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Why Retention is the New Alpha

Every firm talks about hiring “A-players,” but far fewer talk about keeping them. Most view
retention as a “people problem,” when in reality, it's much closer to an investment problem — one
that directly affects your ability to execute, scale, and sustain performance.

Attrition is one of the most under-diagnosed risks affecting firms of every size and market segment.
When a deal team member leaves, the loss extends far beyond execution — it’s the erosion of deal
memory, relationships, and momentum. In lean teams, that gap doesn’t stay empty; it’s redistributed
across an already stretched bench. The resulting strain compounds quickly and can fuel burnout,
slow decision velocity, and, in some cases, quictly weaken both team performance and LP
confidence.

Additionally, replacing a mid-level investor typically costs 1-2x their annual compensation once you
factor in search time, onboarding, and lost deal velocity. Therefore, retention is not a culture
initiative. It is a performance and continuity strategy. And that’s where stay interviews come in.

If exit interviews tell you why people leave, stay interviews tell you why they stay — and what would
make their experience even stronger. Done well, they become a strategic data source that surfaces
both the strengths worth preserving and the early signals that need attention before they impact
fund performance or team stability.

For buy-side firms looking to build long-term, high-performance cultures, stay interviews aren’t

“soft” conversations. They’re one of the most targeted, high-leverage retention tools you can deploy
— especially when the goal is to protect your talent, your culture, and your edge.

What Makes Buy-Side Stay Interviews Different?

In traditional companies, stay interviews often center on engagement or satisfaction. On the buy-
side, they carry a different weight. They surface where conviction is strong, where it may be fading,
and what conditions support sustained performance and growth. The signals tend to be subtler, and
the stakes higher.

Investment professionals rarely quit suddenly. More often, they detach quietly and logically —
questioning the firm’s direction, feeling less connected to leadership decisions, or taking recruiter
calls they once ignored. Performance doesn’t drop, but conviction does. And when conviction slips,
collaboration, creativity, and urgency are the first to erode.

The goal of stay interviews in this context isn’t to “fix culture.” It’s to protect what works and
identify where pressure is building before it turns into turnover. And because the pace and
expectations on the buy-side are different, the execution must be as well. Even in high-trust teams,
candor can be uneven and influenced by hierarchy and power dynamics. This is why neutrality and
thoughtful follow-through matter just as much as the conversation itself. These conversations
should be:

 Short: 20-30 minutes
 Strategic: focused on trajectory, alignment, and sustainability
» Psychologically safe: structured to invite candor without consequence



The “Deal-Team Retention Framework”

Stay interviews only work when they reflect how your firm actually operates — lean teams,
demanding schedules, and evolving priorities. The purpose isn’t to introduce another process. It’s
to create a simple, repeatable way to listen that fits naturally into the rhythm of the firm. This
framework outlines how firms can structure stay interviews so they’re efficient, credible, and
immediately actionable, without creating complexity.

Time and Focus
Each conversation should run 20-30 minutes and center on three core areas that provide the
clearest read on engagement and retention:
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Career Trajectory
e Do you see a compelling path forward here and does the work you’re doing today support
where you want to be next?

Deal & Team Dynamics
* How does execution feel on the ground, in terms of collaboration, communication, workload,
and pace.

Firm Alignment
* How clearly do you understand where leadership is taking the firm and how connected do you
feel to that direction?

These areas reveal two things at once:
* What’s working and worth protecting, and;
e Where pressure may be accumulating below the surface.



The Investment Team Question Set

These conversations don’t need to be long but they do need to be intentional. The goal is to create
space for honest reflection. Use these questions as starting points to uncover what’s driving
engagement, what may be wearing thin, and what could strengthen long-term commitment.

1 parts of your current role feel most aligned with wt
Career ) 2 ) 8
want to be in the next 2-3 years?

Trajectory

1at would make the next stage of your growth here feel both
challenging and rewarding?
Do you feel you're getting the exposure and responsibility you need
to continue developing at pace?

Are there skills or deal experiences youd like to build that we could

better support?

Deal & Team How would you describe your current deal load — balanced,
Dynamics stretched, or uneven?

Do you feel your contributions on deals are visible to senior

leadership?

Is there any part of our deal process that consistently slows

execution or feels heavier than it needs to be?

When we staff deals, do you feel the assignments reflect your

strengths and development goals?

What’s one thing that makes working with this team energizing and

one thing that gives you pause?

How clearly do you understand where the firm is heading over the

Firm next 12-18 months?
Alignment Do you feel your day-to-day work connects meaningfully to that

bigger direction?
How confident are you that leadership is invested in your long-term
success here?

1at’s one area w ‘e clearer communication or contex

help you stay more focused and engaged?

Additional Considerations for Women and Diverse Talent
Women and professionals from underrepresented backgrounds often experience different friction
points, not necessarily louder, but quieter, more cumulative.



