Complete this worksheet



Head of Product Hiring Worksheet Package

Instructions

Welcome to the Head of Product Hiring Worksheet! This tool is designed to help your leadership
team align on critical aspects of your product leadership hire before beginning your search.

How to use this worksheet:

1. Schedule a leadership discussion - Gather your founding team and key stakeholders for
a 60-90 minute session

2. Answer the worksheet questions - Work through each question, capturing your team's

consensus

Review sample answers - Compare your responses to our examples to identify any gaps

4. Generate custom materials - Use the Claude prompt provided to create your tailored job
specification and interview guide

w

The time you invest here will create clarity that significantly improves your search process and
increases the likelihood of finding the right product leader for your specific needs.

Worksheet Questions

Understanding Your Current Stage

1. Where is your company on the product-market fit journey?
Describe your current stage (early exploration, validated product-market fit, scaling, etc.) and how
this impacts your product leadership needs.

Sample Answer: We have achieved initial product-market fit in the B2B SaaS security space with
45 paying enterprise customers and consistent monthly growth. We're now transitioning from
founder-led product decisions to needing more scalable processes as we expand both our
customer base and team size. Our core product is stable but requires improvements in
scalability, performance, and enterprise feature depth.

2. What specific problems do you need this hire to solve?
Use the "Pixels, Process, People" framework to identify your key challenges.



Sample Answer:
Pixels (Product Challenges):

e Our product performance degrades with larger customer datasets
e Enterprise customers need more robust user management and SSO options
e We lack a cohesive strategy for our APl and integration ecosystem

Process (Operational Challenges):

e Feature requests come from multiple channels without clear prioritization
e Engineering team complains about constantly shifting priorities
e Release cycle is unpredictable, making communication with customers difficult

People (Leadership Challenges):

e Founders are spending 40% of time on product decisions instead of company building
e Sales and customer success teams lack visibility into roadmap and timelines
e Engineering leadership needs a stronger partner in product decisions

3. What responsibilities will the Head of Product own versus influence?
Be specific about boundaries and decision authority.

Sample Answer:
Will Own:

Product roadmap execution and prioritization
Feature definition and specification process
Customer feedback collection and synthesis
Product development process and metrics
Release planning and coordination

Will Influence (But Not Own):

e Engineering processes and technical architecture (owned by CTO)
e Overall product vision and strategy (partnership with founders)
e Go-to-market and pricing strategy (partnership with sales/marketing)

Will Not Own:

e Long-term company vision (remains with founders)
e Major strategic pivots or new product lines (founder decision with their input)
e Engineering team management and technical decisions



4. What specific competencies are essential for your context?
Beyond generic skills, what capabilities are most critical for your specific challenges?

Sample Answer:

e Experience scaling products from early traction to established market presence (B2B
SaaS experience is a plus but not required)
Ability to implement lightweight but effective prioritization frameworks
Strong analytical skills to make data-informed decisions in a resource-constrained
environment

e Technical depth to collaborate effectively with our engineering team on complex
problems
Experience working with enterprise customers and their complex requirements

e Ability to evangelize product management practices and teach the organization how to
effectively utilize this new function

e Ability to balance short-term customer needs with long-term product health

5. What is your expectation of hands-on versus strategic work?
How much time should they spend on high-level thinking versus day-to-day execution?

Sample Answer: Initially, we expect this person to be 70% hands-on and 30% strategic. They will
personally write specs, conduct customer interviews, and work directly with engineers. As we
grow and add more product managers, we expect this balance to shift to 40% hands-on and 60%
strategic within 12-18 months. We need someone comfortable getting their hands dirty now but
capable of building systems and teams for the future.

6. What does success look like for this hire in the first 6-12 months?
Define concrete outcomes that would indicate a successful hire.

Sample Answer:
3 months:

e Proposed and begun implementing a clear product development process with defined
roles and responsibilities

e Built strong working relationships with engineering and customer-facing teams
Conducted 20+ customer interviews to deeply understand needs and pain points
Improved visibility into roadmap and priorities across the organization

6 months:



Implemented a systematic approach for capturing and prioritizing customer feedback
Delivered first major feature release under their leadership (enterprise SSO solution)
Reduced emergency engineering requests by 60% through better planning

Started measuring and improving key product metrics (performance, user adoption)

12 months:

Developed a scalable product organization with defined processes and metrics
Successfully shipped our enterprise-grade API strategy

Founders spending less than 15% of time on day-to-day product decisions
Improved customer satisfaction scores by 20% through product improvements

7. What concerns does your team have about this hire?
Identify potential risks or fears about bringing in product leadership.

