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CEOCFO: Ms. Shell, what are you doing to evolve recruiting at Creative Alignments?
Ms. Shell: We created Time-Based Recruiting®, a model based on simply charging by the hour to find great talent. 
Traditionally, outsourced recruiting has been a commission or contingency fee type of arrangement, typically costing 20-
30% of an employee�s first year salary. That is a large fee, which in our opinion, incentivizes the recruiters to be looking 
for the windfall rather than the best hire for their client or the best experience for the candidates. Our Time-Based 
Recruiting® model is more aligned with our client�s needs and culture, and the candidate�s experience. We work as our 
client�s in-house recruiting team, with the added bonus of being scalable and flexible. We�re there when they need us, 
gone when they don�t.

CEOCFO: How do you record the time? Is it similar to a law firm?
Ms. Shell: It is not that different than a law firm in structure, but our rates are less expensive, so that�s good. Our work is 
billed hourly, similar to any other service, like graphic design, or accounting. This is different than traditional commission-
based recruiting, where so many roles go unfilled that the cost of the filled roles needs to compensate and backfill with a 
big fee. Historically, our fees are equivalent to about 8-10% of a first-year salary, as opposed to 20-30% charged by 
traditional recruiters. That is often a very significant savings for our clients. There are economies of scale for our clients, 
too. For instance, as we hire more people in the same industry and have more qualified candidates in our database � 
people we did not have to go out and find � the more streamlined the search process, and the less a client needs to pay. 
Sometimes our clients only pay for a few hours per hire. Other times, when a client is looking for something very unique, 
or has other elements that make the role harder to fill, it might take longer and cost more. Our clients find this pretty 
straight forward and fair.

CEOCFO: What do potential clients think?
Ms. Shell: At first, it takes a bit of a paradigm shift for potential clients, but once they�ve worked with us, they really like 
the experience, results, quality of hires and cost savings. Recruiting has been done one way for a long time; it�s like real 
estate where, at some point, somebody decided real estate fees were going to stay the same, no matter how long it takes 
to sell your house. So often, people�s experience with traditional outsourced recruiting has conditioned them to see it as a 
necessary evil. They had to pay 20-30% of the first year�s salary to a recruiter who is only looking out for themselves. So, 
when we first talk to potential clients, they can start out a little skeptical and we have to get them over the hump. Once 
they work with us, often they are psyched about the recruiting experience for the first time. We give them the opportunity, 
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the control, the process, and the dedication they have not experienced before. A lot of our clients come to us with one 
hire, and quickly transition a lot of their recruiting to us. 

CEOCFO: What types of companies and employees are you recruiting?
Ms. Shell: We have two main focus areas: technology, often software and SaaS in particular; and food and consumer 
products, with a focus on the natural and organic industry. We also work with professional service companies, like 
creative agencies, and manufacturing companies. For those industries, we are hiring all types of roles cross-functionally. 
This might include roles in a technical function, supply chain, finance, HR, and sales and marketing. We also hire across 
all levels, from office manager to CFO. We usually hire exempted, salaried positions, and do not hire for hourly-based 
labor jobs. 

CEOCFO: What made you decide on the organic side?
Ms. Shell: Boulder, Colorado, where we our business started, has two main industries right now that are growing and 
have been over the six to eight years that we, too, have been growing. Those are technology and natural and organic 
products. These types of clients fell in our lap and when I started Creative Alignment. In fact, initially I thought we would 
focus on creative services agencies like advertising, branding and web-development, because that is the world I came 
from and what I knew. Our first six clients were creative agencies. Then I had an opportunity to recruit on-site at a 
software company that had just been bought by a large company. They were in a big growth phase for their R&D 
department. I said at the time that �I am not a technical recruiter but I am a good recruiter.� They said �We tried the 
technical recruiter route and it did not work so well for us, so let�s go with somebody who is more of a recruiter.� I hired 38 
people in three and a half months and then it just snowballed from there. I brought on a business partner in 2012 who had 
run a technical staffing firm for seventeen years prior. He is highly technical himself, so he has grown our tech practice 
with me.

CEOCFO: Are you finding that it is harder to hire people today. How do you find good candidates?
Ms. Shell: It is a tight employee�s market for sure. Most of the people that we are fighting for are already employed and 
we are offering them new opportunities. They get to decide if our offer is the next step in their career or not. Depending 
upon the industry, we are finding a lot of candidates in our own database or job postings. Not all the time, though. We are 
still headhunters in the traditional sense in that we are going to find the people our clients are looking for.

