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Foreword: Customers, Not Marketers, Are Defining What It Means To Be A Marketer

FOREWORD

CUSTOMERS, NOT
MARKETERS. ARE
DEFINING WHAT
IT MEANS TO BE
A MARKETER

Marketing is under constant reinvention. But
marketers like me aren’t the ones driving

this change. When it comes to defining what
marketing is and does, customers are in the
driver’s seat. Meaning if today’s customers are
digitally-savvy, channel-agnostic, and plugged
in — then your marketing team better be too.

Hi, I’m Tricia, the Chief Marketing Officer here at Drift .

As a three-time CMO, I’ve seen the marketing field undergo significant
changes in my two-decade career. Currently, one of the major shake-ups
happening in the world of marketing is the demand for diverse talent.

In a recent report from The Economist and Digital Marketing Institute,

70% of marketing leaders said securing the right talent was one of the
greatest challenges facing their company. Driven by a more technically-
savvy customer and the need for constant innovation to stay competitive,
marketing leaders are investing in skills and talent not previously associated
with the field.


https://digitalmarketinginstitute.com/perpetual-evolution-economist
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Modern marketing departments are now home to creatives, data analysts,
system specialists, writers, and so much more. While there will always

be specializations, bringing together the right- and left-sided brains of
marketing is incredibly important for teams to remain agile and customer-
centric. Companies like Dell have seen this shift and created an environment
to suit their changing marketing team:

“We have a big cross-functional team of analytic
folks, as well as content and asset creators,
huddled up in team rooms every day looking at
the performance of the content that we put in the
market for the future-ready campaign. They’re trying
to use agile approaches to make real-time changes.”

- Karen Quintos, CCO (Former CMO), Dell, The CMO Solution Guide

The demand for talent offers a lot of opportunities for those in marketing,
where career branches are growing more diverse. However, this demand also
introduces challenges for executives like myself trying to build out modern
marketing organizations.

As the marketing leader here at Drift, I know that nowhere do these
opportunities and challenges present themselves more than in companies
undergoing hypergrowth — where the only teams that succeed are agile and
highly streamlined.


http://thecmoclub.com/wp-content/uploads/2015/10/FINALCMO-Solution-Guide_ModernMarketing_October2015.pdf

Foreword: Customers, Not Marketers, Are Defining What It Means To Be A Marketer

To help other marketing executives at hypergrowth or rapidly growing
companies, the Drift Marketing team partnered with the experts in talent
optimization, The Predictive Index® and Erica Seidel of The Connective
Good, to create a blueprint for high-performing marketing teams in
hypergrowth environments.

As a CMQ, it’s no longer enough to just focus on the customer experience.
Today’s marketing leaders must also be intimately involved in the employee
experience. The insights in this book touch on my most important learnings
as a marketing executive — from budgeting to team-building to employee
experience best practices.

I hope you find it invaluable in creating your next great marketing team!
Best,

—_—— .

S reced

Chief Marketing Officer, Drift
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THE TALENT
OPTIMIZATION
FRAMEWORK FOR
HYPERGROWTH
MARKETING

Building a team while undergoing hypergrowth can feel like a constant game of
catch-up. But, it doesn’t have to be. Aligning your talent strategy with your larger
marketing initiatives and business goals is the best way to bring on top talent
and reduce employee churn in the long term.

In this chapter, we’ll walk through the dilemmas facing marketing organizations
during hypergrowth, introduce a model for team building, and discuss how to
align marketing strategies with your hypergrowth goals.

The Hypergrowth Dilemma

First appearing in 2008 in the Harvard Business Review,
the term hypergrowth is defined as “the steep part of the
S-curve that most young markets and industries experience at
some point, where the winners get sorted from the losers.”

This definition does a good job of visualizing a company’s
growth during this time — and its ideal trajectory. The

“S-curve” is the wave that companies must climb in order to be

seen as undergoing a form of hypergrowth.

The World Economic Forum categorizes hypergrowth
businesses as those companies with a compound annual
growth rate (CAGR) greater than 40%. I I I

Hypergrowth

Rapid growth

Normal growth

*Compound annual growth rate

Source: World Economic Forum


https://hbr.org/2008/04/managing-hypergrowth
http://reports.weforum.org/mastering-hypergrowth/infographics/
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Hypergrowth is a critical junction in a company’s growth
story. Bringing in the right people at the right time is pivotal
to achieving long-term goals that align with a company’s
vision. Marketing’s role is especially critical during
hypergrowth for building brand visibility and differentiation
within the market.

While there are different paths companies take on this
hypergrowth journey, there are a few milestones that
remain constant.

CEO David Cancel, in trying to understand Drift’s own
place in the hypergrowth narrative, broke these milestones

into three stages:

1. EDISON STAGE: The Edison stage is very much the
“eureka moment” for a hypergrowth company and is
defined by moments of invention. Specifically, founders
and companies at this stage are asking themselves “Is this
actually possible?” and “Can I patent this idea?”

2. MODEL T STAGE: The Model T stage is all about scaling.
Companies at this stage are either looking to take
something that already exists, or create something new,
and bring it to scale.

3. P&G STAGE: At Drift, we consider ourselves in the
midst of the P&G stage. This third stage is about building
differentiation within the marketplace and creating
a brand that people will recognize and automatically

associate with your industry.

P&G Stage

PSOCIALION
% >

Edison Stage

There’s a lot of information out there on best practices for
hiring and retaining talent. However, there’s little focus on
what this process looks like in a hypergrowth environment,
where, especially for marketing teams, getting the right
people couldn’t be more crucial.

Working in partnership with The Predictive Index (PI)
and The Connective Good, we’ve developed a framework
to guide leaders at hypergrowth companies in building and
scaling high-performance marketing teams.

The Hypergrowth Talent
Optimization Model

The Talent Optimization Framework for Hypergrowth
Marketing from Drift, The Predictive Index and The
Connective Good has three stages to guide you in the
team-building process — taking into consideration
the speed and growth of your business.

THE TALENT OPTIMIZATION FRAMEWORK
FOR HYPERGROWTH MARKETING

Diagnose

S
X
Business
Strategy

Hire

v

Business
Results

Design
Inspire

Source: The Predictive Index; Talent Optimization

As shown in the illustration above, your marketing strategy
should dictate your talent strategy and your talent strategy
should benefit your larger business goals.

The bulk of this book will dive into each of the three
stages shown in this graphic, as well as diagnose the needs
of the marketing organization:

1. DESIGN: In this stage, leaders define the current
structure of their team and identify any skills gaps.
They also prioritize which marketing functions align
with their current strategy and goals, and what tools
they’ll need to support those functions.

2. HIRE: Leaders then work with their senior team
to create different roles and identify the skills and
behaviors they need to add to the department.

3. INSPIRE: Finding talent is just one piece of the puzzle.
Keeping that talent is what defines a great leader. The
final stage of the talent optimization framework will
guide you in developing best practices around employee
experience and retention.


https://www.drift.com/hypergrowth/
https://www.slideshare.net/DrifttHQ/the-3-stages-of-hypergrowth
https://www.predictiveindex.com/talent-optimization/
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Before we discuss each of these stages, let’s talk about the
two things that should ultimately guide your talent strategy
decisions moving forward: your business goals and the
marketing strategy you’ll use to achieve them.

Setting Goals That Define
Marketing’s Value

Most likely you have a lofty set of goals for your hypergrowth
marketing team. But are they SMART?

SMART goals are a business management practice used by
leadership to set more achievable and realistic benchmarks.
These goals are defined as being;:

» Specific

» Measurable
 Achievable
« Relevant

e Time-bound

Using the SMART goal strategy means you can tie hard
numbers, performance metrics, and timelines to your
marketing goals.

Any goals without performance metrics and deadlines
fail to demonstrate your team’s value to the rest of the
organization. Demonstrating value through goal setting will:

« Show how your department contributes
to larger company goals

 Give your team clear targets to go after
collectively and individually

« Identify current gaps blocking your
team from reaching these goals

« Build a case for increasing the budget, resources, and
personnel further down the line for your department

To start developing your own talent framework, you’ll need
to identify your top three business goals for the next 12 to 18
months. Next, determine what your marketing department’s
goals will be in the next 12 to 18 months to align with your
business’ goals. Once you’ve defined those goals, you can
start building a clear strategy around what initiatives (and
skills) are needed to achieve them.
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Building Your Marketing ’
Strategy - Download ®
The Workbook

The Predictive Index, Erica Seidel of

The Connective Good, and Drift offer a
downloadable workbook you can follow along
with. Get the template to start developing
your marketing strategy now.