Sample Answer:

Concern that adding process will slow down our ability to ship quickly

Worry that someone from a larger company won't adapt to our startup environment
Fear of losing direct founder involvement in product decisions that has driven success
Uncertainty about how engineering team (led by co-founder) will adapt to new product
leadership

e Question whether we can attract the right talent with our compensation constraints

8. How ready is your organization for change?
Assess your team's openness to new processes and leadership.

Sample Answer: Our engineering team has expressed frustration with current ad-hoc processes
and is receptive to more structure. Our go-to-market teams are actively requesting better
visibility into the roadmap. Founders recognize they're bottlenecks but have some anxiety about
delegation. We've started preparing the organization by discussing the need for more scalable
processes and explaining how this hire will help everyone succeed rather than adding
bureaucracy.

9. What is your compensation strategy for this role?
Define your approach to salary, equity, and other compensation elements.

Sample Answer: We're targeting a total compensation package of $180-220K base salary plus
0.75-1.25% equity (4-year vesting, 1-year cliff) depending on experience. We've benchmarked



this against similar-stage startups in our region and believe it's competitive for the right
candidate who is excited about our mission and growth potential. We're willing to be flexible on
the cash/equity mix for exceptional candidates.

10. What is your ideal candidate profile?
Describe the background, experience level, and traits of your ideal hire.

Sample Answer: We're looking for someone with 5-8 years of product management experience,
ideally with 2+ years leading product for a B2B SaaS company that successfully scaled from
early traction ($1-2M ARR) to growth stage ($10M+ ARR). They should have experience
implementing product processes that work in resource-constrained environments and a track
record of shipping complex enterprise features. We value candidates from growth companies
where they've had to be hands-on rather than those who have only managed large teams.
Technical background (CS degree or engineering experience) is strongly preferred given our
product's complexity.

Claude Prompt for Generating Job Specification and
Interview Guide

Copy and paste the following prompt into Claude, along with your completed worksheet
answers:

| need help creating two documents for our Head of Product search:

1. A detailed job specification
2. A structured interview guide for our hiring team

I'll provide our leadership team's answers to key questions about this role. Please use these inputs to
create tailored materials that reflect our specific needs and company context.

Our worksheet answers:
[PASTE YOUR WORKSHEET ANSWERS HERE]
For the job specification, please include:

- Company overview (based on our answers)
- Role overview and key responsibilities



- Required and preferred qualifications

- Success metrics for the role

- Our company culture and values (implied from our answers)
- Compensation information

For the interview guide, please include:

- Key areas to evaluate based on our needs

- Specific interview questions for each area

- What to look for in answers

- How different interviewers should focus their sessions
- Reference check questions

Please format both documents professionally with clear sections and bullet points where appropriate.



Sample Output: Job Specification



Head of Product

Company Overview

We are a growing B2B SaaS security company that has achieved product-market fit with dozens
of paying enterprise customers and consistent monthly growth. Having established our core
product, we're now transitioning from founder-led product decisions to building more scalable
processes as we expand both our customer base and internal teams. Our product is stable but
requires improvements in scalability, performance, and enterprise feature depth to support our
continued growth.

The Opportunity

As our first Head of Product, you will play a pivotal role in our company's next growth phase.
You'll partner directly with our founders to evolve our product development processes, deepen
our enterprise capabilities, and help free our leadership team to focus on broader
company-building initiatives. This is an opportunity to make a significant impact on both our
product and our organization as we scale.

