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JourneyHero’s
Approach to Hiring
Part 2: Experience

4. Experience – We look for experience, of
course, but we place less emphasis on
experience than most companies. We would
rather that our staff exhibit diversity,
intelligence and skills. The staff member can
develop experience with us – that’s fine!

By: Rosa Shah

Last month, I wrote about JourneyHero’s
approach to hiring. I highlighted that we look
for:
1. Diversity – It is fundamental to our success
that we have the most diverse team possible.
This includes gender diversity, cultural
diversity, ethnic diversity, sexual orientation
diversity, religious diversity and even
physical abilities. We think that diversity
enriches our company, its product and our
individual lives.

January’s article was on Intelligence and
sparked substantial interest and comments.
This month’s article is on Experience.

2. Intelligence – I don’t think any company
actively looks to recruit staff who are
unintelligent, but we have a very specific
approach to recognise the intelligence of
current and future staff members – even when
that staff member may not know her own
strengths in this area.

Experience is a bit of a “Catch-22” for young
professionals as they start their careers.
Employers want experience before hiring but
where can a recent graduate build that
experience if she isn’t given a chance? At
JourneyHero, we understand this dilemma and
we are committed to giving diverse candidates
an opportunity to gain valuable experience.

3. Skills – Of course, we have high
expectations for the skills of our staff but those
skills are not necessarily equal to experience.
We think we have the ability to spot innate
skills that will be valuable to the individual and
to JourneyHero now and in the future.

Employers look for experience because it
reduces the risk of hiring. Young resources
don’t have required experience so it is difficult
to know whether they will be successful. While
this is undoubtedly true, young resources bring
a vibrancy of new ideas to their work.

Inexperienced resources are not influenced by
existing paradigms and therefore, they are
able to break those paradigms and deliver
wholly new thinking to a problem.
Hiring young professionals with limited
experience, however, means that JourneyHero
managers must also take responsibility to
mentor those resources for maximum
performance. In order to aide our managers
to develop new talent, we use a model that
highlights the stages of development that
occur when a new resource is hired.
To be clear, I believe that this model works,
not just for young professionals, but for all of
us. I think the model speaks fundamentally to
what happens when we start anything new;
whether that’s a job, a relationship or even a
hobby or pastime. I know that I’ve gone
through these stages many times throughout
my life. By using this model, however, I’ve
become better at this understanding how to
navigate this natural process. We call this
model, obviously enough, the “Form, Storm,
Norm, Perform Model” and it is graphed on a
Cartesian coordinate system (X-Y Axis)
like the following:

The X-Axis represents ‘Happiness’ and the YAxis represents “Effectiveness”. So, the right
hand quadrants are happy (numbers 1 and 4)
and the left hand quadrants are unhappy
(numbers 2 and 3). The upper quadrants are
effective (numbers 3 and 4), while the lower
quadrants are ineffective (numbers 1 and 2).

When a new employee joins us, they are in
the “Form Phase” (quadrant 1). She is happy
to be working with the team, but is not yet
effective. We do not expect her to be effective
because she hasn’t learned her role yet and
may lack experience. She will be excited
though and eager to learn the new role. The
Form Phase is when we encourage a new
employee to learn their role.

After a short time, the new resource will move
into the “Storm Phase” (quadrant 2). During
this stage she is still not effective, but now
she is unhappy about it! This is a bad time for
everyone; the employee, her colleagues and
her supervisor. We remind all of our managers
and even team members that the Storm
Phase is a natural and expected part of the
employee’s development. It cannot be
bypassed. Sometimes resources move very
quickly through the Storm Phase and
sometimes they linger a bit longer. I find that
the most emotionally intelligent resources
tend to stay in the Storm Phase longer
because they are frustrated by their lack of
effectiveness.
Slowly, as the resource gains experience, she
entersthe “Norm Phase” (quadrant 3). This
phase is called ‘Norm’ because it is normal
for most people. Most people “work to live”
not “live to work”, so work is not something to
be enjoyed but more to be endured. The
resource is now effective but the unhappiness
of the Storm Phase has lingered.

During the Norm Phase, the employee’s
working style will develop and she will become
increasingly important to JourneyHero.
If an employee is so inclined (and some just
are not), then she will eventually move from
the Norm Phase into the “Perform Phase”
(quadrant 4). During the Perform Phase, the
employee will show the maximum
performance because she is both effective and
happy. Isn’t this what we all wish to be? The
Perform Phase is the target that we hold for
each of our employees but happiness is not
something we can guarantee for anyone. The
individual must seek their own happiness.
While we try to make the work environment
comfortable and even enjoyable, happiness
requires much more than any employer can
provide.

We teach our managers that their role is to
make the employees effective and not happy.
Now, we don’t wish the managers to make the
employees unhappy but effectiveness is the
responsibility of the leader. We also counsel
our leaders that we should not allow an
employee separation for any reason (either
voluntarily or involuntarily) when that
employee is in a Storm Phase for the first
time. We simply don’t know whether a
superstar employee will emerge from the
Storm Phase because she has yet to be
effective. The time to evaluate an employee’s
suitability is not when they are struggling
with being effective for the first time.
So what do employees need to be effective? I
feel that this is a simple question to answer.

An employee needs clear directions, a defined
space in which to operate and the respect to
feel that her voice and concerns are heard.
If our leaders grant these three things to our
employees, then they will move efficiently into
the stages of effectiveness and hopefully into
the Perform Phase.
It is important to note that we can all move
between the stages. I normally operate in the
Perform Stage but outside pressures,
completely unrelated to work, can move me
into the Norm Phase. I’m still effective, but
I’m not happy. As I resolve matters, I’ll
probably move back into the Perform Phase.
With some employees, however, they may
find that thier effectiveness begins to drop
and they find themselves again in the Storm
Phase (ineffective and unhappy about it). This
is a dangerous time because the employee
must evaluate their performance and so
should their leaders. An employee that cannot
regain effectiveness may need the opportunity
to be in the Form Phase with another
employer.
We reinforce the “Form, Storm, Norm,
Perform” model with our leaders and
employees often. This is how we ensure that
we develop new resources, with latent skills
but little experience, to become Heroes in our
Company. Our employees may not arrive with
experience, but they will gain it while they are
with us!
If you’d like to be a hero with us, reach out to
me at rosa@journeyhero.net. I’m looking
forward to speaking with you.

