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Sample interview sheet 
This document is designed to facilitate in the process of hiring a new CEO, in this case, populated for an enterprise software startup, first implemented and 
used by The Venture Company in 2001. The document and its process have since been adopted by recruiting firms in Silicon Valley, and we hereby make it 
available to the general public. 

By no means is this document designed to contain an all-encompassing evaluation, for we adjust the questionnaire to meet the needs of the specific 
company in question. This document does embed and suggests - most importantly - a structured process by which multiple members of the executive 
team, advisors, and board members can apply the critical success factors needed to evaluate a CEO candidate diligently. 

Usage 
Depending on the startup, defined by the requirements of company type, industry and stage, the critical success factors identified as milestone and tasks 
are gathered and agreed upon on ahead of time, collated from what the founding members, investors, and board members, each from their own 
perspective of the CEO role, collectively identify as paving the runway through the stage(s) of the company’s expected runway to foresight. 

The interviews, performed by interviewers 1-6, are marked per page (in case pages get lost), their names in some cases, as determined by the 
orchestrator, withheld from sharing with the pool for privacy reasons. Each interviewer gets the full deck of questions, even if some of those questions do 
not speak to the core competency of the interviewer. The idea here is not to have a supposed expert CEO be interviewed by the same kind of experts only, as 
the most important role of a CEO is, arguably, to convey operating decisions and convey a budding value proposition to a greenfield of less knowledgeable 
constituents. The CEO of a startup company - in our view - must be able to inspire a team of any composition, in or outside the company.  

The score assigned to the interpretation of milestones/tasks range from 1-10; 0 interpreted as bad ranging to 10 as very good by the interviewer. The 
interviewers should not be extensively briefed on the milestones and tasks beyond what the sheet contains, as each interviewer should have the seniority 
of general understanding, and the CEO getting the question should be able to explain the essence and minutiae of them, if required. An interviewer can skip 
a milestone or task should they feel out of depth by simply entering no score. 

After the interviews have taken place, the orchestrator collects all the scores in the end and weighs the relative importance of the individual score against 
the relative core competency of the interviewers, feeding the weighted scores back to the hiring team for final review and hiring recommendation. 

Questions 
For questions or assistance, or to request the source document, do not hesitate to contact us at venturecompany.com/contact 
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Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)

Fund raising • 1st Round of Funding 
• 2nd Round of Funding

• Investor Contacts (Angel/ Hedge / VC and 
Institutional) 

• Successful Fund raising. Track record (private and 
public, later)  

• Success with developing company level pitches. 
• Track record managing VC relationships post funding. 
• High growth company building experience

Vision • Shape company direction and 
vision

• Develop company milestones 
• Develop mission statement 
• Develop leading infrastructure play  
• Ability to translate unique consulting experience and 

brand-name into IP 
• Develop single focus objective per milestone

Organizational / 
management

• Multidisciplinary management 
experience

• Review senior management 
• Recruit key management 
• Create strong sense of community and spirit 
• Sense of humor 
• Passionate
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The loop • Manage ecosystem • Map business plan to operating reality 
• Retrofit staging of business plan to reality 
• Assess owners and budget per discipline 
• Track performance and loop segment handoff 
• Manage the weakest link

Operations • Financial ops plan • Drive financial milestones 
• Balance service and product revenues 
• Draft and develop domestic and international 

expansion plans 
• Drive organic growth and M&A strategy after funding 
• Liaison with legal

Industry alumni • Rolodex • Identification, validation and prioritization of cross 
platform (apps level) needs 

• Speedy assessment and alignment with the 
enterprise packaged apps vendors

Domain experience • Time to market • Enterprise Software experience 
• Packaged apps experience 

Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)
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Business planning • Business plan • Increase pre-money valuation of the company 

Marketing • Company positioning • Develop direct and indirect value chains 
• Develop business and pricing models (unique & 

competitive) 
• Understands and drive co-marketing agreements 
• Understand and drive direct marketing programs 
• Understands and drive marketing to sales

Marketing 
Communication

• Create the brand  
• Communicate the brand & 

identity.

• Evangelize the company at industry conferences and 
to the media & analysts 

• Knows how to hire to facilitate 
• Knows how to create a brand without bleeding money 
• Can personally communicate the message 
• Industry recognition

Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)

�  Page �  Feel free to use. We do not assume your risk.4



Startup-CEO evaluation

Hire • Grow the management team  
• Grow the company 

• Track record hiring executive management 
• Is this some one that people will want to work for? 
• Ethics: Is this a person that will treat people with 

fundamental fairness? 
• Knows how the hire in support of the operational 

milestones (i.e. balanced) to ensure economies of 
scale.

Deliver • Each area of the company has 
ambitious goals to achieve. The 
CEO has the goal of getting the 
whole company across the 
finish line.

• Track record leading teams to make ambitious goals. 
• Coordinate & manage individual goals into company 

milestone 
• Experience with high performance teams 
• Experience detecting and solving problems at the 

company level.

Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)
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Sales • We have to hit solid quarter 
over quarter growth in sales. 

• We have to sell into the 
installed base of multiple 
packaged applications 

• Will this person make us look more credible to a 
potential customer? 

• Will he/she be useful in closing the mega deals? 
• Do they have experience with direct sales of big-ticket 

items?  
• Do they have experience with alternate sales 

channels?  
• Ability to analyze and counter deal losses and drive 

optimization processes

Strategy Decisions • We have to decide what 
packaged apps to go after. 

• We are likely to have to refine if 
not redefine what our company 
is all about. 

• Track record making serious strategy decisions. 
• Solid process & verification for making strategy 

decisions. 
• Experience with infrastructure company and 

milestones 
• Ability to communicate and convince board members 

regarding strategy, business alliances, acquisitions, 
sales and divestiture opportunities

Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)
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Business Development • System Integrators 
• Package Apps Vendors 
• Technology partnerships 
• Selling partnerships?

• Contacts and credibility in each. 
• Create ‘intelligent’ biz dev contracts

Engineering We have to grow the core 
functionality to point where 
people will believe we have 
defensible IP to justify a BIG 
Exit Valuation

• Does he/she understand how to spend money in 
accordance with operations R&D plan  

• How do you know when Engineering has gone off in 
the woods (when they don’t make their milestones..)?

Engineering We have to move quickly from 
Application to Application (Yes, 
but only if diversification 
strategy has been validated to 
increase the value of short-
term versus market 
penetration)

• What contacts does this person bring in the packaged 
apps world? 

• Shape product strategy with engineering and 
marketing. 

• Drive and validate short term product strategy versus 
long term 

Engineering Define multi-dimensional product 
development strategy that 
increases barriers to entry

• Multiple apps 
• Round out ‘caching / distributed computing / storage’ 

story and deliverables 
• Validate product assumptions through existing 

partnerships and buyers

Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)
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Finance We have to hit our financial 
milestones to get any 
additional funding required and 
to get the best Exit Valuation

• Track record managing venture cash. 
• Track record managing to profitability. 
• Ability to manage cash in transition from self-funded 

to VC funded.

Exit Acquisition • Track record selling companies 
• Contacts and credibility in our acquisition target 

market

Exit IPO • Track record with IPO process 
• Contracts with investment bankers etc. 
• Track record managing a public company

Milestone/Task Description Attributes Interviewer # 
1 | 2| 3| 4| 5| 6 
Score (0-10)
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