Key Responsibilities

Product Strategy & Execution

Own the product roadmap execution and prioritization process

Develop and implement feature definition and specification processes

Establish systematic approaches for collecting and synthesizing customer feedback
Define and track key product metrics to guide decision-making

Lead release planning and coordination across teams

Leadership & Communication

e Serve as the connective tissue between engineering, sales, customer success, and
leadership

Provide clear visibility into roadmap and product decisions throughout the organization
Partner closely with engineering leadership on execution

Represent the voice of the customer in all product discussions

Communicate product strategy and decisions effectively to all stakeholders



Process Development

Implement lightweight but effective prioritization frameworks

Create predictable release cycles that improve cross-functional planning
Establish systems for managing feature requests from multiple channels
Develop scalable product development processes that maintain our velocity

Required Qualifications

5-8 years of product management experience

2+ years leading product for a B2B SaaS company that successfully scaled from early
traction ($1-2M ARR) to growth stage ($10M+ ARR)

Experience implementing product processes in resource-constrained environments
Track record of shipping complex enterprise features and capabilities

Strong technical understanding of SaaS architectures and enterprise security concepts
Excellent analytical skills with ability to make data-informed decisions

Outstanding communication abilities with technical and non-technical stakeholders

Preferred Qualifications

Technical background (CS degree or engineering experience)
Experience with B2B security products or enterprise software

History of balancing hands-on execution with strategic leadership
Experience transitioning a company from founder-led product decisions
Understanding of API strategies and integration ecosystems

What Success Looks Like

First 3 Months

Propose and begin implementing a clear product development process with defined
roles and responsibilities

Build strong working relationships with engineering and customer-facing teams
Conduct 20+ customer interviews to deeply understand needs and pain points
Improve visibility into roadmap and priorities across the organization

First 6 Months

Implement a systematic approach for capturing and prioritizing customer feedback
Deliver the first major feature release under your leadership (enterprise SSO solution)
Reduce emergency engineering requests by 60% through better planning



e Begin measuring and improving key product metrics (performance, user adoption)

First 12 Months
e Develop a scalable product organization with defined processes and metrics
e Successfully ship our enterprise-grade API strategy
e Help founders reduce time spent on day-to-day product decisions to less than 15%
e Improve customer satisfaction scores by 20% through product improvements

Our Culture

We're a fast-moving team that values execution, customer obsession, and pragmatic solutions.
We maintain the agility of a startup while introducing the right processes to scale effectively. We
believe in close collaboration between product and engineering, and in maintaining a direct
connection to our customers' needs. Our ideal candidate thrives in an environment that
balances autonomy with accountability and appreciates both strategic thinking and hands-on
execution.

We value candidates from growth companies where they've had to be hands-on rather than
those who have only managed large teams. We're looking for product leaders who can directly
contribute while building the systems and processes needed for scale.

The Role Today and Tomorrow

Initially, this role will be approximately 70% hands-on and 30% strategic. You will personally write
specs, conduct customer interviews, and work directly with engineers. As we grow and add
more product managers, we expect this balance to shift to 40% hands-on and 60% strategic
within 12-18 months. We need someone comfortable getting their hands dirty now but capable
of building systems and teams for the future.

Compensation

We offer a competitive package of $180-220K base salary plus 0.75-1.25% equity (4-year
vesting, 1-year cliff) depending on experience. We're willing to be flexible on the cash/equity mix
for exceptional candidates.

We are building a diverse and inclusive workplace where everyone feels they belong. We especially
encourage candidates from traditionally underrepresented communities to apply.



Sample Output: Interview Guide



Head of Product Interview Guide

Interview Structure Overview

Based on our specific challenges and requirements, our interview process should evaluate
candidates across five key dimensions:

1.

Product Execution Excellence - Can they establish effective processes and deliver
results?

Technical Depth & Enterprise Understanding - Do they have the technical knowledge to
address our specific product challenges?

Strategic Thinking & Adaptability - Can they balance our immediate needs with
long-term vision?

Leadership & Communication - Can they collaborate effectively with stakeholders and
build credibility?

Organizational Fit & Change Management - Will they thrive in our environment and help
us evolve appropriately?

This guide outlines specific questions, evaluation criteria, and interviewer assignments for each
dimension.

Interview Panels & Focus Areas

We recommend structuring interviews with the following panels:

aprLd =

Founders/Executive Team - Strategic thinking, vision alignment, leadership style
Engineering Leadership - Technical depth, product-engineering collaboration
Go-to-Market Teams - Customer understanding, communication skills
Cross-Functional Panel - Process implementation, adaptability

Final Founder Interview - Cultural fit, change management approach

Dimension 1: Product Execution Excellence

Key Assessment Areas:
e Experience implementing effective product processes
e Prioritization frameworks and decision-making
e Release management and planning
e Balancing competing demands



Interview Questions:

1.

