
1
00:00:01,023 --> 00:00:03,606
(upbeat music)

2
00:00:06,280 --> 00:00:08,420
- Hello and welcome
everyone, I'm Chris Hyams,

3
00:00:08,420 --> 00:00:10,050
the CEO of Indeed.

4
00:00:10,050 --> 00:00:12,626
And welcome to the next
installment of Here To Help.

5
00:00:12,626 --> 00:00:14,510
This is our look at how Indeed

6
00:00:14,510 --> 00:00:17,267
has been navigating the
global impact of COVID-19.

7
00:00:17,267 --> 00:00:19,440
Today is August 24th,

8
00:00:19,440 --> 00:00:22,470
we're on day 174 of global work from home.

9
00:00:22,470 --> 00:00:24,130
And for those of you who know Indeed,

10
00:00:24,130 --> 00:00:26,770
you know that our mission
is to help people get jobs,

11
00:00:26,770 --> 00:00:28,630
and this is what gets us
out of bed in the morning,

12



00:00:28,630 --> 00:00:30,069
it's what keeps us up at night.

13
00:00:30,069 --> 00:00:31,995
We also have five core values,

14
00:00:31,995 --> 00:00:33,848
and these are the fundamental ideas

15
00:00:33,848 --> 00:00:35,992
that guide us on that mission.

16
00:00:35,992 --> 00:00:37,722
They represent what we believe,

17
00:00:37,722 --> 00:00:39,680
and they help us make
challenging decisions

18
00:00:39,680 --> 00:00:43,080
about our product and about our business.

19
00:00:43,080 --> 00:00:45,040
August is values month here at Indeed,

20
00:00:45,040 --> 00:00:47,840
and we've been using our five
episode throughout the month

21
00:00:47,840 --> 00:00:50,340
to explore each one of our core values.

22
00:00:50,340 --> 00:00:53,560
Our first core values that
we put Job Seekers First.

23
00:00:53,560 --> 00:00:55,070
Indeed is a marketplace,



24
00:00:55,070 --> 00:00:56,271
we connect job seekers and employers,

25
00:00:56,271 --> 00:00:57,764
but in every decision we make

26
00:00:57,764 --> 00:01:01,354
we always ask first what's
best for the job seeker.

27
00:01:01,354 --> 00:01:02,960
In our last episode I spoke

28
00:01:02,960 --> 00:01:05,776
with Indeed Product VP, Terence Chiu,

29
00:01:05,776 --> 00:01:09,280
about our second core
value, Pay for Performance.

30
00:01:09,280 --> 00:01:10,113
On the surface this sounds like

31
00:01:10,113 --> 00:01:12,160
a business model, which it is,

32
00:01:12,160 --> 00:01:16,167
but it's also a foundational
ideal of how we operate.

33
00:01:16,167 --> 00:01:18,236
If we're going to truly
put job seekers first,

34
00:01:18,236 --> 00:01:21,130
we need to ensure that
we're only getting paid

35



00:01:21,130 --> 00:01:24,080
when we're delivering value
and helping job seekers.

36
00:01:24,080 --> 00:01:26,460
And this creates a really
powerful alignment between

37
00:01:26,460 --> 00:01:29,772
Indeed, job seekers and
our employer customers.

38
00:01:29,772 --> 00:01:31,100
Today we'll be talking

39
00:01:31,100 --> 00:01:33,850
about our third core value, Data Driven.

40
00:01:33,850 --> 00:01:36,010
This follows from the previous two,

41
00:01:36,010 --> 00:01:37,339
if we're really going to anchor

42
00:01:37,339 --> 00:01:39,465
our entire business on
Pay for Performance,

43
00:01:39,465 --> 00:01:40,884
we need to be able to measure

44
00:01:40,884 --> 00:01:43,970
and continuously improve our performance.

45
00:01:43,970 --> 00:01:46,111
But as you'll hear
throughout this conversation,

46
00:01:46,111 --> 00:01:48,147



the value runs a lot deeper than that.

47
00:01:48,147 --> 00:01:50,060
And so for this conversation

48
00:01:50,060 --> 00:01:52,627
I am delighted to be joined
today by Julie Scully,

49
00:01:52,627 --> 00:01:55,340
Senior Director of
Engineering here at Indeed.

50
00:01:55,340 --> 00:01:57,960
Julie, welcome and thank
you for joining me.

51
00:01:57,960 --> 00:01:59,890
- Thank you Chris, it's great to be here.

52
00:01:59,890 --> 00:02:01,118
- Great, let's start where we

53
00:02:01,118 --> 00:02:02,582
always start with these conversations

54
00:02:02,582 --> 00:02:04,580
with just a quick check-in,

55
00:02:04,580 --> 00:02:06,480
tell me, how are you doing today?

56
00:02:06,480 --> 00:02:07,700
- I'm doing well,

57
00:02:07,700 --> 00:02:09,220
I think I'm very fortunate,

58



00:02:09,220 --> 00:02:10,627
my family lives all close by,

59
00:02:10,627 --> 00:02:13,190
we're all still healthy,
able to support each other

60
00:02:13,190 --> 00:02:16,625
and getting through this
like everybody else.

61
00:02:16,625 --> 00:02:17,680
- That's great.

62
00:02:17,680 --> 00:02:20,994
Well you joined Indeed back in 2009,

63
00:02:20,994 --> 00:02:22,770
so you've been here quite a long time

64
00:02:22,770 --> 00:02:25,410
and you started out as
a software engineer,

65
00:02:25,410 --> 00:02:28,980
and over that time you have had
a number of different roles,

66
00:02:28,980 --> 00:02:31,657
you've grown quite a
bit in your career here.

67
00:02:31,657 --> 00:02:34,134
But you've also always
worked on and with our data

68
00:02:34,134 --> 00:02:36,227
to help people get jobs

69



00:02:36,227 --> 00:02:38,620
and to help employers make more hires.

70
00:02:38,620 --> 00:02:42,874
Can you tell us a little bit
about your Indeed experience?

71
00:02:42,874 --> 00:02:43,790
- Sure.

72
00:02:43,790 --> 00:02:45,640
So like you say, I've
been here almost 11 years,

73
00:02:45,640 --> 00:02:48,649
I think I spent the first
about six years working

74
00:02:48,649 --> 00:02:51,660
on the job search backend product,

75
00:02:51,660 --> 00:02:55,150
and so that is the entire data pipeline

76
00:02:55,150 --> 00:02:57,300
from where aggregation is out crawling

77
00:02:57,300 --> 00:02:58,890
the jobs on the internet,

78
00:02:58,890 --> 00:03:00,933
bringing that job data into our systems,

79
00:03:00,933 --> 00:03:03,540
and at that time it's mostly unstructured.

80
00:03:03,540 --> 00:03:06,220
So it's sentences and paragraphs,



81
00:03:06,220 --> 00:03:08,050
but for our job seekers
we want to understand

82
00:03:08,050 --> 00:03:10,190
as much about each job as we can,

83
00:03:10,190 --> 00:03:12,688
so we want to know does
that job list a salary,

84
00:03:12,688 --> 00:03:15,170
is it a full-time or a part-time job.

85
00:03:15,170 --> 00:03:16,706
So what job search backend really focuses

86
00:03:16,706 --> 00:03:18,891
on is understanding as much detail

87
00:03:18,891 --> 00:03:21,200
as we can about each job,

88
00:03:21,200 --> 00:03:23,810
and making it easy to
search that and serve

89
00:03:23,810 --> 00:03:26,560
that to job seekers in
real time as best we can.

90
00:03:26,560 --> 00:03:28,989
So it was a huge change happening

91
00:03:28,989 --> 00:03:30,410
over those first six years,

92
00:03:30,410 --> 00:03:32,700



we were doubling in size constantly.

93
00:03:32,700 --> 00:03:35,055
So it was just a constant
keeping up with the data

94
00:03:35,055 --> 00:03:36,845
and making sure our systems were reliable

95
00:03:36,845 --> 00:03:40,053
and getting those jobs there
in front of job seekers.

96
00:03:41,310 --> 00:03:42,536
I then had the opportunity to go

97
00:03:42,536 --> 00:03:45,510
and work out of our
Tokyo office for a year,

98
00:03:45,510 --> 00:03:47,540
so this was a tremendous opportunity

99
00:03:47,540 --> 00:03:48,618
for me to spend that year,

100
00:03:48,618 --> 00:03:50,610
my family was able to go with me,

101
00:03:50,610 --> 00:03:53,927
so personally my kids went to
school in Japan for a year,

102
00:03:53,927 --> 00:03:55,880
we did a lot of traveling,

103
00:03:55,880 --> 00:03:58,490
we took full advantage
of our open PTO policy,



104
00:03:58,490 --> 00:03:59,960
traveled all over Japan.

105
00:03:59,960 --> 00:04:03,060
As well professionally it was
a big change in my career,

106
00:04:03,060 --> 00:04:05,518
because up until that point I was always

107
00:04:05,518 --> 00:04:07,499
leading the teams or managing the teams,

108
00:04:07,499 --> 00:04:10,060
but I was also the technical expert,

109
00:04:10,060 --> 00:04:12,880
I was deeply involved in all
the systems that we built,

110
00:04:12,880 --> 00:04:15,342
and so moving to Japan and taking

111
00:04:15,342 --> 00:04:17,247
on new teams and helping new people,

112
00:04:17,247 --> 00:04:19,753
really was a transition
I think in my career

113
00:04:19,753 --> 00:04:22,988
in terms of learning how
to lead through others,

114
00:04:22,988 --> 00:04:25,360
grow and empower technical leaders

115



00:04:25,360 --> 00:04:26,821
and help them make good decisions

116
00:04:26,821 --> 00:04:28,083
even when I wasn't necessarily

117
00:04:28,083 --> 00:04:29,990
sure I knew exactly the answer.

118
00:04:29,990 --> 00:04:33,360
So I think that was a real change in terms

119
00:04:33,360 --> 00:04:34,820
of learning new strategies and toolkits

120
00:04:34,820 --> 00:04:36,003
for how to lead teams.

121
00:04:37,030 --> 00:04:39,027
And then after a year we
came back home to Austin,

122
00:04:39,027 --> 00:04:40,940
and I wanted to do something different,

123
00:04:40,940 --> 00:04:42,229
so I had been on the job search side

124
00:04:42,229 --> 00:04:43,721
of the house for a long time,

125
00:04:43,721 --> 00:04:46,020
so I came back and
joined the employer side.

126
00:04:46,020 --> 00:04:47,600
So for about the last three years

127



00:04:47,600 --> 00:04:50,010
I've been managing a suite of teams

128
00:04:50,010 --> 00:04:52,023
that today we call our SMB area.

129
00:04:52,981 --> 00:04:53,840
- Great.

130
00:04:53,840 --> 00:04:56,200
So our focus today is talking

131
00:04:56,200 --> 00:04:59,420
about the value of being Data Driven,

132
00:04:59,420 --> 00:05:00,719
so before we get into some of the details

133
00:05:00,719 --> 00:05:03,525
and how that looks day-to-day here,

134
00:05:03,525 --> 00:05:06,610
can you just give a little
bit of a high level.