Download the Workbook

Creating Your Hypergrowth
Marketing Strategy

Having an unclear business strategy is a recipe for disaster,
no matter how great your team is or how amazing a leader
you are. Your strategic initiatives should all work towards
your larger company and marketing goals. Your marketing
strategies should indicate:

» The marketing unit involved

« The “why” behind the strategy (i.e., the connection to
your larger goal)

“A company's culture is sometimes at odds
with what it really needs to do in order
to grow and thrive. By adopting talent
optimization, businesses can successfully
start internal discussions on evolving their
company culture so it tightly aligns with
their business strategy - giving their people
strategy a fresh start, a new lens in which
to make decisions, and the ability to achieve
true hypergrowth.”

- Drew Fortin, SVP of Sales & Marketing, The Predictive Index


https://drift.com/wp-content/uploads/2020/02/2002-Winning-As-A-Marketing-Leader-Workbook.pdf
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As mentioned, hypergrowth means maintaining a 40%+
average annual growth rate for longer than a year. We’re the
first to admit, this is no easy feat.

So how do you create a team environment where this
number is even possible?

In his book, Hypergrowth, Drift CEO David Cancel laid out

the five ingredients of a hypergrowth company and what it

takes to get to that magic number:

1. CUSTOMER-DRIVEN: Talk to your customers, find
out what they need, and make promises you can deliver.
Don’t simply reserve this for your middle management
either. As a marketing leader, you have to pick up the
phone and get in the trenches with your customers.

2. ACCOUNTABILITY: Autonomy only works if people
are held accountable. This doesn’t mean yelling at
employees when things don’t go according to plan. This
means giving your team the resources or support they
need to reach their objectives.

“In order to be effective, marketers
need to have credibility. Because they
have to do a lot of leading by influence,
they have to do a lot of aligning and
engaging and evangelizing, and that
only works when people trust you. They
only trust you if you deliver the goods
and are accountable; you do what you
say and you say what you mean.”

- Peter Horst, CMO, The Hershey Company, The CMO Solution Guide

3. TRANSPARENCY: To improve collaboration and
visibility across the team, marketing posts their “big
rocks” for the week on Slack every Monday. They do this
to give a run down of any large projects they’re tackling,
as well as tag anyone whose help they might need to get
the job done.

4. ITERATIVE APPROACH: Ship, ship, ship. Driftisa
company of shippers, and we’re a high-performance
culture because of it. Marketers are often trained to “get
our ducks in a row” before shipping a larger piece of
content: the perfect collateral, the perfect campaign, the
perfect follow-up messaging. Forget perfect. Focus on
quality, at scale. And, of course, don’t be afraid to show
your work.

5. OWNERSHIP: Knowing who owns what project at
any given time isn’t the same as accountability. Your
Director of Demand Generation may be responsible
for generating 1,500 MQCs per month, but the Email
Marketing Manager owns the nurture flow and the
Social Media Manager owns the weekly cadence across
social platforms.

Following DC’s rules, you shouldn’t be developing your
marketing hypergrowth strategy in isolation. Instead, follow
the methodology above. Then embed this process into your
own work culture:

« Talk to your customers to understand what is and

isn’t working. Communicate what you found with other
department leaders and come up with action steps for
how to deliver on that feedback.

 Gather your marketing managers and brainstorm

how they can help deliver on the goals through each
function. Make these managers accountable for their
team’s delivery.

 Build a culture of transparency among your team

and encourage the same in other departments. You’ll
be shocked at how much this approach increases
collaboration and speeds up delivery.

 Quality matters, but there’s no such thing as perfect.

Give your team expectations around daily ships and
remind them to use the same SMART goal approach to
their everyday to-dos where possible.

» Give people a sense of ownership over their projects.

Have your department track ownership and be
responsible for their projects — even when they’re in
someone else’s hands.

With a better understanding of how to adapt your goals
for hypergrowth, you can now begin drafting your team’s
marketing strategy for the next 12 to 18 months. This period
accounts for any new talent you’ll need to hire and/or time
you’ll need to train your current employees.


https://www.predictiveindex.com/blog/using-the-predictive-index-to-promote-team-transparency/
https://www.drift.com/hypergrowth/
https://www.predictiveindex.com/blog/how-to-create-a-culture-of-accountability-from-the-c-suite/
https://www.drift.com/blog/how-to-ship/
http://thecmoclub.com/wp-content/uploads/2015/10/FINALCMO-Solution-Guide_ModernMarketing_October2015.pdf

Winning As A Marketing Leader

DESIGN

FIND YOUR

SUPERPOWERS &
DEVELOP A GAME PLAN

Building a high-performance marketing team doesn’t happen by cobbling
together employees without considering team dynarmics and long-term
planning. You have a much better chance of reaching your goals and
executing your strategy if your team-building is done intentionally.

In this chapter, we’ll walk through how to create a blueprint for planning

future headcount.

Identifying Your Team’s
Superpowers

How you organize your team and prioritize the different
marketing functions will depend on a number of factors:

» Company maturity

e Team maturity

 Your company org structure

 The maturity of your product category

» Whether your organization is B2B vs. B2C vs. B2B2C

« Seniority/span of control/authority of existing team members
» Marketing budget

» Product distribution — sales team, eCommerce, retail,
distribution network, etc.

No two marketing departments look alike. That being
said, there are still best practices you can follow to create an
organizational structure tailored to your business’ goals, but
fluid enough to account for rapid growth.
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In this section, we’ll look at the steps for designing and
streamlining a hypergrowth marketing team, including:

4. Identifying your marketing functions and your current
team structure

2. Recognizing senior management superpowers and how
they align with the marketing strategy

3. Defining your team’s hypergrowth principles

MARKETING FUNCTIONS
& TEAM STRUCTURE

If you're reading this book, we’re assuming you hold some
type of leadership position on your marketing team. You
may not be the Chief Marketing Officer. You may be, for
example, the VP of Demand Generation.

The important thing is that you:

» Understand your role in the marketing department and

who you report to (e.g., the C-Suite or board)

» Understand the role of other people in your department

and who they report to

» Understand how each person in marketing works towards

your common marketing strategy


https://www.drift.com/books/demand-generation-guide/
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Atlassian’s VP of Product On The 4 Expectations
That Drive His Managers & Hiring Process

Joff Redfern knows a thing or two about Joff and the team also began using these four
building teams undergoing hypergrowth. guiding expectations during the hiring process.
While the VP of Product at LinkedIn, he grew After all, they want to hire people who have

a department of 12 into a team of 650. After the potential to grow with the company.
leaving LinkedIn, Joff became the VP of

Product at Atlassian. One of the first questions As for how marketers and other departments
he asked his new team was: “What does it at hypergrowth companies should approach
mean to be a product manager at Atlassian?” their training and hiring process, Joff stresses

the importance of getting the framework right:
Together, they created four expectations around

“ ] (] ]
what it means to be a great product manager: L P e S COT S e, S

once it reaches that size, let’s say more

1. Lead and inspire than 100 people, you start to get a layer
of management... You get this director
2. Product mastery layer. This is where strategy meets

the ‘hands on the keyboard.’ If you’re

3. Drive outcomes trying to help the company grow or

4. Great communicator change, you actually need to hit all the
people that are hands-on-keyboards.
Joff compared these expectations So you have to work through that

director layer because that’s ultimately

against his organizational chart and t .
the last mile of where it scales out.”

current staff and created a guide for

his management team at Atlassian: Check out the full interview with Joff Redfern on

Drift’s Build podcast with host Molly Crowley.

“..we looked at every individual
contributor role in the organization
and every management role in
Product. And we wrote out in detail
the expectations for that role, for
that level, by those four expectations.
Which was incredibly helpful as we
rolled that out to the organization.”
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https://buildpodcast.drift.com/public/13/Build-45671/c6ae7a8397
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The right organizational structure should align with your
business strategies and growth trajectory. The Ultimate Guide
to Talent Optimization provides two examples to help you put
this into perspective:

1. SMALL ENVIRONMENT (1-100 EMPLOYEES)
A small startup environment is focused on three things:
building intimate customer relationships, proving
competitive value quickly, and operating at a fast
pace. This kind of environment doesn’t benefit from
arigid hierarchical structure. It requires a relatively
flat structure with few, if any, middle managers, so
decisions can be made quickly.

2. LARGE ENVIRONMENT (500+ EMPLOYEES)
The more personnel you have, the more important
structure becomes to ensuring everyone understands
and works towards a common goal. A large
organization, especially during hypergrowth, requires
a more rigid hierarchical structure, with multiple layers
of management. Why? Because one leader “to rule them
all” simply does not work the larger your company
becomes. You need to delegate.

