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Executive Summary

When a Fortune 500 financial services client needed 15 senior cloud architects within 45
days for a critical digital transformation initiative, | developed and executed a multi-channel
sourcing strategy that not only met the deadline but exceeded quality expectations. Through
innovative GitHub mining, strategic community engagement, and personalized outreach, |
achieved a 42% response rate and filled all positions in 38 days with a 93% six-month
retention rate.

The Challenge

Business Context

Our client was undertaking a $50M cloud migration project, moving from on-premises
infrastructure to a multi-cloud architecture spanning AWS, Azure, and GCP. The success of
this 18-month initiative hinged on having the right cloud architecture talent in place before
the Q2 kickoff.

Specific Requirements

e Positions Needed: 15 Senior Cloud Architects
e Technical Requirements:
o T+ years of experience in cloud architecture
o Multi-cloud expertise (at least 2 of AWS/Azure/GCP)
o Infrastructure as Code proficiency (Terraform preferred)
o Enterprise migration experience
o Solutions architecture certification required
e Timeline: 45 days maximum



e Location: Remote-first with quarterly on-site meetings
e Budget: $180,000 - $250,000 base salary range

Key Obstacles

1. Talent Scarcity: Only 3% of cloud professionals have true multi-cloud architecture
experience

2. Competition: Competing against FAANG companies and well-funded startups

3. Timeline Pressure: Traditional recruitment methods average 65-75 days for these

roles
4. Quality Bar: Client required architects who could immediately lead transformation
workstreams
My Strategic Approach

Phase 1: Research & Planning (Days 1-3)

Market Intelligence Gathering:

Analyzed 50 competitor job postings to understand positioning

Researched salary benchmarks across 3 major compensation databases
Identified 8 key technical communities where cloud architects congregate
Created ideal candidate personas based on successful architects at similar

companies

Sourcing Channel Strategy: | developed a parallel-processing approach using multiple
channels simultaneously:

1. GitHub Mining (30% of pipeline)

o

O

Focus: Contributors to Terraform, CloudFormation, and Pulumi repositories
Target: Engineers with 50+ commits to infrastructure projects

2. LinkedIln Advanced Search (25% of pipeline)

o

o

Boolean strings targeting certification combinations
X-ray searching of competitor companies

3. Technical Community Engagement (25% of pipeline)

o O O

O

AWS User Groups
HashiCorp User Groups
CNCF Meetups
DevOps subreddits

4. Employee Referral Activation (20% of pipeline)

o

o

Created referral one-pager with ideal profiles
Implemented $5,000 referral bonus for successful hires



Phase 2: Execution (Days 4-35)
Week 1: GitHub Deep Dive

e Analyzed 500+ GitHub profiles using custom scripts

e Searched for: terraform aws enterprise, cloud-formation vpc, pulumi
kubernetes production

e |dentified 89 potential candidates based on:

Commit frequency (minimum 2x weekly)

Repository stars (100+ stars on infrastructure projects)

Documentation quality

Enterprise-scale project indicators

O

o O O

Example GitHub Search Query:

location:"San Francisco" OR "New York" OR "Remote"
language:HCL OR Python

"terraform" OR "cloudformation” OR "pulumi"
followers:>50

repos:>10

Week 2-3: Personalized Outreach Campaign
| created three message templates and A/B tested them:

Template A (28% response rate): Traditional recruiter outreach Template B (51%
response rate): Technical peer approach - Winner Template C (35% response rate):
Challenge/problem-solving focus

Winning Template Example:

Hi [Name],

| came across your Terraform module for multi-region AWS deployment

(github.com/[repo]) - the way you handled cross-region state

management was elegant.

I'm working with a Fortune 500 company solving a similar challenge



at massive scale - migrating 500+ applications across AWS, Azure,
and GCP. They need someone who thinks like you do about

infrastructure.

The role involves architecting solutions that will process

$2B in daily transactions. Interested in learning more?

Tech stack: Terraform, K8s, Service Mesh, GitOps

Salary range: $180-250K + equity

Worth a quick call to discuss?

Best,

Success

Week 4-5: Interview Acceleration
Implemented a streamlined interview process:

Initial Technical Screen (30 min): | conducted using my DevOps framework
Architecture Design Session (90 min): Virtual whiteboarding of multi-cloud solution
Team Fit Interviews (2x45 min): With potential team members

Final Round (60 min): With VP of Engineering and CTO
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Total time from first contact to offer: 10 business days average

Phase 3: Closing & Negotiation (Days 30-38)
Offer Strategy:

e Pre-closed candidates on salary expectations during first call
e Created competitive offer matrix showing total compensation vs. market
e Highlighted unique advantages:

o Greenfield architecture opportunity

o Direct impact on $50M initiative

o Learning & development budget ($10K/year)



o Conference speaking opportunities
Negotiation Outcomes:

15 offers extended

14 offers accepted (93% acceptance rate)

1 counter-offer situation successfully resolved
Average time to accept: 2.3 days

Results & Impact

Quantitative Metrics

Metric Target Achieved
Time to Fill 45 days 38 days
Candidates Sourced 100 127
Response Rate 25% 42%
Interview-to-Offer Ratio  5:1 3.5:1
Offer Acceptance Rate  80% 93%
6-Month Retention 85% 93%

