
Lenox: Welcome to Acceleration Partners's Outperform podcast. On 
today's episode we're discussing what it means to hire for day 
one, and promote when ready. Sharing her insights on this topic 
is our director of talent and culture, Emily Tetto. Welcome Emily.

Emily Tetto: Thanks Lenox, I'm happy to be here.

Lenox: This is an interesting concept, to hire for day one and then 
promote when ready. From your perspective, what does that 
mean exactly?

Emily Tetto: Yeah, for us we're looking to hire people for the job that they can
do on day one, not necessarily the job they want to be elevated 
into. That will take sometimes. But we want to hire them for the 
job that they can walk into on day one. We do our best to try not
to under-hire or over-hire for any particular position.

Emily Tetto: Then the second part is to promote when ready. So for us, 
there's not timeline to promotion. There's no, “You have to be in 
this position for X amount of time before you're eligible to be 
promoted,” or, “Jane has to be elevated before you can get 
elevated into that position.” We try not to have a structure like 
that. We want it to be a more fluid operation where if somebody 
is ready and able to be elevated to the next level job and we 
have a need, that we can elevate internally at any time.

Lenox: So that sounds very logical, very straight forward. So how is this 
different from what some other companies do?

Emily Tetto: My first thought there is I don't know what other company's 
approaches to this are. Some I would assume might not even 
have a philosophy one way or another. There's times when you 
do see people that make a job change and it's also a little bit of 
a promotion for them, they're elevated up into the next level 
role. But I don't know that there are companies that have that as
a particular philosophy when they're looking at candidates. 

Emily Tetto: But for us it's a little bit more strategic and thoughtful when 
we're thinking about elevating, or hiring, I'm sorry, because 
when we're bringing somebody in, we really want to make sure 
that we can get them off on the right foot, and make them be 
successful right on day one. Where can we plug them into a 
position that they're going to feel comfortable, capable and able 
to be successful right from the get go? From there we can work 
on any additional training that they might need to continue to 
elevate and grow to wherever they might want to be.



Lenox: That mindset is that, “Oh, I've got all this experience, and I've 
done this and I've done that.” I think our perspective is like, 
“Well, that's great. That's wonderful for you and we really hope 
that all those great skills that you have shine through. But we're 
going to look at first, what you can do with what you're hired 
for.” Then we really hope you take all that other experience and 
learnings that you've had from all your past experiences, and 
apply them. But instead of just assuming, I think we say, “Let's 
take a step back with that. Let's hire you for what you can do 
and then show us.”

Emily Tetto: Yes, I would say in that way that a lot of skills are very 
transferable. There are some skills that might take a little bit 
longer to adapt to the way that, in our particular business, the 
way we do things, we have the way we want to service our 
clients, the way we approach ... If I think about our affiliate 
marketing practice in particular, the way we approach affiliate 
marketing might be slightly different than somebody had 
approached a particular strategy in a previous role.

Emily Tetto: So by bringing somebody in, for example coming in as an 
affiliate account manager versus bringing them in as an affiliate 
senior account manager, it allows them to come in, be really 
comfortable with what they're doing. Maybe learn new 
strategies, learn new ways that we're doing things, so that they 
can really assimilate well. Then from there, grow into that other 
role where they can take on more responsibilities. 

Emily Tetto: So it's not that nobody can ever be hired into a more senior level
position, but we really try to make sure that the person is going 
to be great on day one. So again, not over-hiring for any 
particular position.

Lenox: Do you ever get pushback from that on a candidate who-

Emily Tetto: Yes, it's hard. I would definitely say it's hard, and it's not for 
everybody. It's a little bit of willing to bet on yourself. So when I 
say promote when ready, I truly mean that. We're not always 
right, right? We can miss the mark and we can hire someone and
be like, “Wow, they actually really should've been hired one level
higher.” we've had people promoted within a month.

Lenox: I think that also requires the person to be humble about knowing
that they really look at this company and go, “This is a really 
incredible company. I am totally fine to come in at 'lower title' 
because I know I can demonstrate what's needed, but I'm not 
got some big ego about my title or the kind of work that I'm 
doing. I'm willing to learn, I'm willing to grow.”



Emily Tetto: The approach that we take to hiring, I think it's more than just 
hire for day one and promote when ready. We're also looking at 
multiple factors. So when we're looking to hire, and again, I'll 
use the account manager example because that's a position we 
hire for often, we would post positions for senior account 
managers, and we might post a position for an account 
manager. We might also post a position for an associate account
manager. We know the task and the role, and we know what 
needs to get done, but we really want to hire the best long-term 
person for the job. Who's going to come in and be the best 
cultural fit? Who's going to be the person that's going to come 
in, just kill it, do a great job and has a long-term potential here?

Emily Tetto: So if that person's an associate manager, great. Let's hire them 
in as an associate manager if that's what we can do, and let's try
them and let's grow them. If that person comes in as a senior 
account manager, they might actually be a senior account 
manager. They might have all of the relevant skills, they might 
have all of the right background to really be able to come in on 
day one and be a senior account manager. 

Emily Tetto: They're now just on the next track for an associate director. So 
come in on day one, “We believe that you can do this job as a 
senior account manager.” We're going to do everything we can 
to continue to support this person, grow this person. They can 
be in a senior account manager role for five years, they could be
in it for one year. Then we have an opening for an associate 
director and they might be the next person that's inline for that 
position, because that's the role that they want to do, and 
they've been training and growing for it.

Emily Tetto: So we also look for the right fit at the right level to come in. 
People sometimes don't know either. I would say that we're 
making the assumption as the employer that the candidate 
knows exactly what level they should be at, and they don't. So 
what is it ... a senior account manager on our team could 
actually be what might be called a director level at another 
agency, or vice versa. They might be a manager at another 
agency, and actually that's more equivalent to what your senior 
account managers do at our agency.

Emily Tetto: So we like to actually post positions of all different levels. We 
accept the applications, and then when we go in and we review 
the applications, and once they start talking through the 
interview process, we start to change them around. We'll have 
conversations with candidates. “I know you applied for an 
account manager position, but we really actually fell that you 
could be posed for a senior account manager position.” Or, “I 
know you applied for a senior account manager position, but we 
really think you'd be successful starting here as an account 



manager, and then moving on from there.” we explain to them 
then what it means to hire for day one, and promote when 
ready.

Lenox: Emily, thank you for taking the time to share what it means, 
from our perspective, to hire for day one and promote when 
ready. I think that this approach has worked really well at AP, 
and has made our company unique because for the most part, 
everyone is in the right seat at the right time. They're happy 
with what they do. So it's definitely something that companies 
should consider implementing, or at least moving their thinking 
in to that direction.

Lenox: To our listeners out there, if you'd like to learn more about 
Acceleration Partners and our work culture, and even the 
positions that we have open, be sure to check out our website 
and blog at www.accelerationpartners.com. Stay tuned for 
upcoming episodes where we'll discuss topics ranging from 
performance marketing, affiliate marketing and digital 
marketing, to company culture, entrepreneurship, leadership 
and the like.