You might be asking, what about a middle ground? That’s
easy: just look at Drift in 2020. If you’re reading this right
after publishing, Drift has more than 300 employees across
the U.S. We’ve experienced a massive hiring jump over the
last year. And the marketing team has seen a lot of new faces
because of it.

Below is an example of what our current marketing
structure looks like at Drift.

Asyou can see, our structure is segmented into marketing
functions. Currently, this includes:

« Demand Generation

- Content Marketing

- Community Management
 Customer Marketing
 Product Marketing

- Event Marketing

- PR/Brand Marketing

» Creative

The Demand Generation function is often the first talent
onboarded to a company’s marketing department. At Drift,
we started with Brand Marketing. Why? Because, at the
time, we were introducing conversational marketing to the
marketplace, which was a brand exercise.

Today, we’ve grown into a multi-discipline marketing
organization to account for new strategies and initiatives. As
part of our growth, we’re slowly building out our organizational
structure to better delegate tasks. Specifically, we’re adding
more middle managers to help senior management deliver
strategy at scale.

Delegation is essential to managers looking to make it in
a hypergrowth environment. After all, it isn’t reasonable to
expect anyone to hold the torch forever. As the leader of your
marketing organization, it’s important that you impress
upon your senior managers the importance delegating has
in meeting hypergrowth goals. (& Ego is a big part of this
exercise. More on that in Chapter 3.)

CMO
PRODUCT PRODUCT VP, VP, VP, CREATIVE HEAD
MARKETING MARKETING CUSTOMER MARKETING CONTENT & BRAND OF
MANAGER MANAGER TEAM DEMAND GEN COMMUNITY  DIRECTOR COMMS
1 15 7 7 1
REPORT REPORTS REPORTS REPORTS REPORT
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https://www.drift.com/conversational-marketing/
https://www.predictiveindex.com/blog/how-to-delegate-work-the-right-way/
https://talentoptimization.org/wp-content/uploads/2019/04/Ultimate-Guide-to-Talent-Optimization-v19.3.1-1.pdf
https://talentoptimization.org/wp-content/uploads/2019/04/Ultimate-Guide-to-Talent-Optimization-v19.3.1-1.pdf
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To begin visualizing your own organizational structure, start

with the following: DQSig ning You r .
1. IDENTIFY YOUR CURRENT IN-HOUSE Ma rketing Org =
MARKETING FUNCTIONS Download The Workbook

Under each of the marketing functions, identify the
responsibilities and metrics driving each team.

The Predictive Index, Erica Seidel

Demand Generation Product Marketing of The Connective Good, and Drift
offer a downloadable workbook
you can follow along with.
Download the Workbook

Content Marketing Brand/PR

Look at the hierarchy in front of you. Look at the
personnel who make up that hierarchy — from senior
managers to marketing specialists — and start answering
the following questions:

- Does this team currently align with your marketing
strategy?

Customer Marketing Event Marketing

Do you have the right people in place to enable that
marketing strategy?

« Is this structure optimal for delivering on your
company'’s goals?

Depending on your growth velocity, you’ll need to revisit
this structure on a quarterly basis. Those companies that

Marketing Operations Other don’t revisit this structure are in danger of stunting their

growth.

Once you’ve answered these questions, it may be
tempting to immediately start optimizing these teams
and restructuring the organization around goals. Before
anything like this can happen you need to consider the
human element. Who are the leaders that make up your
current marketing organization — and what do they bring

2. THEN, START CONVERTING THIS CHART INTO to the table? How can they help make the hiring process
A DIGESTIBLE ORGANIZATIONAL HIERARCHY more seamless?
Start with yourself at the top, then work your way
up and down according to who reports to you and MANAGEMENT SKILLS & DYNAMICS
who you report to. Identify the marketing functions
within the chart and who heads their success. Note: Senior management plays a key role in not just executing
We recommend removing names from this process. your marketing team’s strategy, but also setting the
The reason being that many people build roles around cultural tone for the team and larger organization.
individuals as opposed to around strategy. This means A talent audit is a good exercise for both C-Suite
you end up with people doing a variety of things they're ~ marketing leaders and senior managers to keep a pulse on
good at, but they don't necessarily fit well into the the talent in their ranks.

larger marketing plan.

15


https://drift.com/wp-content/uploads/2020/02/2002-Winning-As-A-Marketing-Leader-Workbook.pdf
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At a hypergrowth company, poor team dynamics at the
senior management level can quickly derail a company.

It can lead to team splintering, where different leaders
are ruled by different marketing goals. For these reasons,
talent audits should never be reserved for just lower-level
employees in a hypergrowth company, but for senior
leadership as well.

To conduct this type of audit, choose a rubric that maps
the leadership competencies needed to achieve your team’s
marketing strategy:

4. List your current marketing strategies.

2. Map the leadership skills necessary to execute the
activities needed to achieve these strategies.

3. Answer the following questions:

a. Do you currently have the right leadership in place
to execute on these strategies?

b. Who are those people and are they currently being
utilized to meet these objectives?

c. What leadership gaps exist that cannot be filled
by current personnel?

Looking at the following example, we see how this
exercise would work in practice:

Marketing Leadership

Strategies Competency Personnel
Build a PR team Leading via Head of PR
to increase innovative

media attention thinking and

domestically. influence

You might find that senior managers who hold
certain competencies are not leading the initiatives
that would benefit from their skill set. This may
present conflicts within your marketing structure —
but it can also create opportunities.

People often have a difficult time understanding how
their superpowers can be used cross-functionally. Work
with your managers team to understand the value they
bring to your hypergrowth organization. Then, encourage
them to use a similar process among their own teams to do
the same.
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As your department’s head, you’re responsible for
teaching senior leaders to lead in a way that improves
culture and works towards the larger strategic vision. Instill
self-awareness as a key competency in their training and
help managers develop skills to build a better culture across
the marketing team.

Planning & Budgeting
For Team Expansion &
Technology Needs

Earlier in this chapter, we asked you to list out the
marketing functions that make up your organization. Now,
you’ll look at prioritizing each marketing function and
allocating the necessary budget and headcount to achieve
your goals. We’ll also discuss the importance of technology
in scaling your marketing efforts.

MARKETING HEADCOUNT PLANNING

As part of its talent optimization methodology and
workshops, The Predictive Index asks leaders to force
rank each marketing function from most important to
least important. They then have leaders notate how the
marketing budget and marketing headcount are allocated
among these different functions.

Prioritizing Your
Marketing Functions —
Download The Workbook

The Predictive Index, Erica Seidel
of The Connective Good, and Drift
offer a downloadable workbook
you can follow along with.

Download the Workbook



https://www.predictiveindex.com/content/case-studies/advocator-group-case-study/
https://www.predictiveindex.com/content/case-studies/advocator-group-case-study/
https://www.predictiveindex.com/blog/self-awareness-is-a-managers-best-friend/
https://www.predictiveindex.com/software/talent-strategy/
https://drift.com/wp-content/uploads/2020/02/2002-Winning-As-A-Marketing-Leader-Workbook.pdf
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However, as part of your hypergrowth model, you also
need to consider and design for scale. Meaning, prioritizing
marketing functions for budget and headcount alone isn’t
enough. Hypergrowth companies must also consider the
tools that can accelerate a team’s output.

“l created a new role to have a marketing
technology leader on my team. She’s
bridging the gap that had existed between
marketing and IT. Marketing, digital, and
our IT teams are working extremely closely
on any number of initiatives. | feel like there
has been a step-change from what | heard
had existed in years prior to where we are
today, whereby our CIO and | are operating
in lockstep.”

- Jill Kouri, CMO, JLL, The CMO Solution Guide

To address this need, we’ve introduced a fourth column to
the mix: tools. Tools refer to the technology and resources
supporting these different marketing functions.

Function Current Current Current Tools
(Ordered By Budget Headcount Allocated
Priority) Allocated Allocated

“‘q Th

Ipswitch is a Massachusetts-based IT
software company that helps IT teams
monitor their networks and securely manage
file sharing. To help scale their marketing
efforts and the output of their SDR team,
Ipswitch CMO Jeanne Hopkins onboarded
an account-based conversational marketing
platform: Drift.

MARTECH PLANNING

The modern marketer’s toolkit has expanded rapidly. In a

recent survey from The Economist Group, 86% of marketing
leaders said that digital transformation and globalization were
going to fundamentally change the way marketing operates in
order to remain relevant to consumers.

Having a solid MarTech stack is invaluable to hypergrowth

marketing teams because it allows them to scale efficiently
and deliver results at a greater speed. In many marketing
departments, technology has taken on tasks that once required
additional headcount. For example:

Using account-based marketing platforms allows marketing
teams to align better with sales and deliver targeted

messaging that would take an entirely new role to cover.

