
 

 

 
Why you should invest in retaining the team you 

already have, not just on hiring. 

 

 



 

 
 

 

 

Abstract. 
“To win in the marketplace, you must first win in the workplace.” 

Doug Conant, CEO Campbell’s Soup 

 

Software has the highest turnover rate of any industry in the world. 

LinkedIn studied their data from half a billion people in 2017, and software companies 
have a 13.2% turnover rate. 

Dig deeper, and the challenge looks even worse. 

Embedded Software Engineers and Data Analysts both had an astonishing 21.7% churn 
rate, and UX / UX Designers were even harder to retain, with a 23.3% churn. 
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It will happen to you 

Why is churn so likely? 

Software is eating the world. 

There have never been so many companies hiring software engineers, because its 
role in the economy has never been so important. 

This means that software engineers get more InMails than any other role. You don’t 
have to be looking for a job to get tempted to move. 

Here’s the number of people in your technical team that you are, on average, going 
to lose in the next 12 months. 

 

Team size 
(developers) 

Churn in 
next 12 
months 
(average) 

Annual cost of 
churn 
(San Francisco) 

Annual cost of 
churn 
(Conservative*) 

Hiberly cost 
(annual) 

5  1  $57K  $20K  $1.5K 

10  2  $114K  $40K  $3K 

25  5  $284K  $99K  ~$7.5K 

50  10  $568K  $199K  ~$15K 

100  20  $1.14M  $398K  ~$30K 

200  40  $2.27M  $795K  ~$60K 

 

* Clearly, not everyone is in San Francisco, and some people feel they will have 
better than average churn. We adjusted the developer cost down by 30%, and cut 
the churn in half. It’s still a major expense for every team. Hiberly charges around 

10% of the conservative cost to help with this.   

 

hiberly.com | hello@hiberly.com 

https://www.wsj.com/articles/SB10001424053111903480904576512250915629460


 

Cost of replacement 

The cost of hiring = (recruiting) + (interview costs) + (training cost) + (starting bonus, 
relocation) 

 

Recruiting 

This typically costs 20-25% of the first year of salary. Indeed shows the average 
base salary for an software engineer in San Francisco is $154K, with a further $5K 
average bonus. Benefits frequently include health, dental and vision insurance, 
401(k), and paid vacation. In other cities, this figure is somewhat lower - $141K in 
NY. 

 

Recruiters typically take a 20-25% fee for finding engineers. A low estimate is 
therefore $28K. 

 

Interview cost 

Developers are highly skilled, with a very broad range of capability, and thus 
screening processes are rigorous and time intensive at most software companies. 

 

The typical funnel for hiring a developer is 60 resumes get filtered, 10 get screened, 
5 get interviewed and 1 gets hired. 

 

A resume takes 5 mins to review, a phone screen takes 60 mins, and an in-person 
interview takes 5 hours across multiple interviewers, including time to discuss the 
candidate internally. A typical figure in San Francisco is $350/hour opportunity cost 
of a developer not working on the company’s product. 
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This equates to ($350/60 mins) * [ (5 mins x 60 resumes) + (60 mins * 10 screens) + 
(300 mins * 5 interviews) = $14K 

 

Training cost 

Onboarding takes typically 3 months. Most developers contribute significantly to 
the codebase in this time, but at first they are a net drain (as they require much 
heavier guidance and pairing from the existing team). 

 

Assume overall 1 month of time is lost at onboarding. This equates to 4 weeks of 8 
hours days at $350/hour. That’s 4 * 5 * 8 * 350 = $56K of lost potential versus 
having someone fully up and running in this time. In absolute terms, it’d be around 
1 month of the average salary - around $12K, plus a few further costs. 

 

Starting bonuses and relocation 

This fluctuates from $0 to $46K at Facebook. See Paysa’s study. Most of the figures 
are around $20K, although this sample is from “well known” tech companies, so is 
perhaps biased. 

We haven’t included this in figure 1 as we felt there isn’t enough data here to be 
sure it’s significant. 

 

Bad hires 

Despite the process, many hires don’t work out. We haven’t factored in this cost, as 
it depends on your company. 
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Why people leave 

Hiberly was created with the hypothesis that technical debt causes developers to 
quit their jobs. We verified this by conducting 39 interviews in the first two weeks of 
starting the company. This included many developers. Every time, we asked people 
what caused them to leave their last role. 

 

The pattern we saw was that there was typically a trigger event - a recruiter reached 
out, or the engineer realized their pay was unfair. Preceding this, there was always 
an underlying issue - usually a sense that the developer wasn’t being challenged, 
wasn’t progressing their career, or the codebase and processes within the team 
meant that getting work done and decisions made was painful. 

 

Greenhouse's CTO, Mike Boufford, made a habit of asking questions on this topic 
every time he interviewed people as he grew an engineering team from one to 60. 

 

He relied on two questions, and used the data to achieve zero regrettable attrition: 

● What do you hope will be different about your next role? 
● When you've left jobs in the past, what drove you away? 

 

From several hundred candidates, he reports these questions raised three themes: 

● Felt unfairly treated or assessed, and recognition suffered as a result 
(pay/performance or other). 

● Felt they weren't growing. They felt inertia in their careers, had stopped 
learning or didn't see a path to what they wanted to work on. 

● Felt disrespected. Ideas were shot down, their manager was overbearing, or 
relationships with their colleagues were poor.   
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How Hiberly helps retention 

Hiberly helps teams get frequent, micro feedback on how to help make developers’ 
work more engaging. The end result is a team that love their working environment 
(from code to  1/1s, retrospectives, processes and tooling), and a great working 
environment means shipping faster with better retention. 

Importantly, it’s not just built for managers. A key part of Agile is self-organizing 
teams that reflect at regular intervals on how to become more effective. 

Hiberly enables developers to flexibly collect feedback - on whatever adjustments 
they want to make to the stack, tech debt and processes. 

Why micro-feedback? 

Teams need to talk to improve how they work. However, by making feedback 
smaller and more frequent, right as work is completed, issues are easier to fix and 
create less stress. 

This makes asking important questions like “would you like to do more or less of 
this kind of work” easier, and asking technical questions “would refactoring X have 
made this pull request quicker” more accurate since there is less bias in the 
information. It means 1/1s can focus on enabling people to work on what they love 
and to remove obstacles to shipping. It means retrospectives can be used to create 
a technical roadmap. 

We have seen an 8 percentage point reduction in frustration from those using the 
tool. 

I’m interested. 

Great! Book a short demo with us now here or email hello@hiberly.com and we’ll 
get started. 
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