Cost per Hire $8,000 $5,200
Quality of Hire Score 4.0/5.0 4.6/5.0

Pipeline Analytics

Industry Benchmark

65-75 days

N/A

20-25%

71

72%

78%

$8,500

3.8/5.0



Sourcing Channel Performance:

GitHub: 38 qualified candidates — 6 hires (16% conversion)
LinkedIn: 32 qualified candidates — 4 hires (12.5% conversion)
Communities: 31 qualified candidates — 3 hires (9.7% conversion)
Referrals: 26 qualified candidates — 2 hires (7.7% conversion)

Response Rate by Outreach Method:

e Personalized GitHub reference: 51% response rate
e Technical challenge mention: 38% response rate
e Standard InMail: 22% response rate

Qualitative Impact
Client Feedback:

"Success didn't just fill positions - she built us a world-class cloud architecture
team. Every single hire has exceeded expectations. Her understanding of our
technical needs was remarkable for a recruiter."

e Sarah Mitchell, VP of Engineering
Candidate Feedback:

"Best recruitment experience I've ever had. Success actually understood my
GitHub projects and spoke intelligently about the technical challenges. It felt like
talking to a peer who happened to be in recruiting."

e Anonymous Hired Architect
Business Impact:

Cloud migration project started on schedule

Architecture team established 3 centers of excellence

Reduced cloud costs by 34% in first quarter through optimized architecture
Zero critical incidents in first 6 months of production

Key Innovations & Best Practices

1. GitHub Commit Analysis Framework
| developed a scoring system based on:

e Commit frequency and consistency
e Code quality (documentation, testing)
e Open source contribution impact



e Enterprise vs. personal project ratio

2. Technical Screening Competency Matrix
Created a 5-dimension assessment tool:

Cloud Platform Depth (AWS/Azure/GCP)
Infrastructure as Code Proficiency
Security & Compliance Knowledge

Cost Optimization Experience
Communication & Documentation Skills

abrowbd~

3. Parallel Processing Methodology
Instead of sequential sourcing, | activated all channels simultaneously:

Morning: GitHub mining and outreach
Afternoon: LinkedIn campaigns
Evening: Community engagement
Continuous: Referral cultivation

4. Pre-Interview Preparation Package
Sent candidates a prep package including:

Detailed technical stack documentation
Architecture challenges they'd be solving

Team structure and collaboration style

Sample architecture diagrams from the company

Lessons Learned

What Worked Exceptionally Well

1. GitHub-First Approach: Engineers trusted me more when | could reference their
actual code

2. Technical Credibility: Investing time to understand Terraform and cloud concepts
paid off

3. Speed of Process: Moving fast prevented candidate drop-off

4. Transparency: Sharing salary ranges upfront saved everyone time

Areas for Improvement

1. International Candidates: Could have expanded search globally for remote
positions



Diversity Pipeline: While we achieved 27% diverse hires, could have partnered with
more organizations

Assessment Tools: Could have implemented automated technical assessments
earlier

Unexpected Discoveries

Community Power: One DevOps Slack channel yielded 3 hires

Commit Messages Matter: Engineers who write clear commit messages were better
communicators overall

Reference Checks: 100% of GitHub-sourced candidates had stellar references

Replication Guide

For Recruiters: How to Implement This Approach

Week 1: Foundation

[ ] Define technical requirements with hiring manager (use my competency matrix)
[ ] Research GitHub repositories related to your tech stack

[ 1 Join 3-5 relevant technical communities

[ ] Create personalized outreach templates

[ ] Set up tracking dashboard

Week 2-4: Execution

[ 1 Source 10 GitHub profiles daily

[1Send 15 personalized messages daily

[ 1 Engage in 2 community discussions daily

[ 1 Conduct initial screens within 24 hours of response

[ 1 Maintain weekly pipeline reviews with hiring manager

Week 5-6: Optimization

[ 1 A/B test message templates

[ ] Refine technical screening questions based on feedback
[ ] Accelerate top candidates through process

[ ] Pre-close candidates on compensation

[ ] Prepare compelling offer packages

Tools & Resources Used

Sourcing Tools:

GitHub Advanced Search
Octotree (GitHub code tree extension)



e LinkedIn Recruiter
e SeekOut for diversity sourcing

Tracking & Analytics:

Greenhouse ATS

Google Sheets for pipeline tracking
Calendly for interview scheduling

Loom for personalized video messages

Learning Resources:

e "Cloud Architecture Patterns" by Bill Wilder

e AWS Architecture Center documentation

e HashiCorp Learn platform

e CNCF Cloud Native Landscape
Conclusion

This case study demonstrates that successful technical recruiting requires more than
traditional sourcing methods. By deeply understanding the technology, engaging
authentically with technical communities, and creating a candidate-centric process, we can
achieve exceptional results even in the most competitive talent markets.

The key to filling 15 highly specialized cloud architect roles in 38 days wasn't just about
working harder — it was about working smarter. The combination of GitHub mining,
personalized outreach, and streamlined processes created a replicable framework that I've
since used to fill similar challenging requisitions.

Contact & Additional Resources

Success Godday

Technical Recruiter

Email: successthecodess@gmail.com
Phone: +1 619 362 7903

This case study contains anonymized data to protect client confidentiality while maintaining
accuracy of results and methodologies.
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