- Using AI-powered chat turns SDRs and marketing into 24/7

teams, scaling follow up, reducing touchpoints for customers,
and improving experiences across digital channels. Head of
Consulting & Services at Microsoft, Fabio Moioli, notes that
“successfully deploying conversational artificial intelligence
(AI) is like no other digital business-process upgrade.”

Having the right MarTech stack to scale your team’s efforts

is essential to meeting the demands of your hypergrowth goals.
One of the most effective ways today’s marketers are scaling
marketing efforts? Deploying conversational marketing.

For many companies, a complicated web of touchpoints

and CRM routing has made it harder, not easier, to start

a conversation with potential customers. Conversational
marketing removes the communication barriers with buyers by
reducing the number of touchpoints in the marketing funnel.

For example, instead of making buyers fill out forms and

waiting for sales follow-up to occur, conversational marketing
uses targeted messages and intelligent chatbots to engage with
buyers in real-time.

e Ipswitch Hypergrowth Story

While the team had used chat in the past,

they wanted to couple their SDR and account-
based strategy with a conversational marketing
platform. The result? Ipswitch generated

over $3.6 million in pipeline in just eight
months using conversational marketing

and saw a 5.5x return on investment.

LEARN MORE
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Tools are an important factor in your talent and
team-building equation — meaning it’s difficult to
talk about one without the other. When you onboard
new talent, you should have a plan in place to get
the tools they need to excel at their jobs. Now, let’s
take a look at bringing these pieces together.

BRINGING IT ALL TOGETHER

After assessing your headcount and technology needs, you
should once again look at the current marketing strategies
you listed for the next 12 to 18 months (like we did in
Chapter 2). Looking at these strategies, how would you
reprioritize your marketing functions, budget, headcount,
and technical resources to meet and achieve these
marketing strategies?

Now, compare how your priorities shifted the current
structure of your team. List out these changes, and then try
to answer the following:

- How will implementing these changes impact your
current organizational structure?

- What gaps exist in your current structure in order to meet
your marketing strategy needs?

Answering these questions is important for a few reasons:

« It will create a to-do list for when you’re looking to
expand your team.

o It will indicate budgetary needs moving forward.

- It will provide insight into technical gaps.

We recommend doing this type of exercise at least once a
quarter and sharing your findings with senior management.

Defining Your Team’s
Hypergrowth Principles

To conclude this chapter, we’ll talk briefly about having a
clear vision for the culture of your marketing team prior to
onboarding new talent or technology.

When describing what it takes to build a hypergrowth
company, David Cancel focuses a lot of his teachings
around values and principles. Words like “ownership,”
“transparency,” and “accountability” hold weight in Drift’s
hypergrowth culture.

Having a good cultural foundation is important for
hypergrowth because it means even when leadership isn’t
there, the machine keeps running because everyone is
working with the same guiding principles.
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“This accountability to the customer has
allowed us to build a culture at Drift
that gives the teams - especially the
engineering, product, and design teams —
pretty much complete autonomy in deciding
what they’re working on and when they’re
working on it.”

- David Cancel, CEO, Drift

In an ideal world, the values you build in marketing
would reflect the larger culture at your hypergrowth
company — but this might not be the case. While we don’t
recommend fostering a culture that directly conflicts with
the goals of the larger business, using the five ingredients
of hypergrowth that we mentioned earlier in this book is a
great place to get started building your team principles.

“We’ve been intentional about our culture.
We have cultural values that we talk
about incessantly. We call them THREADS
(teamwork, honesty, reliability, energy,
action, drive, scope). These values could
be hollow - if they were just posted on
the walls. But they’re alive and woven
into the language you hear around the
office day in and day out. We also have a
dedicated channel on Slack (our internal
messaging platform) in which people point
out examples of co-workers exhibiting those
THREADS values.”

- Mike Zani, CEO, The Predictive Index

However, having this plan in your head — or even written
down — isn’t enough. You need to communicate, reward,
and enforce those principles.

Here’s how to do it:

4. Communicate your principles openly with
senior leadership and at every level of your
staff. This message is best heard coming
straight from marketing leadership.

2. Be transparent about the challenges your leadership
principles might introduce. Be ready and non-defensive
if questions arise.


https://www.drift.com/webinars/ops-and-demand/
https://www.drift.com/hypergrowth/
https://www.predictiveindex.com/blog/ignore-your-culture-and-its-likely-to-go-away/
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3. Anticipate any conflicts with current culture and norms
that may not mesh with your changes.

4. Use your principles to guide your hiring strategy. For
example, The Predictive Index dedicates part of their
interview process solely to assessing candidates based
on their value system, known as THREADS.

5. Promote or reward employees who live up to the
leadership principles your organization abides by. For
example, Drift’s management team uses leadership
principles as part of the promotion process.

“Boundary pushers need guardrails for
success. That’s why Drift created what
we call our Leadership Principles. Our
Leadership Principles exist to make those
decisions a little bit easier for everyone.
We think of them like a toolbox we can
use to make the best choices, get unstuck,
and move as fast as possible. They’re the
guardrails that steer our actions.”

- Dena Upton, VP of People, Drift
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Netflix Former Chief Talent Officer on Hiring

for Principles, Not Beer Buddies

We’ve all read the headlines about the
dangers of toxic work culture. So why
are these environments often found in
startup and hypergrowth companies?

In the early years of a business, companies
are just starting to define culture.

This happens through the principles
espoused, the example of leadership,

and the people who are hired.

One of the biggest dangers that can happen
when building out a team is thinking that
“cultural fit” means hiring personalities
similar to your own. In reality, you should

be hiring for “team fit” and finding the
people who are excited about your mission
and what your company is doing, and

who bring something new to the table.

As Patty McCord, Netflix’s Former
Chief Talent Officer explained,
cultural fit is often misconstrued:

“Finding the right people is also not a
matter of “culture fit.” What most people
really mean when they say someone is
a good fit culturally is that he or she is
someone they’d like to have a beer with.
But people with all sorts of personalities
can be great at the job you need done.
This misguided hiring strategy can
also contribute to a company’s lack of
diversity since very often the people we
enjoy hanging out with have backgrounds
much like our own. Making great hires is
about recognizing great matches - and
often they’re not what you’d expect.”

- Patty McCord, How to Hire, Harvard Business Review

According to McCord, the success of
Netflix’s hiring strategy is based on
finding the right match as opposed to the
right cultural fit. This means not focusing
on building a department of similar
personalities, but looking at the team you
have and asking, “What’s missing here?”
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CHOOSE THE RIGHT
MARKETING TALENT
TO SUPPORT YOUR

STRATEGY

Hiring is a difficult and cumbersome process if driven blindly. In this
chapter, we’ll walk through why it’s important to take egos out of the hiring
process, walk through the steps for developing a fool-proof marketing role,
and take a look at how behavioral science can create a more cohesive and

productive marketing team.

Letting Go Of Ego

It’s easy to see how hypergrowth and rapid expansion
might introduce growing pains in a marketing organization.
Drift’s marketing team came up with a few playbooks for
overcoming these hypergrowth growing pains. Here’s the
two we feel make the biggest impact:

1. We make marketing everyone’s job.
2. We avoid tripping over our own egos.

While the second gets to the heart of this section, number
one also plays into a similar sentiment: You cannot do it all,
and your marketing team can’t either.

“If you have a marketing team of three in a
company of fifty people, wouldn’t you rather
have all fifty people making noise about the
brand than just the three?”

- This Won’t Scale, The Drift Marketing Team
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Everyone at Drift plays a part in getting their content and
message to the right audience. Making this happen means
building a culture that’s excited to grow that messaging.

spion @ 9:25AM
Hey Drift friends! Today is the day we launch the Conversational Marketing
certification (I mean, just check out that blog ) ) and we were thinking of
making this one of our classic social takeover days.

The marketing department is all committed to posting videos today but we
wanted to spread the word to see if anyone wanted to join!

What we would want from you:

- Record a video annoucing the certification. If you're not sure what to say, lean
on me, Colleen, Kilens, Matilda. We got you

- Post it onto Linkedin

- Link everyone to the certification page:
https:/insider.drift.com/certifications/conversational-marketing/

That's it! Let me know if you want a buddy to record with or something to say,

happy to help (edited)

But...involving more people in marketing also means
relinquishing a bit of control on how that message spreads —
which brings us to our next point: Ego is a career Killer.


https://www.predictiveindex.com/blog/the-one-trait-all-great-leaders-must-possess/
https://www.drift.com/this-wont-scale/
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Ego is something that can severely slow your marketing
team down. If your employees are getting territorial over
their positions, they aren’t just hurting their own career,
they’re hurting the growth of the team. Molly Graham
describes this as “letting go of your legos and letting other
teammates play.”