135
00:05:06,610 --> 00:05:10,040
What does being Data Driven mean to you?

136
00:05:10,040 --> 00:05:12,190
- I think to me, at the
core of being Data Driven

137
00:05:12,190 --> 00:05:16,250
is really just about using
data to inform our decisions,

138
00:05:16,250 --> 00:05:19,264
so we all have our experiences in life



139
00:05:19,264 --> 00:05:22,020
and our opinions that
shape how we see the world,

140
00:05:22,020 --> 00:05:24,610
but our products need to work
for users all over the world

141
00:05:24,610 --> 00:05:26,410
who have entirely different sets

142
00:05:26,410 --> 00:05:28,070
of experiences and opinions,

143
00:05:28,070 --> 00:05:30,535
and so my opinion really is irrelevant,

144
00:05:30,535 --> 00:05:32,930
what matters is does it
connect with our users,

145
00:05:32,930 --> 00:05:34,930
and does it solve the
problems that they see

146
00:05:34,930 --> 00:05:36,520
and they're coming to us to solve.

147
00:05:36,520 --> 00:05:37,695
So I feel like it really means

148
00:05:37,695 --> 00:05:39,712
we never know whether
something's going to work

149
00:05:39,712 --> 00:05:40,781
until we can get it out there

150



00:05:40,781 --> 00:05:42,630
in front of those users and test it.

151
00:05:42,630 --> 00:05:46,094
And to me the most core
thing it means is always

152
00:05:46,094 --> 00:05:49,510
asking at the beginning how are
we going to measure success,

153
00:05:49,510 --> 00:05:50,910
how do we know this is a problem,

154
00:05:50,910 --> 00:05:52,890
and how are we going to know
whether what we're doing

155
00:05:52,890 --> 00:05:56,153
to address this problem is
actually fixing it for our users.

156
00:05:57,470 --> 00:06:00,110
- So as we established at the beginning,

157
00:06:00,110 --> 00:06:03,800
you've been at Indeed for
a long time, 11 years.

158
00:06:03,800 --> 00:06:05,820
What did being Data Driven look like

159
00:06:05,820 --> 00:06:07,513
in the early days at Indeed?

160
00:06:08,824 --> 00:06:10,180
- That's a great question,

161
00:06:10,180 --> 00:06:12,462



I think really the value itself

162
00:06:12,462 --> 00:06:14,560
I think wasn't so
different in the beginning,

163
00:06:14,560 --> 00:06:16,619
so understanding that we
don't know the answer,

164
00:06:16,619 --> 00:06:18,688
looking for how we can measure

165
00:06:18,688 --> 00:06:20,330
whether or not we're successful,

166
00:06:20,330 --> 00:06:21,580
those things were the same.

167
00:06:21,580 --> 00:06:23,654
I think really what was
different in the early days

168
00:06:23,654 --> 00:06:26,800
was that the organization
really looked very different.

169
00:06:26,800 --> 00:06:28,833
So we had a smaller number of teams,

170
00:06:28,833 --> 00:06:31,240
and each team really owned a lot.

171
00:06:31,240 --> 00:06:34,454
So a high-level or main
goal for the whole company,

172
00:06:34,454 --> 00:06:35,963
one team probably owned most



173
00:06:35,963 --> 00:06:40,020
of the pieces necessary to
make an impact on that goal.

174
00:06:40,020 --> 00:06:42,510
So in the beginning our
goals often revolved

175
00:06:42,510 --> 00:06:44,390
around being simple, fast, relevant,

176
00:06:44,390 --> 00:06:46,050
those are words I've heard you say

177
00:06:46,050 --> 00:06:48,380
a lot of times over the years.

178
00:06:48,380 --> 00:06:50,340
And so for me on the job search backend,

179
00:06:50,340 --> 00:06:53,110
I think we really focused
on fast and relevant.

180
00:06:53,110 --> 00:06:54,509
Obviously we want our job search results

181
00:06:54,509 --> 00:06:57,480
to be as relevant as
possible to our users.

182
00:06:57,480 --> 00:06:58,633
And we focused a lot on fast,

183
00:06:58,633 --> 00:07:01,388
I think that's where data
really came into play a lot.



184
00:07:01,388 --> 00:07:03,798
There's two ways we think about fast,

185
00:07:03,798 --> 00:07:06,180
so one was in real time,

186
00:07:06,180 --> 00:07:08,464
so when a job seeker searching for jobs,

187
00:07:08,464 --> 00:07:10,711
can we get the most relevant job results

188
00:07:10,711 --> 00:07:12,390
to them as fast as possible,

189
00:07:12,390 --> 00:07:15,210
so that we can really help
them continue their searching.

190
00:07:15,210 --> 00:07:17,414
And so all of our
real-time search systems,

191
00:07:17,414 --> 00:07:21,144
we measured every piece that
went into those search results,

192
00:07:21,144 --> 00:07:22,840
how long it was taking

193
00:07:22,840 --> 00:07:25,855
and it was constantly
working to keep it fast,

194
00:07:25,855 --> 00:07:27,825
especially as our data was growing,

195
00:07:27,825 --> 00:07:29,697



and as the attributes we wanted to know

196
00:07:29,697 --> 00:07:32,124
and understand about jobs
also continue to grow,

197
00:07:32,124 --> 00:07:34,684
we really focused on
that real-time speech,

198
00:07:34,684 --> 00:07:36,643
the other aspect of speed is

199
00:07:36,643 --> 00:07:39,053
what we would call job freshness.

200
00:07:39,053 --> 00:07:40,404
So job freshness was basically

201
00:07:40,404 --> 00:07:44,760
for the newest job on
the site, how old is it.

202
00:07:44,760 --> 00:07:47,822
So we hope to within minutes,
if aggregation found a job,

203
00:07:47,822 --> 00:07:50,079
be able to get that job
in front of a job seeker

204
00:07:50,079 --> 00:07:52,237
who might be interested in that job.

205
00:07:52,237 --> 00:07:55,300
And so we focused a lot
on this data pipeline

206
00:07:55,300 --> 00:07:58,021



and trying to keep each
step as fast as possible,

207
00:07:58,021 --> 00:08:00,350
and so that end to end of job freshness

208
00:08:00,350 --> 00:08:02,680
was one of our main KPIs,

209
00:08:02,680 --> 00:08:04,630
or maybe SLOs in the early days.

210
00:08:04,630 --> 00:08:06,550
I think Rony used to get an email,

211
00:08:06,550 --> 00:08:09,160
if it was more than two
hours old he would get paged,

212
00:08:09,160 --> 00:08:11,180
so certainly we didn't want Rony

213
00:08:11,180 --> 00:08:12,716
getting emails about our jobs being old.

214
00:08:12,716 --> 00:08:13,660
- This is Rony Kahan,

215
00:08:13,660 --> 00:08:15,920
our co-founder and CTO for the company.

216
00:08:15,920 --> 00:08:16,860
- That's right, that's right,

217
00:08:16,860 --> 00:08:19,430
so you certainly didn't want to be waking

218
00:08:19,430 --> 00:08:20,983



our co-founder up in
the middle of the night,

219
00:08:20,983 --> 00:08:23,240
because our jobs were stale.

220
00:08:23,240 --> 00:08:24,672
So that was something
that we really focused

221
00:08:24,672 --> 00:08:27,670
on a lot from the very beginning.

222
00:08:27,670 --> 00:08:30,720
- So we've talked in some of
the other episodes this month

223
00:08:30,720 --> 00:08:34,790
about these values as
being really an anchor

224
00:08:34,790 --> 00:08:37,480
that as the company grows
and changes over time,

225
00:08:37,480 --> 00:08:39,060
this is something that remains true

226
00:08:39,060 --> 00:08:40,836
and that we want to protect and guard

227
00:08:40,836 --> 00:08:42,136
and ensure that it remains true.

228
00:08:42,136 --> 00:08:43,643
But it's also something

229
00:08:43,643 --> 00:08:45,588
that the more we live and breathe it,



230
00:08:45,588 --> 00:08:47,786
and as the world evolves

231
00:08:47,786 --> 00:08:49,757
we get new ideas about it

232
00:08:49,757 --> 00:08:51,460
and we understand it in different ways.

233
00:08:51,460 --> 00:08:55,880
How has this value evolved
over time as the size

234
00:08:55,880 --> 00:08:59,450
and scope of your role in
the company has changed?

235
00:08:59,450 --> 00:09:00,770
- You know I mentioned at its core

236
00:09:00,770 --> 00:09:02,370
I think Data Driven has stayed the same,

237
00:09:02,370 --> 00:09:05,050
but where it's had to evolve over time

238
00:09:05,050 --> 00:09:06,033
is how to stay relevant

239
00:09:06,033 --> 00:09:08,620
as the organization itself has changed.

240
00:09:08,620 --> 00:09:09,560
So for example,

241
00:09:09,560 --> 00:09:10,530
I mentioned that in the beginning



242
00:09:10,530 --> 00:09:12,637
we had a small number of teams

243
00:09:12,637 --> 00:09:13,674
and each team really owned

244
00:09:13,674 --> 00:09:15,680
a large surface area of the product.

245
00:09:15,680 --> 00:09:18,300
So that works really well for making sure

246
00:09:18,300 --> 00:09:19,542
that if a team tries to pick

247
00:09:19,542 --> 00:09:22,180
the most impactful change it can make,

248
00:09:22,180 --> 00:09:24,839
it's probably a really
meaningful impact for our users.

249
00:09:24,839 --> 00:09:26,606
As the organization grew,

250
00:09:26,606 --> 00:09:29,010
you don't want teams to
just grow and grow and grow

251
00:09:29,010 --> 00:09:30,140
and become these large things,

252
00:09:30,140 --> 00:09:31,482
so we break them up into smaller teams,

253
00:09:31,482 --> 00:09:33,670
where each team now owns



254
00:09:33,670 --> 00:09:36,200
a narrower slice of the overall puzzle.

255
00:09:36,200 --> 00:09:38,400
So I think there was
a period of time there

256
00:09:38,400 --> 00:09:40,574
where we had enough teams

257
00:09:40,574 --> 00:09:43,320
that were maybe narrowly enough focused,

258
00:09:43,320 --> 00:09:45,120
that the way we used to set goals

259
00:09:45,120 --> 00:09:47,520
was what can this team impact themselves,

260
00:09:47,520 --> 00:09:50,680
what's the most impactful
change they can try to go after.

261
00:09:50,680 --> 00:09:52,960
Well, if you have a whole lot of teams,

262
00:09:52,960 --> 00:09:55,088
they may be all pointing in
slightly different directions,

263
00:09:55,088 --> 00:09:56,970
when you step back and look

264
00:09:56,970 --> 00:09:58,427
at all the great work
these teams are doing,

265



00:09:58,427 --> 00:10:01,440
we may not be moving those major metrics

266
00:10:01,440 --> 00:10:02,440
that we really care about

267
00:10:02,440 --> 00:10:04,720
that really show that we're
adding value to our users.

