knowing. It's like when you do a sales pitch, like, if you have a sales candidate do a sales pitch and they try to pitch your company back to you. And it's like they're pitching to people who do this every day and know that x, Y and Z aren't going to work. It makes it so much harder if you, because everyone else in the room knows that, like, we hadn't, this has happened. Actually, we had a presentation for an executive recently, and person did amazing in the presentation. There was a section where she had based it off of some different assumptions, and the team was like, oh, well, those numbers don't really make sense for where we're at. 

Speaker 2
And we're like, yeah, but the framework of how she got to that, right? So she laid out all these things that were key factors of importance. Maybe that n number is not the number that you all want to go with, but she doesn't work here yet. And I think it's also not being afraid if you're the facilitator of that debrief, to sort of, if you're in that conversation post exercise, to share back with your, like, other leaders be like, hey, they're basing that off like an assumption. It's more, so how did they get there? What was the work that they did to get there? And what's, like, the perspective versus, was it exactly right or was it more about how they're thinking about it? 

Speaker 1
Simon, you're the one who started us off on this. So what's landing for you? 

Speaker 2
Or what, where are you at? 

Speaker 4
I think I like the idea. One, one follow up question. Would you, would you, let's say, you know, there's a presentation or something with a more broader group? Would you have like a feedback draft session, like a pre game almost to if this is like going into the right direction or just to give them the opportunity to correct if they got some assumptions wrong or. 

Speaker 2
Yeah, I always personally, like, I love to prep candidates, so if I don't, again, I don't want to do it for them, but I always put it out there to them, like, hey, if you want to spend some time, like share, you know, I'm happy to review with you, like directly. Like I had, again, someone for one of these searches where they wanted me to go through the slides with them, always will do that. One of the other things that we do just to that point, we have our exact candidates, and I'm sure all, you might all do this too, but we have them sign an NDA. And then what becomes really useful is that when we send the thought exercise prompt, I also send them a blank Google document. 

Speaker 2
And I'm just like, hey, any questions that you have about seven rooms about prep for this presentation, anything that you might want to know, drop it here and I'll share what I can and the stuff that I can't share, obviously we won't. And then we sort of like go back internally. So if they need an.org chart or they want to see a recent investor deck, or they want to see sales numbers, for example. Like, I know when our CRO, he had asked for like, what are some of the different, you know, numbers in terms of like quotas and different things like that? You know, a lot of that stuff we can share once they've signed the NDA. So we'll give them some more of that insight. And again, still knowing that it's not going to be perfect for them because they haven't done it. 

Speaker 2
But that's some of the prep work that I also do with them is making sure that they have the, as much of the information that they want out of that. Some don't ask for anything and they do well anyway. Some ask for so many things, we can't get them everything. But I find that's really useful, too, in terms of how you prep them is like what information you provide them to. But I do think the sample like run through is because you can be like, hey, you might want to try putting that earlier in the discussion. 

Speaker 2
Or you could nudge them if, you know, your team, for example, wants to see strategy before resources, for example, which is something we saw recently, is like I can just say to the candidate, hey, as you're thinking about this, put bigger picture strategy before you put all the resources that you might need to do that. 

Speaker 4
I have another question. So how do you deal with things that you think are almost like obvious and you don't think to plan for? I'll give an example. In the past, we hired an executive and sort of assuming that time commitment is going to be there, especially on executive level. And then when somebody joined, then we realized that, you know, their time is actually blocked for a significant amount for an executive, for family matters and things like that. How do you, how do you deal with that as part of the process? 

Speaker 2
A good question. 

Speaker 4
Ever. Did you ever had a, I don't know. I don't want to call it an incident like that, but something like this happened to you in the past. 

Speaker 2
Probably, probably some, I'm sure it's happened somewhere along lines. Laura, I don't know if you've seen any of that as in your role, too. But I think from a process standpoint, it is sometimes hard to know how that's going to play out. I think it's more so kind of what, maybe it's like sharing your expectation upfront of like, hey, here's what we need out of this role. We need expect you to travel x amount or we expect you to be here for x amount. So sometimes it's just more so like being forthright with that. The other part of like, once they're here, how do you. I don't know so much about that part, too. But I think, like expectation management up front of like what you think that person should be doing is certainly useful. 

Speaker 2
But it's, I think sometimes hiring is not a silver bullet. So you can do all these things right and everything and they can still not work out, too. So that's the hard part with recruiting sometimes is sometimes you just, I don't know, sometimes it doesn't go the way you expected. 