"Describe a specific product development process you proposed and helped implement
at a previous company. What was broken before, what did you change, and what were
the results?" Look for: Concrete examples of process improvements that increased
predictability without sacrificing speed. Evidence they can identify what level of process is
appropriate for company stage and gain buy-in rather than dictating changes.

"Walk us through how you would handle our current challenge of feature requests
coming from multiple channels without clear prioritization." Look for: Practical
frameworks that could be implemented quickly. Understanding of how to balance customer
requests with technical debt and strategic needs.

"Tell us about a time when you had to make a difficult prioritization decision between
competing stakeholder needs. How did you approach it?" Look for: Data-informed
decision-making. Ability to make tough calls and communicate them effectively. Evidence
they seek to understand impact rather than just urgency.

"What metrics do you believe are most important to track for our type of product at our
stage?" Look for: Focus on both customer outcomes and business metrics. Understanding
of leading vs. lagging indicators. Pragmatic approach to measurement that considers our
specific context.

"How do you balance the need for documentation and process with maintaining
velocity?" Look for: Pragmatic approach that adds just enough structure. Recognition that
different processes serve different purposes. Evidence they won't overburden the team with
unnecessary bureaucracy.

Dimension 2: Technical Depth & Enterprise Understanding

Key Assessment Areas:

Technical understanding of our specific challenges
Experience with enterprise requirements

API and integration strategy experience
Performance and scalability knowledge

Interview Questions:

1.

"Based on what you know about our product, what technical challenges do you
anticipate as we scale to serve larger customers?" Look for: Insightful identification of
likely scaling challenges. Understanding of enterprise-grade requirements or ability to



quickly grasp them. Technical vocabulary that demonstrates depth or ability to learn
quickly.

"Describe your experience developing and executing an API strategy. What were the key
considerations and outcomes?" Look for: Understanding of both technical and business
aspects of APIs. Experience with developer experience, versioning, and ecosystem building.

"How would you approach performance challenges as our product scales to larger
datasets?" Look for: Structured approach to diagnosing performance issues. Partnership
mindset with engineering. Experience balancing quick fixes with architectural
improvements.

"Tell us about your experience with complex features like authentication systems,
permissions, or compliance capabilities. If you haven't worked directly with these, how
would you approach understanding and delivering them?" Look for: Either specific
examples showing understanding of complex feature requirements, or strong learning
methodology. Appreciation for the complexity of these features. Balance between meeting
requirements without overcomplicating the product.

"How technical do you believe a product leader should be, and how do you apply your
technical knowledge in your role?" Look for: Balanced view that values technical depth
without trying to do engineering's job. Examples of how technical knowledge improved

collaboration and decision-making.

Dimension 3: Strategic Thinking & Adaptability

Key Assessment Areas:

Balancing short-term execution with long-term vision
Adaptability to changing conditions

Learning approach and velocity

Comfort with ambiguity

Interview Questions:

1.

"How do you balance addressing immediate customer needs versus investing in
longer-term strategic initiatives?" Look for: Frameworks for making these tradeoffs.
Examples of successfully navigating this tension. Evidence they can advocate for strategic
investments while delivering short-term value.



"Tell us about a time your product strategy needed to change significantly due to market
shifts or new information. How did you navigate that?" Look for: Comfort with pivoting
based on evidence. Ability to bring stakeholders along through change. Learning
orientation rather than ego attachment to plans.

"How would you approach understanding our market, customers, and product in your
first 30 days?" Look for: Structured learning plan. Balance between gathering information
and starting to add value. Emphasis on building key relationships while gaining product
knowledge.

"What aspects of our business model and product are you least familiar with, and how
would you get up to speed quickly?" Look for: Self-awareness about gaps. Concrete
approaches to learning new domains. Evidence of having successfully ramped up in
unfamiliar areas before.

"How do you think about the balance between building for current customers versus
future customers?" Look for: Nuanced view of installed base versus new markets.
Evidence they can serve existing customers while expanding addressable market.
Experience making these tradeoffs.

Dimension 4: Leadership & Communication

Key Assessment Areas:

Ability to influence without authority
Cross-functional collaboration skills
Communication style and effectiveness
Evangelism for product management practices

Interview Questions:

1.

"How would you establish credibility with our engineering team led by a technical
co-founder?" Look for: Respect for founders' product instincts while adding value. Focus
on earning trust through results rather than asserting authority. Evidence of having
navigated similar dynamics.