268
00:10:04,720 --> 00:10:07,836
So I think we really
had to evolve over time

269
00:10:07,836 --> 00:10:08,933
how we could continue

270
00:10:08,933 --> 00:10:11,528
to have independent teams setting goals,

271
00:10:11,528 --> 00:10:13,990
but make sure that those
goals are really aligned

272
00:10:13,990 --> 00:10:15,980
so we're all pulling
in the same direction.

273
00:10:15,980 --> 00:10:17,680
I think one of the main ways that

274
00:10:17,680 --> 00:10:20,140
we have accomplished this
over the last couple of years,

275
00:10:20,140 --> 00:10:22,380
is we've moved more to an OKR framework.

276
00:10:22,380 --> 00:10:25,550



So, OKR stands for
objectives and key results.

277
00:10:25,550 --> 00:10:28,040
So the objective is that major outcome

278
00:10:28,040 --> 00:10:29,251
we're really looking to achieve,

279
00:10:29,251 --> 00:10:31,530
so everyone can align behind that,

280
00:10:31,530 --> 00:10:34,260
and then the KRs are
how we measure whether

281
00:10:34,260 --> 00:10:36,560
we're making progress
towards that outcome.

282
00:10:36,560 --> 00:10:39,830
And so that allowed our
teams to still look okay,

283
00:10:39,830 --> 00:10:41,955
what's the biggest
impact I can make towards

284
00:10:41,955 --> 00:10:43,887
those KRs and towards that objective,

285
00:10:43,887 --> 00:10:46,177
and what that means now
is we might have four

286
00:10:46,177 --> 00:10:48,014
or five teams that have to come together

287
00:10:48,014 --> 00:10:50,935



and really work
collaboratively across that set

288
00:10:50,935 --> 00:10:53,920
to move those big outcomes
we're looking for.

289
00:10:53,920 --> 00:10:56,264
So to me, the core value
of asking questions,

290
00:10:56,264 --> 00:10:58,447
using data to inform our decisions,

291
00:10:58,447 --> 00:11:00,810
really has been constant throughout

292
00:11:00,810 --> 00:11:02,420
my entire time at Indeed.

293
00:11:02,420 --> 00:11:04,820
But how we use that to set our goals

294
00:11:04,820 --> 00:11:06,845
and actually make sure that
we're still meaningfully

295
00:11:06,845 --> 00:11:09,490
improving the customer
experience on our site,

296
00:11:09,490 --> 00:11:12,143
has really had to evolve
as the company has grown.

297
00:11:13,940 --> 00:11:14,890
- So let's talk a little bit

298
00:11:14,890 --> 00:11:18,940



about how this actually works in practice.

299
00:11:18,940 --> 00:11:21,160
So can you talk a little
bit about what type

300
00:11:21,160 --> 00:11:24,233
of data do we work with,
how do we manage the data,

301
00:11:24,233 --> 00:11:27,998
and what do we do when
there's a decision we need

302
00:11:27,998 --> 00:11:31,203
to make and we don't have
the data available we need?

303
00:11:32,235 --> 00:11:33,540
- Yeah, that's a great question,

304
00:11:33,540 --> 00:11:35,610
it's a very engineering
centric question as well,

305
00:11:35,610 --> 00:11:37,170
because we care a lot about the data

306
00:11:37,170 --> 00:11:38,960
and infrastructure behind these things.

307
00:11:38,960 --> 00:11:41,628
I think first if we don't
have the data we need,

308
00:11:41,628 --> 00:11:44,480
I think the first step is we seek it out.

309
00:11:44,480 --> 00:11:47,630



So a very common initial set of work is

310
00:11:47,630 --> 00:11:49,189
we're going to start
down a new feature area

311
00:11:49,189 --> 00:11:51,243
or a new investment for the business,

312
00:11:51,243 --> 00:11:53,547
is to add the logging that we might need

313
00:11:53,547 --> 00:11:55,440
to know if something is working.

314
00:11:55,440 --> 00:11:57,992
So when we have a feature
or problem statement,

315
00:11:57,992 --> 00:12:01,179
if we don't have the data
we need, we get the data.

316
00:12:01,179 --> 00:12:05,550
So we take the time upfront to
log it and make it available.

317
00:12:05,550 --> 00:12:08,230
I think as an engineering organization,

318
00:12:08,230 --> 00:12:09,285
we invest really heavily

319
00:12:09,285 --> 00:12:12,380
in our data infrastructure and the tools,

320
00:12:12,380 --> 00:12:14,843
so that we can measure
that and add more data



321
00:12:14,843 --> 00:12:16,787
and have that flexibility to get the data

322
00:12:16,787 --> 00:12:19,005
that we think we need
to measure an outcome.

323
00:12:19,005 --> 00:12:20,675
So in particular,

324
00:12:20,675 --> 00:12:23,820
we think the more eyes on
the data the better as well

325
00:12:23,820 --> 00:12:25,970
so that infrastructure
really allows anybody

326
00:12:25,970 --> 00:12:29,390
to query that data, anybody
to try to put data together

327
00:12:29,390 --> 00:12:32,040
in new and interesting
ways and look for insights.

328
00:12:32,040 --> 00:12:34,190
So the core is get the data,

329
00:12:34,190 --> 00:12:35,134
if you don't have the data.

330
00:12:35,134 --> 00:12:37,960
In terms of what kinds of data we use,

331
00:12:37,960 --> 00:12:41,350
I think the most common
example I think people think of



332
00:12:41,350 --> 00:12:44,591
when they think of Data Driven
is a user facing A/B test

333
00:12:44,591 --> 00:12:46,444
where we make some
small change to the site

334
00:12:46,444 --> 00:12:49,090
and we measure in the test group or not

335
00:12:49,090 --> 00:12:50,902
in the test group did
you perform the action

336
00:12:50,902 --> 00:12:54,377
or have more success in the
way that we determine it.

337
00:12:54,377 --> 00:12:57,750
That is certainly an extremely
common aspect of data,

338
00:12:57,750 --> 00:12:59,590
and that's kind of our quantitative data.

339
00:12:59,590 --> 00:13:02,400
Something that we can measure
objectively from our users,

340
00:13:02,400 --> 00:13:04,220
but we also have gotten

341
00:13:04,220 --> 00:13:06,203
a lot better I think
using qualitative data,

342
00:13:06,203 --> 00:13:10,080



so our user research teams do
with research with customers,

343
00:13:10,080 --> 00:13:12,070
they ask questions, understand what works,

344
00:13:12,070 --> 00:13:13,470
what doesn't work for them,

345
00:13:13,470 --> 00:13:16,000
our customer success teams are
on the phone with customers

346
00:13:16,000 --> 00:13:17,597
every day hearing about the problems

347
00:13:17,597 --> 00:13:19,590
and understanding what they do.

348
00:13:19,590 --> 00:13:21,179
So we can categorize those calls

349
00:13:21,179 --> 00:13:23,730
and understand what are
the biggest pain points

350
00:13:23,730 --> 00:13:25,510
that our customers are experiencing.

351
00:13:25,510 --> 00:13:27,515
So I think the main types of data

352
00:13:27,515 --> 00:13:29,060
I think that we try to think about,

353
00:13:29,060 --> 00:13:32,430
is not just can we
objectively observe users



354
00:13:32,430 --> 00:13:34,260
on the site, but what are all the ways

355
00:13:34,260 --> 00:13:35,597
that we hear from our customers,

356
00:13:35,597 --> 00:13:37,370
and how can we make sure that we're taking

357
00:13:37,370 --> 00:13:38,260
that into account as well

358
00:13:38,260 --> 00:13:40,260
as we're trying to solve their problems,

359
00:13:41,472 --> 00:13:46,472
- It's interesting, you
mentioned logging before,

360
00:13:46,540 --> 00:13:49,910
and I remember early on in my career

361
00:13:49,910 --> 00:13:52,044
I was interviewing a
pretty senior candidate

362
00:13:52,044 --> 00:13:55,011
for an engineering leadership role

363
00:13:55,011 --> 00:13:57,603
and he had been responsible for building

364
00:13:57,603 --> 00:14:01,980
this very large-scale real-time
financial trading system.

365
00:14:01,980 --> 00:14:04,285
It was super complex and it



was all the stuff going on.

366
00:14:04,285 --> 00:14:05,595
And I asked him,

367
00:14:05,595 --> 00:14:08,907
what was the single most
important decision you made

368
00:14:08,907 --> 00:14:11,626
in designing the system,
and he said, "Logging".

369
00:14:11,626 --> 00:14:13,384
And it was like at the time

370
00:14:13,384 --> 00:14:15,560
it was a very counterintuitive answer,

371
00:14:15,560 --> 00:14:16,768
but it's actually one of the best answers

372
00:14:16,768 --> 00:14:18,390
to that question that I've ever heard,

373
00:14:18,390 --> 00:14:20,010
because I remember hearing

374
00:14:20,010 --> 00:14:21,270
that when I first came to Indeed,

375
00:14:21,270 --> 00:14:23,131
that the approach was just log everything,

376
00:14:23,131 --> 00:14:26,870
because you might not
know at any point in time

377



00:14:26,870 --> 00:14:28,645
what are all the things
you might want to measure,

378
00:14:28,645 --> 00:14:30,392
but you can never go back in time

379
00:14:30,392 --> 00:14:34,310
and get information that you
didn't record at that moment,

380
00:14:34,310 --> 00:14:36,840
so it starts with let's
just capture everything,

381
00:14:36,840 --> 00:14:37,890
- That's right,

382
00:14:37,890 --> 00:14:39,160
I'll have to say especially

383
00:14:39,160 --> 00:14:40,942
when we would investigate events,

384
00:14:40,942 --> 00:14:43,692
we logged a lot and there wasn't ever

385
00:14:43,692 --> 00:14:45,920
an investigation that I participated in,

386
00:14:45,920 --> 00:14:46,800
where we didn't come up with

387
00:14:46,800 --> 00:14:48,860
at least five more things
we wish we had known,

388
00:14:48,860 --> 00:14:49,770
and then we go and add that.



389
00:14:49,770 --> 00:14:52,339
So just it's a continuous example,

390
00:14:52,339 --> 00:14:54,810
or continuous improvement
I guess on the logging,

391
00:14:54,810 --> 00:14:56,540
it's super critical.

392
00:14:56,540 --> 00:14:59,082
- So one of the criticisms
that you hear sometimes

393
00:14:59,082 --> 00:15:01,674
when you talk about being
Data Driven is people say,

394
00:15:01,674 --> 00:15:02,581
well, if you're just using data

395
00:15:02,581 --> 00:15:04,160
to make every single decision,

396
00:15:04,160 --> 00:15:05,640
that's just robotic

397
00:15:05,640 --> 00:15:09,430
and there's no judgment
or commonsense in there.