So, how do you solve something like this? A few ways:

1. You foster a culture of self-improvement and learning.

2. You make people responsible for
their own career growth.

3. Youremind employees, specifically managers,
that delegation is necessary for scale.

Former Facebook Executive Molly Graham on What
Managers Should Know About Scaling Teams

When Molly Graham started at Facebook

in employment branding, the social platform
only had about 80 million users. When

she left, that number had grown to 1.5
billion. With over a decade of experience

at companies like Facebook, Google, and
Quip, Molly Graham has unparalleled insight
into scaling teams during hypergrowth.

Here are her three tips:

1. YOUR FIRST REACTION TO EVERYTHING
IS USUALLY WRONG.
During hypergrowth, things can be
unpredictable. Your role can start as
one thing and quickly transform into
something else. This can make people
somewhat territorial over their positions
and be quick to derail hiring decisions.
Molly suggests giving yourself two
weeks before making any big decision to
remove the chance for emotional bias.

Hiring Best Practices

In most cases, your senior leadership will approach you
with the desire to add a new team member. Though, if
you’re part of a smaller organization, this might be an
activity you’re still spearheading. Whatever the case,
hiring and designing a job role is never an activity done
in isolation.

While we can’t give pro tips for hiring every type of
marketer under the sun, we’ll walk through what it takes
to do this yourself.

2. YOUR ONLY JOB IS TO LEARN AS FAST
AS YOU CAN.
You must be willing to grow as fast as
your company. Part of this is taking
risks in areas you’re unfamiliar with or
inexperienced in. This is the only way
you’ll “get the opportunities no one
should reasonably give to you...if you're
willing to take these enormous leaps...”

3. YOU CAN LEARN ANYTHING AS LONG
AS YOU’RE WILLING TO SOUND LIKE A
COMPLETE MORON
Asking questions can make you seem
vulnerable, but it’s also a big power move.
Asking the types of clarifying questions
that many others aren’t willing to ask is a
quick way to become the in-house expert.

Check out the full interview with Molly Graham
on the Seeking Wisdom podcast.
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IDENTIFYING DIRECTLY
RESPONSIBLE INDIVIDUALS

How many times have we witnessed bad hires in our careers?

Like many issues facing the workplace, a bad hire is often
the result of poor communication or ownership around a
role. In fact, according to CareerBuilder, the average cost
of a bad hire can equal around $15,000. That same study
found that many employees have identified themselves as
bad hires! Two out of three employees told CareerBuilder
that they accepted a job and quit within six months after
realizing it was a poor fit.

It’s alose-lose situation: Not only are you costing your
hypergrowth company valuable time and money when not
approaching the hiring process carefully, but you’re also
impacting the lives of candidates.

One of the first things you should do, or require your
senior leadership to do, is to identify the hiring manager
responsible for a new hire’s performance.

You should then task the hiring manager with bringing
2 to 3 more voices into the fold before determining the job
requirements of the position. These people should include:
« Leadership or other managers who will interact with this
hire on a regular basis

« If the position is similar to another position that currently
exists in the company, have that person be involved as well

The hiring manager should then pose a number of
questions to the team around the activities this person will
perform, the type of behavioral style you’d expect from
someone in this position, and the level of expertise this
person requires.

Getting a number of stakeholder perspectives about
the position can mitigate confusion when onboarding a
person and set the right expectations, both internally and
externally, for new employees.

How Nissan Improved Hiring Standards, Built An
Amazing Sales Team, And Saved $90 Million in Revenue

The stakeholders found that top sales performers
were often selling 106% to 116% over quota, while
low-performing employees were selling at just
70% to 80% against goals. She found that this 12%
difference in top and low performers equated to
$90 million in lost revenue.

To remain competitive in North America,
Nissan hired Joan Jones to reevaluate the
performance of the North American field sales
teams. As part of this process, she created
The Field Sales Academy and began using
The Predictive Index for data insight into job
performance for top and low performers.

Joan and Nissan’s key stakeholders generated

But, Joan didn’t do this in isolation. Working with
Nissan sales leaders, she created job targets for
three sales positions: Dealer Operations Manager,
Fixed Operations Manager, and Financial
Services Manager. During this process, they:

Determined the behavioral similarities
between top performers and created
behavioral benchmarks

+ Used this data to craft job targets for each role

+ Looked at the data of current
employees in these positions and
compared those to job targets

additional revenue through improved talent
optimization. With this data and stakeholder
insight, Joan was able to identify which
employees required more training and use the
job target information to build a stronger hiring
strategy moving forward for these positions.

You can learn more about how The
Predictive Index helped Nissan optimize
their sales talent here.


https://www.prnewswire.com/news-releases/nearly-three-in-four-employers-affected-by-a-bad-hire-according-to-a-recent-careerbuilder-survey-300567056.html
https://www.predictiveindex.com/hire-explainer/
https://www.predictiveindex.com/content/case-studies/nissan-case-study/
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DESIGNING A MARKETING ROLE 101

As part of this book, we’ve included a link to a workbook

to

guide you and your senior managers in building out your

talent framework. One specific template walks through
a number of important questions to flesh out a new
marketing hire. Answering these questions will help you
define how a new position fits into your wider marketing
team and strategy, tackles business problems, and more.

Download The Job
Role Template

The Predictive Index, Erica Seidel of

The Connective Good, and Drift offer a
downloadable workbook you can follow
along with. It can be reused for any number
of job roles you’re looking to create.

Download the Workbook

Let’s look at the questions from the template and dig

into their purpose.

1.

HOW DOES THIS JOB ALIGN WITH YOUR
BUSINESS AND MARKETING STRATEGIES?
There’s a reason this is the first question in the job
role template. Every job created on your marketing
team needs to be linked to the larger marketing
strategies you’re looking to execute on in the next 12
to 18 months.

WHAT BUSINESS PROBLEM(S) WILL

THIS ROLE ADDRESS?

Let’s say you want to develop more middle-of-funnel
content for a particular persona you’re targeting. The
content should be more product-focused. This would
be a good pain point for a Product Marketing Manager
role to solve.

3.

7.

WHAT ARE THE THREE KEY RESPONSIBILITIES
THIS ROLE WILL ADDRESS?

Answering this question will show that you have a plan
of how this new role will solve the business problem
mentioned above. If you’re unsure how to answer this
question, you could be transparent and make it part of
the interview process: “What are the three things you
would do to tackle XYZ in the first six months?”

WHAT ARE THE THREE TOP ACCOMPLISHMENTS
THIS ROLE SHOULD ACHIEVE IN YEAR 1?

You’ll probably notice that many of the questions

are building upon each other. Having a measure

of success, or at least an understanding of what’s
achievable in the next year for someone in this
position, is important — and the hiring manager is
responsible for defining these accomplishments.
However, if you’re hiring for a skill you’re unfamiliar
with, it helps to talk to someone with a background
similar to the role you’re hoping to hire.

FOR EACH RESPONSIBILITY, WHAT DOES GOOD
LOOK LIKE?

Here, you’re setting expectations for what ideal
performance looks like for the key responsibilities
listed in question three.

WHAT RESOURCES WILL THIS PERSON MANAGE?
Depending on the level of this particular role, someone
could have ownership over a budget (e.g., Events
Director), be a power user of a particular software
(e.g., Marketing Ops), or manage other team members.
This type of responsibility should be communicated
well ahead of time to other team members to avoid
redundancies and/or conflicts.

WHAT LEVEL OF AUTHORITY DOES THIS PERSON
HAVE TO MAKE CHANGES (E.G., HIRING/FIRING,
IMPLEMENTING NEW TECHNOLOGIES, ETC.)?

You never want to leave authority up to interpretation.
Be very clear to the team and the new hire about the
limits of the position.

a. LEVEL 1: Full authority — Inform manager

b. LEVEL 2: Medium authority — Partner with/
consult manager
c. LEVEL 3: Low authority — Recommend

to manager
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8. WHAT ARE THREE EXCITING/UNIQUE/
COMPELLING THINGS ABOUT THIS JOB?
The answer here will be part of your external-facing
job description. It tells people about the tone and
culture of your company. Getting this language right
can be the difference between finding the best talent
and best team fit for your position, so give this a good
amount of attention.

9. WHAT ARE THE THREE BEHAVIORS THAT WILL
MAKE A PERSON SUCCESSFUL IN THIS ROLE?
Behavior isn’t just how a person acts, but how a
person works. What types of behaviors are you looking
to add to your team? How should this person’s behavior
complement your team?

