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BY SCOTT SCULLY

Growth Factor #42: Hiring Ahead of Growth

The Complete Implementation Guide

This white paper is a companion to Chapter 42 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the
step-by-step playbook to stop losing deals to capacity constraints and start building the bench that lets you capitalize on your own
success.

Why This Growth Factor Matters

There's a moment in every growing company's history that defines whether it becomes a $50M company or stays stuck at $25M. It's
not a market moment or a product moment. It's a capacity moment — the day a $600K deal walks in the door and you can't take it
because you don't have the people to deliver.

This is the most expensive failure mode in business: being unable to capitalize on your own success because you didn't prepare for it.
And it happens because of a single broken habit: hiring reactively instead of proactively.

Reactive hiring looks like this: you feel the pain of being understaffed. You post a job. You wait 2-3 weeks for applications. You

interview for 2-3 weeks. You make an offer. The candidate gives 2 weeks notice. They start. They ramp for 8-12 weeks. Total time
from "we need someone" to "they're productive": 14-20 weeks. During those 14-20 weeks, your team is running at 110% utilization,
quality is slipping, clients are noticing, and you're turning away revenue.

Proactive hiring looks like this: your hiring forecast shows you'll need 3 delivery associates in Q2. You start recruiting in Q4 — four
months before the need. By January, you have candidates in process. By February, offers are out. By March, people are starting. By

mid-Q2, they're ramped and productive. The demand arrives and you're ready for it.



The math is brutal in its simplicity: the cost of hiring one person 60 days early is approximately $10,000 in pre-loaded salary. The cost
of turning down one deal because you don't have capacity is $600,000 in lost revenue. You'd rather lose $600K than spend $10K?
When you put it in those terms, it's embarrassingly obvious.

The Bench Concept

In professional sports, the bench isn't where the bad players sit. The bench is where the next players sit. They're ready. They're
trained. They're warm. When the starter goes down or the game shifts, the bench is there — immediately.

Your company needs a bench. Not a full roster of idle employees sitting around waiting for work — that's expensive and wasteful. But
a pipeline of talent that's always warm: sourced, screened, relationship-built, ready to be activated when demand requires it. When a

role opens, you're not posting a job and praying. You're calling someone you've been talking to for months.

The bench concept transforms hiring from an emergency response into a strategic capability. The companies that grow smoothly —
without the painful lurches of hire-sprint-catch-up-sprint — are the companies that maintain a bench.

The Three Systems You Need

System 1: The Rolling Hiring Forecast

A spreadsheet, updated monthly, that answers: based on our current pipeline, growth rate, and capacity model, how many people per
role will we need in Q2 and Q3?

Your CFO and department heads build this together. It's not a wish list — it's a projection grounded in data. If your pipeline suggests
you'll close $X in new revenue next quarter, and each delivery associate supports $Y in revenue, simple division tells you how many
people you need.

The forecast looks out two quarters minimum: one quarter for recruiting and hiring, one quarter for ramping. If you need someone
productive in April, you should be posting the role in October and making the offer in December. That feels absurdly early to most
founders. It's not. It's the only way the math works.

Update the forecast monthly in your leadership meeting. When the forecast changes — because pipeline moved, because deals
slipped, because a new market opportunity emerged — the hiring plan adjusts immediately. Not reactively after you feel the pain.

Proactively before the demand arrives.

System 2: Always-On Recruiting

You don't turn recruiting on when you have an open role and off when you don't. You keep the pipeline warm at all times. Your
recruiter or recruiting function is always sourcing, always networking, always building relationships with strong candidates — even
when there's no open requisition.

This means: attending industry events with recruiting in mind, maintaining LinkedIn conversations with potential future hires, having
coffee once a month with someone you'd love to hire someday (the same year-round pipeline approach from Principle #24's employer
brand). When a role opens, you already have 3-5 warm candidates who know your company and are interested. The first interview
happens in days, not weeks.

Most companies have zero warm candidates for their most common role. The moment they need someone, they start from scratch —

posting, sourcing, screening, interviewing — while the demand they needed to fill piles up behind them. Always-on recruiting
eliminates the cold start.



System 3: The Capacity Model

A simple spreadsheet that answers: at our current team size and utilization rate, how much revenue can we deliver? And at what point

does projected revenue outpace capacity?

The formula: (number of delivery team members) × (utilization rate) × (revenue per person at full utilization) = current delivery
capacity. Compare that to your projected revenue for the next two quarters. The gap — the point where projected revenue exceeds
current capacity — is your hiring window.

If the window closes in 90 days, you should have started hiring 60 days ago. If it closes in 180 days, you have time to be selective. If

it's already closed, you're in damage control mode — turning down deals, burning out your team, and praying nothing breaks.

Hiring Pipeline Coverage

In sales, you track pipeline coverage. If your close rate is 25%, you need four dollars in pipeline for every dollar you want to close. The
same math applies to hiring.

If you need 3 new delivery associates in Q2, and your hiring funnel converts approximately 1 in 4 candidates (from screened to hired),
you need 12 candidates in your pipeline right now. Not in Q2 — right now. Because by Q2, half will have dropped out or accepted

other offers, the timeline will have compressed, and you'll be scrambling.