398
00:15:09,430 --> 00:15:12,020
Can you talk a little bit
about how you think about

399
00:15:12,020 --> 00:15:14,470
what does the data actually tell us,



400
00:15:14,470 --> 00:15:16,830
and what role does analysis

401
00:15:16,830 --> 00:15:19,510
and interpretation play in this process?

402
00:15:19,510 --> 00:15:20,510
- It's a great point,

403
00:15:20,510 --> 00:15:23,210
I think if people think
that being Data Driven means

404
00:15:23,210 --> 00:15:25,253
that the numbers make
the decisions for you,

405
00:15:25,253 --> 00:15:26,820
then they're not doing it right.

406
00:15:26,820 --> 00:15:28,325
I think you have to be
extremely thoughtful

407
00:15:28,325 --> 00:15:32,060
about how to interpret
and analyze the data.

408
00:15:32,060 --> 00:15:34,550
So I just mentioned
that every investigation

409
00:15:34,550 --> 00:15:36,500
we find more data we wish we had.

410
00:15:36,500 --> 00:15:37,990
So really making sure you're taking

411



00:15:37,990 --> 00:15:40,010
a complete comprehensive picture,

412
00:15:40,010 --> 00:15:41,843
and you have to balance,

413
00:15:41,843 --> 00:15:43,806
you don't want to get
into analysis paralysis,

414
00:15:43,806 --> 00:15:46,240
where you're constantly waiting
to collect more and more

415
00:15:46,240 --> 00:15:49,780
data to be really sure you're
working in the right way.

416
00:15:49,780 --> 00:15:52,950
But I think some of the core
things that I think about,

417
00:15:52,950 --> 00:15:54,919
first and foremost, you
have to make sure you don't

418
00:15:54,919 --> 00:15:57,151
just look at the metric
you hoped you moved,

419
00:15:57,151 --> 00:15:58,610
but you also have to make sure

420
00:15:58,610 --> 00:16:01,420
that you didn't unintentionally
move other metrics.

421
00:16:01,420 --> 00:16:04,950
In SMB we have a term for
our do no harm metrics,



422
00:16:04,950 --> 00:16:07,670
so every test we want to
make sure did the test do

423
00:16:07,670 --> 00:16:08,722
what we hoped the test would do,

424
00:16:08,722 --> 00:16:10,300
but then also make sure

425
00:16:10,300 --> 00:16:12,495
that it did not negatively
impact our other key metrics.

426
00:16:12,495 --> 00:16:15,340
And it's rare to be honest

427
00:16:15,340 --> 00:16:17,590
that a test moves one and only one thing,

428
00:16:17,590 --> 00:16:19,110
and everything else
stayed exactly the same.

429
00:16:19,110 --> 00:16:20,172
So in almost every case,

430
00:16:20,172 --> 00:16:22,330
some things were up and
some things were down.

431
00:16:22,330 --> 00:16:24,065
And so really taking a step back

432
00:16:24,065 --> 00:16:25,994
and grounding it in our customers,

433



00:16:25,994 --> 00:16:28,110
what are the pain points that they have,

434
00:16:28,110 --> 00:16:30,450
and as a whole do we
think that this change

435
00:16:30,450 --> 00:16:32,167
is making this experience better for them,

436
00:16:32,167 --> 00:16:34,942
or making the workflow

437
00:16:34,942 --> 00:16:37,748
that they're trying to get
through more successful.

438
00:16:37,748 --> 00:16:39,620
I think that that's really critical.

439
00:16:39,620 --> 00:16:44,100
So the numbers and the
data is super important,

440
00:16:44,100 --> 00:16:45,415
but you have to have a thoughtful

441
00:16:45,415 --> 00:16:47,503
team looking holistically at our product

442
00:16:47,503 --> 00:16:48,967
to really inform the decision,

443
00:16:48,967 --> 00:16:51,513
not make the decision from those numbers.

444
00:16:53,220 --> 00:16:56,749
- So when we've talked about our values,



445
00:16:56,749 --> 00:16:58,840
one of the key aspects of them

446
00:16:58,840 --> 00:17:01,020
is that they're there to help guide

447
00:17:01,020 --> 00:17:03,575
us as we're making difficult decisions.

448
00:17:03,575 --> 00:17:06,758
In retrospect, you can
say it seems obvious

449
00:17:06,758 --> 00:17:08,610
that we should put job seekers first,

450
00:17:08,610 --> 00:17:10,660
or that we should use
data to make decisions,

451
00:17:10,660 --> 00:17:14,660
but these are things that
are not always obvious,

452
00:17:14,660 --> 00:17:19,512
they often lead to not easy
decisions and sometimes

453
00:17:19,512 --> 00:17:20,910
there are challenges around them,

454
00:17:20,910 --> 00:17:22,730
so can you talk about some

455
00:17:22,730 --> 00:17:26,230
of the challenges of being Data Driven?

456
00:17:26,230 --> 00:17:28,798



- Sure, I think I've
touched on some of them

457
00:17:28,798 --> 00:17:30,760
as we've talked about the journey

458
00:17:30,760 --> 00:17:31,722
and the evolution of them.

459
00:17:31,722 --> 00:17:34,079
I think one challenge is the risk

460
00:17:34,079 --> 00:17:36,480
of getting two local maximus.

461
00:17:36,480 --> 00:17:38,820
So again, if you have a
lot of maybe smaller teams

462
00:17:38,820 --> 00:17:41,340
or teams that are just
focusing on what they can move,

463
00:17:41,340 --> 00:17:42,780
you might end up with a lot of work

464
00:17:42,780 --> 00:17:44,620
that's moving small metrics forward,

465
00:17:44,620 --> 00:17:47,141
and not quite going after
that big new innovative idea

466
00:17:47,141 --> 00:17:49,458
that requires a lot of
people to come together.

467
00:17:49,458 --> 00:17:50,754
So I think that's really critical,



468
00:17:50,754 --> 00:17:52,590
is making sure that you are, again,

469
00:17:52,590 --> 00:17:53,770
looking more holistically

470
00:17:53,770 --> 00:17:55,943
and thinking about the product as a whole.

471
00:17:57,640 --> 00:17:59,510
I think another risk is sometimes

472
00:17:59,510 --> 00:18:00,848
there are improvements
that we need to make

473
00:18:00,848 --> 00:18:02,936
that we don't expect to immediately

474
00:18:02,936 --> 00:18:05,270
see the value in the data.

475
00:18:05,270 --> 00:18:08,826
So I know both job seeker
and SMB now have this concept

476
00:18:08,826 --> 00:18:11,090
of fixing broken experiences.

477
00:18:11,090 --> 00:18:12,566
The idea there is that there

478
00:18:12,566 --> 00:18:14,597
is sometimes spit and polish in our app.

479
00:18:14,597 --> 00:18:16,469
Something is not quite lined up correctly,



480
00:18:16,469 --> 00:18:19,250
or from one page to the next it looks

481
00:18:19,250 --> 00:18:21,060
like it was designed by different people,

482
00:18:21,060 --> 00:18:22,560
and I mean in truth it was,

483
00:18:22,560 --> 00:18:24,500
but we don't want it to look
like that to our customers.

484
00:18:24,500 --> 00:18:27,560
And so I think cleaning up the UI,

485
00:18:27,560 --> 00:18:29,640
making the experience feel more polished

486
00:18:29,640 --> 00:18:31,079
and more cohesive and consistent,

487
00:18:31,079 --> 00:18:32,893
probably is not going to immediately

488
00:18:32,893 --> 00:18:35,410
change or move a metric.

489
00:18:35,410 --> 00:18:37,860
So it's really important
that you don't only work

490
00:18:37,860 --> 00:18:39,430
on things when you can immediately

491
00:18:39,430 --> 00:18:41,283
measure exactly what happened,



492
00:18:41,283 --> 00:18:42,757
again, it's part of that balance

493
00:18:42,757 --> 00:18:46,235
and part of that comprehensive
look at the application.

494
00:18:46,235 --> 00:18:49,770
I think the third main
thing I would think of there

495
00:18:49,770 --> 00:18:51,770
is similar in vein,

496
00:18:51,770 --> 00:18:55,169
is that some metrics are
easier to move than others,

497
00:18:55,169 --> 00:18:57,640
or easier to measure than others.

498
00:18:57,640 --> 00:18:58,730
they're much more straightforward

499
00:18:58,730 --> 00:19:00,910
to know if a user is clicking on a button.

500
00:19:00,910 --> 00:19:02,670
But some of the most important things

501
00:19:02,670 --> 00:19:05,162
we have to solve can be very challenging.

502
00:19:05,162 --> 00:19:07,008
So one example in SMB right now,

503
00:19:07,008 --> 00:19:09,346



we're focused on employer NPS.

504
00:19:09,346 --> 00:19:11,329
And so NPS has a lot of challenges,

505
00:19:11,329 --> 00:19:13,614
one, it's a very delayed metric.

506
00:19:13,614 --> 00:19:15,198
So it can take quite a while-

507
00:19:15,198 --> 00:19:16,385
- Sorry, can you just explain

508
00:19:16,385 --> 00:19:18,990
for anyone that doesn't know, what is NPS?

509
00:19:18,990 --> 00:19:21,167
- Sure, so NPS is Net Promoter Score,

510
00:19:21,167 --> 00:19:22,900
so for all the employers

511
00:19:22,900 --> 00:19:24,865
that use our site or use our product,

512
00:19:24,865 --> 00:19:27,023
some period of time later
they'll get an email from us

513
00:19:27,023 --> 00:19:28,257
asking would you recommend this

514
00:19:28,257 --> 00:19:31,800
to a friend or a co-worker or something.

515
00:19:31,800 --> 00:19:35,070
And the promoter are the people



who strongly recommend you,

516
00:19:35,070 --> 00:19:36,368
and then a detractor is someone

517
00:19:36,368 --> 00:19:39,210
who strongly doesn't recommend you,

518
00:19:39,210 --> 00:19:40,676
basically has a negative experience.

519
00:19:40,676 --> 00:19:42,030
And there's a computation

520
00:19:42,030 --> 00:19:43,690
that comes up with an overall score,

521
00:19:43,690 --> 00:19:46,060
and so you want more
promoters than detractors.

522
00:19:46,060 --> 00:19:48,460
And in SMB that's not really the case,

523
00:19:48,460 --> 00:19:50,852
we don't have the balance that
we'd like to have in that.

524
00:19:50,852 --> 00:19:54,870
So that number by
definition is quite delayed,

525
00:19:54,870 --> 00:19:57,734
and so it can take some time
for us to get a read on it.

526
00:19:57,734 --> 00:19:58,993
To be honest it's also



527
00:19:58,993 --> 00:20:03,010
just statistically very
challenging to get right.

528
00:20:03,010 --> 00:20:04,080
How do we make sure we've got

529
00:20:04,080 --> 00:20:06,450
a good sample of people taking it?

530
00:20:06,450 --> 00:20:07,990
How do we make sure we
get the response rate

531
00:20:07,990 --> 00:20:09,640
we need so were not biased

532
00:20:09,640 --> 00:20:12,270
to some section of our population.

