Case Study

Appointing a Transformational C-Suite Leader at a $200M VC-Backed
Ecommerce Platform Using Decision Modelling

Client Overview

A venture capital-backed ecommerce and digital marketplace platform with approximately $100M in annual
revenue engaged us to appoint a Transformation C-Suite Leader at a critical stage of scale.

The business had built a highly effective performance-driven growth engine and was profitable, but faced a strategic
inflection point:

~10M active users with ambition to scale to 100M+

Heavy reliance on SEO, SEM, paid and affiliate channels

Fragmented brand identity and inconsistent messaging

Desire to expand beyond a core demographic into Gen Z, and lifestyle segments
Sales and Business Development functions reporting into the role

Clear mandate to evolve the company without disrupting what already worked

The board and leadership team were explicit: this was not a functional sales & marketing hire.
They needed a senior transformation leader capable of reshaping brand, organization, and go-to-market strategy—
while maintaining financial discipline and performance rigor.

Our Approach: Decision Science—Led Executive Search

Rather than relying on pattern matching, reputation, or network proximity, we applied a multi-criteria decision
analysis (MCDA) approach tailored specifically to this transformation mandate.

The objective was to remove bias, widen the talent aperture, and objectively assess which leaders could succeed in a
complex, ambiguous environment.

Step 1: Defining the Transformation Criteria

Following a deep kickoff with the CEO and executive team, we translated strategic priorities into a weighted decision
model.

Key evaluation dimensions included:
(T Enterprise Transformation Capability

e Proven experience evolving established digital businesses



e  Ability to modernize brand and operating model without “starting over”
& Consumer Scale & Complexity

e  Operated in high-growth B2C, ecommerce, or consumer internet environments
e  Exposure to scaling organizations with millions of users or customers

&) Brand + Performance Integration

e  Track record integrating brand development with performance economics
e Comfortable operating with ROI constraints and capital efficiency

& Audience Expansion & Segmentation

e Demonstrated success expanding into new demographics
e  Ability to grow the business without alienating core users

(5] Organizational Leadership

e  Built and led multi-disciplinary teams at scale
e Experience overseeing Sales and Business Development leaders

6] Product & Go-to-Market Influence

e  Ability to influence product, positioning, and customer experience
e  (Clear understanding of how brand shows up inside the product

& Financial & Strategic Discipline

e Strong judgment around investment pacing
e  Experience building cases for growth rather than demanding budget upfront

& Executive Maturity & Ambiguity Tolerance

e Comfortable operating in VC-backed environments
e Demonstrated decision quality under uncertainty

Each criterion was weighted based on its importance to the transformation mandate, forming the backbone of the
assessment process.

Step 2: Expanding the Talent Universe

To avoid recycling the same executive profiles, we deliberately widened the search beyond direct competitors.



We conducted structured research across:

Top 100 ecommerce retailers

100 leading online shopping and marketplace platforms

100 of the largest internet and consumer technology companies
Adjacent sectors with transferable scale and transformation experience

This resulted in 324 qualified potential candidates—significantly broader and more diverse than a traditional
executive search funnel.

Step 3: Structured Evaluation Against the Model

Every candidate was assessed using the same decision framework.
Interviews were structured to directly test each weighted criterion, including:

Examples of enterprise-level transformation

How they balanced brand evolution with performance economics
Experience expanding into new customer segments

Leadership approach to scaling teams and managing ambiguity

Each candidate received:

Quantitative scores across all criteria
Qualitative risk flags

Cultural alignment assessment
Forward-looking impact evaluation

This allowed objective comparison across leaders from consumer tech, ecommerce, marketplaces, subscription
businesses, and adjacent B2C platforms.

Key Insights from the Decision Model
The model surfaced insights that would have been difficult to identify through traditional search alone:

e  Pure functional leaders underperformed when evaluated against enterprise transformation needs
e Performance-only executives lacked the breadth required to evolve brand and organization simultaneously
e  The strongest candidates consistently demonstrated:

o  Builder mentality

o Experience modernizing established brands

o Comfort operating across product, brand, and revenue

o Capital discipline and executive maturity



The Outcome

324 leaders identified

40+ deeply evaluated

9 advanced to final consideration

3 finalists

1 Transformation C-Suite Leader appointed with full board alignment

The selected executive demonstrated:

Proven transformation experience in scaled B2C environments

Ability to rebalance growth levers without disrupting profitability

Strong leadership across marketing, sales, and product-adjacent functions
A data-driven approach to brand, segmentation, and go-to-market strategy

Impact
Within the first year:

Brand architecture unified across channels

Clear segmentation and audience expansion strategy launched
Performance and brand efforts aligned under a single operating vision
Organizational structure redesigned for scale

Leadership team alignment significantly improved

Most importantly, the decision model itself became a strategic asset, enabling:

Reduced hiring risk

Faster executive alignment

Clear justification for board-level decisions

A repeatable, defensible approach to C-suite hiring

Why This Matters

C-suite transformation hires fail not because of lack of talent—but because of poor decision frameworks.

By applying structured decision modelling, we replaced intuition with evidence, widened the talent aperture, and
identified a leader who could truly drive transformation rather than just operate a function.