Assessing The Skills &
Behaviors Of New Talent

As part of Drift’s hiring process, interviewees take The
Predictive Index (PI) Behavioral Assessment™. This
assessment not only lets management know if a candidate is a
good team fit, but if they have the behavioral aptitude to tackle
the challenges of their position. The assessment measures four
workplace behavioral factors:

« DOMINANCE: Drive to influence people or events.
Individuals on the lower end of this scale tend to be driven by
collaboration, team harmony, and agreeability. Those on the
higher-end are more comfortable with conflict and tend to
be more assertive, independent, and direct.

« EXTRAVERSION: Drive for social interaction. Those on the
lower-end of the scale tend to be more reflective, analytical,
reserved, and prefer to think things through, while those
with a higher extraversion drive are generally more talkative,
persuasive, enthusiastic, and prefer to work with and
through others.

« PATIENCE: Drive for stability and consistency.
Individuals on the lower-end of this scale have a
natural tendency to be fast-paced, intense, and
variety-seeking, while those on the higher-end are
more methodical, calm, and consistency-seeking.

« FORMALITY: Drive to conform to rules and structure.
Those on the lower-end of the scale have a tendency toward
informality and spontaneity, and are comfortable with
ambiguity. Those on the higher-end tend to be more process-
and precision-oriented, and are disciplined when it comes to
following rules and expectations.
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After completing the assessment, each individual is given
a “Reference Profile” based on the interaction between each
of the drives. Within The Predictive Index schema, there are 17
Reference Profiles. This breeds greater self-awareness among
teammates and better guidance for managers during and
post-hiring. PI’s suite of tools incorporates behavioral profiles
and various scientifically-based reports to empower leaders,
managers, and individual contributors to communicate more
efficiently and drive business results.

The Predictive Index also gives a breakdown of how
assessment-takers rank based on the four workforce behaviors
mentioned above. Below, we see an example of a workforce
behavior breakdown for a Promoter profile. The Promoter is
generally an informal, highly social, and collaborative person.

KEY:
Dominance Q, Extraversion 9, Patience e, Formality Q

SELF [

30 -20 -10 0 +10 +20 +30

Collaborative

Independent
Reserved Sociable
Driving Steady
Flexible Precise

Promoter is just one of the 17 different Reference Profiles
used by The Predictive Index.

ANALYTICAL PROFILES

@

ANALYZER

Analyzers are sticklers for details and will
gather all the relevant facts before making
a decision. Analyzers are thorough, intense,
focused, and thoughtful.

CONTROLLER

Controllers are self-disciplined and fast-paced.
They work hard to develop technical expertise,
respect authority, and operate within
established guidelines.

SPECIALIST

Specialists are cautious, introspective, and
highly loyal to authority. They value details
and need to fully understand a topic before
making decisions.


https://www.predictiveindex.com/blog/how-to-build-more-compelling-job-descriptions/
https://www.predictiveindex.com/blog/using-behavioral-requirements-to-get-the-right-people-in-the-right-seats/
https://www.predictiveindex.com/blog/using-behavioral-requirements-to-get-the-right-people-in-the-right-seats/
https://www.predictiveindex.com/our-solutions/assessments/behavioral-assessment/
https://www.predictiveindex.com/our-solutions/assessments/behavioral-assessment/
https://www.predictiveindex.com/blog/the-four-key-factors-that-determine-workplace-behavior/
https://www.predictiveindex.com/blog/the-four-key-factors-that-determine-workplace-behavior/
https://www.predictiveindex.com/reference-profiles/
https://www.predictiveindex.com/reference-profiles/
https://www.predictiveindex.com/blog/how-self-aware-are-you/
https://www.predictiveindex.com/reference-profile/promoter/
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SOCIAL PROFILES

ALTRUIST

Altruists get their sense of satisfaction from
being supportive. They seek harmony and are
usually the first to offer a helping hand to a
colleague in need.

eeadh &
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STRATEGIST

The Strategist is a big-picture person who
looks ahead and considers how decisions
will benefit the entire organization. They're
decisive, no-nonsense people who like close
control of their work.

VENTURER

Venturers are always exploring and moving past
boundaries. They're strong-willed, goal-oriented,
and focused on making an impact at work.

CAPTAIN

Captains love rising to meet challenges.
Independent and strong-willed, they connect
easily with colleagues and direct reports.
They're natural leaders who both inspire and
challenge their teams and raise the bar for
their organizations.

COLLABORATOR

Collaborators are warm, informal, outgoing,
and congenial people who get along
comfortably with most people.

MAVERICK

Mavericks are visionaries who want to achieve
what’s never been achieved before. They’re not
fans of the status quo and will shake things up.

PERSUADER

Persuaders are leaders and motivators within
their organizations. Socially poised and
extraverted, they love to make their mark, and
won’t shy away from risk.

PROMOTER
The Promoter is hard not to like. Extraverted,
harmonious, supportive, and encouraging
— they're a valued member of any team.
Promoters are charismatic, flexible,
persuasive, and highly diplomatic.

STABILIZING PROFILES

B P 32 &

ADAPTER

Adapters have a relatively even balance of
behavioral drives. There's no predominant
drive that really fuels their needs and
behaviors. Adapters can be hard to read

at times because there's no one clear
motivation that drives them.

CRAFTSMAN

A Craftsman is thoughtful, deliberate,
and precise, with an eye for managing
detailed work and always following
through. They're collaborative, but they’ll
also work quietly and diligently on their
own. They’re not self-promoters but like
recognition for their efforts.

GUARDIAN

Guardians are usually unselfish and
approachable, with a focus on work that
requires skill and great attention to detail.
They're thoughtful, steady, and reliable.

OPERATOR

Operators are people you can count on.
Patient and conscientious, they're usually
among the most cooperative people on
any team.

PERSISTENT PROFILES

b @

INDIVIDUALIST

Individualists march to the beat of their
own drum and are always up for a challenge.
They're confident, analytical, and persistent

— strong-minded people who quickly turn

ideas into reality.

SCHOLAR

Scholars are driven by the desire to achieve
mastery of their subjects. Often reserved,
they tend to work independently as they
pursue that knowledge.

Source: The Predictive Index Reference Profiles

So what does a winning combination of personalities
look like in a hypergrowth marketing team? We’ve
provided a snapshot of what the Drift marketing team PI
profiles look like on the next page.
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LEADERSHIP

CMO

Captain

Demand Gen Content Mktg. Brand Mktg. Creative

Lead Lead Lead Lead
Venturer Maverick Promoter Maverick

Demand Gen Content Mktg. Brand Mktg. Creative Product Mktg.

g @

i

Controller Captain (2x) Maverick Controller Persuad
Collaborator (3x) Maverick Individualist Adapter

-

Specialist

©

&

Promoter (2x)  Persuader Collaborator

g

Operator Strategist Guardian

&

Maverick
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Looking at Drift’s own data, it’s easy to imagine why
people with these profiles would excel in their positions.
But, your marketing department probably looks different
than this — and that’s okay. An exercise like this isn’t meant
to show what a “perfect marketing department” looks like.
Mapping out behaviors and skill data like this is helpful for
a number of reasons:

- First, it can help explain how to interact
with different teammates.

« [t canreveal what types of behavioral drivers aren’t
present on your team that marketing could benefit from.
For example, the current Drift marketing team consists
of 14 of the 17 PI Reference Profiles. Remember, you
aren’t looking for carbon copies of your current team,
you’re looking for the “right fit.” The right fit most often
won’t be a perfect copy of someone else on your team.

- It can provide insight into manager/
employee relationships.

As a final example of how behavioral science can be used
to build a team, let’s look at the PI Reference Profiles of
Drift’s marketing leadership.

LEADERSHIP

CMO
Capain
Demand Gen Content Mktg. Brand Mktg. Creative
Lead Lead Lead Lead
Venturer Maverick Promoter Maverick

Captains are often defined as self-starters and
innovators. Our CMO and heads of product and brand
marketing are all designated with this profile — which
makes sense! CMOs need to captain the direction of
their team and do so with little to no direction. Brand
and product are often in the driver’s seat when it
comes to innovation and creativity at a company.

Our content and creative leaders are both Mavericks.
Their jobs require the type of creativity and visionary
nature associated with the Maverick. They are the type of
people who aren’t afraid of trying new things that haven’t
been done before.

The one outlier? Our VP of Demand Generation: The
Venturer. To anyone in the business of demand generation,
this makes a ton of sense. Demand generation needs an
analytical and decisive leader. Demand gen without
someone like this at its head can’t prove the ROI and
numbers behind what they do. (Coincidentally, PI’s head of
demand generation is also a Venturer.)

So, does this mean that other profiles aren’t best
suited for leadership positions? Absolutely not. Every
single one of the PI Reference Profiles can provide their
own unique spin on leadership. According to The Predictive
Index, what makes a truly great manager or leader is a
single trait: self-awareness.