533
00:20:12,270 --> 00:20:15,270
So I think with NPS
it's hard to get right,

534
00:20:15,270 --> 00:20:17,790
sorry, it's hard to measure correctly.

535
00:20:17,790 --> 00:20:20,250
And it can take a long time
to know if we're moving it.

536
00:20:20,250 --> 00:20:22,233
But it's critically
important that we get better,

537
00:20:22,233 --> 00:20:24,975
that the people who use our
site say yes, I recommend this,



538
00:20:24,975 --> 00:20:26,950
this is a great product.

539
00:20:26,950 --> 00:20:29,960
So one thing with being
Data Driven I think

540
00:20:29,960 --> 00:20:32,053
that could be a risk is focusing on things

541
00:20:32,053 --> 00:20:36,124
that are easy to measure or
that are easy to move the metric

542
00:20:36,124 --> 00:20:39,090
may mean that you're not
actually focusing on maybe

543
00:20:39,090 --> 00:20:42,547
the most impactful thing you
need to move for the business.

544
00:20:42,547 --> 00:20:45,636
- Yeah, it's interesting you mention

545
00:20:45,636 --> 00:20:49,230
both job seeker and employer
are focused on this.

546
00:20:49,230 --> 00:20:52,580
And there's a great illustration of this,

547
00:20:52,580 --> 00:20:56,130
the job seeker team has had an OKR

548
00:20:56,130 --> 00:20:59,640
around improving the job seeker
experience overall of course,



549
00:20:59,640 --> 00:21:02,680
and so NPS is one of the
measures they look at.

550
00:21:02,680 --> 00:21:04,400
And they spent quite a bit of time

551
00:21:04,400 --> 00:21:07,920
with this sort of hypotheses,

552
00:21:07,920 --> 00:21:10,974
we think that one of the reasons
that people might be happy

553
00:21:10,974 --> 00:21:15,230
or not as happy with
Indeed is because of this.

554
00:21:15,230 --> 00:21:18,310
And so they'll work on trying
to improve a metric over here,

555
00:21:18,310 --> 00:21:19,191
or try to increase the number

556
00:21:19,191 --> 00:21:20,850
of people who are applying to jobs,

557
00:21:20,850 --> 00:21:22,022
or increase the number of people

558
00:21:22,022 --> 00:21:24,570
who are getting interviews.

559
00:21:24,570 --> 00:21:25,762
Aud they did those things

560
00:21:25,762 --> 00:21:27,610



and they were able to move those metrics,

561
00:21:27,610 --> 00:21:29,820
but NPS would not budge at all.

562
00:21:29,820 --> 00:21:32,250
So this thing that you talked about,

563
00:21:32,250 --> 00:21:33,890
in terms of fixing broken experiences,

564
00:21:33,890 --> 00:21:36,260
they just set a whole initiative

565
00:21:36,260 --> 00:21:38,436
around what are the biggest barriers

566
00:21:38,436 --> 00:21:40,300
that people are reporting,

567
00:21:40,300 --> 00:21:41,279
and just started fixing those

568
00:21:41,279 --> 00:21:44,290
and that was the first time
that they actually saw NPS move.

569
00:21:44,290 --> 00:21:46,049
So part of being Data
Driven also is really

570
00:21:46,049 --> 00:21:47,987
is it means that you're using

571
00:21:47,987 --> 00:21:50,520
the data to make the ultimate decision

572
00:21:50,520 --> 00:21:52,220



of whether or not something worked,

573
00:21:52,220 --> 00:21:53,310
but you still have to figure out

574
00:21:53,310 --> 00:21:54,663
what is it that you're going to try first,

575
00:21:54,663 --> 00:21:56,350
what is the idea,

576
00:21:56,350 --> 00:21:58,960
and data can help inform that,

577
00:21:58,960 --> 00:22:01,890
but it certainly is not making
those decisions for you.

578
00:22:01,890 --> 00:22:05,810
One thing that when we were
preparing for this conversation,

579
00:22:05,810 --> 00:22:09,080
you brought up was that
some of our core values,

580
00:22:09,080 --> 00:22:10,850
and especially things like
putting job seekers first,

581
00:22:10,850 --> 00:22:13,840
and pay for performance.

582
00:22:13,840 --> 00:22:15,187
Those are ones where it's very clear

583
00:22:15,187 --> 00:22:17,630
that the product teams who were working



584
00:22:17,630 --> 00:22:19,780
on those things can
clearly live and breathe

585
00:22:19,780 --> 00:22:22,515
and spend all of their day
thinking about these things.

586
00:22:22,515 --> 00:22:25,620
But when it comes to being
Data Driven, it's not.

587
00:22:25,620 --> 00:22:26,710
We've been talking primarily

588
00:22:26,710 --> 00:22:28,500
here about the product
and engineering teams,

589
00:22:28,500 --> 00:22:29,780
but it's really something

590
00:22:29,780 --> 00:22:32,470
that affects everyone in the company.

591
00:22:32,470 --> 00:22:34,568
Can you talk a little
bit about how we use data

592
00:22:34,568 --> 00:22:38,860
to make decisions in other
parts of the business?

593
00:22:38,860 --> 00:22:40,543
- Yeah, I mentioned in
the first conversation

594
00:22:40,543 --> 00:22:42,956
what I love so much about



this particular value,

595
00:22:42,956 --> 00:22:44,540
like several of them is,

596
00:22:44,540 --> 00:22:46,460
that really any person, any team,

597
00:22:46,460 --> 00:22:47,990
any function can live this,

598
00:22:47,990 --> 00:22:49,057
because really it's a mindset,

599
00:22:49,057 --> 00:22:50,997
it's about always asking

600
00:22:50,997 --> 00:22:52,571
how can I know if this is successful,

601
00:22:52,571 --> 00:22:54,279
and how do I know I'm really focused

602
00:22:54,279 --> 00:22:55,952
and working in the right place,

603
00:22:55,952 --> 00:22:57,639
in the most impactful place.

604
00:22:57,639 --> 00:22:59,582
So I think any team at Indeed,

605
00:22:59,582 --> 00:23:00,815
if they take a step back and think,

606
00:23:00,815 --> 00:23:02,634
well what is it that I'm
trying to accomplish,



607
00:23:02,634 --> 00:23:04,890
or what is the outcome I want to see.

608
00:23:04,890 --> 00:23:06,327
How am I impacting the business.

609
00:23:06,327 --> 00:23:09,100
Is there some way you could
get some data around that?

610
00:23:09,100 --> 00:23:10,496
Is there somewhere you can define

611
00:23:10,496 --> 00:23:13,040
a measurement of what success looks like?

612
00:23:13,040 --> 00:23:14,870
And then you can work towards that.

613
00:23:14,870 --> 00:23:16,347
I think one thing I ask always

614
00:23:16,347 --> 00:23:18,542
is how do I know if this is successful?

615
00:23:18,542 --> 00:23:22,217
One example, of several years ago,

616
00:23:22,217 --> 00:23:24,663
for an area where we used
data to make an improvement

617
00:23:24,663 --> 00:23:27,640
that had nothing to do with our product,

618
00:23:27,640 --> 00:23:31,413
is we used to, long before



we had formalized IRGs,

619
00:23:31,413 --> 00:23:33,410
the women software engineers,

620
00:23:33,410 --> 00:23:36,850
we used to get together monthly
for a lunch get-together,

621
00:23:36,850 --> 00:23:40,390
and we might review a topic
or just support each other.

622
00:23:40,390 --> 00:23:41,510
And one time we were talking

623
00:23:41,510 --> 00:23:44,300
about how do we get more
women software engineers.

624
00:23:44,300 --> 00:23:46,233
The next round of university recruiting

625
00:23:46,233 --> 00:23:48,280
was going to be starting
a couple of months later,

626
00:23:48,280 --> 00:23:49,781
so we wanted a brainstorm,

627
00:23:49,781 --> 00:23:52,097
were there things that we could do

628
00:23:52,097 --> 00:23:54,217
to get more women applying,

629
00:23:54,217 --> 00:23:57,640
open up that funnel and see
if we couldn't help increase



630
00:23:57,640 --> 00:24:00,917
the number of women software
engineers at Indeed.

631
00:24:00,917 --> 00:24:03,600
So we started with some data,

632
00:24:03,600 --> 00:24:05,560
so we were able to go and work with TA,

633
00:24:05,560 --> 00:24:08,070
and understand for the previous year

634
00:24:08,070 --> 00:24:11,010
what had the university
recruiting process looked like.

635
00:24:11,010 --> 00:24:13,127
So what's really nice about
university recruiting,

636
00:24:13,127 --> 00:24:15,680
is that it's a large population of people

637
00:24:15,680 --> 00:24:17,930
that all go through almost
exactly the same experience,

638
00:24:17,930 --> 00:24:21,224
so it's perfect for
statistically sampling data

639
00:24:21,224 --> 00:24:22,788
and understanding the way

640
00:24:22,788 --> 00:24:26,710
the people experience that process.



641
00:24:26,710 --> 00:24:28,960
And so we pulled the data,

642
00:24:28,960 --> 00:24:32,410
and we were able to see that
at each step of the pipeline,

643
00:24:32,410 --> 00:24:35,560
so mostly we reach out to
people at career fairs,

644
00:24:35,560 --> 00:24:36,930
we get resumes,

645
00:24:36,930 --> 00:24:38,038
then we do a screen,

646
00:24:38,038 --> 00:24:41,220
then we invite them on site
for a full day of interviews,

647
00:24:41,220 --> 00:24:42,320
and then we make an offer,

648
00:24:42,320 --> 00:24:44,700
and then they accept the
offer or decline the offer.

649
00:24:44,700 --> 00:24:47,870
And so if we look at that
funnel from top to bottom,

650
00:24:47,870 --> 00:24:50,230
we had a powered statistically
significant result

651
00:24:50,230 --> 00:24:51,675
that said that women
were not as successful



652
00:24:51,675 --> 00:24:54,480
in the process that we
had laid out as men were.

653
00:24:54,480 --> 00:24:57,810
And so this was of course
something fixing our own house

654
00:24:57,810 --> 00:24:58,650
before we worried about

655
00:24:58,650 --> 00:25:00,745
how to get more people
attracted to start the process,

656
00:25:00,745 --> 00:25:03,555
we felt like we could really dig in more

657
00:25:03,555 --> 00:25:05,499
and see if we could
understand why was that,

658
00:25:05,499 --> 00:25:07,381
why was it that women
were not experiencing

659
00:25:07,381 --> 00:25:08,720
this interview process

660
00:25:08,720 --> 00:25:11,130
in the same way and
having the same success.

661
00:25:11,130 --> 00:25:12,330
And so we did a lot of research,

662
00:25:12,330 --> 00:25:14,600
we worked again with



our TA partners on this.

663
00:25:14,600 --> 00:25:18,710
And we made a few just small
modifications the next year.