Speaker 1
Well, I imagine that there's a piece of the recruiting and hiring process that's not only about the technical aspects of that person's role, but also a broader understanding of cultural fit. And Simon, I don't know if this goes, it seems to me like this falls into that category. If I understood correctly the situation or the mismatch it was around. Do you measure productivity based on time? Are people expected to be in front of their desks or in front of their computers for a certain amount of time, or can they get their work done when they get their work done? That's a fundamental, there are companies that are like this and then things are structured a certain way. There are companies that are like that and they're structured in a different way. Where does that come up in the process? 

Speaker 1
Is that where you're going with the. 

Speaker 4
Simon, that specific case is basically availability. And it's a struggle when you don't have availability because we have different time zones and you need to be able to schedule meetings because otherwise you're just not able to get anything done. So. 

Speaker 2
Yeah. 

Speaker 1
Laura, also curious if you have thoughts about this. 

Speaker 3
Yeah, I mean, we haven't had that problem so far, luckily. I would just echo what Katie was saying is being really clear about expectations and like being upfront about, you know, our team is distributed. We expect you to be available for like x hours. I think for us we're fairly flexible and have a pretty. 

Speaker 2
Like a culture. 

Speaker 3
Based on trust and that, like, you don't have to be on certain hours, but you need to be making your impact. And I think that's the thing that we make really clear, is, like, you can have a lot of flexibility, but you need to get your work done and you need to be available for the team. And so we can provide a lot of flexibility around that. But we're going to have a conversation if you're not upholding those expectations. So luckily, we haven't had any issues with that. Now you're making me nervous about that coming up, but we haven't had any issues with it yet. 

Speaker 4
Just to clarify, we have a very open and trusting environment. This particular case, it's every day and significant amount of hours in a day. So it's not like, hey, you know, twice a week somebody needs to take their kid from school and. But this is like every day the. 

Speaker 3
HR person in me is asking, do they need to take, like, a short term leave or something? Like, do they have something significant going on in their life, like an illness in the family or something? That's like taking up a really significant amount of their time. So if you haven't already, it might just be worth the conversation with the person of like, hey, what's going on? Do you need additional support or some time away to get whatever is going on in your life situated so you can come back with your full self? Because if it's, like, really significant parts of the day, that, to me, is. 

Speaker 2
Maybe a flag that there's something. 

Speaker 3
Bigger going on than just struggling to manage their day to day schedule. 

Speaker 1
Simon, from what I can understand from this case, it sounds more like it's like a regular thing. Like the person has blocked off on a regular basis chunks of time that they're doing non work things. And, and it's in, it clashes with prime meeting times. 

Speaker 4
Absolutely. 

Speaker 1
On other time zones. Right. 

Speaker 4
It's not of working hours, it's prime time. 

Speaker 2
Yeah. 

Speaker 1
So I want to make a separation here just so we can keep the conversation focused on the hiring. I think, Simon, if we could put a pin in dealing with this situation, with this person and think about it more in the, at what point in the hiring process would. Katie, Laura, would you recommend making sure that you are checking and clearing expectations? Is it relatively late in the process once you've understood that the candidate is qualified and matches the other thing? Is it something you put in at the scale, in the waiting way, at the beginning? Walk us through how you think about that, and Simon, would that be helpful? 

Speaker 4
Yeah, you know, I think that the part of, you know, sharing the expectations up front, I think as a theme. It's. I think. I think that's the right thing. I wonder, you know, what will be the right way to convey this kind of message and maybe something. This is just an example, right? I'm sure there are things that I don't think about now, and it's only when they're going to happen. I was like, oh, yeah, how do I put it into the process, right? Because that's something I didn't actually think of putting in the process because I thought these kinds of things are obvious, but trying to anticipate things that I don't think about right now. 

Speaker 2
Yeah. One thing, too, I might suggest, is where time zone are you based in. 

Speaker 4
New York? Yeah, you know, we have New York. We have people all over the state, mostly New York. 

Speaker 2
So one thing, too is, like, what we've done, because we have a bunch of our execs are, like, on the west coast, for example, and then we have teams in Europe. We have teams and a pack market. One thing that we've done, like, through the recruiting process, too, is sort of, I think our, if I remember correctly, with our CRO in particular, we did have conversation because it was our first remote exec. So when we hired Brent, he was our first remote exec. We had, like, coming out of COVID was like, 2021. He was going to be in California. We didn't have a big team out there. 

Speaker 2
So we had that conversation around time zones and like, hey, how do you plan on, so you can ask a question like this to candidates as a leader, how do you plan on, you know, being present and available for your team that might be in all sorts of different time zones, so you could ask a question like that through the process. And for Brent, you know, for him, he was like, well, I plan on an early riser anyway, so I plan on starting my day, you know, with the New York team, and I'll be available as I need to be, and, you know, might need to do here this here and there, but I'll travel as I need to, and I'll do this as you know. 