Adding one or two targeted questions helps ensure inclusion translates into access, visibility, and
belief in advancement. Ensuring equitable access to meaningful deal work, visibility, and sponsorship
directly strengthens execution capacity, internal promotion pipelines, and long-term fund

performance. For example:

» Do you feel you have equal access to meaningful deals, visibility, and mentorship here?

o Are there aspects of our culture, communication, or decision-making style that help you feel
included — or less so?

e What support, sponsorship, or development opportunity would further strengthen your
confidence in your growth path here?

Keep in mind: the strength of this process lies in follow-through. Listening without acting signals “we
heard you but nothing will change.” The expectation should be:

* Identify themes

» Address one or two that have the highest leverage
» Close the loop with the team

Converting Insights Into Action

Retention intelligence only matters if it translates into clarity, decisions, and visible change. The goal
is to identify what matters most and act with intention. Here’s how to turn insights into movement:

Look for Patterns, Not One-Off Comments
One person’s experience is data. Three people’s experience is a trend. Five people’s experience is a
culture signal. Don’t over-index on isolated feedback, but when the same themes come up across

levels or functions, that’s where action matters.

Diagnose the Root Cause
Most friction ties back to one of a few structural drivers:

¢ Career Clarity — unclear expectations or advancement timing

* Leadership Alignment — direction feels opaque or inconsistent

* Sustainability & Workload — pace is stretching beyond capacity

» Belonging & Voice — people are in the room but not fully in the conversation
¢ Comp & Market Positioning — perception of fairness vs. peer benchmarks

Prioritize Action You Can Actually Deliver
The fastest way to build trust is to fix something visible. Choose one adjustment that is:

» High-impact (affects multiple people)
» Low-complexity (doesn’t require structural change—reorgs or committees)
 Visible (people can feel it quickly)

What that could look like in practice:
* Clarify advancement timelines
» Re-balance deal staffing loads
e Increase exposure to senior leadership
 Assign sponsors for key talent



The Payoff

Firms that adopt stay interviews:

* Improve engagement scores ¢ Reduce voluntary turnover by 20-30%.

 Strengthen leadership credibility * Increase internal promotion rates.
When investors stay longer, your fund compounds intellectual capital, relationship equity, and
execution consistency. And in a market where every firm claims to have “great culture,” listening
systematically is how you actually prove it.

How Career Rockstars Supports You

For many firms, the challenge isn’t recognizing the value of stay interviews. It’s having the bandwidth,
neutrality, and repeatable structure to run them well. Lean teams don’t typically have internal talent
functions designed for this work, and even when they are, some conversations simply surface more
honestly with a trusted third party. That's where Career Rockstars comes in. We function as your
external retention intelligence partner and support firms in two ways:

1) Standalone Retention Engagements

For firms not actively hiring, we run stay interviews as a focused strategic engagement — diagnosing
cultural strengths, early churn risks, and leadership alignment. You receive a clear, actionable view of
what’s supporting long-term performance and what needs attention.

2) Integrated Post-Placement Support (Included in Retained Search)

When we recruit for you, this work continues past the hire. We conduct post-placement pulse
conversations to ensure your new team member is onboarding with clarity, gaining exposure and
visibility, and positioned to succeed and stay. This protects the investment you've already made and
strengthens the relationship between the new hire, their team, and firm leadership.

Why Firms Bring Us In
» Neutrality builds trust in a way internal conversations simply can’t.
* Lean teams benefit from outside bandwidth without adding headcount.
» We translate sentiment into strategy.
o We see across firms, so we know what “good” looks like at your stage and scale.

Closing

Retention isn’t about holding people in place. It’s about creating the conditions that make staying the
most compelling choice. Stay interviews, done consistently and thoughtfully, give firms clarity on
what strengthens conviction and where subtle pressure may be building.

If you'd like to understand where retention pressure may already be building in your team, we offer a

25-minute Leadership Alignment Call. No cost, no obligation — simply a confidential read on what
your firm is experiencing and what the data typically signals at your stage.
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About Career Rockstars

Our purpose is to change how the buy-side thinks about hiring: by pairing performance with
perspective. We believe the future of alpha will be defined by leaders who are both high-performing
and inclusive — and the firms that widen their lens will be the ones who consistently outperform.

That's why we built the CR3 Method — an intentional approach to recruitment with three
commitments: client-centered, candidate-focused, and community-driven. Alongside each placement,
we contribute 3% of our fee to a charity of your choice. It’s our way of ensuring the partnership
creates value inside and outside the firm.

More than what we do, it’s how we think and how we partner. We care about who we place and the

outcomes they create. For us, this isn’t transactional work. It’s relationship work We’re here to raise the
bar for the buy-side, one placement at a time.

About Alexis Alvarez

Alexis is the founder of Career Rockstars and works
closely with buy-side leaders on hiring and retention
across the LMM and MM. Her work centers on placing
exceptional, often non-traditional and diverse talent
— and helping firms create the conditions that make
them want to stay.

You can get in touch with her at:
alexis@career-rockstars.com
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