664
00:25:18,710 --> 00:25:20,661
Our hypothesis was that we wanted

665
00:25:20,661 --> 00:25:24,360
to represent more women
in the interview process,

666
00:25:24,360 --> 00:25:25,193
and we wanted to make sure

667
00:25:25,193 --> 00:25:28,740
that we came across as
an inclusive workplace,

668
00:25:28,740 --> 00:25:30,220
which I believe we are.

669
00:25:30,220 --> 00:25:31,450
It wasn't like we were trying to make

670
00:25:31,450 --> 00:25:33,110
it look inclusive when it wasn't.

671
00:25:33,110 --> 00:25:34,409
But if we could be really intentional

672
00:25:34,409 --> 00:25:36,193
about making sure that we were setting

673
00:25:36,193 --> 00:25:39,870
that message and context
to our applicants.



674
00:25:39,870 --> 00:25:41,018
And so we did a few things,

675
00:25:41,018 --> 00:25:43,170
we did some unconscious bias training

676
00:25:43,170 --> 00:25:44,617
for all of our interviewers to understand

677
00:25:44,617 --> 00:25:47,504
maybe how women and men
may represent themselves

678
00:25:47,504 --> 00:25:50,167
differently in interviews
and how to interpret that.

679
00:25:50,167 --> 00:25:52,280
We try to make sure there

680
00:25:52,280 --> 00:25:53,893
were more women on the interview panels,

681
00:25:53,893 --> 00:25:55,261
there were presentations

682
00:25:55,261 --> 00:25:58,010
that we gave as a part of the on-site day,

683
00:25:58,010 --> 00:25:59,410
we wanted to make sure that every group,

684
00:25:59,410 --> 00:26:01,550
not just the women candidates
but every candidate

685
00:26:01,550 --> 00:26:02,982
saw women standing up and being leaders



686
00:26:02,982 --> 00:26:05,950
and being a core part
of this organization.

687
00:26:05,950 --> 00:26:07,840
And it was really exciting,

688
00:26:07,840 --> 00:26:10,290
because we got pretty direct
results the next year.

689
00:26:10,290 --> 00:26:12,702
The first year there was an imbalance,

690
00:26:12,702 --> 00:26:14,989
and the second year when we were able

691
00:26:14,989 --> 00:26:16,534
to put in some of these practices,

692
00:26:16,534 --> 00:26:18,890
we saw the top of the funnel rates were

693
00:26:18,890 --> 00:26:20,940
the same as the bottom
of the funnel rates.

694
00:26:20,940 --> 00:26:22,364
And one thing I was most proud of there,

695
00:26:22,364 --> 00:26:24,384
one of the places where
there was a most divergence

696
00:26:24,384 --> 00:26:29,384
was actually in offer acceptance.

697



00:26:29,670 --> 00:26:32,730
So someone whop we wanted to hire,

698
00:26:32,730 --> 00:26:35,093
men were accepting the offers
at a higher rate than women,

699
00:26:35,093 --> 00:26:37,220
and that was the place we saw move

700
00:26:37,220 --> 00:26:39,720
the most of the next year.

701
00:26:39,720 --> 00:26:41,495
So we were really proud
of really making sure

702
00:26:41,495 --> 00:26:43,999
that we represented the
strong women engineers

703
00:26:43,999 --> 00:26:45,290
that we had at Indeed,

704
00:26:45,290 --> 00:26:46,986
really made new women joiners

705
00:26:46,986 --> 00:26:49,830
feel confident in coming
to this organization.

706
00:26:49,830 --> 00:26:51,633
So to me, that had nothing
to do with our product,

707
00:26:51,633 --> 00:26:54,330
but we were able to collect data,

708
00:26:54,330 --> 00:26:55,830



get some insights from that data,

709
00:26:55,830 --> 00:26:56,907
and then test some changes

710
00:26:56,907 --> 00:26:59,207
and see how we were able
to make a difference.

711
00:27:00,640 --> 00:27:04,500
- So, it seems pretty
clear that if you can

712
00:27:04,500 --> 00:27:05,950
do this consistently and do it well,

713
00:27:05,950 --> 00:27:08,630
that hopefully you will
make better decisions,

714
00:27:08,630 --> 00:27:12,053
if those decisions are
empirical and informed by data.

715
00:27:13,700 --> 00:27:15,930
But clearly there's other benefits

716
00:27:15,930 --> 00:27:18,000
besides just the outcomes of decisions,

717
00:27:18,000 --> 00:27:20,690
so you've been working this
way here for over a decade.

718
00:27:20,690 --> 00:27:22,643
What do you see as some
of the key benefits

719
00:27:22,643 --> 00:27:24,822



really from a cultural perspective

720
00:27:24,822 --> 00:27:27,593
with this value and practice?

721
00:27:28,450 --> 00:27:29,460
- Yeah, I think to your point

722
00:27:29,460 --> 00:27:31,820
I think there's clear
benefits to the business,

723
00:27:31,820 --> 00:27:33,360
in that we do I think
make better decisions,

724
00:27:33,360 --> 00:27:35,950
we spend more of our time focused

725
00:27:35,950 --> 00:27:38,550
in the most important
areas for the business.

726
00:27:38,550 --> 00:27:39,520
So as you always say,

727
00:27:39,520 --> 00:27:41,358
if we can measure it, we can improve it.

728
00:27:41,358 --> 00:27:44,620
I think culturally what I
really love about this value,

729
00:27:44,620 --> 00:27:47,054
is that it sort of creates
a culture of humility,

730
00:27:47,054 --> 00:27:49,950
so you don't know the answer,



731
00:27:49,950 --> 00:27:51,568
and most people go into
conversations assuming

732
00:27:51,568 --> 00:27:54,273
that my opinion isn't the
opinion that matters the most,

733
00:27:54,273 --> 00:27:56,160
its what does the data tell us.

734
00:27:56,160 --> 00:27:58,874
So I think it really
creates a nice equality,

735
00:27:58,874 --> 00:28:00,710
it's sort of a nice opportunity

736
00:28:00,710 --> 00:28:01,844
for anyone to have ownership,

737
00:28:01,844 --> 00:28:05,050
it's not the highest
paid person in the room,

738
00:28:05,050 --> 00:28:07,140
or the loudest person in the
room that makes the decisions,

739
00:28:07,140 --> 00:28:07,973
it's the data.

740
00:28:07,973 --> 00:28:10,020
And so I really like that aspect.

741
00:28:10,020 --> 00:28:11,860
I do think it's for people who come



742
00:28:11,860 --> 00:28:13,795
to Indeed from companies
who don't work this way.

743
00:28:13,795 --> 00:28:15,700
I think it can be jarring,

744
00:28:15,700 --> 00:28:18,034
because oftentimes maybe
at other companies,

745
00:28:18,034 --> 00:28:20,540
the way you get something
done is you really need

746
00:28:20,540 --> 00:28:22,060
to persuade people that you're right,

747
00:28:22,060 --> 00:28:24,855
you have lots of meetings
and you talk about your idea

748
00:28:24,855 --> 00:28:26,583
and you try to get people
on board with your idea.

749
00:28:26,583 --> 00:28:29,660
And really here you can talk
about it as much as you want,

750
00:28:29,660 --> 00:28:32,370
but what people want to see
is, well what's the data,

751
00:28:32,370 --> 00:28:33,855
how do you know that this is a problem.

752
00:28:33,855 --> 00:28:35,348
And what are you going to measure



753
00:28:35,348 --> 00:28:37,133
and what's your first step going to be,

754
00:28:37,133 --> 00:28:38,730
and how is that first step going to

755
00:28:38,730 --> 00:28:39,626
help us know we're on the right track

756
00:28:39,626 --> 00:28:41,800
to solving the problem overall.

757
00:28:41,800 --> 00:28:44,029
So I think that it
creates that nice culture

758
00:28:44,029 --> 00:28:45,220
where everyone can have ownership

759
00:28:45,220 --> 00:28:47,198
and can participate in the decisions.

760
00:28:47,198 --> 00:28:49,794
As well, speaking about humility,

761
00:28:49,794 --> 00:28:52,424
we know that about two
thirds of our tests fail.

762
00:28:52,424 --> 00:28:56,634
And so every test we run
is a group of smart people

763
00:28:56,634 --> 00:28:59,311
being really excited
that this is going to be

764



00:28:59,311 --> 00:29:00,597
a meaningful test that's going to move

765
00:29:00,597 --> 00:29:01,733
our business in the right way,

766
00:29:01,733 --> 00:29:03,355
yet two thirds of the time we're wrong,

767
00:29:03,355 --> 00:29:05,400
and so again I think that mindset of

768
00:29:05,400 --> 00:29:08,570
we really don't know until
we get that out there

769
00:29:08,570 --> 00:29:09,964
in front of our users and measures

770
00:29:09,964 --> 00:29:13,136
the results of a test or of an outcome.

771
00:29:13,136 --> 00:29:15,460
We really don't know the answer,

772
00:29:15,460 --> 00:29:17,524
and I think that creates
a really great culture

773
00:29:17,524 --> 00:29:20,460
that lets everyone participate.

774
00:29:20,460 --> 00:29:23,902
- I guess to follow-up in that vein,

775
00:29:23,902 --> 00:29:26,340
we've talked a lot about
how we're using data



776
00:29:26,340 --> 00:29:31,340
to make decisions in very specific ways.

777
00:29:31,810 --> 00:29:32,903
As a leader,

778
00:29:33,980 --> 00:29:38,850
how has this informed your
approach to leadership,

779
00:29:38,850 --> 00:29:43,300
and what experiences
have you had where things

780
00:29:43,300 --> 00:29:46,133
have surprised you as a
result of using the data?

781
00:29:47,230 --> 00:29:49,883
- Yeah, I mean I think,
as I said throughout,

782
00:29:49,883 --> 00:29:51,640
starting with I don't know,

783
00:29:51,640 --> 00:29:53,430
starting with how are we
going to measure success,

784
00:29:53,430 --> 00:29:55,094
I think that's really a critical aspect

785
00:29:55,094 --> 00:29:57,513
of being a leader here at Indeed.

786
00:29:58,380 --> 00:30:00,230
I learned this early on,

787



00:30:00,230 --> 00:30:01,444
so when you say what surprised me,

788
00:30:01,444 --> 00:30:04,880
in the beginning of the way

789
00:30:04,880 --> 00:30:09,110
our job search product
works is that our index,

790
00:30:09,110 --> 00:30:10,876
this job index that we
used to search the jobs,

791
00:30:10,876 --> 00:30:12,570
is built in Austin,

792
00:30:12,570 --> 00:30:14,279
and it gets written to disk,

793
00:30:14,279 --> 00:30:16,242
it's a very large, it's a lot of data.

794
00:30:16,242 --> 00:30:18,458
And then we copy it out,

795
00:30:18,458 --> 00:30:21,150
so our job search web services

796
00:30:21,150 --> 00:30:23,220
that are actually interacting
with our customers,

797
00:30:23,220 --> 00:30:24,410
we have those around the world

798
00:30:24,410 --> 00:30:26,210
so that we can be close to our users.