Now that you understand how to assess the types of
behavior and skills of your new hires, let’s put all the
pieces together.

Developing A Foolproof
Hiring Strategy

As you get better at designing roles, building out
marketing functions, and optimizing your talent, take note
of what you’ve learned along the way.

Dave Gerhardt was the first marketing hire at Drift. He
began as a Senior Marketing Manager and eventually
became the VP of Marketing. Within three years, Dave
turned his marketing team of one into 20+ hires.

Alot of Dave’s marketing process was “developed by
doing” — meaning he learned on his feet and adjusted to
challenges as they came. But there are a lot of ways to build
a process that makes sense for your hiring strategy.
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Pluralsight’s CMO Gives 3 Best Practices
for Building a Talented Team

No matter your background or area of
expertise, what makes a great senior
executive is their ability to build talented
teams from the ground up. That’s according
to the CMO of Pluralsight, Heather Zynczak,
who has held numerous leadership positions
in marketing throughout her career.

“One thing that has become abundantly
clear to me as I’ve worked my way up the
corporate ladder is that hiring a talented
team is the key to success as a senior
executive. Some of the most successful
CEOs | know would argue this is their
BEST skill. If a founder or CEO has an
amazing vision but can’t hire a team to
execute on that vision, they will fail.”

We asked Erica Seidel of The Connective Good, a
boutique executive search shop, to weigh in here. Erica lives,
breathes, and sleeps marketing hiring. Working with The
Predictive Index, she created a hiring strategy maturity
model. Here, she shows how a better hiring process can
have a large impact on (10x vs. 1x) long-term success.

Be a Hiring Badass

Audit
10x hire

Philosophy Define Promote Scout Evaluate

« canda

.............

I
I
I
I
I
I
I
I
I
fusmims
I
I
I
I
I
I
: 1x hire
I

H

same hiing
......... process we've aways had

Source: The Connective Good, Erica Seidel
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Based on her experience, Heather shared
three best practices to help other marketing
leaders when building their own teams:

1. Hire people with the expertise
you don’t have.
2. Hire people smarter than you.

3. Hire a successor.

You can discover more hard-hitting strategies
from Heather and other marketing executives in
The Modern Marketer’s Playbook.

As aleader of an organization, hiring is a major
responsibility. To help, here are Erica’s best practices to
elevate your hiring strategy:

1. PHILOSOPHY: Just as three marketers in a company of
50 will amplify their effect by turning the remaining 47
employees into marketers themselves, the same is true
when it comes to recruiting. To land 10x hires, hiring
has to be everyone's job — not just HR's. 10x hiring
organizations hold everyone accountable for hiring
outcomes. They look at not just the speed or cost of
hiring, but the quality of the hiring metrics.

2. DEFINE: Harvard Business Review reported that
CMOs don't burn out due to a lack of effort or ability,
but rather a lack of clear role design. This is true not
just for CMOs, but for any role on the marketing team.
Instead of jumping right into posting a job, define it
first. Defining what “good” looks like by interviewing
people currently in the role will enable you to learn first
and recruit second. Then, be familiar with — and clear
about — the tradeoffs you’re willing to make (if any). For
instance, a marketer might be great analytically, but


https://theconnectivegood.com/
https://www.drift.com/books/modern-marketers-playbook/
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needs to partner with someone to translate math into
the written word. While 1x hiring organizations will

sit back and say, "I'll know it when I see it", 10x hiring
companies define the “it” first so that they don't waste
anyone’s time.

3. PROMOTE: Typical job specifications in 1x hiring

organizations focus only on what the company needs:

"The selected candidate will have 10 years of experience
in XYZ." 10x hiring companies think about hiring from
the outside-in and really market their roles. They think
about what makes a job cool. After all, a job is a product
that a talented person will “buy” and then continue to
pay for with their time and effort. If it's a product, it
should be marketed as such.

“At Drift, we put people at the center
of everything we do and we want
our hiring process to reflect that. We
recognize that candidates have a lot
of options, so in order to stand out we
consistently stay true to our brand’s
core principles - transparency, respect
for one another and high standards -
in all of our interactions with potential
employees. We want to earn their trust
and equip them with the tools they
will need to be successful throughout
the interview process and into their
employment. That way when it comes
time for an applicant to decide if they
want to join our team, they will feel
confident that we have authentically
presented what we can offer them, a
work environment where they can grow
both personally and professionally.”

- Kaitlyn Martins, Employment Brand Manager, Drift
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SCOUT: 1x hiring organizations “source” talent. But
10x hiring is about scouting the talent. It's about
identifying people who are a good fit and approaching
them specifically, rather than waiting for them to
come to you. 1x companies post and pray, while 10x
organizations scout and sell.

EVALUATE: 1x organizations will put candidates
through a couple of interviews and look for a cultural
fit. 10x companies and hiring leaders take a different
approach. They don't think of the “interview sequence”;
they craft a candidate experience. They realize that

the candidate experience is just as important as the
customer experience. They use behavioral assessments
and talent optimization tools to continually improve
their hiring process.

SELL: 1x hiring is all about getting the candidate to
sell you. 10x hiring takes into account that the best
candidates have options and may need to be sold
to. Note that selling happens throughout the hiring
lifecycle, not just at the end.

7. AUDIT: In 1x hiring, companies follow the same routine

and don't revisit, optimize, or improve the hiring
process based on learnings. In 10x hiring, companies
test and learn from the hiring process and use this
information to improve hiring moving forward.

Now that you have your marketing and hiring strategy
planned out for the next 12 to 18 months, it’s important to
consider how you can keep that talent.
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INSPIRE

HOW TO KEEP &
GROW TALENT

After interviewing more than 5,000 managers, Gartner found that
contemporary leaders are no longer defined by just the skills they offer, but
by “becoming the type of manager that the best people want to work for.”

Employees are no longer satisfied with a regular 9 to 5 job. They want
professional development and to feel they’re bringing real value to an
organization. And they expect managers to help them excel.

The Employee
Experience Evolution

Employee retention has become a hot topic of late.
That’s because employees no longer hold the same views
around company loyalty and careers that shaped previous
workforces. As a result, employee experience has become
a top priority for those in leadership looking to attract and
retain top talent.

The average cost of losing a good employee is around
$30,000. For companies undergoing hypergrowth and
looking to expand their team, this can dramatically
undermine their goals and initiatives.

Researchers at MIT CISR found that not only does
having a good employee experience improve retention,
but a business’ customer retention and bottom
line as well. They also discovered that companies
with a better employee experience have a higher
Net Promoter Score and 25% greater profitability
than those with poor employee experiences.
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It’s no longer just HR driving what a company’s employee
experience looks like. Management plays a more crucial
role in improving and monitoring the employee experience.
According to Deloitte, there are five elements of a positive
employee experience:

1. SUPPORT

We’ve all heard the saying: “People don’t quit jobs,
they quit managers.” Knowing that you’re supported
by your manager is instrumental to employee
happiness. But what does this support actually look
like? First, offering clear goals that employees can
track and measure themselves against is essential.
Depending on the size of your marketing team and
your position on the team, your direct influence on
staff goals and communicating those goals will be
different. Make sure you communicate the importance
of this to your senior leaders.

Coaching and showing interest in an employee’s
professional development is also a driving factor behind
employees feeling supported in the workplace.
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2. MEANINGFULNESS
Finding meaning in work is the difference between
calling a position a “job” or a “career.” However, the
further you are from a leadership position, the more
difficult it is to see the impact of your contribution.
Great leaders will go further than simply setting and
communicating clear goals. They help employees see
how these goals feed into the larger strategic vision of
the marketing department and company.

3. POSITIVITY
Everyone wants to work in a fair and inclusive
environment. But fostering a positive workspace should
go beyond the bare minimum. A healthy work-life
balance and workplace recognition are two areas that
can dramatically improve employee satisfaction and
happiness. A hypergrowth work environment will, if left
unchecked, introduce unhealthy habits. The truth is,
you need to lead by example. Set healthy boundaries for
working hours among your marketers.

“I’m a big believer that you can’t do
everything on your own. Appreciating
individuals sincerely and frequently.
This has helped me grow really
successful teams. Today, that might
mean simply thanking a team
member in detail for giving her all
as she launches a new program.”

- Blair Shane, CMO, Sequoia, The Modern Marketer’s Playbook

4. OPPORTUNITY
The benefits of investing in your employees’
professional development are no longer up for debate.
Research shows companies that provide training and
upward mobility for employees retain them for longer
and increase workplace productivity.