Speaker 2
So they actually had that conversation because for us, that was one of our worries of hiring our first remote exec, which was, how do they. And he's done an amazing job with it. So, but they did have that conversation up front around, like, how much travel he should expect, what his availability was going to being on the west coast. And now we have folks all over the country in the world. So it doesn't impact as much. But question like that you could ask in that process as you're getting, like, towards the end of the process, I wouldn't ask it too far up front. 

Speaker 2
I'd say as you're getting into, like, towards the offer stage with somebody, be like, hey, I'm really thinking about you in this role, thinking about, you know, what the day to day would look like for us, working with one another. And even if they're not, like, in a different time zone, you could just put it out there and be like, hey, how do you expect to, like, partner and work with your team that's all over the world? And you can sort of hear their approach through that. And they might say, like, I have, you know, commitments. I need to pick my kid up here and there. I have to go, I have doctors, you know, I have appointments. 

Speaker 2
And they might start to share that with you and say, I'm not sure if that's going to work for us, if that doesn't, and then you can have that open conversation around it, would. 

Speaker 4
You be specific and ask, do you have any special family commitments that you need to deal with? Is that, is that a fair question? 

Speaker 2
I. I don't think I would. I don't think I would. I think from an HR standpoint, it could get a little bit dicey to ask things related to the family. I would position it more so around how they plan to, like, be there for the rest of the team or what their working style is like on a day to day. I don't know, Laura, if you have any other thoughts on that one. 

Speaker 3
Yeah, I would agree. Honestly, the thing that's going through my head right now, Simon, is that it sounds like you have a fairly unique situation, and I wouldn't bend over to backwards trying to solve for this situation. It sounds like it's probably better just deal with it head on with this specific individual and not assume that you'd have the problem very often because it sounds somewhat unique. But from my perspective, if we're talking more broadly about setting expectations and things that we think could be a challenge for many execs, or even just broadly, this is how we work. Good for you. I personally like to build those expectations into a lot of different stages of the process, because if you say, if you don't say it right in the beginning, you might waste a lot of time on both sides. 

Speaker 3
It could be an easy no, but when you say it at the beginning, they're probably going to forget by the end. So just like that, repetition can be really powerful, too, and really confirm. 

Speaker 2
For you that they get it. 

Speaker 3
You're on the same page. But it does sound like your situation is somewhat egregious. And I wouldn't just assume that it's going to be a problem for a lot of people. 

Speaker 2
And I don't know it can be. 

Speaker 1
And I think about Simon, I don't know if this person is in a seven hour time difference from the east coast or not, but I do know that four to 06:00 p.m. Israel time, for example, is like 910, 11:00 a.m. Eastern time. And that's exactly, I don't know if that's the situation or not. It's not that. 

Speaker 4
Okay, this is east coast. This is just on the east coast. 

Speaker 2
Okay. 

Speaker 1
Because I do know that, you know, with working with offices in Tel Aviv, it was that afternoon, morning. It's exactly like time to pick up kids is when the day is starting here. So that is like, Laura, to your point, it can be a very broad thing for companies that are east coast. That's the only point I wanted to make about that. Let's get to the next piece of this that you were asking, which is about postmortems and learnings. How do you incorporate learnings from a process into future processes? Which, Simon, it sounded like it was the second half of that question. You mentioned it also at the top of the call, something that you wanted to get some insight on. 

Speaker 4
It's somewhat related to that. But maybe just going to what are the best practices in places where I don't know what to anticipate and just hear about ideas that I can incorporate some of your learnings rather than me, you know, having a frame to take earnings and put it back to the process. 

Speaker 2
Yeah, I think on that part, like, I think one of the things that's so every search is so different. So for example, you might do a head of CS search, you might do a head of sales, search, marketing, whatever the search is, you're going to have a different thing that you learn out of each of those and depending on, like where you are. So I think it's a matter of like when you finish that, it could be one of those. Could be like, did the search take seemingly too long, right? Or did. We had that once and it was like, okay. 

Speaker 2
And I remember early days, it was like we realized we had way too many people in the process and that, and I think Jeff had mentioned that earlier, but it was like we had way too many interviewers that were in the process, because we didn't want to offend anybody by not having them in the process or we thought they might be good for them to meet. And so that was a really good learning for us where it was like really figuring out who are those, like four stakeholders, maybe five, six people that we really, they're going to help drive the decision. Right. Those are the people that are going to really help push that. So that was one, I think the learner. 