799
00:30:26,210 --> 00:30:29,160
And so we build the index
in Austin and then we need

800
00:30:29,160 --> 00:30:31,970
to just copy it out to all
these remote data centers.

801
00:30:31,970 --> 00:30:33,360
And so back in the early days,

802
00:30:33,360 --> 00:30:34,690
when we were really always working

803
00:30:34,690 --> 00:30:37,034
on job freshness and what's our slowest,

804
00:30:37,034 --> 00:30:39,730
the biggest bottleneck we
wanted to work on next.

805
00:30:39,730 --> 00:30:44,000
This copy process was the
next opportunity we saw

806
00:30:44,000 --> 00:30:47,930
was the slowest point on our
journey for job freshness.

807
00:30:47,930 --> 00:30:51,070
And so the copy it's not,

808
00:30:51,070 --> 00:30:52,380
we had measures at each stage,

809
00:30:52,380 --> 00:30:54,269
so we knew that the copy was a slow point.

810



00:30:54,269 --> 00:30:57,229
The copy itself was made
up of several steps,

811
00:30:57,229 --> 00:30:58,750
and one of those steps was

812
00:30:58,750 --> 00:31:00,397
when we physically copy it from Austin,

813
00:31:00,397 --> 00:31:02,754
out to Europe or to Hong Kong

814
00:31:02,754 --> 00:31:05,560
or to Australia or wherever
that data needed to go.

815
00:31:05,560 --> 00:31:08,380
And so we're all very
smart software engineers,

816
00:31:08,380 --> 00:31:10,845
and so of course copying
data on the open Internet,

817
00:31:10,845 --> 00:31:11,877
which is unreliable,

818
00:31:11,877 --> 00:31:13,677
and going such great distances,

819
00:31:13,677 --> 00:31:17,440
we were just confident that
was the biggest bottleneck.

820
00:31:17,440 --> 00:31:18,800
So we spent about three or four months

821
00:31:18,800 --> 00:31:19,799



and we devised a system,

822
00:31:19,799 --> 00:31:21,580
where instead of doing one big copy

823
00:31:21,580 --> 00:31:24,067
we were streaming data throughout the day,

824
00:31:24,067 --> 00:31:27,150
and then we could just build
the index in the data centers.

825
00:31:27,150 --> 00:31:29,080
So the same amount of work had to happen,

826
00:31:29,080 --> 00:31:31,011
but we didn't have this one massive copy

827
00:31:31,011 --> 00:31:33,493
to get that data copied out.

828
00:31:34,330 --> 00:31:35,350
So we worked on this,

829
00:31:35,350 --> 00:31:36,588
we designed it, we implemented it,

830
00:31:36,588 --> 00:31:38,297
and I remember we rolled it out

831
00:31:38,297 --> 00:31:40,235
and made sure everything was working,

832
00:31:40,235 --> 00:31:42,110
and then the next morning, we came in,

833
00:31:42,110 --> 00:31:43,364
we all sat down to look at the data,



834
00:31:43,364 --> 00:31:45,419
how did we do, did we solve this problem?

835
00:31:45,419 --> 00:31:47,360
We hadn't made a dent,

836
00:31:47,360 --> 00:31:49,163
so maybe it had come down a small amount,

837
00:31:49,163 --> 00:31:50,869
but it didn't move it at all,

838
00:31:50,869 --> 00:31:54,438
and we were just baffled, I
guess, how is this possible.

839
00:31:54,438 --> 00:31:56,495
So we first check to make sure everything

840
00:31:56,495 --> 00:31:58,007
was working as expected and it was.

841
00:31:58,007 --> 00:31:59,860
And so then we thought,

842
00:31:59,860 --> 00:32:03,030
well how is it that this
didn't solve the problem.

843
00:32:03,030 --> 00:32:07,112
So we had to take a step back
and go at a lot more logging.

844
00:32:07,112 --> 00:32:09,250
So we talked about logging
from the beginning.

845



00:32:09,250 --> 00:32:11,996
And there's several pieces of the process

846
00:32:11,996 --> 00:32:14,990
that we didn't know each individual piece,

847
00:32:14,990 --> 00:32:17,580
we assumed that this big
cross data center copy

848
00:32:17,580 --> 00:32:18,680
was the slowest piece.

849
00:32:18,680 --> 00:32:19,986
Well it wasn't, the slowest piece

850
00:32:19,986 --> 00:32:21,713
was the one piece we didn't remove,

851
00:32:21,713 --> 00:32:24,520
which was in the data
center copying it from

852
00:32:24,520 --> 00:32:25,643
the host machine out to all

853
00:32:25,643 --> 00:32:28,359
the web service machines that
actually serve the results.

854
00:32:28,359 --> 00:32:29,655
And as we dug into it,

855
00:32:29,655 --> 00:32:33,017
it was clear why once we
really understood some

856
00:32:33,017 --> 00:32:35,680
of the restrictions that



we had in our network,

857
00:32:35,680 --> 00:32:37,474
but it was just so counterintuitive

858
00:32:37,474 --> 00:32:39,460
to how we thought about it.

859
00:32:39,460 --> 00:32:41,353
So I feel that that was the lesson

860
00:32:41,353 --> 00:32:43,480
I think many of us have to learn once,

861
00:32:43,480 --> 00:32:44,779
which again, especially when you talk

862
00:32:44,779 --> 00:32:47,068
about from an engineer and
you're building a system,

863
00:32:47,068 --> 00:32:49,190
we'd like to think that we can reason

864
00:32:49,190 --> 00:32:50,160
our way through the systems,

865
00:32:50,160 --> 00:32:53,070
but even there with sound judgment,

866
00:32:53,070 --> 00:32:54,185
you have to have the right data

867
00:32:54,185 --> 00:32:56,820
and make sure you're
asking the right questions.

868
00:32:56,820 --> 00:32:58,989



And so if we had just taken
an extra week or two upfront

869
00:32:58,989 --> 00:33:01,763
to really log in each of those pieces,

870
00:33:01,763 --> 00:33:04,340
we could have saved ourselves
four months worth of effort

871
00:33:04,340 --> 00:33:05,260
that didn't actually solve

872
00:33:05,260 --> 00:33:06,274
the problem we were trying to solve.

873
00:33:06,274 --> 00:33:07,940
So I think for me,

874
00:33:07,940 --> 00:33:09,760
that was one of those
moments that really cemented,

875
00:33:09,760 --> 00:33:11,435
I don't know, I don't know the answer,

876
00:33:11,435 --> 00:33:13,065
I need the data and I need to make sure

877
00:33:13,065 --> 00:33:16,392
that I use that to inform where I invest.

878
00:33:16,392 --> 00:33:18,313
- That's great, I love that.

879
00:33:18,313 --> 00:33:19,810
I love stories about being wrong,

880



00:33:19,810 --> 00:33:21,345
those are some of my favorite stories.

881
00:33:21,345 --> 00:33:24,494
So we started this series

882
00:33:24,494 --> 00:33:28,867
back in April really around

883
00:33:28,867 --> 00:33:31,720
the outbreak of COVID-19,

884
00:33:31,720 --> 00:33:34,260
and how Indeed has responded to that.

885
00:33:34,260 --> 00:33:36,329
And that scenario where data

886
00:33:36,329 --> 00:33:39,097
has helped inform some of our decisions

887
00:33:39,097 --> 00:33:41,670
and how we've acted as a business as well.

888
00:33:41,670 --> 00:33:45,120
Can you talk a little bit about what some

889
00:33:45,120 --> 00:33:47,360
of the engineering and product
teams have been looking at,

890
00:33:47,360 --> 00:33:49,435
in terms of how our teams have adapted

891
00:33:49,435 --> 00:33:51,563
to working in this environment?

892
00:33:52,670 --> 00:33:54,730



- Sure, there's been a lot
of articles in the news

893
00:33:54,730 --> 00:33:56,490
about the way companies are looking at how

894
00:33:56,490 --> 00:33:59,947
this has affected their
teams' culture and throughput.

895
00:33:59,947 --> 00:34:02,339
We, throughout the last,
maybe one to two years,

896
00:34:02,339 --> 00:34:05,480
we've been focusing on the
engineering organization

897
00:34:05,480 --> 00:34:07,176
on what we call operational efficiency.

898
00:34:07,176 --> 00:34:09,153
So really looking holistically

899
00:34:09,153 --> 00:34:11,384
at how much are we able to
ship products to our users,

900
00:34:11,384 --> 00:34:13,500
with what quality are we able

901
00:34:13,500 --> 00:34:15,210
to move as fast as we would like.

902
00:34:15,210 --> 00:34:18,233
So we had a lot of data that
we already were collecting

903
00:34:18,233 --> 00:34:20,825



about how many tickets we were creating,

904
00:34:20,825 --> 00:34:22,520
how many times we were shipping

905
00:34:22,520 --> 00:34:24,011
new code into production,

906
00:34:24,011 --> 00:34:26,556
how many bugs we found in production,

907
00:34:26,556 --> 00:34:27,836
so we had a lot of measures.

908
00:34:27,836 --> 00:34:30,016
And I think we talked early on

909
00:34:30,016 --> 00:34:32,286
about the numbers don't
make decisions for you,

910
00:34:32,286 --> 00:34:35,056
we never look at these
things super granularly,

911
00:34:35,056 --> 00:34:37,112
or compare one team to another team,

912
00:34:37,112 --> 00:34:38,964
because that's not meaningful.

913
00:34:38,964 --> 00:34:40,560
But at the higher level,

914
00:34:40,560 --> 00:34:42,517
the trends of how these
things progress over time

915



00:34:42,517 --> 00:34:44,768
is something that can be really useful.

916
00:34:44,768 --> 00:34:48,580
So when overnight everyone
starts working from home,

917
00:34:48,580 --> 00:34:51,090
we did look at this data quite

918
00:34:51,090 --> 00:34:52,059
a lot to understand the impact,

919
00:34:52,059 --> 00:34:54,827
and to be honest we were surprised,

920
00:34:54,827 --> 00:34:56,359
at first we saw very little impact

921
00:34:56,359 --> 00:34:58,282
teams still kept chugging along.

922
00:34:58,282 --> 00:35:01,420
I think we saw this in
the news media as well.

923
00:35:01,420 --> 00:35:03,180
I think that people expected somehow

924
00:35:03,180 --> 00:35:05,489
for the company to collapse the next day

925
00:35:05,489 --> 00:35:07,210
when people started working from home,

926
00:35:07,210 --> 00:35:10,280
but really it didn't, people
just kept on doing their work.



927
00:35:10,280 --> 00:35:13,769
What we did observe was maybe
a month, month and a half in,

928
00:35:13,769 --> 00:35:16,200
we started to see some declines.

929
00:35:16,200 --> 00:35:19,650
And so I think one of the hypotheses

930
00:35:19,650 --> 00:35:22,342
for this is when we first
started to work from home,

931
00:35:22,342 --> 00:35:25,100
there was a lot already in flight,

932
00:35:25,100 --> 00:35:27,560
there was already execution was happening,

933
00:35:27,560 --> 00:35:28,609
and so you can really keep going

934
00:35:28,609 --> 00:35:31,815
without needing to change
a lot about how you work.