"Describe how you've improved visibility into roadmap and priorities across an
organization." Look for: Practical communication approaches. Experience creating
appropriate artifacts and forums for different stakeholders. Balance between transparency
and managing expectations.



3.

"Tell us about a situation where you had to get buy-in for a significant product change
from resistant stakeholders." Look for: Persuasion skills. Empathy for different
perspectives. Evidence they build coalitions rather than create adversarial relationships.

"How have you helped teams understand the ‘why' behind product decisions, not just the
‘what'?" Look for: Focus on communicating context and rationale. Examples of bringing
people along rather than dictating decisions. Evidence of making complex tradeoffs
understandable.

"How would you evangelize product management practices and teach our organization
to effectively utilize this new function?" Look for: Educational approach that helps
different stakeholders understand the value of product management. Experience
transitioning teams from founder-led product decisions to structured processes. Evidence
of having successfully built product management understanding and culture in
organizations new to the function.

Dimension 5: Organizational Fit & Change Management

Key Assessment Areas:

Cultural alignment with our values
Comfort with our stage and resources
Change management approach
Working style with founders

Interview Questions:

1.

"What kind of company culture do you thrive in, and what aspects of culture are most
important to you?" Look for: Alignment with our fast-paced, execution-focused
environment. Comfort with appropriate levels of ambiguity. Values that match our
emphasis on customer obsession and pragmatic solutions.

"How do you feel about the balance of hands-on versus strategic work in this role
(initially 70% hands-on, 30% strategic)?" Look for: Genuine enthusiasm for rolling up
sleeves in near term. Evidence they've worked this way before. Clear vision for how to
evolve the role as the company grows.

"Tell us about a time you had to implement change in an organization. What was your
approach and what did you learn?" Look for: Thoughtful change management that brings
people along. Recognition that change creates anxiety. Evidence they move at the right



pace for organizational readiness.

4. "How do you approach working with founders who have been deeply involved in product
decisions?" Look for: Respect for founders' vision and connection to customers.
Partnership mindset rather than territory claiming. Examples of having successfully
navigated similar transitions.

5. "What questions do you have about our company, product, or team that would help you
assess if this is the right opportunity for you?" Look for: Thoughtful questions that show
they're evaluating fit both ways. Interest in understanding our specific challenges rather
than generic questions. Evidence they're seriously considering the role.

Reference Check Questions

When conducting reference checks, focus on the following areas:

1. Working with Founders/Executives
o "How did [Candidate] partner with company founders or executives?"
o "How did they handle situations where they disagreed with leadership?"
o "How did they balance respect for established vision with bringing new
perspectives?"
2. Process Implementation
"What processes did [Candidate] implement, and how did they affect the organization?"
o "How did they gain buy-in for these changes?"
o "Did they ever introduce too much process or correct course if something wasn't
working?"
3. Technical Collaboration
o "How effectively did [Candidate] partner with engineering leadership?"
o "How would you rate their technical depth and ability to understand complex
product challenges?"
o "Did engineers respect their product leadership? Why or why not?"
4. Execution and Results
o "What were the concrete results of [Candidate]'s leadership?"
o "Did they improve predictability of releases? Product quality? Customer
satisfaction?”
o "How did they handle missed deadlines or product issues?"
5. Growth and Adaptability
o "How did [Candidate] grow during their time with you?"
o "How quickly did they adapt to new challenges or changing circumstances?"
o "What would be an ideal next role for them based on their strengths and growth
areas?"



Evaluation Framework

After each interview, rate candidates on a scale of 1-5 for each dimension:

1 - Significant concerns, likely a blocker
2 - Some concerns, below expectations
3 - Meets expectations

4 - Exceeds expectations in several ways
5 - Exceptional, far exceeds expectations

Include specific examples and observations that support your ratings. Avoid vague
assessments or purely gut reactions.

Debrief Process

Once all interviews are complete:

1.
2.

A w

Each interviewer submits independent evaluations before group discussion
Facilitated group discussion focuses on specific observations, not just overall
impressions

Discuss any significant discrepancies in evaluations

Make a collective decision based on our highest-priority needs

Ensure any concerns are clearly articulated and determine if they are manageable or
blockers

Remember that no candidate will be perfect on all dimensions. Our goal is to find someone
strong in our most critical needs who can grow into other areas over time.
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