Speaker 2
Sometimes companies will go too few, and then I think the learning with that is post hire, actually, even more so is that you're like, we didn't get all the information, but because you probably had too few people and too many, too few perspectives asking that question. So that's definitely, I think, on that. And, like, I think it's just a matter of looking back at each search and understanding what were the biggest challenges. So for us, one of the challenges when I first joined, as I think I mentioned, is like, the agency just wasn't providing like the right coverage for what we needed. So they weren't being trans, they weren't being communicative enough. We had, they had, again, this was before I joined, but, like, they hadn't been delivering on the things that they had committed to. 

Speaker 2
They were sharing candidates that were like, way outside of the things that our CEO had shared that he wanted with the role. And that's where that scorecard came into play, where I was like, hey, let's really drive this home. Let's get something that's more concrete that we can lean back on and say, hey, every time you send a candidate, now, let us know what their score is based on that, because we can make our decision. Do we want to talk to that person or not, or are they giving us the things we need? So I think it's just like each one is going to be a little bit different. But those are some of the things that we've learned is just sort of like managing those pieces differently. 

Speaker 1
Katie, I was actually going to ask you before, who does the scoring in that scorecard? 

Speaker 2
Whoever, the hiring manager. So for that one, it was our CEO. That's like his, that's like one of his favorite ways to sort of like kind of calibrate on the need because he thinks a lot about, okay, what's the bullseye candidate for him? And that's going to be someone that's like, it's a, the aggregate of that goes up to five. So for that scoring matrix, we would essentially most of the time, look at people who are like, 4.2 to five. For someone to get a five, it's probably, like, really rare, but. And it feels unachievable. And he's really open within that spectrum. But I think that it helps define and take the things that they're thinking about their needs and then kind of putting it into practice a bit more. 

Speaker 1
Laura, do you have any last questions? 

Speaker 3
I mean, I probably have a bunch of big, meaty questions, but not that can be covered in four minutes. And I actually, I need to run to the bathroom before my next meeting, so I was going to drop a minute or two early, so I don't think anything left. This is helpful conversation, though. I appreciate you. All. 

Speaker 2
Good. 

Speaker 1
Well, before you go, you and Simon, let's get takeaways. One thing that you each are taking from this, you're welcome to put in the chat. You're welcome to say it out loud. I also dropped in the chat now, the registration for the next two roundtables. I mentioned, Gigi and Jenna's already before, and the one after that is with Jamie, the CEO of industrious, on making your companies in person time worth it. So, Simon, I think we've talked about this before, and I bet you'll find it interesting as well as the hybrid. When do you bring people together and for what? So that's coming later in April, after the holidays. 

Speaker 4
I actually have another question, maybe just to use the time. Do you have any sense on the strongest indication for a successful executive hire? Like, is it chemistry during the process? Is it previous company's background? Is it something else? But what would you say if you're looking back on successful hires, what was the most one. 

Speaker 2
So your question, just to make sure I'm clear, what was the most successful hire? Or. Sorry. I was messaging Laura in the chat just to let her know, to message slack me. 

Speaker 4
I was just wondering what was the, what is the strongest indication for a successful hire when you think about successful hires? 

Speaker 2
When I think about our leadership team, I think they're all really successful hires. So I feel really excited to sort of, I think that the most helpful indicator is that exercise. So we've had so, and I say that too, because we've had some execs who have done that. And maybe the exercise wasn't as strong as it could have been, but we took a chance. And then some of the things that were lacking in that, in terms of whether it was presence, whether it was strategic thinking, whether it was like, actual, like, being able to drive things through sometimes those were the things that were like, bit of a miss. And were like, oh, we think that. We still think they're really great and we're going to go for it. 

Speaker 2
Whereas the ones who have really taken that exercise of, like, this is meeting number two, like, this is like, I'm here at the role, and they're really showcasing their strategic thinking and their ability to, like, go high and low in that discussion. I think those are the ones that have been, you know, again, all of our C suite and leaders today have gone through that, and they've all been really engaging presentations and conversations, even if it's the most dry position ever. We had a position just recently that it's a pretty dry role itself. It's a lot of data. And the conversation was still really engaging because she brought everybody into it and took those inputs that they learned throughout the process. 

Speaker 2
And our CRO said something really interesting, and I'd leave you with this part, is anyone can tell you the right answer, but someone who, like, truly knows it and is truly great at what they do can have a discussion around it versus just, like, deliver answer. Like, in an interview, someone can practice and prep. Like, this is what I should say. Whereas in that exercise, you're asked questions like, real time. And someone who truly is good at, like, truly an expert at what they do can respond in that moment and sort of have that kind of dynamic. 

Speaker 1
All right, well, thank you so much. 

Speaker 4
Thanks so much again, Katie. 

Speaker 1
All right, see you soon. 

Speaker 2
All right, take care. Thanks. 

Speaker 4
Bye. 

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 Dolgin. 

Speaker 3
Thanks for listening. 