935
00:35:31,815 --> 00:35:34,221
But as those projects wrapped up

936
00:35:34,221 --> 00:35:36,300
and people rolled on to new projects,

937
00:35:36,300 --> 00:35:39,240
that's really when we came
across needing new strategies,

938
00:35:39,240 --> 00:35:41,012



so how do you collaborate
with your stakeholders,

939
00:35:41,012 --> 00:35:44,370
a common early step in a new feature

940
00:35:44,370 --> 00:35:45,890
is for a set of engineers,

941
00:35:45,890 --> 00:35:47,830
and maybe product and
UX to get in the room

942
00:35:47,830 --> 00:35:50,600
and whiteboard out how
they want it to work.

943
00:35:50,600 --> 00:35:51,433
Well, we couldn't do that.

944
00:35:51,433 --> 00:35:54,920
So I think what we found was
as people were really starting

945
00:35:54,920 --> 00:35:56,430
to need to develop new things

946
00:35:56,430 --> 00:35:58,949
and come across parts
of their day-to-day work

947
00:35:58,949 --> 00:36:03,104
that really require that
collaboration and that community.

948
00:36:03,104 --> 00:36:06,440
They slowed down a little
bit as teams figured

949



00:36:06,440 --> 00:36:08,570
out new ways of working.

950
00:36:08,570 --> 00:36:10,210
And so we were a little bit concerned,

951
00:36:10,210 --> 00:36:12,588
because it continued for
several weeks of decline there,

952
00:36:12,588 --> 00:36:15,130
but after about a month or so of

953
00:36:15,130 --> 00:36:16,490
that it started to come back up,

954
00:36:16,490 --> 00:36:18,610
and what we've seen is for
the last couple of months

955
00:36:18,610 --> 00:36:19,865
we've really achieved a steady state

956
00:36:19,865 --> 00:36:20,925
where we're consistently

957
00:36:20,925 --> 00:36:22,941
achieving the same velocity and throughput

958
00:36:22,941 --> 00:36:25,930
as we were when we were
all in the office together.

959
00:36:25,930 --> 00:36:28,550
So I think before COVID-19,

960
00:36:28,550 --> 00:36:30,060
would I have thought
that we could basically



961
00:36:30,060 --> 00:36:31,582
turn our offices off overnight

962
00:36:31,582 --> 00:36:33,700
and except for a dip while
people were adapting,

963
00:36:33,700 --> 00:36:36,317
really maintain the same velocity.

964
00:36:36,317 --> 00:36:37,561
I would have never thought that,

965
00:36:37,561 --> 00:36:40,973
so it's really been surprising
and exciting to see.

966
00:36:42,410 --> 00:36:45,423
- That's great, well as we wrap up here,

967
00:36:45,423 --> 00:36:48,394
one of the things that I like

968
00:36:48,394 --> 00:36:51,690
to hear from folks is obviously,

969
00:36:51,690 --> 00:36:53,470
what's been going on for
the last several months

970
00:36:53,470 --> 00:36:57,460
has been an extraordinary
challenge for the world,

971
00:36:57,460 --> 00:37:02,460
and for our employees and our
customers and for job seekers,



972
00:37:02,990 --> 00:37:06,100
and there's a lot that
we all hope goes back

973
00:37:06,100 --> 00:37:07,682
to some kind of normal at some point soon,

974
00:37:07,682 --> 00:37:11,890
but there also have been
things like our ability

975
00:37:11,890 --> 00:37:15,297
to maybe work remotely that we've seen,

976
00:37:15,297 --> 00:37:19,420
that have been the silver linings.

977
00:37:19,420 --> 00:37:23,410
And so I guess what for
you on a personal level

978
00:37:23,410 --> 00:37:27,030
have you seen that has
given you some optimism

979
00:37:27,030 --> 00:37:29,173
for the months and years ahead?

980
00:37:30,510 --> 00:37:32,040
- I think the main thing there really

981
00:37:32,040 --> 00:37:36,060
is just the ability for people
to adapt to such change,

982
00:37:36,060 --> 00:37:38,740
and you know it's hard and
it's stressful on all of us,



983
00:37:38,740 --> 00:37:42,240
and it's not like it's easy,
but people are making it work.

984
00:37:42,240 --> 00:37:44,970
So my kids, we started school last week,

985
00:37:44,970 --> 00:37:47,440
my kids are on day three
of virtual learning,

986
00:37:47,440 --> 00:37:48,720
and every morning they get up

987
00:37:48,720 --> 00:37:50,680
and they put on their headphones,

988
00:37:50,680 --> 00:37:51,513
and they're learning and
they raise their hand

989
00:37:51,513 --> 00:37:52,960
for their teacher and they're running

990
00:37:52,960 --> 00:37:55,006
around playing scavenger hunt games

991
00:37:55,006 --> 00:37:57,390
and trying to engage
with their classmates.

992
00:37:57,390 --> 00:38:01,010
So I think five months ago was any thought

993
00:38:01,010 --> 00:38:03,624
that we would be doing
schooling from home,

994



00:38:03,624 --> 00:38:05,970
where the families are in a room

995
00:38:05,970 --> 00:38:08,276
together all on Zoom meetings?

996
00:38:08,276 --> 00:38:10,780
I hope it's not this way forever,

997
00:38:10,780 --> 00:38:13,940
but I think the speed with
which people have adapted

998
00:38:13,940 --> 00:38:14,963
and the flexibility we've shown

999
00:38:14,963 --> 00:38:17,180
as a society in those things,

1000
00:38:17,180 --> 00:38:19,417
I think has been really amazing.

1001
00:38:19,417 --> 00:38:21,916
I think on a more personal level,

1002
00:38:21,916 --> 00:38:25,084
a few weeks maybe after the
initial shutdowns happened,

1003
00:38:25,084 --> 00:38:26,865
obviously everyone's in their homes

1004
00:38:26,865 --> 00:38:28,449
and getting out and taking walks

1005
00:38:28,449 --> 00:38:30,552
is the way you could get out of the house,

1006



00:38:30,552 --> 00:38:32,931
and you could stay
safely away from people,

1007
00:38:32,931 --> 00:38:34,915
and there's a trial in my neighborhood

1008
00:38:34,915 --> 00:38:37,415
that's this very common walking path.

1009
00:38:37,415 --> 00:38:39,720
And I remember a few weeks in

1010
00:38:39,720 --> 00:38:40,780
one night we were walking

1011
00:38:40,780 --> 00:38:42,316
and my kids started noticing these rocks,

1012
00:38:42,316 --> 00:38:44,600
and so they were painted rocks along

1013
00:38:44,600 --> 00:38:46,404
the trail that of course
hadn't been there before.

1014
00:38:46,404 --> 00:38:48,099
They had butterflies,

1015
00:38:48,099 --> 00:38:50,310
clearly some children
have done some of them,

1016
00:38:50,310 --> 00:38:51,933
some of them I think were done by adults.

1017
00:38:51,933 --> 00:38:52,911
Some of them had words on them,



1018
00:38:52,911 --> 00:38:54,640
they would say hope or love,

1019
00:38:54,640 --> 00:38:57,410
and over the days it just grew and grew,

1020
00:38:57,410 --> 00:39:00,270
and I'm sure to this day I
don't know who started it.

1021
00:39:00,270 --> 00:39:01,611
I'm sure lots of people are doing it now.

1022
00:39:01,611 --> 00:39:04,290
But in our neighborhood there are just

1023
00:39:04,290 --> 00:39:05,859
these painted rocks that are everywhere.

1024
00:39:05,859 --> 00:39:08,349
And it extended to mailboxes,

1025
00:39:08,349 --> 00:39:10,530
so every house in the
neighborhood where I live

1026
00:39:10,530 --> 00:39:12,269
has a mailbox in the street
in front of the house.

1027
00:39:12,269 --> 00:39:14,580
And every mailbox has a rock on it,

1028
00:39:14,580 --> 00:39:16,320
and it changes every couple of days,

1029
00:39:16,320 --> 00:39:18,540
and it just has a saying or



something inspiring on it.

1030
00:39:18,540 --> 00:39:21,400
This morning mine said nice yard,

1031
00:39:21,400 --> 00:39:23,200
which I had to laugh
because everything's dead,

1032
00:39:23,200 --> 00:39:24,050
it's been 100 degrees

1033
00:39:24,050 --> 00:39:25,420
for the last three weeks here in Texas,

1034
00:39:25,420 --> 00:39:27,393
so I hope it was a joke.

1035
00:39:27,393 --> 00:39:29,927
Maybe my yard is doing
better than other people's,

1036
00:39:29,927 --> 00:39:33,590
but again, I think on the
national level there's so much

1037
00:39:33,590 --> 00:39:34,460
that divides us and there's

1038
00:39:34,460 --> 00:39:36,570
so much we need to improve as a society.

1039
00:39:36,570 --> 00:39:39,510
But I think if you look
at your communities,

1040
00:39:39,510 --> 00:39:41,063
the neighborhoods around you, the schools,



1041
00:39:41,063 --> 00:39:42,880
your teams at work.

1042
00:39:42,880 --> 00:39:44,624
I think people have really
pulled together and adapted,

1043
00:39:44,624 --> 00:39:49,310
I think that really has, I
found it really inspiring.

1044
00:39:49,310 --> 00:39:52,139
- That's really beautiful,
thank you for sharing that.

1045
00:39:52,139 --> 00:39:55,453
And thanks for joining me
today for this discussion.

1046
00:39:56,820 --> 00:39:59,130
It's been really great to talk to you

1047
00:39:59,130 --> 00:40:01,740
and to get to know you
over the last 10 years,

1048
00:40:01,740 --> 00:40:06,480
and to see you grow in
your career here at Indeed.

1049
00:40:06,480 --> 00:40:08,410
But also just to see how much

1050
00:40:08,410 --> 00:40:11,700
you've helped really shape
culture here over time,

1051
00:40:11,700 --> 00:40:14,270
so thank you for everything



that you do for Indeed,

1052
00:40:14,270 --> 00:40:17,290
and to help people find
jobs all over the world.

1053
00:40:17,290 --> 00:40:18,370
- Yeah, and same to you,

1054
00:40:18,370 --> 00:40:22,650
and it really has just been
an amazing last 11 years,

1055
00:40:22,650 --> 00:40:23,950
I've gotten so many opportunities,

1056
00:40:23,950 --> 00:40:25,340
it's been really terrific for me as well,

1057
00:40:25,340 --> 00:40:26,517
so thank you for having me.

1058
00:40:26,517 --> 00:40:27,590
- Great, well thanks,

1059
00:40:27,590 --> 00:40:29,040
and thanks everyone for joining us

1060
00:40:29,040 --> 00:40:30,839
and we'll see you all next week.

1061
00:40:30,839 --> 00:40:33,506
(upbeat music)