5. TRUST
Trust is a hard thing to get back once it’s gone. Building
trust between yourself and your employees is important
for a healthy work environment. One of the traps
management gets into is over-promising. When setting
an expectation or promise with your employees, be sure
you can live up to that promise. Additionally, encourage
an environment of trust among your staff as well. When
David Cancel described the ingredients of a successful
hypergrowth company, he emphasized two important
elements of trust: transparency and accountability.
Make these a cornerstone of your leadership.

Engaging Employees,
Empowering Managers
& Defining Culture

Through Ritual

To close out this book, we’ll look at how Drift approaches
the employee experience through employee engagement,
manager empowerment, and weekly rituals.

DEVELOPING AN EMPLOYEE
ENGAGEMENT CADENCE

It isn’t enough to just assume you’re doing the right
thing for your employees. If you want to know how your
employees feel, you have to ask. At Drift, we do this on a
weekly and quarterly basis.

Here’s a breakdown of how we keep a pulse on employee
sentiment at Drift:

- EMPLOYEE NET PROMOTER (eNPS): Similar to Net

Promoter Score, eNPS asks the following question: On

a scale from 0-10, how likely are you to recommend
<company name> as a place to work? Many companies ask
this question on a quarterly or yearly basis. At Drift, we

do so every quarter. That way, we can discuss the findings
during quarterly company meetings.

+ WEEKLY EMPLOYEE PULSE SURVEY: Sometimes a

simple check-in question each week is a great way to
capture a snapshot of morale in the office. At Drift, we
use a tool that sends a question to employees every week
via Slack and email. (Our People team has found this to be
especially critical during the onboarding process, when
setting the tone with new employees is most important
for long-term retention.)

+ WEEKLY EMPLOYEE PRIORITY SURVEY: Having

employees set their priorities each week can happen on

a to-do list, sure. But, to give a bit more transparency

to our teams, Drift uses a tool that allows managers to
respond to and comment on employee priorities for the
week. This same tool allows Drifters to “give props” to
their teammates to thank them for help on a project or for
simply being an awesome desk buddy.

High Five from Mike Curley

@MollyHead thank you for the candid conversation! It was incredibly helpful. You're a
gem!
Comment - Like
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At a bare minimum, your hypergrowth company and
senior leadership should use eNPS surveys to set priorities
for employee initiatives and keep a handle on workplace
sentiment. Make sure to use anonymous options (with the
ability to follow up, if need be), so people feel comfortable
providing candid feedback.

EMPOWERING & EDUCATING MANAGERS

We mentioned this earlier, but we’ll say it again: Your
managers set the tone for your team. Empowering and
educating them on how to excel in their leadership roles is
your job as the department head.

As part of the onboarding process, managers at Drift are
given a list of criteria they need to complete for every new hire.
This list walks through the steps employees go through and
explains to managers the “why” behind each approach:

» SET CLEAR EXPECTATIONS FOR YOUR NEW HIRE.
You can't have too much clarity on what work your new
hire should be doing and at what level of independence.
Use tools like a 1/7/30 plan and weekly 1-on-1s to set
these expectations for each hire.

 GIVE YOUR TEAM MEMBERS THE RESOURCES
THEY NEED TO DO THEIR JOB.
This includes training, connecting them to key
teammates, and making sure new hires have everything
they need to get the job done. Don't put the full burden
on new hires to find resources — whether that’s people
or information. Remember what it’s like to be new!

« CONNECT THEM TO THE TEAM.
At Drift, all new hires are given a cross-team buddy,
but managers need to make sure to connect them to
their immediate teammates. Grab lunch together, help
new hires get to know their teammates, and foster
conversations amongst the team.

« CONNECT THEIR WORK TO COMPANY GOALS.
As quickly as you can, connect a new team member’s
priorities to the bigger picture. This helps them see the
impact they’re having on the organization.

» GIVE SPECIFIC FEEDBACK.
Give specific feedback on areas where new hires are doing
well and where they need to improve.

As aleader, you’re in a unique position to train not just your
company, but your industry’s future marketing leaders. But
remember, you don’t have to do all of this alone. Work with HR
to understand best practices for onboarding and developing
new talent in the workplace.
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Why We Have Rituals At
Drift & Why You Should Too

Drift co-founders Elias Torres and David Cancel needed
away to remind employees of the “why” behind what they
do and better foster the type of transparency they preach in
Drift’s leadership principles.

To do this, they came up with four rituals that we live by here
at Drift: 2 weekly, 1 quarterly, and 1 yearly.

TWO WEEKLY RITUALS: MONDAY
METRICS AND SHOW & TELL

Every Monday and Friday at Drift, all employees get
together in our “Backyard” to do two things: 1) Walk
through how we’re tracking against company KPIs and
2) End the week with presentations on some of the great
“ships” of the week.

“] think it's really important to bookend
the week with Monday Metrics and Show
& Tell because it allows us to answer
the questions ‘How did we do?’ and
then ‘What did we actually make?”

- David Cancel, CEO, Drift
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ONE QUARTERLY RITUAL:
COMPANY MEETING

This ritual isn’t particularly special to Drift, but given
our size, it’s become more of an event. Every quarter the
company goes off-site to talk about how we performed
during the quarter, celebrate milestones, and give
employees the opportunity to ask questions directly to
senior leadership. Afterwards, we have a cocktail hour to
mingle and celebrate what’s to come.

ONE YEARLY RITUAL: CAMP DRIFT 4

Modern marketers are constantly plugged in, so this activity
is particularly important for your team. For a couple of days
every summer, Drifters unplug to bond at an actual summer
retreat. For a tech company as large as Drift, this might
seem unusual. But we find that a little R&R during this time
of year really helps the team get to know one another. A lot
of companies do this through “summer outings.” While

we do leave support staff on-call at this time, we let our
customers know we’ll be out of the office for the most part.
Come up with some of your own marketing department
activities to keep staff connected and engaged.

As the Drift team continues to scale, so too does our need
to adapt our rituals. Where we once held quarterly meetings
in-house, we now need to head off-site. Be sure to scale
your rituals to the size and needs of your team!
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FINAL THOUGHTS

Leadership isn’t for everyone. Having the
experience to lead a critical department through
hypergrowth is an exciting, but stressful job.
Getting the right team in place to support your
strategic vision makes all the difference.

We’d like to thank our friends at The Predictive Index and Erica Seidel of
The Connective Good for helping us onboard and build a better workforce
here at Drift J.

We hope the content here offers best practices for expanding your own
hypergrowth marketing team. Best of luck, and see you on the other side
of the S-curve.

Get More Marketing Leadership Insights

Looking for more insights on the trends shaping marketing
leadership? Sign up for our The Path To CMO 3.0
newsletter, written by Drift’s very own CMO, Tricia Gellman.
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Final Thoughts

ABOUT DRIFT

Drift is the Conversational Marketing platform that combines chat, email,
video, and automation to remove the friction from business buying.

With Drift, you can start conversations with future customers now, on
their terms—not days later. There are over 50,000 businesses that use
Drift today to generate more revenue, shrink sales cycles, and make
buying easy. Our mission is to use conversations to make business buying
frictionless, more enjoyable and more human. Learn more at drift.com.

FollowUs ¥ f in

ABOUT THE PREDICTIVE INDEX

The Predictive Index (PI) is an award-winning talent optimization
platform that aligns people strategy with business strategy for optimal
results. Sixty years of proven science, software, and a robust curriculum
of insightful facilitated consultation sessions make PI the solution for
any company looking to design great teams and culture, make objective
hiring decisions, and foster engagement and inspire greatness in their
people anywhere in the world. More than 8,000 clients and 300 partners
use PI—including Nissan, Citizens Bank, DocuSign, Subway, 47 Brand,
FAM Brands, Blue Cross Blue Shield, and Omni Hotels—across 140+
countries. Learn more at predictiveindex.com.

ABOUT THE CONNECTIVE GOOD

The Connective Good was established by Erica Seidel in 2011 with the
philosophy that recruiting needs to look less like procurement and
more like one-to-one sales and marketing. Erica has placed marketing,
marketing analytics, marketing technology, and customer success leaders
for a range of companies, including Zipcar, BlueConic, Healthgrades,
MarketShare, and Analytic Partners, to name a few. She is also on the
Advisory Board for the MarTech conference, serves as a coach to the
Ascendant Network for the industry’s top digital marketing leaders,
and co-leads the Marketing Tech in the Hub invite-only event series.
Previously, Erica ran Forrester Research’s global advisory businesses for
CMOs and digital marketing leaders of Fortune 500 companies. Learn
more at theconnectivegood.com

35


http://drift.com
http://predictiveindex.com
http://theconnectivegood.com
http://www.twitter.com/drift
http://www.facebook.com/heydrift
https://www.linkedin.com/company/drift/