CEOCFO: How do you work with your clients to help them manage their expectations?
Ms. Shell: It is a function of time and communication. When we kick off a new hire, we hear from our clients what they are 
looking for and often act as consultants, helping them hone in on a clear and effective strategy that has the best chance at 
success. We keep this communication going throughout, so they know real time what�s going on with their role. Because 
of our model and our process, we get to have these conversations with our clients. We are transparent about the 
conversations we are having and who we are having them with.

CEOCFO: What has changed in your approach over time?
Ms. Shell: The market has gotten tighter without a doubt, and recruiters have gotten more prevalent. We really need to 
work hard to make sure candidates know we are not married to them getting a particular job. We�re not going to try to 
convince them they should take it if they shouldn�t, which often happens in traditional recruiting. Ours is a very opt-in 
experience. Since it is very much a job-seekers market, we�ve had to get more creative and kiss more frogs, so to speak. 
Also, we advise our clients to move much faster to get the people they want. For instance, they can no longer take the 
time to meet with four candidates because by the time they get to that first one, some of the candidates have already 
taken other jobs. 

CEOCFO: Would you tell us about your Chicago office?
Ms. Shell: Frank Milianti heads up our Chicago office, as well as our national food and consumer products practice. We 
have a number of strong clients in Chicago, like RXBAR and Simple Mills® food, and we are growing both our food and 
tech practices there with a lot of quickly growing brands. It is good to have a presence in Chicago to be close to them. 
Frank is growing our team there. Frank is great.  

�We created Time-Based Recruiting®, a model based on simply charging by the hour to find great 
talent�We work as though we are our client�s in-house recruiting team, with the added bonus of being 
scalable and flexible. We�re there when they need us, gone when they don�t.�- Peggy Shell
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He came from a recruiting agency, where he�d worked for fifteen years, including running a division. He comes with a lot 
of recruiting and management experience, but more importantly, he fits with our values and our non-hierarchical, ethical 
approach. We all do it all and we enjoy each other. Nobody is better than anybody else. 

CECOFO: How is business?
Ms. Shell: Business is very busy and very strong right now. Our generally work with us for a long time because we 
become part of their team and add a lot of value. Plus, a lot of new clients are coming to us every day. Ironically, we are 
like the cobbler�s children with no shoes right now in that our biggest challenge is hiring on more great recruiters for our 
own team. We are so busy hiring for our clients that we don�t have the time to hire for ourselves. But that is changing. 
We�ve just hired on three recruiters and are hiring several more.

CEOCFO: When you are looking at hiring a recruiter for your own team, can you tell quickly if they understand 
the approach and not looking for any job?
Ms. Shell: Yes, for sure. Some recruiters have a hard time getting their arms around our model and our process, while 
others get it right away and say it is exactly what they are looking for. We really look for the people who feel like the 
traditional recruiting industry is broken and needs fixing. If there is somebody who likes the contingency model and loves 
trying to push their clients to pay more so they can make a lot of money, then they are not somebody who is going to work 
for us. 

CEOCFO: Are you surprised that the Creative Alignments� approach has not been used or tried before?
Ms. Shell: Yes and no, but it is starting to be copied. More recently, I�ve noticed a few companies that are starting to 
make their mark. They do not call it �Time-Based Recruiting�, but some variation on it. This is brand-new. I looked for 
years and found that nobody had worked with an hourly model. The reason people don�t work on an hourly basis is 
because in a strong market you do not make as much money. If you are doing well with commission-based model, you do 
not have to do as much to make more money. I think that when the market and the economy turn, a lot of companies are 
going to realize they don�t want to pay the traditional big fees, and we expect our business to continue thriving. But yes, I 
am surprised more companies are not doing this because it is the right way. 

CEOCFO: You seem to enjoy the personal touch?
Ms. Shell: I do. I like having a business where not only are we helping our clients achieve their goals, we are also doing 
right by people along the way. I like the slow and steady, organic growth that comes from building strong partnerships with 
our clients and having work our recruiters enjoy and giving candidates a great experience. We�ve been growing over the 
years and I foresee this continuing, but it�s very important to me to so in a way that aligns with our values and our culture.

CEOCFO: Why pay attention to Creative Alignments?  Why use Creative Alignments?
Ms. Shell: I believe that the traditional recruiting industry is broken and archaic. It needs very compelling solutions that 
make the process and experience good, honest and accessible. That is the work we are doing at Creative Alignments.