Track hiring pipeline coverage the same way you track sales pipeline coverage. Same discipline. Same math. Same urgency. And put
it on the board packet — right next to sales pipeline and revenue forecast. When the board or advisory board can see that your hiring
pipeline has 4:1 coverage for upcoming roles, they have confidence that your growth is supported. When they see 1:1 coverage or
less, they know you're at risk.

The Surge Capacity Model

Most companies staff for projected demand — the average month. Then their best month arrives, and they can't handle it. Seven new
clients in a single month. Everyone celebrates. Then someone closes the door and says: "We don't have the delivery team to onboard
seven clients simultaneously."

The options are all bad: onboard them poorly (which kills retention) or stagger the starts (which frustrates clients and the sales team).

Either way, you look unprepared at the moment you should look strongest.

The surge capacity model fixes this: don't staff for projected demand — staff for projected demand plus 20%. The extra 20% costs
money in the short term: a few team members who aren't at full utilization for a few weeks. But it means that when you have a
monster month, you're ready. And over the course of a year, the deals you don't lose to capacity constraints — and the clients you
don't burn with rushed onboarding — far outweigh the cost of the extra headcount.

Staff for the best month, not the average month. Because the best month is the month that changes everything — but only if you can

deliver on it.

The Sixty-Day Rule

For any role you'll need next quarter, start recruiting at least 60 days before the projected need date. Not when you feel the pain.
Before the pain arrives.

The 60-day lead time accounts for the full recruiting cycle: 2 weeks for sourcing and initial screens, 2 weeks for interviews, 1 week for

offer and negotiation, 2 weeks for the candidate's notice period, and 1 week of buffer. If you start 60 days before you need someone,



you have a reasonable chance of having them in seat on time. If you start 30 days before, you're already behind. If you start when
you're already drowning, you're making a desperate hire — and desperate hires fail at 2-3x the rate of planned hires.

Common Mistakes and How to Avoid Them

Mistake #1: "I can't pay people who don't have work yet." The cost of carrying one person for 60 days is approximately $10,000 in
salary. The cost of losing one deal because of capacity is $100K-$600K in revenue. The math is not close.

Mistake #2: Hiring for today's capacity, not tomorrow's demand. Your hiring forecast should look out two quarters. If you're hiring
based on current pain instead of projected demand, you'll always be 90 days behind.

Mistake #3: Turning recruiting on and off. When recruiting is reactive (on when you have an opening, off when you don't), every

hire starts from a cold pipeline. Always-on recruiting means warm candidates are ready when you need them.

Mistake #4: Staffing for the average month. Your best month is coming. When it arrives, will you be ready? Staff for projected
demand plus 20%.

Mistake #5: Not tracking hiring pipeline coverage. If you need 3 hires and you have 3 candidates in process, you have 1:1
coverage — which means you'll be lucky to hire 1 of the 3 on time. You need 4:1. Track it like sales pipeline.

Quick-Start Checklist

☐ Build the rolling hiring forecast with your CFO and department heads this month✓

☐ Build the capacity model: team size × utilization = delivery capacity vs. projected revenue✓

☐ Identify the gap: when does projected demand exceed current capacity?✓

☐ Switch recruiting to always-on — source candidates even without open requisitions✓

☐ Build warm pipelines for your 3 most common roles (3-5 candidates each)✓

☐ Start tracking hiring pipeline coverage (target 4:1)✓

☐ Apply the sixty-day rule to every role you'll need next quarter✓

☐ Build the surge capacity model: projected demand + 20%✓

☐ Put hiring pipeline coverage on the monthly board packet✓

☐ The $600K deal you lost this week? Make it the last one you ever lose to capacity.✓



Implementation Tools

Ready-to-use templates for this Growth Factor

XLSX Rolling Hiring Forecast Template
Columns: Role, Current Count, Q1 Need, Q2 Need, Q3 Need, Q4 Need, +2 more

XLSX Capacity Model Calculator
Columns: Role, Current Count, Utilization Rate, Capacity ($), Projected Demand ($), Gap ($), +2 more

XLSX Hiring Pipeline Coverage Tracker
Columns: Role, Hires Needed, Candidates Sourced, Candidates Screened, Candidates Interviewing, Offers Out, +3 more

PDF Surge Capacity Planner
Projected demand + 20% staffing model

PDF Sixty-Day Recruiting Timeline
Week-by-week milestones from posting to start date

This is Growth Factor #42 of 50. The bench concept connects to everything else: the hiring forecast feeds the financial snapshot
(#41), the capacity model feeds the Growth Formula (#4), and the always-on pipeline feeds the employer brand (#24). When hiring
runs ahead of demand, the company grows smoothly. When it runs behind, every sprint ends in a stumble.

Get the book: The 50 Factor by Scott Scully

The Last Deal You Lose to Capacity

The $600K hospital network deal. The three deals turned down in six months before that. The best sales month that became an

operational crisis instead of a celebration. Each of these is a capacity failure — and every capacity failure is a hiring-ahead failure.

From the moment you install the bench system — the rolling forecast, the always-on pipeline, the capacity model, the surge buffer —
those losses stop. Not because you never face capacity constraints again, but because you see them coming 60-90 days in advance
and act before they arrive.

The founder who lost the hospital deal made a commitment: "This is the last deal I'm going to lose to capacity." And it was — because

the systems described in this white paper made it impossible for demand to outrun preparation. That commitment, backed by the
bench concept, is the difference between a company that grows in lurches and a company that grows smoothly.
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